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1. Introduction 
 
Organizations worldwide have experienced how workplace disputes have resulted in 

negative impacts on all related stakeholders. To organization, the impacts can be in the 
term of revenue loss, the destruction of the company assets, and sometimes it can 
cause lives[1].  Favorable workplace environment has also been reported to influence 
the individual level of job performance[2].  Conflict raised by unfavorable workplace 
climates can reduce organization productivity and affect the chance of organization 
survival[3]. In the opposite side, research has shown that an organization's Industrial  
Relations (IR) climate relates to productivity, efficiency, general employee satisfaction, 
union loyalty, and organizational commitment[4].   [5]proved that the industrial relations 
climate can improve performance at the individual employee level. Higher economic 
competition strengthens the need to foster a good IR climate. There is a need to 
establish a better organizational flexibility to establish a good workplace relation to 
ensure commitment among workers[3].  

[6]has shown that collaborative IR Climate has a positive impact to profit and sales. 
[7]further explained that a positive IR climate caused to a more cooperative relationship 
between management and employees which further lead to a positive various related 
outcomes such as job performance, constructive behaviour, and both employees and 
organization commitment. A positive industrial relations climate influences positive 
attitude towards the supervisor and performance of the employees. Therefore, to have a 
positive industrial relations (IR) climate is an important goal for the organization.    

The industrial relations climate (IR) of an organization is an overall measure of how 
labor-management relations are.  It is part of Human Resources strategic approach.  
Human Resources policies in the organization is understood to influence company 
performance[8]. It is usually measured by a set of variables that represent norms, 
attitudes, feelings, and behaviors prevalent in the workplace including "fairness and 
mutual respect". Industrial relations define as “activities connected to dynamics of 
working places like the structure of plans, job agreements, management of labor, dispute 
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resolution, worker views’ and conduct within working stations”  in[1]. [9]define IR climate 
as the management, employees, and their representatives’ perception regarding the way 
in which employees’ relations is conducted and their interaction with each other. IR 
climate referred to labor-management relationship quality[4, 7]. Positive IR Climate is 
defined as with trustful, respectful, and healthy relationship between the management 
and employees  in[7]. 

Despite the positive outcomes associated with a favorable IR relations climate, few 
studies are available[3]. The search result in Science Direct database for all time 
resulted only 149 hits for keywords “industrial relation”.  If those search results were 
limited to research and review article, the figure is shrinking into 118 articles and only 50 
articles published since 2017.   

What factors influencing a positive IR climate are critical to identify.  Available studies 
revealed factors that influenced IR climates, such as the role of certain leadership styles 
(e.g. ethical leadership styles[7], social dialogue[10], employee voice[11], employee 
representation[12], employee participation[13], involvement of HR[14], trust[15], 
organizational justice[15], Corporate Governance[5], Union effectiveness[16, 17], 
perceived labor-management relation[2, 17], management participation [18]and  
Organization culture[19]. 

This study aimed to see assessment of IR climate rating in Indonesia as the first 
research question.  Other objectives are to figure out possible variables influencing IR 
Climate.  The first variable explored was leadership styles.   Leadership is known to 
have an important role in the management function in terms of ensuring the organization 
to maximize efficiency and achieve organizational goals.  Previous studies have proven 
that leadership plays an important role in organizational effectiveness[20].  Leadership 
plays a role in how to ensure the allocation of every resource can have an impact on the 
achievement of goals. Leadership role in IR climate was only discussed by[7].  Whether 
there was a perceived involvement of leader would be the second research question of 
this study. 

Studies revealed there was no one leadership style fit in every condition.  For 
innovation, the type of leadership which is claimed to be effective is Transformational 
leadership[21-24].  This type of leadership is also effective during turbulent environments 
and uncertainty[25]. However, study stated that during crisis, type of leadership should 
be beyond transformational[26].  In time of crisis, involvement and fast decision making 
is needed and it can be a tough one.  What is the suitable leadership style for a positive 
IR climate?  This is the third research question.    

The second variable to be explored was communication in the context two-way 
communication or dialogue. [27]argued communication among member in organization 
or internal communication is critical for the organization effectiveness. in [28] described 
an analogy how  communication is considered as a  “lubricant” in corporate machinery.  
Communication within the organization plays important role in fostering the relationship 
between the employer and its employees[28].  Good employee attitude in the 
organization is also influenced by how the organization communicate with its 
employees[29]. Internal communication is strengthening organization-employees 
relationship[28]. Furthermore, good internal communication increase employee 
commitment and establish a shared interest[30]. All of those characteristics, will produce 
favourable outcomes such as better employee productivity and improvement of the 
performance of the organization.  In IR climate, the role of dialogue has been raised 
by[10, 11, 13, 31]. How the perceived opportunity to speak up was the research question 
no four.   

The structure of this paper is as follows: first, the introduction is presented and then 
followed by the methodology of the study.  Thereafter, the findings are presented and 
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discussed.  This paper will be closed by the conclusion which also includes the limitation 
of the study and the recommendation for future research. 

2. Methodology 
 
Research design 
 
This study was designed as a qualitative study.  Structured questionnaires were 

used as the instruments for an online survey, conducted in October – November 2021. A 
disclosure statement about the nature of the study, informed consent, and the 
participants’ willingness to join the survey were also included at the beginning of the 
questionnaires. Questionnaires without informed consent from participants were omitted 
from the analysis. Open Questions regarding the participants’ opinion on IR climates, the 
employee participation culture, leadership characteristic and involvement were asked. 
Additional demographic information, such as participants’ position, industry and gender, 
was also requested for descriptive analysis. 

 
Participant 

 
Target participants were staff, manager, labor union leader and director. The target 

sample was to get 20 participants.  There is no sample requirement for qualitative 
study[32]. Selection of the participants was made using the convenience sampling 
method.  

 
Analysis 

 
Collected data were analyzed using NVIVO. Data were categorized based on overall 

positive and negative comments. For each assumed variable, the data were categorized 
based on rank (such as the rating of IR climate; leader involvement in IR; and 
opportunity to participate), key words (such as leadership characteristics).  The most 
frequent words were also analyzed. 

 
3. Result 

 
Demographic 

 
Based on the industry the participants work for, 71% of participants work for the 

manufacturing industry,  followed by plantation (10%) and other industries such as 
leasing, retail, banking, oil and gas, telecommunication, mining and trading (figure 1).  
Based on the size of the company, 45% are from big companies with more than 1000 
employees, followed by medium size company (23%) with 500-1000 employees, and the 
remaining is small to medium size (figure 2).  Most of the companies has existing labor 
union (85%). Based on the position (figure 3), 34% of participants were managers, 29% 
were employees, 18% were union leaders and 18% were directors. 
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Figure 1. Type of Industry Figure 2. Size of the company 

 
Figure 3. Participants’ position 

 
Analysis Result 

 
Word Count 

 
Based on word count analysis, words related to interactions were showed frequently 

such as communication (1,18%), relations (1,08%), involving (0.58%), discuss (0,5%), 
meeting (0,47%), approach (0,46%) and relationship (0,41%). Employees, company, 
manager, workers and union as the main stakeholders in IR appeared on the top 
frequent words: 3.88%, 3.57%, 2.04%, 0.88% and 0.72% respectively. Leadership 
related words appeared in the term of manager (3.57%), leadership (0.28%) and leader 
(0.24%).  The word frequency was depicted in figure 4. 
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Figure 4. Word Cloud All Participants 

 
Table 1 

Top 10 words from all participants 
 

Word Length Count Weighted 
Percentage 

Similar Word 

Employees 9 287 3.88% Employee, employees, employees 

Company 7 264 3.57% Companies, company 

Good  4 177 2.39% Good, goods 

Manager 7 151 2.04% Manage, managed, management, manager 

Communication 13 87 1.18% Communicate, communicated, communicates... 

Relations 9 8 1.08% Related, relations, relatively 

working 7 79 1.07% Work, worked, working 

Products 8 76 1.03% Product, production, productive, productively… 

Performance 11 71 0.96% Perform, performance, performed, performs 

Climate  7 67 0.91% Climate, climatic 
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Table 2  
Top 10 words from Staff 

 
Word Length Count Weighted 

Percentage 
Similar Word 

Employees 9 88 4.90% Employee, employees 

Company 7 75 4.17% Companies, company 

Good  4 41 2.28% Good 

Management 1 28 1.56% management, managing 

Relations 9 28 1.56% Related, relations, relatively 

Communication 13 24 1.34% Communicate, communicated, communicates... 

working 7 24 1.34% Work, working 

industrial 1 23 1.28% Industrial, industry 
Performance 11 18 1.00% performance 

productivity 12 16 0.89% Product, production, productivity 
 
 

Table 3 
Top 10 words from Union 

 
Word Length Count Weighted 

Percentage 
Similar Word 

Employees 9 35 3.77% Employee, employees 

Good  4 27 2.91% good 

Company 7 26 2.80% Companies, company 

Management 10 24 2.59% management, manager 

Communication  13 17 1.83% Communicate, communication 

Related 7 13 1.40% Related, relations, relatively 

union 5 12 1.29% union 
work 4 11 1.119% Work working  
far 3 11 1.119% far 
Climate  7 1 1.8% Climate  

 
 

Table 4 
Top 10 words from manager 

 
Word Length Count Weighted 

Percentage 
Similar Word 

Company 7 91 3.56% Companies, company 
Employees 9 79 3.95% Employee, employees, employees 
Manager 7 71 2.77% Manage, management, manager 
Good 4 63 2.46% Good, goods 
Workers 7 5 1.95% Worker, workers, workers 
Products 8 38 1.48% Product, production, productivity, products 
Problem 7 31 1.21% Problem, problems 
Working 7 31 1.21% work, worked, working 
Climate 7 27 1.06% climate 
performance 11 24 0.94% Perform, performance, performed, performs 
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Table 5 
Top 10 words from Director 

 
Word Length Count Weighted 

Percentage 
Similar Word 

Employees 9 63 3.43% Employee, Employees 
Company  7 58 3.16% Companies, company 
Good 4 34 1.85% Good, goods 
Manager 8 33 1.80% Managed, managements, manager, managers… 
Communicative 13 24 1.31% Communicate, communication, communicative… 
Relations 9 23 1.25% Related, relations 
industrial 1 21 1.14% industrial 
performance 11 15 0.82% performance 
level 5 14 0.76% Level, levels 
open 4 14 0.76% Open, opened, opening, openly, openness 

 
The top 10 frequent words from all participants are Employees, Company, Good, 

Manager, Communication, Relations, Working, Product, Performance, Climate (Figure 
5).  Drilled down from each position, all agreed that Employees, Company, Good, and 
Management are important.  The word “Communication” is in the top 10 of Staff, Union, 
and Director but not in Manager.  The word “Relation” is in top 10 of Staff, Union and 
Director but not Manager.  The word “working” is in the top 10 of Staff, Union, Manager 
but not Director.  The word “Performance” is in the top 10 of Staff, Manager and Director 
but not Union.  The word “Climate” is in the top 10 of Union and Manager, but not 
Director and Staff (Figure 4-9). 

 
Positive and Negative Impression 

 
The overall word analysis based of positive and negative connotation from all 

conversation, the result showed that most of the words used were positive and only few 
gave negative connotations.  However, some words were found to have ambiguous 
meanings (Figure 10). 

 

 
Figure 10. Positive – Negative Connotation from Overall Conversation 

 
Some negative comments were about the poor condition of IR in the organization, 

lack of top management involvement, and the new regulation's impact (figure 6). The 
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positive comments were about the good IR condition, the positive opportunity to 
participate and speak up, the relationship between employees and employers, and top 
management involvement. 

 

 
Figure 11. The negative Comments 

 
IR Climate Rating 

 
The opinion of participants in the rating of IR climate was depicted in figure 12.  Most 

of the participants rated that the IR climate in their organization was very good or good.  
Only a few portions said the rating was not good.  However, some participants still gave 
no clear evaluation. Figure 13 showed some of “very good” rating comments from the 
participants. 

 

 
 

Figure 12.  IR Climate Rating 
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Figure 13.  Conversation on IR Climate Rating 

 
Top Management Involvement 

 
The opinion of participants of the top management involvement was depicted in 

figure 14.  Most of the participants claimed that they felt that top management had a 
good involvement.  The majority stated that top management paid a good intention to IR 
climate. Second big part also said that the intention in there was only just enough. A 
small portion said that top management had no attention on IR climate. The good 
involvement conversation includes that Top management adheres to the new rules and 
regulations on manpower, concern on the well-fare of the employees, good response, 
put attention and effort to resolve conflict well and fast (Figure 15). 
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Figure 14. Top Management Involvement 
 

 
 

Figure 15. Conversation on Good Top Management Involvement 

Leadership Styles  

The opinion of participants of the top management leadership styles was depicted in 
figure 16.  The three most common leadership styles raised were Democratic, 
Transformative and Servant leadership.  Most words raised were affiliative, flexible, 
communicative, participatory, coaching (Figure 17). 
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Figure 16. Leadership Style Assessment of Participants 
 
 

 
 

Figure 17. Conversation on Leadership Styles 
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Opportunity to Speak Up 

The opinion of participants on their opportunity to speak up was depicted in figure 18.  
Most of the participants claimed that they had the opportunity to speak up.  The majority 
stated that they had a good enough opportunities to speak up.  They said a regular 
meeting between Union and management to discuss ideas and issues. Some also 
raised that management listened to them (Figure 19). Only few of them claimed they did 
not have opportunity to speak up.  They felt that the management ego’s to win in the 
discussion was big (Figure 20).  

 

 
 

Figure 18.  Opportunity to speak up 
 

 
 

Figure 19. Conversation on Good Opportunity to Speak Up 
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Figure 20. Conversation on Lack of Opportunity to Speak Up 
 

 

 
 

Figure 21. Comparison of IR Climate Rating with Top Management Involvement, 
Leadership Styles, and Opportunity to Speak Up 

 
 

Figure 21 revealed a similar pattern of a positive IR climate with the rate of top 
management involvement, democratic+transformational+servant leadership styles, and 
opportunity to speak up. 

 
4. Discussion 

Based on the word counts, all participants from various positions (Staff, Manager, 
Director and Union) agreed that employee, company, manager, communication, climate, 
performance, and good were the important words.  For a positive IR climate, it seemed 
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that they all agreed that the focus should not only be on the employee but also on the 
company and performance.  It seemed that there was a mutual understanding to have a 
positive IR climate. Employee advantages will only be made available if the company 
had a good performance.   All participants also came to an agreement that to have a 
positive IR climate a good interaction between management and employees played an 
important role.  Words such as communication, relations, involving, discuss, meeting, 
approach and relations contribute to more than 5% of the overall conversation. Based on 
this finding, one of the assumptions was the critical role of communication in a positive 
IR climate. 

Even though the most common words were quite similar for each position, it seemed 
slightly different in each position.  For example, the word ‘performance’ was not in the 
top 10 priority of Union. The word ‘working’ and ‘climate’ seemed not in the top priority of 
director.  For staff, ‘working’ is not the top priority.  The most interesting the word 
‘communication’ and ‘relation’ were not in the top priority of management.   For Union, it 
seemed even though they realized that company performance was importance but they 
more focus on addressing the agenda relationship, communication, working and climate. 
In manager, the agenda was more to working, problem, climate and performance. As for 
directors, their agenda was more into performance, communication, relation and 
openness (transparency).  Based on this finding, it seemed that each position has a 
different concern.  It seemed that there was a gap of the top priority of director and 
manager.  When director tried to ensure improving the relationship, in manager level, it 
seemed that they focus more to fire fighting on the IR issues. This can be an important 
finding for HR, to create a strategic HR to ensure that all levels work on similar priority. 

Confirming previous study, this study also showed that leadership plays important 
role in organization effectiveness.  Just as many as participants claimed a positive IR 
climate, most of participants also claimed a somehow involvement of top management in 
IR climate.  The involvement of top management for sure would make the better 
process.  The involvement of top management also reflects the perceived knowledge of 
top management on IR issues.  Both of those will lead to a better outcomes.  The 
involvement of top management reflects cares, which would also create trust and 
reputation, leading to a better relationship. 

Since interaction played a crucial role on a positive IR climate, leadership styles that 
encourage participation would be better for a positive IR climate.  Democratic leadership 
is known as a participative leadership.  Majority of respondents thought that was the type 
of leader suitable for a positive IR climate.  [33] defines a democratic leader as a person 
who is sharing the decision-making process with the team members. Leadership who is 
democratic is known to increase the productivity of the team, their satisfaction and 
engagement, and team commitment [4, 33]Employee satisfaction is also one of the 
positives of democratic leadership. Some characteristics of democratic leadership [34] 
are distribution of responsibility, empowering, involvement, motivating and respecting the 
team, and a good listener.  Since relationship, communication, involving and 
approaching were important keywords of a positive IR climate therefore no wonder that 
democratic leadership styles was important. 

The second leadership style raised was the transformational leadership styles. 
Transformational leadership works with team to foster the team identity.  With 
inspiration, the leader creates vision.  Transformational leadership executes the change 
and builds team commitment.  The transformational leadership style is charismatic, 
delegating, inspiring, communicating, encouraging innovation[35].  Leaders who have 
transformational style have four distinct factors; charisma (idealized influence), 
inspirational motivation, individualized consideration and intellectual stimulation,  which 
are known as the four I’s of transformational leader[36].  Transformational leadership 
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characteristic are such as building team confidence and trust, creating hope and sharing 
big picture, building team relationship and strengthening team work[37-39].   

Transformational leadership styles foster the culture of sharing, team participation 
and growth and excellent role models.  The 4’I’s and characteristic of Transformational 
leadership styles suit the needs of participation, being listened, being trusted and 
ensuring a positive IR climate.  Therefore, transformational leadership styles will be a 
suitable style for a positive IR climate. 

The third leadership styles revealed in this study was the servant leadership style.  
[40]explained that servant leadership is characterized by first empowering and 
developing people.  The second characteristic of servant leadership is humility, 
authenticity, interpersonal acceptance, and stewardship.  The third characteristic is 
expressed by providing direction. Servant leadership styles have known to build a 
relationship, trust and fairness.  This will lead to self-actualization, positive attitudes and 
performance.  Based on the three types of leadership styles in this study, it seemed that 
leadership styles that encourage participation, relationship, openness, and trust would 
play a critical role in building a positive IR climate. 

The last variable explored in this study was the opportunity to speak up.  He 
opportunity to speak up is employees' opportunity to raise their concerns and be listened 
to.  Or in the other way the communication in the organization is two ways.  

Communication within the organizations or internal communication has been 
established as playing a vital role in influencing organization effectiveness[27]. When 
employees perceive that they get information from the organization in timely, accurately 
and relevant, they will feel less vulnerable and more able to trust their leaders[28]. 
[29]define internal communication as “the exchanges of information and ideas within an 
organization”. [27]state that “communication between an organisation's strategic 
managers and its internal stakeholders, designed to promote commitment to the 
organisation, a sense of belonging to it, awareness of its changing environment and 
understanding of its evolving aims. 

Communication within the organization is known to play a critical role in developing 
employee attitude[29].  It strengthens the relationship between the organization and 
employee[28]. Good communication can bring employee commitment and shared 
interest[41]. All these attitudes are associated with favourable outcomes such as an 
increased in employee productivity and organizational performance. Employees 
experiencing a quality exchange and having a sense of team membership will become 
more engaged to the organization[29].  One of the crucial quality exchanges is quality of 
the communication.  Quality communication between the organization and employees 
foster a transparency and trusting environment.  Therefore, the opportunity to be able to 
communicate back would foster a positive IR climate. 

The study have shown a similar pattern of the state of positive IR climate, top 
management involvement, democratic+transformational+servant leadership styles, and 
opportunity to speak up.  This pattern might show a probable relationship between the 
variable of top management involvement, democratic+transformational+servant 
leadership styles, and opportunity to speak up to a positive IR climate.  Since this study 
was only an exploratory study, this study cannot be used to confirm those relationships. 

 
5. Conclusion 
 
Overall conversation on IR climate was positive conversation.  This study tried to 

answers four research questions.  For first research question about the state of IR 
climate, this study showed that the condition of IR climate in Indonesia was mostly 
positive.  The majority claimed that the climate was positive enough, and only a small 
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portion raised their dissatisfaction with the IR climate. The answer to the second 
question, this study revealed that current condition in various industries in Indonesia, the 
rate of top management was quite involved.   

The third research question was the leadership styles.  The study revealed three 
suitable leadership styles that might foster a positive IR climate.  Those leadership styles 
were democratic, transformational and servant leadership.   It seemed that leadership 
styles which encourage participation, relationship, openness, and trust would play a 
critical role in building a positive IR climate.  The opportunity to have two-way 
communication was also considered to play a  crucial role in developing a positive IR 
climate.  Therefore, this study showed the probable relationship between the variable of 
top management involvement, democratic+transformational+servant leadership styles, 
and opportunity to speak up to a positive IR climate. 

This study was qualitative, therefore, a quantitative study to confirm the relationship 
among variables is recommended for  the future research. Since this study participants 
were from big industry and mostly in Java, having a different size of industry and other 
parts of Indonesia should also be considered.  Other variables such as HR involvement, 
organization culture, and Union power might also be reviewed in future studies. 
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