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PREFACE 
The Sixteenth Annual Meeting in Boston continued the Associa

tion's emphasis on basic research and on current developments in 
industrial relations. In the former category, the joint session with 
the American Economic Association dealt with the functioning of 
the labor market, long a concern of IRRA members. The discussions 
on comparative international studies and on the unionization of 
white-collar workers provided notable additions to the meetings and 
publications devoted to these topics by the Association in recent years. 

In an appraisal of current problems and developments, the Boston 
sessions included reports and analyses on new approaches to collective 
bargaining and on new techniques in management development. In 
collective bargaining, appraisals of the West Coast Longshore Agree
ment and the Kaiser Steel Long Range Committee were presented 
by union and management spokesmen closely associated with these 
innovations. The discussions of management development included 
evaluation of laboratory education and sensitivity training. 

Two additional sessions, also concerned with current develop
ments, were related to the new collective bargaining and management 
approaches. A discussion on the relationship of intellectuals to the 
labor movement was presented by union, government and university 
representatives ;  and personnel research associates of the I.B.M. 
Corporation presented results of research projects on organization 
theory and management action. 

In his Presidential Address, William Foote Whyte provided an 
appropriate integrative discussion on research methodology in in
dustrial relations. 

Not fully reflected in these Proceedings is an innovation in program 
format and procedures adopted at the Boston meetings. Except for 
the joint session with A.E.A., the speakers presented their remarks 
briefly and informally ; and formal discussants were omitted in favor 
of a general discussion among the speakers and members of the 
audience. The reaction of members to this new approach was favora
ble, and it is likely to be continued in future meetings. 

We are greatly indebted to the speakers for their preparation and 
prompt submission of papers for these Proceedings, and to Professor 
Whyte and the following members of the local arrangements com
mittee for their efficient organization and handling of the program: 
Leslie E. Woods, Chairman ; J. Thomas Cathcart, J. David Fine, 
Morris Horowitz, Wendell Macdonald, Paul Mulkern, A. Howard 
Myers, Louis H. Orzack, Shirley Radio, Robert Walsh. 

The Editor is also grateful to Mrs. Elizabeth Gulesserian for her 
able assistance in preparing the papers for publication. 

GERALD G. SoMERS, Editor 
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Part I 

PRESIDENTIAL ADDRESS 



TOWARD AN INTEGRATED APPROACH FOR 
RESEARCH IN ORGANIZATIONAL 

BEHAVIOR 

WILLIAM FOOTE WHYTE 

New York State School of Industrial and Labor Relations 
Cornell University 

I shall approach this task of building an integrated approach for 
research in organizational behavior from the angle of research method
ology. I take this to be the operating end of the problem: the methods 
we use to do our research determine the types of data we gather and 
thus also to some extent the substantive conclusions we reach and 
the theories we build. Unless we understand the impact of research 
methods upon theory, we cannot hope to achieve much progress 
toward an integrated body of knowledge and theory in our field. 

I therefore propose to examine the potentialities and limitations 
and possible interrelations of certain research methods commonly 
used in industrial relations. My treatment will not be exhaustive. 
I shall limit myself to interviewing and observation and the question
naire survey. While these methods are most commonly used by 
anthropologists, psychologists, and sociologists, they are increasingly 
used by economists and political scientists. 

Even within the fields sometimes known as the behavioral sciences, 
I shall not attempt to cov� all of the methods in common use. I 
believe I can most usefully speak on the basis of my personal ex
perience. For lack of this experience, I leave out of present con
sideration the methods of laboratory and field experimentation, even 
though they seem to me of great importance. 

We all agree that the problem we study should determine the 
methods of research. That maxim is violated more often than it is 
observed. Our field is full of one-method-men. Either we limit our
selves to a problem that can be handled by our favorite method, or 
else we squeeze the problem into the framework of that method. 

I first sought to argue this point several years ago in a talk I 
gave at Wayne State University.1 At that time, I was in the position 

1 "Needs and Opportunities for Industrial Relations Research," Essays on 
Industrial Relati011s Research-Problems and Prospects (Institute of Labor and 
Industrial Relations, The University of Michigan-Wayne State University, 
1961 ) ,  1-18. 

2 
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of the proverbial man throwing stones from a glass house. While I 
was giving particular attention to the practices of my questionnaire
addicted brethren, I had to acknowledge that I was equally vulnerable 
to the same criticism. I had my own methodological approach of 
intensive interviewing and observation, which I used on any and all 
occasions. 

I can now report to you that I have moved out of the glass house. 
This move may encourage me to talk with greater arrogance, but I 
hope it will also provide me with a deeper understanding of the 
possibilities and limitations of certain research methods. 

The move out of the glass house occurred during the 14 months 
I spent in Peru where I carried out two rather ambitious questionnaire 
surveys. One of these involved a study of worker-management rela
tions in Lima Light and Power Company 2 ( in comparison with a 
well studied U.S. utility) .  The other involved a survey of the 
attitudes and values of high school boys in areas that theories con
sider to be related to economic development.3 

Before I allow myself to be carried away with these new-found 
techniques, I should add that I did not become an expert overnight 
and indeed am still far from that expert category. Whatever success 
I have had with the questionnaire has been due primarily to the 
close working relationships I was able to have with Rose Goldsen on 
the Values Study and with Lawrence K. Williams first on the Lima 
Light and Power Company survey, and now also on the Values 
Study. Under their expert guidance, I have learned to appreciate 
the instrument more and to understand it better. 

Before I consider possibilities and limitations, let me define the 
methods under discussion. 

By the questionnaire survey, I refer to a schedule of fixed ques
tions or statements that are presented to informants in a fixed 
sequence. Most, if not all, of the questions offer fixed alternatives for 
responses. The questionnaire may be administered on a group basis, 
with informants reading the items and checking their responses. It 
may also be administered orally with the research man reading each 
item to the informant and checking his response. 

• W. F. Whyte and Lawrence K. Williams, "Supervisory Leadership : An 
International Comparison," International Management Congress, 1963, (New 
York State School of Industrial and Labor Relations, Reprint Series, Number 
143 ) .  

• "Culture, Industrial Relations, and Economic Development: the Case of 
Peru," Industrial and Labor Relations Review, Volume 16, July, 1963, 583-594. 
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Observation should need no definition here. The interviewing 
method I shall discuss is much less structured than the questionnaire, 
but it is a serious error to refer to it as the "non-directive interview," 
as is often done. A genuinely non-directive interview may be useful in 
psycho-therapy, but research requires securing comparable data from 
a series of informants. This does not happen when each informant 
determines the course of his own interview. The research interview 
requires the interviewer to maintain some degree of control, but the 
keystone of success is flexibility. The interviewer varies the phrasing, 
content, and sequence of his questions or statements according to the 
personality of the informant, the physical and social situation of the 
interview, the relationship between the two of them, and the type of 
information being sought.4 

I shall present each of these two approaches in its "pure" form. 
I recognize that a given method is sometimes used in conjunction with 
some admixture of other methods, but the limitations of each method 
and the possibilities of a more creative approach to methodology can 
be seen more clearly if we deal with pure forms first. 

INTERVIEWING AND OBSERVATION: PossiBILITIES 

The methods of interviewing and observation are particularly 
suitable for studies of sequences of events and of interpersonal rela
tions. They give us answers to the question posed by anthropologist 
Eliot D. Chapple: "Who did what, with whom, when and where?" 
From the record of particular activities and personal interactions, 
we can draw inferences of a general nature regarding social processes. 

One of the great strengths of interviewing and observation is 
that they provide a detailed picture of how life is lived in the work 
situation and of how a given industrial relations institution actually 
functions. It is hard to imagine how we would go about describing to 
students the industrial environment and the human problems we 
find there if we were not able to draw upon the interviewing and 
observational data provided us by such people as Melville Dalton, 
Donald Roy, Leonard Sayles, George Strauss, Chris Argyris, Charles 
Walker, Robert Guest, Peter Blatt, and Ann Douglas. From their 

• For a more detailed exposition of the nature of this interview and an 
analysis of the interviewing process, see my chapter on "Interviewing in Field 
Research," in R. N. Adams and J. ]. Preiss, editors, Human Organization 
Research, Homewood, Illinois, (The Dorsey Press, Inc., 1960 ) .  
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work we have built up our picture of worker reactions to incentive 
systems, informal relations and power struggles within management 
and between management and union, managerial leadership patterns, 
the human problems of the local union, human :relations within a 
government agency, the relation of workers and supervisors to 
technology and technological change, and the process of mediation. 
If we go back to the main point of origin of our field, the Western 
Electric study, we must recognize that, while an experiment was 
meant to yield the main conclusions of that study, actually the work 
of Roethlisberger and Dickson 5 provided a rich body of observational 
data concerning the nature of work groups, the formations of norms 
of behavior in the work place, and worker-management relations. 

While the importance of the contributions I have mentioned will 
be generally accepted, some might argue that the interviewing and 
observational approach, although necessary to fill in descriptive data 
regarding the nature of industrial life, is of steadily declining value 
now that this background has been filled in. Therefore it should give 
way to more rigorous "scientific" methods. 

This point of view might be defensible, if we could assume an 
unchanging work environment so that, once we thoroughly under
stood the environment, we could move on to more systematic measure
ments of the reactions of individuals to that environment. In a rapidly 
changing civilization like ours, we can never assume that the en
vironment of the work place is sufficiently well known, nor that its 
problems will remain constant. We hear it constantly said that auto
mation is changing the nature of jobs and the nature of relations 
among workers and between workers and management, and among 
various levels and specialties of management. Unless we have sys
tematic descriptions of these new and changing work environments, 
we shall be in the position of measuring the reactions of individuals 
with only a vague idea as to what it is they are reacting to. 

INTERVIEWING AND OBSERVATION: LIMITATIONS 

One of the limitations of these methods is suggested by the ques
tion: are you a story teller or are you a scientist? No one will deny 
that, with intensive interviewing and observation, you get "rich 
data" which make for interesting reading and stimulate many insights. 

• Management and the Worker, ( Cambridge, Mass. ; Harvard University 
Press, 1939). 
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We might say that this approach provides us with the sort of under
standing of a particular situation that it is not possible to duplicate 
with other methods. 

The problems arise when we seek to move beyond understanding 
into systematic comparisons and toward the statement of laws or 
uniformities. Some of the richness of a particular case must be pushed 
aside if we are to reach systematic statements that will hold from case 
to case. 

This is not to say that it is impossible to quantify data gathered 
by these methods. If we interview a number of informants who have 
been involved in the same situation under study, we can draw certain 
general conclusions regarding quantities of interactions and activities 
at several different points in time. The checking and cross-checking 
of the 'retrospective statements of various informants yields only a 
rough approximation of the quantities we are trying to measure. This 
means that, if we are concerned with small changes, we cannot rely 
upon interviewing for this purpose. It is only where we are concerned 
with establishing that major changes have taken place that we can 
use interviewing for the establishment of quantities. 

For finer and more valid measures, we can turn to observation. 
The work of Charles Walker, Robert Guest, and Arthur N. Turner 
with The Foreman on the Assembly Line 6 shows us the possibilities 
of quantitative observational studies. If only we possessed com
parable observation studies for foremen in other types of work situa
tions, our knowledge of the supervisory process and of foremen-worker 
relations would be advanced far beyond its present position. 

Interviewing can also give us data of a subjective nature, concern
in the attitudes or sentiments and beliefs of informants. In fact, 
the personal interview can provide a good deal more depth in this 
area than it is possible to gain through the questionnaire. To counter
balance the values of the depth we must note two difficulties or limita
tions. In the first place, to gain the advantages of depth, we have to 
pursue a flexible approach as described earlier. This presents us with 
obvious difficulties when we try to make quantitative statements re
garding the responses of a number of informants to non-identical 
stimuli. We also should recognize that the personal interview method 
is far more consuming of the researcher's time than is the question
naire survey. The researcher may devote a whole hour to interviewing 

• ( Cambridge, Mass. : Harvard University Press, 1956). 
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a single informant, whereas he can sometimes arrange to apply a 
rather lengthy questionnaire to 30 or 50 or more informants in the 
same length of time. Furthermore, this is not only a matter of effi
ciency in utilization of time. In some situations, sentiments or attitudes 
may change rather rapidly. If the researcher studies a department of 
30 men and seeks to have an hour interview with each of them, taking 
into account problems of scheduling and of time for writing research 
notes, it may take two weeks to cover the whole clepartment. He 
cannot then assume that his last informant was responding to the 
same situation as his first informant. Furthermore, he must recognize 
that past and future informants will be discussing their interviews 
during this period, with unknown effects upon future interviews. 

Observation presents us with a still more severe time problem. 
While an informant in an interview may talk about events that took 
place days, weeks, months, or even years earlier, in an hour of observa
tion time, the observer obviously can only observe what takes place 
in that hour. He must invest many hours in order to build up quanti
ties of observational data that he can usefully analyze. 

We can sum up our conclusions regarding interviewing and 
observation in this way. For providing us with detailed descriptions 
of the situations we wish to study, these methods are indispensable. 
In a reasonably short time with these methods, we can gain an 
impressionistic picture of what is going on and of the general nature 
of the human problems involved. In the hands of a skilled clinician, 
this impressionistic picture may be exceedingly valuable in providing 
guidance for action decisions. As we seek to go beyond impressionistic 
pictures towards systematic scientific statements, we have seen that 
there are certain possibilities but also that they are extremely de
manding in time. We have also encountered certain problems in assur
ing comparability of data across informants. 

THE QuESTIONNAIRE SuRVEY: PossiBILITIES 

The questionnaire survey is particularly suitable for studies of 
attitudes, values, beliefs, and perceptions of informants. 

When once the diplomatic problems have been solved, the re
searcher can apply his questionnaire to large numbers of people in 
a short time. The application of the questionnaire is not of course 
all there is to the field work with this method. If anything useful is 
to result, a good deal of time has to be spent in constructing and 
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pretesting the instrument. The diplomatic problems of getting it into 
the field may also be formidable and time consuming. Nevertheless, 
we should recognize that the method offers great efficiency in the data 
gathering process. 

The method also lends itself readily to quantification. Recent 
years have shown a great growth of statistical methods for the analysis 
of survey data. Development of data processing machines and com
puters has made it possible to analyze great volumes of data with 
enormous speed. Here again a word of caution should be inserted. 
A machine is still not a satisfactory substitute for the human brain. 
While it is now possible to correlate everything with everything else 
and see what comes out, this is not an efficient way of proceeding. In 
fact, some of my colleagues refer to this as the "gigo approach"-gigo 
standing for "garbage in, garbage out." Even with the computer, we 
have to have a good strategy of analysis or we will bury ourselves 
under our own figures. Nevertheless, we cannot deny the extraordi
nary possibilities for scientific research with a survey instrument that 
are provided us by modern knowledge of statistics and by modern 
data processing machines. 

The third great strength of the questionnaire is the power it offers 
for comparative studies: comparisons among individuals, between 
groups, between organizations within our own culture, and even 
between organizations in different cultures. With the questionnaire, 
we can subject a large number of people to precisely the same set of 
objective stimuli, thus making possible an enormous range of com
parisons. To be sure, we cannot assume, even in our own culture, 
that a given question means the same thing to all informants. While 
this is a complication, it can be considered a productive one for, as we 
compare responses of informants across various questions, we can 
learn much about what the questions mean to them and thus about 
the differing orientations towards life that they have. 

In applying a given questionnaire across two cultures, whose 
people speak different languages, we have still more formidable prob
lems of the meaning of our stimuli. The problem is partly one of 
translation, and it involves not only the translation of concepts, be
cause we sometimes find that a concept that is clear and important to 

one culture will not be meaningful in another. Here again we can 

use an apparent obstacle as a powerful means of studying cultural 

differences. For example, in the comparative questionnaire survey of 
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a U.S. and Peruvian utility company, that I carried out in collabora
tion with Lawrence Williams/ we found a reversal between the 
two cases in certain important characteristics of a supervisor re
garded highly by his subordinates. In Peru, it was the close supervisor 
and one who exercised definite pressure for production who was 
most highly regarded-the direct opposite of the findings in this case 
in the United States and opposite to what we find in general in our 
country. This sort of finding seems important to us because it suggests 
that we must check all our propositions coming out of human rela
tions resea�ch in the United States to see whether they are universally 
applicable or whether they depend upon the particular cultural setting. 

Here we see a research method leading us to an area of crucial 
theoretical significance : the reexamination of all propositions that 
have arisen out of studies performed in only one culture. I do not 
doubt that we can one day arrive at universal propositions regarding 
organizational behavior, but such propositions will have to be stated 
in ways that take the culture into account. 

Without the questionnaire survey instrument, with its precise 
point for point comparisons between informant responses in two 
cultures, this theoretical jump would not be possible. Furthermore, 
with the survey, we do not need to stop with noting these differences 
in responses. For example, our findings suggest that a Peruvian sees 
"close supervision" as meaning something rather different from what 
it means to the average U.S. worker. By analyzing the responses 
of our Peruvians to this particular item regarding close versus general 
supervision and by comparing that set of responses to the responses 
we find to other items, we can begin to explore the different orienta
tions to industrial life that seem to be involved. Some of this analysis 
we are currently engaged in, with the questionnaire we used in the 
Peruvian utility. In new studies, we shall be able to go farther, for 
we shall be designing items that explore varying orientations toward 
industrial life. 

I have come to the apparently pa:radoxical conclusion that the 
questionnaire survey has its greatest power in an area of research 
where it has been least used: the study of cultures. It has been 
least used in the study of cultures, for that has traditionally been the 
province of anthropologists, and they have traditionally been wedded 
to methods of interviewing and observation. But now anthropologists 

• Op. cit. 
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themselves are beginning to add the questionnaire to their arsenal of 
methods. During my period in Peru, I collaborated with anthro
pologist John Hickman in a study he was doing of six Indian com
munities near Puno on Lake Titicaca. Using part of the values 
questionnaire that we used in the high schools and a number of items 
he devised himself, he developed his instrument, got it translated into 
two Indian languages, and trained interviewers to read the questions 
to informants and check their responses. In this way he got over 
1800 Indians on punch cards, which I believe is the largest number of 
Indians ever to be processed and stored in this manner. 

To report on his findings in any detail would take me far away 
from industrial relations, but I cannot refrain from citing one question 
and telling you how it was answered in one particular Indian com
munity. The statement was: "The end of the world will probably 
come before there is much progress in Peru." The responses were as 
follows : Agree-46 percent, Partially Agree-45 percent, Disagree-
9 percent. 

Anthropologists had previously reported that the Indians in this 
part of the world tended to have a pessimistic and faJtalistic view of 
life, so in one sense this questionnaire item did not provide new in
formation. On the other hand, it did provide systematic and quanti
tative information on fatalism and pessimism which makes it possible 
to compare several communities on this psychological dimension--or 
on a number of others. We can also make comparisons through time, 
determining how the psychological states of people change with the 
changes in their social and economic conditions. Community develop
ment is supposed to work in part through changing the orientation of 
the inhabitants toward work and life. If we have measures of the 
orientation to life of inhabitants in a community before a community 
development program begins and at some later point of progress, we 
have the possibility of relating together, for the first time, psychological, 
social, and economic changes in community development. Through 
collaborators in Peru, I am hoping to set this research process going 
in the coming year. 

THE QuESTIONNAIRE SuRVEY: LIMITATIONS 

Let us now turn to the limitations of the method. As I have been 
pointing out, the questionnaire is particularly useful for geting at 
the subjective states of informants: their sentiments, beliefs, and 
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perceptions of the world around them. But this very strength can lead 
us into a deadend street. With the questionnaire, we can make 
elaborate analyses of the perceptions our informants have of the world 
around them, without having any independent data as to the nature of 
that world they are perceiving. In other words, we study their reac
tions without learning what it is they are reacting to. However much 
we learn about how certain beliefs, attitudes and perceptions are 
related to each other, these findings remain within the subjective world 
of informants and do not allow us to break out and connect the 
subjective with the objective. 

There are ways to break out, but, if we remain within the confines 
of the questionnaire, the escape may be more apparent than real. 

One common strategy is to compare the subjective responses of in
formants to "hard criterion variables" such as figures for absenteeism, 
turnover, productivity, and so on. While such efforts are certainly 
valuable, at best they provide only a partial solution to our problem. 
In the industrial plant, absenteeism, turnover, and productivity, (like 
attitudes, values, and perceptions) are themselves outcomes of the 
social process that is going on in the plant. We are thus comparing 
one outcome with another. Ordinarily, we would rather learn some
thing about the social process that gives rise to each type of outcome. 

Can we get at the social process through the questionnaire? Most 
organizational surveys attempt to do this. Researchers do not confine 
themselves to attitudinal questions to determine how the informant 
feels about the union or how he regards his supervisor. They ask 
also questions referring to behavior and interaction, for example : 
how often do you attend your union meeting? How closely does the 
supervisor supervise you? Below each question will appear a range 
of possibilities to check, in one case for the frequency of meeting 
attendance, and in the other case a specification of degrees of closeness 
of supervision. 

The procedure then seems straightforward. You correlate re
ported attendance at union meetings with expressed attitudes toward 
the union, toward the union leaders, and toward other items that 
you suspect may be related to meeting attendance. Similarly, you 
correlate reported closeness of supervision with attihtdes toward 
supervisor in order to determine whether the supervisor who is 

reported to supervise closely is highly regarded or poorly regarded 

by his subordinates. 
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So far so good, but we have skipped over a key assumption on 
which the procedure is based. The assumption is that in reporting 
how often they attend union meetings or how closely their super
visor supervises them, the informants are reasonably close to objec
tive reality-that is, reasonably close to what a trained observer 
would find if he checked attendance at union meetings or if he made 
intensive and quantitative studies of the relationship between the 
supervisor and his subordinates. So far as I know, this assumption 
has been checked in practice in only one study, and there the results 
were most disturbing. 

The case involved a local union of approximately 500 members, 
which was being studied, through interviewing and observation, by 
George Strauss. Attendance averaged approximately 30 members, 
so Strauss had no difficulty in making his own observational record 
of attendance at each meeting he attended through a year of field 
study. Toward the end of this year, Lois Dean 8 mailed a question
naire to all of the members and, thanks to the prodding of Strauss, 
received a return of over 50 per cent. Exclusively for our research 
purposes, we placed a code on the questionnaire so that we could 
identify each informant. This enabled us to compare the informant's 
questionnaire report on his meeting attendance with what Strauss 
had observed during the previous year. 

Some small proportion of reporting error could be disregarded, 
but the discrepancies discovered by Dr. Dean were not small. 29 
percent of the informants reported falsely on their meeting attend
ance: 26 percent reported some frequency of attendance yet had 
never been observed at the meeting, 3 percent denied attending 
meetings but had actually been observed at such meetings. 

The 3 per cent "negative dissemblers," as Dr. Dean called them, 
represented such a small number (7 cases) that the researcher could 
only speculate about their characteristics. (Were they perhaps 
company spies?) On the other hand, the "positive dissemblers" were 
quite a substantial group ( 68 cases), almost twice as large as the 
"positive truth tellers ( 36 cases), who had actually attended meetings, 
as they claimed. 

In the ordinary questionnaire survey, it would not have been 
possible to separate the dissemblers from the truth-tellers. The re-

8 Lois R. Dean, "Interaction Reported and Observed : The Case of One 
Local Union," Human Organization, Vol. 17, No. 3, pp. 36-44. 
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searcher who then wanted to examine the relationship between 
meeting attendance and attitudes would unwittingly have put into 
his box for meeting attenders almost twice as many who had not 
attended meetings as those who had. No one would do research in 
this sloppy fashion-if he knew what he was doing. The point is 
that the researcher who uses the questionnaire survey alone cannot 
know what he is doing on the particular issue in question here. 

We have much the same problem with questions regarding 
closeness of supervision and other aspects of the supervisor's 
behavior. Our Peruvian utility questionnaire clearly shows us that 
the workers in the plant we studied prefer a supervisor that they 
see as supervising them closely. What does this finding mean? Are 
they reporting that they like the type of behavior that U. S. workers 
generally dislike? Or do they have a different conception from the 

U. S. as to the nature of close supervision? We can never expect to 
answer those questions until we get in and observe a supervisor in 
action with his subordinates and interview both parties regarding 
the supervisory relationship. 

The need for checking the relationship between reported be
havior and observed behavior is obvious enough in a culture different 
from our own, but are we on safe ground in assuming that we know 
what aU. S. worker means when he says that his supervisor super
vises him closely? I am not claiming that, if we had parallel observa
tional data, we would find the reported close supervisor no different 
from the one reported as exercising general supervision. This would 
be improbable indeed. On the other hand, observation might well 
lead us to discovering more than one type of close supervisor and 
more than one type of general supervisor. It might show us that 
we had been submerging significant differences through lumping 
together distinguishably different supervisory styles. 

Observation might also tell us a good deal about the conditions 
in a work environment conducive to close supervision and those 
conducive to general supervision. In this way, we could distinguish 
between leadership style which may be a personal phenomenon and 
the environing conditions which may promote one or another type 
of supervision. 

There is another limitation to the questionnaire survey method 
which may not be inherent in the method itself but tends to be 
associated with the way the method is generally used. The problem 
is that the method tends to lead us toward an oversimplified dis-
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torted view of the nature of organizations. If we examine the litera
ture of organizational surveys, we find that the questionnaire has 
been used primarily for the study of the man-boss relationship. That 
is, questionnaires usually have series of items regarding the nature 
of the job itself, the pay, the company, and so on, but the major 
area of interpersonal concern is that of the man and his boss. This 
condition probably arises in part out of the requirements of the 
questionnaire method itself. 

To be able to make statistical analyses of our findings, we need 
to have a large number of informants in the same position in the 
organization, reporting on and reacting to individuals occupying 
another standardized position. There are more workers than any
body else in most organizations, and every group of workers has a 
�upervisor, so it is convenient to ask workers about this supervisor. 
If the organization is large enough, the researcher can move one 
step up the line and ask foremen about their immediate boss. 

There are three things wrong with this kind of an approach. 

1. If we implicitly assume that all foremen positions in the 
organization are much alike, we may attribute to supervisory style 
differences among foremen that are more properly explained in 
terms of the nature of the technology, work flow and nature of work 
in their departments. That is, we may be comparing men whose 
jobs are drastically different: for example, the assembly line foremen 
and the machine shop foreman. 

2. We may limit our comparisons to supervisory jobs that are 
as near to identical as possible, and this has been done in some cases. 
This takes care of the criticism on point one, but it leaves out of 
account the differences in supervisory behavior that are related to 
differences in the nature of the supervisory jobs, and this we are 
coming to think is an important area of investigation. 

3. While we cannot deny that the man-boss relationship is an 
important one, it is not worth the preponderant attention it has 
been receiving. The organization is not simply a series of man-boss 
relationships. The supervisor has to relate himself not only to his 
own boss and to his subordinates but also to industrial engineers, 
production engineers, accountants and cost control specialists, pro
duction planners, and so on within management, not to mention 
union leaders at various levels. In other words, the organization is 
made up of an interdependent network of human relations. It is 
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unrealistic and misleading to single out the vertical line of authority 
for such exclusive attention. 

The questionnaire tends to be little used in these other relation
ships in the network because we often find that the numbers of 
people involved are so few that the ordinary data processing ap
proach will not serve use. I am not saying that the questionnaire 
cannot be used except in studying vertical relationships. I am saying 
that it is not so easy to use it outside of the vertical dimension and 
that much more effort needs to be given to tailor making new instru
ments for these new areas of investigation. This means also that the 
development of new instruments must depend upon interviews and 
observations to provide a foundation of knowledge regarding the 
new areas to be covered. 

I have earlier said that the questionnaire has its greatest power 
in the measurement of subjective states of the informants. I do not 
intend to take back this accolade, but I think it is well to indicate 
some of the pitfalls we find even in this field. We still have to 
contend with a knotty problem of the relationship between what 
informants report about their feelings and what they "really feel"-or 
what we might find out about their feelings if we could interview 
them intensively and observe them in action. 

One aspect of this problem was explored in a most interesting 
way by Elaine Cumming, Lois R. Dean, and David N ewel1.9 They 
were working on a study of adjustment to aging in the city of Kansas 
City. Since the project was trying to determine what was correlated 
with high or low morale among aging people, it was of course 
necessary to use some instrument to measure morale. One such 
instrument used by the project was an anomie scale: a series of 
statements dealing with pessimism, optimism, fatalism, and so on. 
The responses to the anomie scale yielded an interesting statistical 
pattern, but, when Dr. Dean used the anomie scale as part of an 
intensive interview carried out in the informants' homes, she became 
convinced that the scores on the anomie scale could be very mis
leading. For example, she once interviewed a woman who, in 
responding to the anomie scale, gave a picture of having made a 

reasonably good adjustment to life. But when she had answered 

the last question, the emotions that she had only partially concealed 

• "What is 'Morale'? A Case History of a Validity Problem," Human 
Organization, Vol. 17, No. 2, pp. 3--8. 
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up to this point broke lose, she fought back the tears, and then went 
on to discuss her personal problems with the interviewer at such 
length Dr. Dean had difficulty in getting out of the house at all. 
On another occasion, Dr. Dean interviewed a man who responded 
to the anomie scale as if he thought the world was going to hell in 
a hand basket, but he also expressed his opinions with sardonic 
glee, which suggested that he was greatly enjoying the processes 
of general disintegration. 

Such discrepancies between reported feelings and the feelings 
that apparently exist within the informant present us with some 
knotty problems of analysis. We have to recognize that informants 
do not necessarily tell us how they feel. They may be reporting 
how they have learned they ought to feel-in other words, the 
norms they have learned about how the world is to be regarded. 
This is not necessarily a matter of conscious falsification. There are 
simply two different types of responses that may be elicited, and 
the researcher may have quite a problem in distinguishing between 
them. 

Since I have been arguing that the questionnaire survey method 
has serious limitations because it does not get directly at the reality 
that is "out there," it might be thought that I am prepared to 
discard it altogether. This certainly is not my conclusion, nor does 
it accord with my current practice. Perhaps I can provide the best 
perspective for my views on the questionnaire survey with an 
analogy for physics. 

The physicist does not observe the atom directly. He bombards 
the atom with stimuli whose force and direction he can measure. 
By observing and measuring the reactions that occur upon presenta
tion of the stimuli, he makes inferences regarding the nature of the 
atom and of the processes within the atom. 

With the questionnaire survey, I feel we are in a somewhat 
similar position. We do not observe behavior directly. We do not 
even get directly at the subjective states of informants. On the other 
hand, we do subject these informants to uniform stimuli, whose 
effects we have measured in other situations. Furthermore, this is 

not a random bombardment of a number of separate and unrelated 

stimuli. We can now measure the pattern among the stimuli that 

has emerged in previous studies and check this pattern against our 

current population. Thus, as we measure the reactions to the stimuli 
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we present, we make inferences regarding the subjective states of 
informants and even regarding their behavior. 

Interpreting the meaning of these reactions is a complex problem. 
It cannot be resolved simply by correlating one questionnaire item 
with another nor even by more complex patterns of analysis such as 
scaling and factor analysis. If we are not to remain forever im
prisoned within the limitations of the questionnaire, we need to 
calibrate the questionnaire instrument itself against data obtained 
by other research methods, and we need to learn to use the question
naire survey in conjunction with other methods.1o 

THE DEPENDENCE OF THEORY UPON RESEARCH METHODS 

I began this paper by claiming that theoretical formulations were 
determined in part by the research methods used by the theorists. 
On the basis of the preceding discussion of research methods, let 
me seek to support my point. 

I do not argue that this type of linkage exists for any and all 
theorists. For example, it does not hold for sociology's most re
spected theorist, Talcott Parsons. His theorizing does not depend 
upon the research operations he uses because, save for very occasional 
forays into the world of field data, he confines his research to reading, 
thinking, and writing. It remains for others to struggle with develop
ing the methods that may put some of his theories to a test. 

Most of us do not operate in the rarified upper atmosphere of 
Talcott Parsons. For better or worse, we find ourselves moving 
ahead-or sidewise-with theorizing and research operations at the 
same time. We thus have to face the issue that research method X 

may permit and encourage theoretical formulations of type Y and, 

at the same time, preclude theoretical formulations of type Z. 
As I have already pointed out, the questionnaire survey provides 

a wealth of data upon attitudes, values, beliefs, and perceptions. It is 

not an efficient instrument for the study of social processes. Naturally 

therefore those who rely entirely upon the questionnaire tend to 

10 The best discussion of how to meet some of these problems inherent in 
the questionnaire survey method seems to me that of Patricia L. Kendall and 
Paul F. Lazarsfeld in their chapter, "Problems of Survey Analysis" (pp. 133-196) 
in R. Merton and Lazarsfeld, eds., Continuities in Social Research. ( Glencoe, 
Illinois: The Free Press, 1950) . They show how attitude data can be checked 
against certain aspects of external reality but are less helpful in relating such 
data to events and social processes. 
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theorize regarding the subjective states of people and to neglect 
social processes. 

The methods of interviewing and observation readily yield data 
upon sequences of events and inter-personal interactions. The 
methods lend themselves only with some difficulty to the quantita
tive study of the subjective states of informants. These strengths 
and weaknesses naturally lead researchers who rely solely upon 
these methods to develop hypotheses and theories regarding social 
processes and the organization of human interactions and activities. 
Subjective states tend to be disregarded or to be treated in a casual, 
unsystematic way. 

If we understand the necessary linkages between research methods 
and theories, we can then also understand why it is that two camps 
of theorists in organizational behavior have been arguing past each 
other for the past two decades. In science, if A finds fault with the 
theory of B, he seeks to bring his research to bear on some crucial 
point of B's theory. This confronting and testing process has not 
gone on in our field because, by and large, opposing theorists have 
not dealt with the same types of data and therefore have not been 
able to test each other's formulations. 

Understanding this situation may score us a point in the sociology 
of knowledge, but will it lead to any action? 

ON EDUCATION AND RE-EDUCATION 

If we are to push our field ahead theoretically, we shall need to 
achieve an integration of methods and a flexible use of methods that 
is rarely found today. Of course, I am not arguing that the use of 
two methods is necessarily better than one. I accept the standard 
maxim that the nature of the research problem should determine the 
method or methods used. I am simply pointing out that, far oftener 
than is generally recognized, this maxim should lead the researcher 
to use a combination of methods or to switch from one method to 
another as he moves from one stage to another in his research 
program. 

Can this be done ? 

Some will argue that it is being done already. They will point 
out that the accepted standards of procedure require the researcher 
to do some interviewing and observation before he composes his 
questionnaire and puts it into the field. This is indeed true, but all 
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too often the interviewing and observation is limited to that minimum 
necessary to give the researcher some background about the situation 
to be studied so that he can get an idea of the questions that will be 
relevant to the informants and of the phrasing that will make those 
questions intelligible to them. Such use makes for a better ques
tionnaire but it cannot properly be considered an integration of 
methods. It does not enable the researcher to link up data on events 
and social processes with data upon subjective states provided by 
the questionnaire. 

Those who are most experienced in interviewing and observation 
have been even less inclined to use the complementary method. 
They have tended to generalize regarding changes in sentiments, 
values, and perceptions, in response to changes in social processes, 
on the basis of fragmentary and unsystematic data upon the sub
jective states of their informants. The value of questionnaire surveys 
coordinated with signfiicant changes in social processes should now 
be apparent. 

While illustrations still are few, fortunately there have been 
enough cases to demonstrate the fruitfulness of such an integrated 
approach. In one of the earliest studies in our field, Conrad M. 
Arensberg and Douglas Macgregor used a questionnaire to show 
the impact upon sentiments of changes in organization structure and 
interaction patterns in a growing electronics firm.11 In a study of 
worker reactions to the introduction of semi-automated technology 
in a steel tubing mill, Charles Walker 12 provides survey questionnaire 
data on the workers for three points in time-though the author 
himself notes that the surveys were not coordinated with events and 
social processes as well as would have been desirable. 

Among the most effective integrators has been Peter Blau. The 
DynatJnics of Bureaucracy 13 was based largely upon interviewing 
and observation. Out of the penetrating understanding of the 
functioning of two government agencies he gained through these 
methods, he devised questionnaire items that enabled him to test 
systematically the theoretical propositions he was developing. 

A very few men, such as Blau, have within themselves a compe-

11 "Determination of Morale in an Industrial Company," Applied Anthro
pology, Vol. 1, No. 1, ( 1942) ,  pp. 12-34. 

12 Toward the Automatic Factory: A Case Study of Men and Machines, 
New Haven: Yale University Press, 1957. 

"'Chicago: The University of Chicago Press, 1955. 
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tence in two or more research methods. For old timers like me 
whose training is years behind them, this solution is not possible. We 
may know one set of methods very well, but we can never hope to 
achieve expertise in any others. Still, this need not condemn us to 
a single track of research development. If we recognize the need 
for other approaches, we can reach out to establish collaborative rela
tions with those who have the skills we lack. Hopefully then, we can 
contribute to their work as they contribute to ours. 

But whatever its merits, in the future the collaborative research 
team should not be the only solution to the problems of integration 
and flexibility of research methods. We can seek to give our students 
much broader training in research methods than has been received 
by their professors. 

We can seek to provide graduate training in laboratory and field 
experiments, interviewing and observation, questionnaire surveys, 
and perhaps other methods also. It is this type of training program 
in research methods that some of us are now trying to develop. We 
can hardly expect all of our students to become competent in all of 
the methods a group of professors might be prepared to teach. We 
can reasonably hope soon to make obsolescent today's popular model, 
the one-method-man. 
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COLLECfiVE BARGAINING 



THE ILWU-PMA MECHANIZATION AND 
MODERNIZATION AGREEMENT : 

AN EXPERIMENT IN 
INDUSTRIAL RELATIONS 

WAYNE L. HoRVITZ 
Matson Navigation Company 

On October 18, 1960, the Pacific Maritime Association (PMA), 
representing steamship companies, stevedore companies and terminal 
operators on the West Coast of the United States, and the Inter
national Longshoremen's and Warehousemen's Union (ILWU) 
signed a controversial and novel document. The document is three 
years old and no longer novel, but it is still controversial. 

Almost everything about the negotiation that led to the Agree
ment had been unique. Continuous negotiations had been going on 
for months and discussions had been going on formally and in formally 
for several years. In 1960 alone forty or more joint meetings had 
been held and at least twice as many individual meetings on both 
sides were conducted before agreement was reached. The final weeks 
were spent in "fishbowl" negotiations during which several hundred 
union members sat in the room with the negotiators and followed the 
progress of the talks. It had not always been so. 

From the time of the general strike in San Francisco in 1934 
until the longshore strike of 1948 the relationship of the parties was 
marked by open warfare, a high degree of local autonomy on the part 
of militant independent locals and disorganization on the part of the 
employers. The latter was awesome in its consequences, marked as 
it was by a complete lack of ability on the part of the steamship 
companies to take charge of their interest in the industry's labor 
problems. Contract stevedores and terminal operators, who are the 
direct employers of longshore labor in almost all cases, work on 
various types of "cost plus." There is little or no incentive for them 
to maintain a firm attitude in the face of militant job action by the 
union, particularly when the steamship companies and/or their 
agents have been more concerned about ship delay than shipping 
costs. This short run view pervaded the industry until recent years, 
although many individual employers recognized its e..'Cistence. The 
fact is, however, that all attempts to organize for an assault on 
spiraling labor costs failed until 1959. 

22 
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No one knows the exact moment in time when this will to 
survive became strong enough to be translated into action and it is 
not the function of this paper to record the many personal credits 
that go with that decision. But, sometime in the late 1950s that 
decision was made. It had two important results : ( 1 ) The steam
ship companies, through the Pacific Maritime Association, took 
direct and sole control of collective bargaining and participated 
directly in the negotiation and administration of longshore union 
agreements. (2) The Executive and Steering Committees of the 
PMA embarked on a program of contract enforcement designed to 
secure for the industry on a uniform basis conformance to contract 
provisions already in existence. 

This program was important for several reasons. It was, on the 
one hand, to become a test of the employers' ability to bury competi
tive difference for a common purpose and meet historic divisive 
tacts with unity. Without proof of this ability, it is clear that the 
employers could not have participated in an experiment as complex 
as the M & M Agreement. Secondly, it tested the sincerity of the 
chief officers of the union, for if they would frustrate the proper 
administration of existing agreements then "good faith" bargaining 
protestations would fall on deaf ears. Finally, it was also to test 
the employers' ability to organize an operation, the administration of 
the West Coast Longshore labor contract, on a centralized basis. 
If this could not be done, and if the various employers and sub
employers in all of the areas concerned could not be so organized 

then surely the industry should not venture into new territory. 
From the outset the contract enforcement program was productive 

in many ways. In particular, the steamship companies demonstrated 
their ability to take on questions of contract enforcement that had 
plagued them for years and to show improvement in their ability 
to hold to policy decisions under pressure. The important role this 

experience played in the eventual outcome of the 1960 M & M 

negotiations cannot be emphasized too strongly. American industry 

has few examples of collective bargaining arrangements conducted 

by an employer group with such diversity of interest in so many 
areas. The conformance and performance program affirmed the 

employers' willingness to ignore such diversity and united in an 

attack on a common cost problem. 

In 1959 one more significant step was taken when the parties 
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negotiated the eight hour day guarantee and employers received in 
turn some long sought flexibility in the use of their manpower. At 
that time a "down payment" was made to 'buy' a year of study so 
that the parties could seriously negotiate the 'automation' question 
in 1960. 

It is not the purpose of this paper to detail the specific areas of 
agreement that were reached or the benefit programs that were 
negotiated. Analysis and reporting on this has already been done 
by many others including some distinguished members of this Associa
tion.1 Rather, we are now concerned with the results to date. 

Since January 1, 1961 the M & M Fund Agreement has been in 
effect and benefits have been paid out since March of that year to 
eligible workers. During this period the administration and applica
tion of the agreement has proceeded on a number of difference levels 
and with varying results. It seems appropriate after this lapse of 
time to look at where we have been and perhaps speculate about where 
we are going. 

Let us first examine the experience to date under those sections 
of the Agreement that opened up immediate opportunities for im
provement of efficiency. 

Under the 'automatic' sections of the agreement, i.e., use of basic 
gang sizes, flexibility in the assignment of workers between ship and 
dock and among various types of dock work, elimination of multiple 
handling etc., the results, in general, have been good. The employers, 
of course, benefit from changes in varying degrees. Operators who 
have more control over cargo loading and discharging procedures 
can preplan operations to take advantage of new contract provisions. 
There is no gainsaying the fact that some operators are in a better 
position to take advantage of the agreement than are others. How
ever, there is a wide variety of opportunity and advantages are fairly 
evenly divided, for the operator who relies heavily on technology 
must also make heavy capital outlays which are largely irrevocable 
commitments. Those whose operations have limited technological 
opportunity can and do devote their efforts in other areas of relief 
from restriction granted by the agreement. 

1 Lincoln Fairley, "IL WU-PMA Mechanization and Modernization Agree
ment," Spring Meeting, IRRA, May, 1961. 

Wm. Glazier, "Automation and the Longshoremen ; a West Coast Solu
tion," A tlantic Monthly, December, 1960. 

Charles Killingsworth, "The Modernization of West Coast Longshore 
Work Rules,'' Industl"ial & Labor Rei. Review, April, 1962. 
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Those sections of the agreement which granted such automatic 
relief from restriction were on the whole quickly implemented and 
with the exception of some jurisdictional disputes with the teamsters 
in connection with multiple handling, which were largely resolved 
by June of 1961, were accomplished without serious resistance. 

However, the same cannot be said of those sections that were 
subject to procedures built into the M & M Agreement. Almost 
immediately employer attempts to change the traditional sling load 
limits ran into serious though not unexpected resistance. The con
tract which provides for relief from these traditional load limits 
under most circumstances generated disputes that revolved around 
two issues : ( 1 )  Had the employer 'changed' the operation so as to 
be eligible for relief, and (2)  Was the new load safe, practical, and 
not one that created an onerous condition or individual speedup on 
the worker ? 2 Disagreements on these questions rapidly developed 
as soon as employers in various ports began using imagination to 
reshape their operations. These disputes illustrate several interesting 
problems that developed in working under the new agreement. 

Such disputes bring into play immediately the spot arbitration 
features of the agreement. Grievance and contract arbitration have 
long been a feature of the ILWU-PMA relationship but a rather 
special use has been made of the arbitration process. Local arbitrators 
are on a 24-hour call in each of the West Coasts' four major ports 
to make on-the-spot rulings where local labor relations committees 
are unable to reach agreement. In some cases spot arbitration rulings 
simply instruct the men to work as directed (where a claim of an 
unsafe condition is not upheld, for example) .  In other cases, arbi
trators give interim rulings which are later confirmed, reversed or 
appealed to the Coast Labor Relations Committee and in some cases 
to the Coast Arbitrator. The key to the whole process is to eliminate 
ship time delay. This rather elaborate but largely effective procedure 
has been in use for some years and it seemed logical to employ this 
same mechanism for disputes arising under new sections of the 
M & M Agreement rather than create a parallel and perhaps con
flicting mechanism. It quickly became apparent to the parties, how-

• "The Union shall have the right, without limitation, to raise a claim that 
an operation imposes an onerous workload on the individual worker and to 
carry such an issue through the grievance machinery as provided in accordance 
with Sections 1 1  and 17 of this Agreement"-Pacijic Coast Longshore 
Agreement-1961-1966. 
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ever, that arguments over onerous workloads or speed-up were not 
being handled expeditiously or uniformly under this procedure. The 
large areas available for highly personal and conflicting judgments 
could easily result in undesirable local or coastwise patterns of 
performance and productivity developing which might eventually, 
in the employers' view, build back in new "limits" and new restric
tions. In addition, disputes of this type are very difficult to review 
and evaluate in retrospect where operations are often not repetitive 
with the frequency and stability of conditions present in most in
dustrial situations. 

The Coast Labor Relations Committee finally agreed to a pro
cedure which effectively limits the arbitrator's jurisdiction in such 
cases to that ship and that operation on that ship and his decision is 
directed only to how work should proceed. Although this procedure 
has been satisfactory in eliminating delay of production time, it has 
not yet been entirely satisfactory because of the lack of a uniform 
approach on the part of local arbitrators and some misunderstandings 
about the limits of local jurisdiction. These matters are presently 
under review by the parties. 

It is important to understand another feature of the ILWU-PMA 
administrative process that relates to arbitration decisions. That is, 
local and coast arbitration decisions can be and often are changed 
by agreement of the parties. The Coast Labor Relations Committee 
often reverses decisions considered to be erroneous or unworkable 
interpretations of contract. Since most local rulings can be appealed 
to the Coast they can be overruled either by the Coast Labor Relations 
Committee or by the Coast arbitrator. This appeals procedure is 
effective in insuring uniformity of interpretation or bringing contract 
interpretations more nearly in line with the intent of the parties. 
Although it is well understood that parties to any agreement can do 
this with arbitration decisions, I am not sure that it is widely prac
ticed except perhaps at the time of contract negotiation. In the 
ILWU-PMA procedure there is a continuing process of review of 
all local and coast arbitration decisions. 

CENTRALIZATION OF ADMINISTRATION 

Overall, the new agreement has resulted in greater centralization 
of authority and hence more uniformity in contract administration. 
This increased centralization and concentration of administrative 
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power has caused tensions to develop among some of the employers 
who resent vesting increased power in a small centralized committee. 
Nonetheless, experience under the agreement confirms the wisdom 
of this approach. Desirable as it may be to delegate authority at all 
levels of management, the size of the investment and the opportunities 
available for disorganized administration, a result of both history 
and geography, dictates a need for some overall supervision. This 
does not completely proscribe local autonomy and/or local action 
and can be favorably compared to the headquarters and branch 
plant relationship so typical of much of American industry. 

REDUCTIONS IN MANNING 

The M & M Agreement permits the employers to introduce and 
man new operations without resistance, subject to appeal through 
the grievance procedure, and to change manning on existing opera
tions. On existing operations, union agreement is needed to make 
the change or the employer must appeal to the arbitrator. This 
procedure rapidly developed bottlenecks. 

In the early part of 1961,  the union was reluctant to review 
existing operations because of the delay in getting Internal Revenue 
approval as to the business expense qualification of contributions to 
the funds. Until that approval was secured, no payments were made 
from the funds to individual workers. Subsequently, further delays 
developed. Manning reduction requests were lost in paper piles at 
various levels and it seemed to the employers that union officials were 
reluctant to press reductions in manning on existing operations. 
Finally the employers realized that even resorting to arbitration 
in such casees could be slow and cumbersome. In the meantime, 
unhappy operators whose patience had been exhausted by long delays 

were pressing for changes they were entitled to make under the 
agreement-the actual elimination of 'unnecessary men.' It was a 

situation designed to confirm the employers' worst fears. A clear 
advantage of the agreement-bought and paid for-frustrated by 
delay-accidental or designed. In fact, as of July 15 ,  1962 only 35 

requests for manning changes had been processed and 25 approved 
of which 1 1  qualified as new operations. Twnety-six were still in 
the procedure as of that date and it appeared that the backlog would 

continue to grow. 
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In order to break this bottleneck, the parties agreed to the crea
tion of a joint manning committee which would proceed as expedi
tiously as possible to inspect all operations on which requests were 
pending. This committee was given full authority to settle questions 
of manning reduction on the spot. Failing agreement, the parties 
would proceed immediately to arbitration. 

Of the 23 requests processed after the formation of the manning 
committee, whose first inspection was on July 17, 1962, seven were 
implemented immediately as new operations and sixteen were in
spected and manning reduced. The improvement was noteworthy 
but some of the problems remain. One remaining problem is inherent 
in the operation of ships. Operations tend to 'float away' either 
never to return in precisely the same form or to return much later. 
People are not always available when ships are, and ships do not 
always arrive when they are scheduled. An unsuccessful experiment 
in the use of motion pictures has recently been abandoned-perhaps 
not permanently. 

One other aspect of the manning problem has recently been 
getting some attention. Although money has been lost through delay 
in cases processed to date, it now seems probable that the overall 
effect of the right to reduce manning on existing operations will not 
turn out to be as productive for the employer as anticipated at the 
time of negotiation. It may in fact turn out that the right to change 

operations and the right to introduce new operations coupled with 

the fact that gang sizes for handling break bulk general cargo are 

part of the written contract covers the vast majority of operations 

on the West Coast. Add to this the fact that the employers gained 

more flexibility in the use of their manpower and the total picture 

may be one in which only limited gains can be made by reducing 

manning on existing operations. This in no way under emphasizes 
the importance of manning reductions to the individual operator. In 

fact, one operator handling substantial amounts of unitized cargo 

in his trade estimates that the reduction secured on his major product 

line has more than paid his share of the agreement. 

In covering these two areas of the agreement as illustrations, I 

have necessarily left out significant portions of the contract which 

would further illustrate continuing areas of conflict and resolution. 

One further problem does deserve attention in this paper. 
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MEASUREMENT OF PRODUCTIVITY CHANGES 

Since the start of the agreement, individual employers and the 
Association have been seeking ways of measuring gains. Produc
tivity measurement as a basis for negotiating the agreement was 
abandoned because of the complexities involved in establishing an 
agreed upon system in time. It was assumed, however, that given 
time, such a measurement system could be developed and, at a 
minimum, would give us significant annual comparisons and data 
for future bargaining. Although an excellent reporting and analysis 
procedure was developed early in 1960 by Max Kossoris of the 
Bureau of Labor Statistics, the results have been questioned. The 
reliability of the basic data secured at the job level has come under 
severe attack and because of the reluctance of the employers to accept 
these data they have not publicly released the results of these studies. 
At the present time an industry committee is attempting to develop 
a more reliable data collection system since there is general agree
ment that the procedures for processing and refining the data are 
satisfactory. 

In the absence of an acceptable industry productivity analysis, 
individual employers have been unwilling to estimate their own 
gains under the agreement. There is a wide diversity of opinion 
about these 'gains,' the opportunity for improvement, and actual 
versus imagined results. Some observers feel that the employers 
are reluctant to reveal individual results for competitive reasons. I 
think there are more fundamental reasons for employer reticence 
in some cases and outright disappointment with results in others. 
These are : ( 1 )  unrealized expectations and (2) difficulty in assign
ing credit for gains that have been made. 

It has often been apparent that frustration with the difficulties 
of the agreement brings out the fact that some employers held the 
belief that signing this contract would bring relief from old problems 
and not cause a host of new ones. It may be unfair to make my fellow 
employers seem naive in this respect, but if it was naivete, it was 
born in past desperation and nurtured on future hope. If at the 
end of three years the millenium has not arrived and is only a little 
closer, the golden vision of 'great expectations' seems tarnished. 

The second point is more complex. Stated simply, the position 
of many employers is this : My operations have indeed improved, 
but it is a result of many factors. New methods, equipment, change 
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in location, better supervision, the conformance program, etc. Per
haps a small portion of this is from the M & M Agreement. 

Despite widespread disagreement about assigning credit for 
results, some figures are available and they show us something 
about overall results. Since all longshore payrolls, even for most 
nonmember companies, are processed through PMA payroll offices, 
the total wage bill for PMA is a fairly accurate figure, as are the 
tonnage reports turned in by members for assessment purposes. 

The following tables have been prepared to illustrate some com
parisons for the period 1958-1962 in terms of hourly labor cost for 
the industry as a whole. These figures indicate substantial man hour 
savings for the two years of the agreement shown in the comparison. 

WAGE AND FRINGE COSTS PER TON OF CARGO 
ANNUALLY 1958-1962 

These figures are based on total tonnage, total IL WU wages and fringes, 
for California, Oregon, and Washington. 

YEAR 

1958 
1959 
1960 
1961 
1962 

COST PER TON 
1958 Cost in 

labor dollars of 
the year shown. 

Does not include 
Mechanization. 

6.33 
6.55 
6.81 
7.08 
7.45 

1962 Tonnage @ $7.45 per ton 
1962 Labor Cost including Mechanization 

Difference 

COST PER TON 
Actual. Includes 

Mechanization 
Fund Cost. 

6.33 
6.39 
6.26 
6.63 
6.40 

$147,222,884 
$126,398,562 

$ 20,824,322 

See page 31 for components of 1958 cost in labor dollars of years shown. 
See page 32 for components of actual cost per ton. 
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WAGE AND FRINGE COSTS PER TON OF CARGO 
ANNUALLY 1958-1962 

1958 Cost per ton in labor dollars of the year shown. 

Cost per 1958 cost hour for per ton 

Year 
-;ear 1958 Cost 1n labor --- X per ton dollars of Cost per the -;ear hour for shown. 1958 

$3.851 
$6.33 $6.33 1958 X 

$3.851 

$3.982 
1959 X $6.33 $6.55 

$3.851 

1960 
$4.141 

X 
$3.851 

$6.33 $6.81 

1961 
$4.309 

$6.33 $7.08 X 
$3.851 

1962 
$4.530 

$3.851 
X $6.33 $7.45 

Cost per hour figures do not include Mechanization. 
The components of cost per hour figures are shown on page 32. 

WAGE AND FRINGE COSTS PER TON OF CARGO 
ANNUALLY 1958-1962 

Cost per ton, including Mechanization 

Year Labor Cost Weighted Tonnage Cost Per Ton 

1958 $1 1 1,208,135 1 7,555,428 $6.33 
1959 $1 19,361,543 18,668,990 $6.39 
1960 $124,406,416 19,877,926 $6.26 
1961 $124,484,705 18,776,312 $6.63 
1962 $126,398,562 19,761,461 $6.40 

Cost per hour, excluding Mechanization 

Year Labor Cost Hours Cost Per Hour 

1958 $1 1 1,208,135 28,875,554 $3.851 
1959 $1 18,570,793 29.776,373 $3.982 
1960 $123,615,666 29,853,699 $4.141 
1961 $119,484,705 27,729,840 $4.309 
1962 $120,748,562 26,653,777 $4.530 



32 INDUSTRIAL RELATIONS REsEARCH AssociATION 

WAGE AND FRINGE COSTS PER TON OF CARGO 
ANNUALLY 1958--1962 

Tonnage 

Total Tmmage o/o Weighted 
Year !!�eluding Bulk Bulk Tonnage 1 

1958 24,1 10,677 33 17,555,428 
1959 25,367,579 32 18,668,990 
1960 28,609,821 38 19,877,926 
1961 28,122,816 41 18,776,312 
1962 27,762,094 36 19,761,461 

1 Five tons bulk-dry tonnage equals one ton general cargo. Bulk fluid tonnage 
given zero weight. 

WAGE AND FRINGE COSTS PER TON OF CARGO 
ANNUALLY 1958--1962 

Cost Per Ton 

1959 1960 1961 
Increase $ $ $ 
Wage ... . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  .21 .20 .16 
Fringe . . . .. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .01 .06 .09 
Mechanization ... . . . . . . . . . . . . . . . . . . . . .  .04 .23 

Total Increase · · · · · · · · · · · · · · · · · · · · · · · ·  .26 .26 .48 
Cost Preceding Year . . . . . . . . . . . .  6.33 6.39 6.26 

Before Improvement . . . . . . . . . . . .  6.59 6.65 6.74 
Productivity Improvement .. - .20 - .39 - . 11  

Actual Cost . . . . . . . . . . . . . . . . . . . . . . . . . . . . 6.39 6.26 6.63 

Cost Per Hour ( Shoreside, Including OT & Fringes) 

Increase $ $ $ 
Wage .. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  .126 .124 .110 
Fringe . . .. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .005 .035 .058 
Mechanization · · · · · · · · · · · · · · · · · · · · · · · ·  .026 .154 

Total Increase · · · · · · · · · · · · · · · · · · · ·  . . . .  . 157 .159 .322 
Cost Preceding Year . . . . . . . . . . . .  3.851 4.008 4.167 

Total . . . . . . . . • . . . . . . • • . . . • . . . • • • . • . • . . • . . • . . .  4.008 4.167 4.489 

CoNcLuSION 

1962 
$ 
.19 
.13 
.OS 

.37 
6.63 

7.00 
- .60 

6.40 

$ 
.131 
.090 
.032 

.253 
4.489 

4.742 

It is difficult to draw many conclusions about the first three years 
of the ILWU-PMA M & M Agreement in a paper that has made 
the fact abundantly clear that the employers as a group do not agree 



ILWU-PMA MECHANIZATION AND MODERNIZATION 33 

about the results. It may in fact never be possible to measure ac
curately the gains directly attributable to a specific clause in the 
agreement. It is true that in eliminating multiple handling, in re
ducing manning, in eliminating load skimming or in building new 
loads that exceed previous limits the employers can point to specific 
gains. Many argue, however, that these gains are not always attain
able that they are offset by other restrictions that continue to exist 
despite the agreement or that these specific gains are not profitable 
enough to compensate them for the investment (approximately 4% 
of payroll on top of basic wage and fringe benefit increases for the 
five year period) .  Others urge, however, that this view ignores the 
more fundamental changes that have taken place. 

Most of the employers I think recognize that there has been a 
fundamental shift in attitude on both sides despite the problems and 
a mutual recognition of the need for change and the complementary 
obligation to share the gains of progress. Shifts in attitude, problem 
solving rather than conflict bargaining, reduction of resistance to 
change, the substitution of law for jungle warfare are trite and 
familiar phrases in labor relations but they are applicable to present 
relations between the employers and the longshore union on the West 
Coast. Whether it be the relatively smooth introduction of new 
equipment, or a marked improvement in vessel turn around time 
because of more efficient utilization of labor on ship and on shore, 
these things are part and parcel of a total framework constructed on 
a base of the M & M Agreement. In the view of most of us, this 
total framework is the real essence of the agreement and our hope 
for the future of the industry. 
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The ILWU-PMA Mechanization and Modernization Agreement 
is a unique-and we think a generally successful attempt to supply 
a mutually satisfactory answer to these difficult questions currently 
facing most unions and many employers : How to provide job and 
income security to workers in an industry where productivity is 
rapidly advancing ? and, How to create a framework for changing 
methods of operation in order to reduce costs, without creating 
insecurity for the workers and without precipitating worker and 
union resistance ? 1 

The present article considers the extent of the plan's success, 
primarily from the standpoint of the union, and outlines the char
acteristics of the industry which have made the plan possible in order 
to examine the question, which presumably is the question of primary 
interest to those outside the industry, of the extent to which this 
plan, though unique, may be applicable to other industries or even 
to other segments of the longshore industry. 

It needs emphasis at the outset that the M & M Agreement is 
only an episode in a process which is making radical changes in the 
West Coast longshore industry and in its industrial relations ma
chinery. Until very recently the industry has been technologically 
extremely backward ; recent innovations are modernizing it-rapidly 
though spottily. Actual day-to-day control of labor relations on the 
job has in the past been largely in the hands of stevedore contractors ; 
the reins are now being taken over by the prime employers, the 
steamship operators. 

Corresponding changes have been occurring on the union side. 
The new situation in the industry, reinforced by the changed climate 
of public opinion, has led the union to the conclusion that the old 

1 The terms of the Agreement and its background have been adequately dis
cussed in the sources indicated at the end of this paper. 

34 
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type of work rule, often obtained and frequently enforced by job 
action, is no longer adequate to supply job security. New provisions 
for job security are recognized to be necessary. The 1959 agreement 
for a guaranteed 8 hour workday was accompanied by a wholesale 
revision of the old rules, primarily to permit greater flexibility of 
operation, a significant prelude to the rules changes provided under 
the M & M agreement, and part of the same process. 

The old rules were for the most part local in character, applying 
only to the individual port ; they simply codified local practice. The 
new rules are coastwide, and though worked out by a negotiating 
committee which included representatives of the major local areas, 
are nevertheless to an important degree handed down to the individual 
ports from the coast level. The result has been a significant centrali
zation of the grievance machinery, recognized as necessary by amend
ments to the contract requiring certain types of issues to be settled 
at the top. It is almost as revolutionary as if Congress were to adopt 
a national code superseding local and state criminal codes. 

Another factor in the centralization of contract administration has 
been the need for greater central control over the registration process, 
due partly to the changing situation in the industry and partly to the 
need to avoid insofar as possible Taft-Hartley pitfalls when hiring 
new men. The parties have taken control of registration 2 out of the 
hands of the individual ports and centralized it in the Coast Com
mittee. This control has made it possible to develop coast-wide rules 
for hiring "B" men, for moving "B" men to "A" status, for moving 
men from port to port, for transferring men from the longshore list 
to the clerks list, and in general has facilitated the adjustment of the 
size of the work force to the needs of the industry. Anticipating a 
decline in job opportunities, the "A" list was frozen in 1958 and no 

• Several of the sources cited at the end of this paper describe the "registra
tion" procedure under the West Coast longshore agreements. The parties, 
jointly, "register" the men who are to be the regular longshoremen. Men with 
"A" registration have first preference in dispatch ; men with "B" registration 
have second preference. "B" men are not members of the union. After the 
"A" men and the "B" men have been sent out any remaining jobs are taken by 
casuals who have no regular attachment to the industry. This year, for each 
available "B" job, there were more than 10 applicants or, for the 2,600 added 
to the "B" list, more than 25,000 applicants. The applicants were well aware 
that it might be several years before they could become fully registered men. 
The demand for these jobs is explained by the fact that, except for a few 
highly skilled trades, such as plumbers and electricians, longshoremen have the 
highest annual earnings of any category of workers on the Pacific Coast and a 
wholly unmatched degree of economic security. 
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additions to the "B" list were made from 1959 until 1963. These 
steps were necessary prerequisites to the success of the M & M plan. 

The radical changes in work rules together with centralization 
of the grievance machinery have meant that the Coast Labor Rela
tions Committee has been kept steadily at work and that the Area 
Arbitrators have been called upon much more frequently. During 
1962 the Coast Committee met formally 37 times ; in 1956 (an earlier 
year picked at random) it had met just once. During 1962 the 
arbitrators in the four areas rendered 147 awards ; in 1956 they made 
only 24. The situation had been similar in 1961 and there has been 
little let-up in 1963. 3 Significantly enough, however, the Coast 
Arbitrator has been called in only three times since the M & M agree
ment was signed ; at the coast level the parties make their own 
decisions. It should be added that essentially all the cases handled 
by the arbitrators have been matters of detail. No important issues 
of principle under the M & M agreement have had to be settled 
by arbitration. 

The problem now is to avoid some aspects of the situation which 
existed before 1948. In those years, when relationships between the 
parties were at their worst, almost nothing could be settled at the 
local level. Matters were routinely referred to the Coast Committee, 
and from there, routinely to the Coast Arbitrator, who was kept 
very busy. While there is no danger of the Coast Committee's duck
ing its responsibilities, and hence swamping the Coast Arbitrator, 
there is a danger that the Committee could be swamped by appeals 
from decisions by Area Arbitrators. Though the Committee has 
authority to take such appeals, it is not required to do so and, in 
fact, has acted to minimize them. Effort is being directed instead, 
with the help of the Coast Arbitrator, toward educating the Area 
Arbitrators and the local representatives of the parties with regard 
to the new rules and the interpretations agreed to at the Coast level. 
It is anticipated that as this educational process is pushed, the number 
of disputes will decrease and resort to the Area Arbitrators mini
mized. The objective is to centralize fundamentals but to leave details 
to the local area. 

• The Joint Coast Labor Relations Committee serves in this industry some
thing the same purpose as is served by the tri-partite committee in the steel 
industry, namely, to deal on a continuing basis with problems not readily solved 
during the more hectic periods of collective bargaining. It is significant, how
ever, that unlike the steel situation, the parties are handling these problems 
themselves. 
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One unusual feature of the grievance machinery deserves notice : 
The Area Arbitrators are all men from the industry. At present 
there are two former International Union officials and one former 
Association employee. The explanation lies in the character of the 
Area Arbitrator's work. He is on call 24 hours a day, seven days 
a week, to come down immediately to the scene of the dispute. 
Operating conditions change from shift to shift and even from hour 
to hour. He is called upon to render an immediate on-the-job 
interim decision, based upon the facts assembled then and there, 
without waiting for a formal hearing. For such an assignment the 
parties recognize that they need men with practical experience in 
the industry. The arrangement has worked notably well. 

In terms of the major changes in the work rules made by the 
M & M agreement, the situation may be summarized as follows : 
1 )  Elimination of multiple handling : Once the jurisdictional issue 
involving the Teamsters and their employers was settled in the spring 
of 1961, there have been practically no problems. This issue is dead. 
2) Reduction of gang sizes and elimination of unnecessary men : 
Work on this has been going on ever since the Agreement was signed, 
though not actively until mid-1962. There are still many employer 
demands for changes which have not been acted upon. It may be 
said that where reductions in manning have taken place, the principal 
result has been the elimination of men who were formerly largely 
idle. The reductions have not, in the main, resulted in "speed-up." 
3 )  Changes in sling-load limits : These changes have occasioned the 
greatest number of disputes, with the employers making often radical 
increases in the size of loads and with the men claiming "speed-up" 
and "an onerous work load." By now, however, arbitrators' decisions 
have developed something like common law on the subject. 

A continuing major source of argument is over the extent to 
which labor-saving methods are being used, or, rather, are not being 
used. Many employers have sought to interpret the Agreement to 
.permit larger loads with the same number of men, whereas the 
union insists that "more men or machines" are called for, with 
preference for machines. The union complaint commonly is that 
the employers are overlooking the intent of the Agreement-namely 
to promote mechanization and modernization-and, instead, are seek

ing to get greater productivity at the expense of the men. The union 
is constantly pushing, in particular, for the use of more equipment 
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in the hold where most of the work is still heavy manual labor. The 
stevedore contractors, of course, resist making the necessary capital 
expenditures, perhaps because they anticipate that the ship operators 
will be the prime beneficiaries. 

The Agreement was predicated on the belief by the parties 1 )  
that the changes facilitated by the Agreement would significantly 
reduce the demand for longshoremen, but 2) that the resulting rate 
of productivity increase would not exceed the rate of attrition, or at 
least by no more than could be met by a wage guarantee. Actually, 
it was hoped that the cushion provided by the manhours worked by 
"B" men and casuals would be great enough so that the wage guaran
tee provision would not have to be used. In this they were correct, 
but to a degree that was not anticipated. 

What has happened has surprised everyone. Though a significant 
increase in productivity has occurred-some 10 or 1 1  percent from 
1960 to 1962-and though there has been no net increase in tonnage 
handled,4 the parties have found it necessary this year to move some 
2,000 "B" men into the "A", or fully registered, category and to 
replace them with more than 2,600 new "B" men. The net result 
is to bring the total number of registered men ("A" plus "B") back 
to within 600 of the January 1 ,  1960 level and to a level slightly 
higher than prevailed on January 1 ,  1961 when the plan really began 
to function. 

To a considerable degree as a result of increased productivity, 
longshore manhours dropped from 22.6 million in 1960 to 21.3 in 
1961 and to 20.3 in 1962. During the same period the total registered 
force 5 dropped steadily from 14,844 as of January 1 ,  1960 to 
12,279 as of January 1, 1963. Hours dropped 10 percent ; the 
number of men 17 percent. 

The decline in the number of registered men has greatly exceeded 
the original expectation. Attrition-almost wholly due to death and 

' PMA figures show a decrease in "weighted tonnage" of about one million 
tons from 1960 to 1961, but an increase of nearly the same amount from 1961 to 
1962, leaving 1962 tonnage just below the 1960 level. "Weighted tonnage" is the 
total of manifest tons, by weight or measurement, handled by PMA members, 
with each ton of bulk counted as one-fifth of a ton. Government figures on tons 
in waterborne commerce are so late as to be useless for this purpose. Dollar 
figures for foreign commerce alone likewise show a drop, 1960-1961, and a 
corresponding rise 1961-1962, with little net change 1960-1962. 

• The registration figures used here are, for simplicity's sake, longshoremen 
only, excluding clerks and walking hoses. 
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retirement-had been proceeding at a rate of about 4 percent a 
year, yet in 1961 it was 5.6 percent and in 1%2, 6.6 percent. 

Both deaths and retirements have increased-deaths, because with 
no additions to the registered list the work force grew older, and 
retirements, partly for the same reason but primarily because of 
changes in pension provisions. Under the M & M plan itself 159 
men retired early during the 15  months October 1, 1961 (when the 
benefit provisions of the Agreement finally went into effect) through 
1962.6 During the same period, there was a much larger number, 
629, who retired under the pro rata amendment to the regular 
pension plan, agreed to at the June 1961 negotiations, which for 
the first time permitted men to retire with less than 25 years in the 
industry. Besides, there were 338 normal retirements. Thus in this 
15-month period 1 126 men retired. So far in 1963 (through October 
1 )  another 476 have retired. On a base of only about 13,000 these 
are large numbers.7 

By putting on 2,600 "B" men the parties have more than com
pensated for this big increase in retirements. Nevertheless, assuming 
no significant change in tonnage, it is anticipated that the "A" men 
will have worked roughly as many hours on the average in 1963 
as they did in 1962, i.e., 1541. For one thing, death and retirement 
will take a toll of between 750 and 1 ,000 and, for another, the "A" 
men will get a larger percentage of the work. The "B" men, how
ever, who averaged 1545 hours in 1962, or almost precisely the 
same number of hours as the "A" men, will undoubtedly work some
what fewer hours in 1963. And the casuals who worked 9 percent 
of all hours in 1962 will certainly work a smaller percentage in 1963. 

In conclusion, with regard to meeting the problem of displace
ment, the industry challenges comparison. With a productivity in
crease of 10 or 1 1  percent in the past two years,8 not only has no one 
been laid off and the wage guarantee has not been necessary, but 

• Benefit provisions could not be implemented until approval of the Plan 
had been obtained from the Internal Revenue Service, a process that took a full 
year and much pressure. 

• The total number of living pensioners as of October 1, 1963 was 3,859, 
including not only longshoremen but clerks and walking bosses. This is slightly 
more than one-fourth of the total active work force. The percentage is probably 
higher than any in other industry, except possibly coal mining. 

8 There are no really reliable productivity figures available. Those quoted 
are based on industry figures on overall tonnage and manhours. They make 
inadequate allowance for shifts from one type of cargo with one productivity 
rate to another type with a different productivity rate. 
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2,600 men have been hired. Most of those who have retired are 
receiving $115  per month from the industry, plus Social Security 
and plus comprehensive medical care for themselves and their families 
for life. 

These gains have not been at the expense of wage increases. In 
June 1961, when the wage issue went to arbitration, the increase in 
the basic hourly rate was 6 cents, after the parties had agreed to 
pension changes evaluated at 8 cents. In June 1962, a negotiated 
wage settlement was reached for the period June 1962 to June 1965, 
with increases of 18 cents in 1962, 13 cents in 1963 (the present 
basic straight time rate is $3.19 and the average rate is about $4.20) 
and another 13 cents in 1964. 

It was part of the initial mechanization agreement in 1959 that 
the "fund will be separate from contractual wages, pensions, welfare 
and vacations." The union, at least, has interpreted this to mean 
that wage increases are to be settled upon the basis of the usual 
criteria and are not to be influenced by the existence of the Mechani
zation Fund or the cost of the contributions to it. The fund is 
considered to be self-supporting ; it is financed out of cost savings. 

These wage increases have clearly exceeded the Administration's 
guideposts as announced in the 1962 report of the Council of Eco
nomic Advisers and as usually interpreted. I am indebted, however, 
to Professor Lloyd Ulman for pointing out that the Council specifi
cally referred to situations like the West Coast plan as providing the 
basis for an exception to the 3 percent rule. The Report says : 

"It is a measure of the difficulty of the problem that even these 
complex guideposts leave out of account several important consid
erations. Although output per man-hour rises mainly in response 
to improvements in the quantity and quality of capital goods with 
which employees are equipped, employees are often able to im
prove their performance by means within their own control. It 
is obviously in the public interest that incentives be preserved 
which would reward employees for such efforts." (p. 190) .  

The facts show that both the employers, by rising productivity, 
and the longshoremen, by rising wage rates and increased earnings, 
have benefitted as a result of the changes occurring in the past two 
years. But nowhere has any evidence been assembled to indicate 
how the shipper has fared. How much of the cost savings, due either 
to containerization and other mechanical improvements or to rules 
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changes, have been passed along in the form of rate reductions or in 
the form of reduced time in shipment ? I submit that the more 
general economic effects of these productivity increases are at least 
of equal importance to the industrial relations effects, and urge that 
some University research group take a look at them. 

The Mechanization and Modernization Agreement has been 
widely praised. Yet among the union's own membership there are 
still many dissidents. The plan was adopted by a referendum vote 
of 7,882 to 3,695, with one large local voting against it. A vote 
taken today would show a larger percentage in support of the plan, 
but there would still be a substantial minority in opposition. This 
would include : 

1. Some of the younger men who would prefer more money 
now. These men would like to have the money distributed periodically 
as in the Kaiser plan, instead of financing early retirements or giving 
a benefit to men at normal retirement. They have not been convinced 
of the importance of the fact that their work opportunity is greater 
because the older men are being retired. Since even before the plan 
was in effect there have been no layoffs in the past 10 or 12 years, 
the younger men have had no experience with the operation of the 
usual layoff by seniority. 

2. Men who will not receive benefits prior to July 1, 1966 when 
the contract ends and who question whether it will be renewed. 

3. Men who cannot hope to quality for M and M benefits because 
they will not have worked 25 years in the industry prior to age 65. 
Some of these men are making an effort to establish their eligibility 
for a disability pension, their only means of qualifying for some of 
the M and M money short of the death benefit. 

4. Those who still think it would have been better to hang onto 
the old work rules. Their position is usually stated as "We gave up 
too much. The employers are getting far more than $5 million a year 
out of the deal." 

The opposition that came from the "B" men has largely evapo
rated. In 1962, as noted above, they worked as many hours as the 
"A" men, and now practically all of them have themselves become 
"A" men.9 

• Because the "B" men are not members of the union they have had no 
organized means of expressing their opposition, but several of those who 
commented on the plan rose to their support. See especially Harvey Swados' 
article noted in the attached bibliography. 
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Quite naturally, such opposition to the plan as still exists has 
been seized upon for political purposes by opponents of the Inter
national, with the result that the opposition sounds more significant 
than it is. Also, quite naturally though less obviously, the opposition 
has been nourished by some of the stevedore contractors. Their 
representatives on the job have supplied ammunition to the opposi
tion within the union's ranks. Among the employers, the stevedores 
are not the beneficiaries of the plan. Indeed, because of the char
acter of their contractual relation to the ship operators they tend 
to gain when more manhours are required, not fewer. 

That the union as a whole is satisfied with the approach worked 
out on the West Coast is indicated by the fact that the plan, with 
modifications, has now been sought and adopted by the longshoremen 
in Hawaii, Alaska and British Columbia, all of whom are under 
ILWU jurisdiction, but who work under their own contracts. While 
space limitations make it impossible to detail these agreements, brief 
reference may be made to each. Some of the differences from the 
Coast plan are instructive. 

In Alaska, the Agreement is essentially the same as that on the 
Coast. The Coast pattern over the years has been increasingly fol
lowed closely with respect not only to wages but to fringe benefits 
as well. The plan has only just gone into effect. 

In Hawaii, where the union has separate agreements with the 
individual stevedores, we nevertheless secured an industry-wide 
Mechanization and Modernization Agreement, which provides for 
a fund, comparable in amount on a per man basis, and for modifica
tions of working practices. The Plan was finally worked out in all 
its details with the assistance of Sam Kagel, operating first as media
tor and later as arbitrator. In the Islands, there were relatively few 
written working rules and the employers have, in the main, had 
much greater control over operations than on the Coast. There was 
never so much complaint by the Hawaiian stevedore contractors 
about restrictive practices, but they did seek reductions in many of 
the manning scales. The parties agreed to codify existing practices, 
modified somewhat along Coast lines to promote more efficient 
operation, but since they could not agree on the changes, the whole 
matter-more than 1 ,000 specific items-had finally to be settled 
by arbitration using these guidelines : 
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1. The employers to have the right to have efficient operations, 
to change methods of work and to utilize labor-saving devices. 

2. The men to be protected with respect to safety and health and 
by the avoidance of an onerous work load on the individual worker. 

On the Coast, the major gains in productivity are undoubtedly 
the result more of work rule modifications than mechanization ; in 
Hawaii the reverse is true. Much the biggest factor in the Hawaiian 
industry is Matson, the company which has mechanized most dra
matically. Work opportunity has been sharply reduced (by nearly 
30 percent since 1957 for the state as a whole, and by more than 50 
percent in the outports) by the high development of containerization 
between the Coast and the Islands, and most recently in the outports 
now that containerized barges have gone into use on the inter
island runs. 

Because of the much greater impact of mechanization in Hawaii it 
was impossible to secure a complete no layoff agreement. Whenever 
a company decides a layoff is necessary it must notify the union and 
together they seek to work out the best possible solution. Solutions 
provided in the collective bargaining agreement include : 

1 .  Transfer with moving expenses paid to another Hawaiian 
port, if jobs are available. A man may also move to a mainland port 
if arrangements can be made at the Coast end. In that event no 
moving expenses are paid but the man receives severance pay. 

2. Repatriation. Special provision is made for any man who 
wants to return to the Philippines or to Japan, the usual countries 
of origin. A repatriate is entitled to the full value of his pension 
rights in a lump sum up to $10,471,  travel expenses and his bonus 
payment, described in the next paragraph. So far, some 75 men have 
taken advantage of this provision, a substantial number out of a 
work force of 1200. 

3. Early retirement. A special incentive is given to early retire
ment by providing a graduated benefit or bonus payable in full 
($6,000) at age 60, but if retirement is postponed beyond age 60, 
declining $100 each month to zero at age 65. 

4. At the union's request, work may be spread down to, but not 

below, 24 hours per week. 
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If, despite these steps, a layoff is necessary, those laid off receive 
severance pay in substantial amounts, equal to or exceeding the full 
value of their pension rights. 

When work opportunity drops to less than 32 hours a week 
(averaged over a calendar quarter ) a wage guarantee becomes 
effective. The union seeks at its next opportunity to raise this guaran
tee to 35 hours as on the Coast, but already substantial sums have 
been paid out even on the 32-hour basis so that the added cost would 
be large. In the event the union requests that work be spread, so 
that hours are reduced below the level that would have prevailed 
if the layoff had occurred, the guarantee is correspondingly reduced. 

In British Columbia it was tougher to get an agreement. Though 
no strike occurred, it took a 95 percent strike vote, the highest ever 
recorded in Canada, to overcome employer opposition and even 
then the industry was unwilling to set up a fund. They agreed to 
pay specified benefits similar to those on the Coast in return for 
operating changes principally in manning scales, but would not 
concede a fund. The union was reliably informed that a major source 
of employer opposition to the whole concept, and especially to the 
fund, was the big industries of the area, mainly lumber, pulp and 
paper, who were fearful that a precedent would be established. 

Longshore employers in British Columbia, are none of them 
shipowners ; they are stevedores, agents for non-Canadian lines, or 
terminal operators. They are thus much less able than the U.S. West 
Coast employers to develop an independent labor policy. Even here 
we understand that great pressure has been exerted upon the PMA 
by the National Association of Manufacturers and other organized 
employer groups who frown upon the central ideas of the M & M 
plan that the workers are entitled to "a share of the machine," and 
that employers should pay for relaxation of working rules. 

The M & M Plan has received many encomiums and Harry 
Bridges has even been hailed as a "labor statesman." For our in
dustry, the plan is working out satisfactorily. The question then is, 
Can it be applied to other industries ? 

Charles H. Rehmus in the Labor Law Journal (October 1%3, 
p. 871 ) ,  to take a recent example, refers to the M & M Plan as a 
"forward-looking collective bargaining adjustment to technological 
change" and suggests that perhaps it can be applied elsewhere. The 
recent U. S. Department of Commerce study, "Maritime Resources 
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for Security and Trade," the final report of "The Maritime Evalua
tion Committee," states that "With one significant exception, mari
time labor-management collective bargaining has, up to now (Janu
ary 1963) failed to solve the difficulties in the way of such technical 
progress." Though no specific reference is made to the ILWU-PMA 
M & M Plan, this is presumably the "one significant exception." The 
Committee is quite clearly urging the extension of the idea to the 
rest of the maritime industry. The special Railroad Arbitration Board 
which reported at the end of last month presumably had before it 
material on the Plan, prepared earlier by Professor Charles Killings
worth, but they chose not to model their award upon it. 

Rather than speculate on the possibilities for applying our Plan 
to other industries, I should like to list the major features of the 
West Coast longshore situation, which in my judgment were im
portant in establishing its feasibility and which, in the case of some 
of them, are probably conditions precedent to its success. 

1 .  The existence of the hiring hall with rotational employment 
among all employers. The hiring hall more or less automatically 
overcomes the problems that would arise because of differential rates 
of productivity change from employer to employer. Work oppor
tunity fluctuates for the entire work force, not for the employees of 
individual employers. It is difficult to see how, in a multi-employer 
industry, an M & M plan could otherwise be applied. 

2. Equally necessary has been the machinery of joint registra
tion, now on a coastwise basis. Without this, the parties could not 
have controlled the number of workers to the point where a plan to 
increase productivity could have been adopted. Where there is a 
surplus of workers, a union cannot agree to a program that forces 
some of them out of their jobs. Such a program is one of the 
employer's prerogatives. It is partly for this reason that the ILWU 
has supported other unions in their fight to maintain the types of 
rules which we were in a position to modify but which they must 
hang onto. 

3. A rate of productivity increase that is not greatly (if at all) 
in excess of the anticipated rate of attrition or alternatively, of course, 
a sufficiently rapid rise in output. 

4. Agreement that the gains from the increased productivity 
effected by the plan shall be over and above normal, expected im
provements in wages and fringe benefits. East Coast employers in 
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last spring's negotiations with the ILA appeared to be demanding 
changes in gang sizes and a more flexible work force as a condition 
of the contract settlement including wage increases. The same seemed 
to be the case in the railroads' bargaining over the fireman issue. 
A union can hardly be expected to relax rules, no matter how re
strictive they may allegedly be, as a condition for getting a wage in
crease it believes itself entitled to on the usual grounds. The work 
rules at issue have been in effect for a long time and were taken 
into account in past bargains. Many employers have been seeking 
an unfair bargaining advantage on the basis of the public hullaballoo 
over "featherbedding." 

5. A strong union, with sufficient internal discipline to undertake 
its share in administering a radically new set of work rules, and with 
sufficient confidence on the part of the rank and file in the policies 
recommended by the leadership. 

6. A correspondingly strong and effective employers' association 
equally capable of handling its administrative functions and with 
sufficient vision to recognize that workers are entitled to share in 
the benefits of productivity increase. 

7. An effective and flexible grievance machinery capable of han
dling without breakdown a heavy added load of cases and backed by 
a good faith willingness on the part of both sides to make the Plan 
work. This last item is as important as any. 

The question of what will happen in 1966 when the present 
agreement runs out can only be answered, from the union's side of 
the table, by saying, as we say to our members, that if the union is 
strong enough this plan or something better will be worked out. 
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THE KAISER STEEL-UNITED STEELWORKERS 
OF AMERICA LONG RANGE SHARING PLAN 

GERARD E. BALSLEY 
Kaiser Steel Corporation 

GENERAL APPROACH 

No one is more aware than members of this association that we 
are going through a period of great foment and soul searching in 
the whole area of collective bargaining. Our purpose today is not 
to put this problem in focus, but rather it is to explore with you the 
approach we at Kaiser Steel and the Steelworkers Union have taken 
in attempting to resolve some of the complex issues which face us 
in our collective bargaining relationships. In doing this, we should 
differentiate at the outset between two very inter-related aspects of 
the subject. The first is the Long Range Committee, which is the 
vehicle we have adopted to assist us in resolving some of our prob
lems. The second is the Long Range Sharing Plan, which has grown 
out of the work of the Long Range Committee as a program which 
we fully expect will eliminate our problems in some areas of our 
relationship. While I will have some remarks on this Plan, Mr. 
Miller will give you more of the details in his presentation. 

As in any discussion in the field of industrial relations, however, 
it is useless to discuss either of these topics in a vacuum. Therefore, 
at the outset, it is important to look at the background and some of 
the environmental influences surrounding the development and opera
tion of this program at Kaiser Steel. Following this, I believe we 
can better explore and understand these developments and view them 
in their proper perspective. 

One final introductory remark seems appropriate. By industry 
standards our program is a new and frankly experimental one. While 
our "billing" on your program promises an evaluation of experience, 
I will warn you in advance that we feel any fundamental evaluation 
of our program is premature at present. Instead, I would prefer to 
say that we will tell you what our program is, what it has accomplished 
to date and what hopes we have for it in the future. It will be up 
to you, the scholars in the field, to give us an evaluation of our degree 
of success or lack thereof in the years ahead. 

48 
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BACKGROUND INFORMATION 

In setting the stage to discuss our present situation it is difficult 
to know where to begin. Kaiser Steel has had a contractual rela
tionship with the Steelworkers Union almost since our company 
first began production in 1943. On the whole, it has been a good 
relationship, subject to the ups and downs common to many collective 
bargaining situations. In  addition, of course, the Steelworkers have 
contracts with Kaiser Aluminum, so Mr. Kaiser and Mr. McDonald 
have had many occasions for discussions over the years. 

THE 1959 STEEL STRIKE 

The start of our Sharing Plan can be traced directly to one 
dramatic event with which you are all familiar-the 1959 steel 
strike. The strike naturally had a catastrophic impact on both 
Kaiser Steel and our employees. Furthermore, it indicated that we 
had reached a point of complete impasse on many complex questions 
relating to work rules, benefit programs and productivity. 

Dr. George Taylor was appointed to head the Taft-Hartley 
Board of Inquiry established to review this dispute. During the 
course of his investigations, Dr. Taylor expressed his growing con
viction that there must be "a better way" to resolve the issues in
volved in situations of this sort. With this conviction, both Mr. 
McDonald and Mr. Kaiser were able to express wholehearted 
agreement. 

THE KAISER STEEL SETTLEMENT 

As a result, when Kaiser Steel and the Steelworkers sat down 
to work out the details of a separate settlement, they were looking 
for a number of things to provide the "better way," including : 

1 .  An organized and cooperative approach to the solution of 
mutual problems-such as work rules, to give but one example. 

2. A long-range approach to economic issues in order to avoid 
"crisis bargaining," stalemates and disastrous strikes. 

3. The availability of outside counsel of their own choosing who 
could : 

(a) Develop an intimate and continuing relationship with the 
parties-understanding their problems, and their aspira
tions. 
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(b) Serve as advisors, counselors and mediators. 
( c )  Remove the need for outside pressures from mediators 

or other government representatives. 

THE LoNG RANGE CoMMITTEE 
Its Establishment 

In keeping with this philosophy, when an agreement was finally 
rtached on October 26, 1959, that agreement included a provision 
fur the establishment of a tri-partite committee which has since 
come to be known as our Long Range Committee. This committee 
was composed of nine men, consisting of three company, three union 
and three public representatives, with one of the public members 
serving as chairman. For the public representatives we were for
tunate in obtaining the services of three outstanding men in whom 
both parties had the utmost confidence. Our chairman is George W. 
Taylor and the other representatives, who are equally well known 
to you, are John Dunlop and David Cole. It is significant that the 
parties were also represented by their highest level executives. 
Company representatives were Edgar F. Kaiser, Chairman of the 
Board, E. E. Trefethen, Jr., Vice Chairman of the Board, and 
C. F. Borden, Executive Vice President. Union representatives 
originally were President David J. McDonald, General Counsel 
Arthur Goldberg and Charles J .  Smith, District Director. Upon 
Mr. Goldberg's appointment as Secretary of Labor, his place was 
taken by Marvin J. Miller, Assistant to Mr. McDonald. 

ilts Purpose 

The primary purpose for which the Long Range Committee was 
established was to provide a vehicle for the development of a long
range economic program. The stated objective at the time of the 
1959 agreement was : 

"The establishment of a long range plan for equitable sharing 
between the stockholders, the employees and the public, of the 
company's future economic progress." 

This objective was further elaborated by the provision of more 
specific guidelines for any such plan. It was to : 

1. Promote stability of employment. 

2. Safeguard employees against increases in the cost of living. 



STEELWORKERS LONG RANGE SHARING PLAN 5 1  

3 .  Provide for equitable sharing of increased productivity. 

4. Encourage the necessary expansion of the company. 

This, then, provided the initial framework within which the 
committee began its operations. It should be noted that these guide
lines covered more than just a "sharing of progress." In fact, they 
reflect a primary concern for economic and employment security, with 
any additional "sharing" as a secondary consideration. 

Its 0 peration 

When the Long Range Committee began to function and to 
consider the development of an economic program, it quickly dis
covered that it needed to construct a solid fundation of fact upon 
which to base any such plan. The seven areas pinpointed for study 
were : 

1. Past experience and problems with technological change. 

2. An evaluation of the operation of the grievance procedure. 

3. Possible wider communication of sales and production plans 
to employees. 

4. The advance dissemination to employees of information con
cerning plans for modernization, automation and expansion. 

5. A review of present incentives in the light of forthcoming 
technological changes in the industry. 

6. The development of procedures which will operate to prevent 
strikes. 

7. The development of a means of sharting the benefits of eco
nomic progress, including provisions for displaced employees. 

Again, let me emphasize that the concept of "sharing" was 
reserved to last place on the list and included an employment security 
factor in the statement. 

In undertaking the studies required to obtain information on 
these matters, the committee proceeded with a minimum of fanfare. 
Most of the work was done by members of the committee and by 
subcommittees, some of which included staff personnel from both 
the company and the union. Since these people were intimately 
familiar with the situation, they were able to move quickly on many 
aspects of their work. 
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Its Accomplishments 

But what has this committee actually accomplished ? This is 
not an easy question to answer because it is so difficult to separate 
the tangibles from the intangibles. Without dwelling on some of 
the details, however, several contributions stand out : 

1. The committee provided a forum for the continuing exchange 
of ideas among the members on positive steps which could 
be taken to improve the relationships between the parties. In 
essence, it generated a "willingness to succeed" which sus
tained the participants during those inevitable moments when 
the ultimate success of achieving our objectives seemed most 
remote. 

2. The committee focused attention on the need for a better flow 
of information and exchange of attitudes between the parties 
which might otherwise have been recognized but left undone. 

3. They guided the parties in the development of a new outlook 
and a new procedure in the resolution of grievances, in the 
process of which the stalled machinery was reactivated, a 
tremendous backlog of grievances was eliminated and a new 
approach was introduced which has greatly reduced the flow 
of new grievances and assured that they will be handled 
fairly, expeditiously and on their own merits. Again, without 
elaborating the point, this has been one of the key steps in 
the process of improving our relationships at the plant level 
to the point where a "sharing" concept could be accepted by 
all concerned. 

4. The greatest single achievement from almost all standpoints 
has been, of course, the establishment of the Long Range 
Sharing Plan. Because of its importance, it will be discussed 
in more detail below. 

5. One often overlooked outgrowth of the committee approach 
has been the constant enlargement of its area of concern in 
the relationships of the parties. Starting from the specific 
1959 assignment to develop a sharing program, the activities 
of the committee have been enlarged to the point where the 
public members are now given specific authority to review our 
progress in future contract negotiations, engage in mediation 
efforts, make recommendations and, in the event of no agree
ment, make a public report on the status of the bargaining. 



STEELWORKERS LONG RANGE SHARING PLAN 53 

In summary, therefore, it can be said that the committee has 
contributed substantially to the improvement in the atmosphere 
within which the parties operate and, in addition, has already 
accomplished a number of the specific and tangible objectives 
established for it. 

THE LONG RANGE S HARING PLAN 

Its Development 

Turning back now to the Long Range Sharing Plan, it is deserv
ing of more careful attention for two reasons. First, it is the objec
tive toward which most of the other activities of the Long Range 
Committee were directed. Second and by far the more important 
consideration, this is a new, experimental approach to the resolution 
of the basic economic issues facing us in the collective bargaining 
area today and in the days ahead. 

The developmental work on the plan was done by a subcommittee 
of company and union representatives, over a period of more than 
two years. They were guided by regular consultation and advice 
from the Long Range Committee, naturally, in order that the final 
result would achieve the objective of the committee. In essence, 
however, the details of the plan were heavily influenced by the 
attitudes and efforts of the parties themselves. 

By way of background here it will be helpful to give a brief 
outline of some of our problems underlying the thinking which went 
into this plan. As has already been suggested, the basic concept was 
to develop a plan which would provide a systematic means of re
solving the basic distribution of the benefits of economic progress, 
thus eliminating the periodic contract expirations and strike deadlines 
related to these economic issues. Back of this, however, there were 
some more mundane problems. Kaiser Steel is a relative newcomer 
to the steel industry, having first started production in 1943 and 
with much of our capacity and diversification having been achieved 
in the post-war period. As a newcomer, we have followed many of 
the patterns of the industry in the areas of wage scales, benefits and, 
of particular interest here, incentive pay programs. In the incentive 
area, we had established many direct plans for groups of employees, 
almost entirely on a production unit basis, paying incentive com
pensation on a quantity-type system. This had produced several 
problems. First, with our late start and our rapid rate of growth 
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and technological change, we had incentives for only about 40% of 
our employees. This created a "have" group of favored employees, 
leaving the other 60%, which incidentally included large numbers of 
highly skilled maintenance personnel, in the "have not" category. 
The inequities were obvious ! And to compound the problem, some 
of the incentive plans in operation were paying "run-away" rates, 
which made the inequities even greater. We found ourselves in a 
situation, therefore, somewhat like Alice and the Red Queen, having 
to run hard to stay where we were in maintaining our existing plans 
but still having an obligation to extend coverage to those employees 
still without incentives. 

Under the circumstances outlined, any plan developed had to 
attack both problems, the one of existing inequities plus the longer 
range one of providing equitable future distribution of gains. The 
amount of work involved in this effort, therefore, was monumental. 
In addition to the members of the subcommittee and of the Long 
Range Committee itself, the development work on our plan involved 
many company and union staff personnel in such fields as industrial 
engineering and accounting in addition to the industrial relations and 
legal people otherwise involved. 

It is not the purpose here to go into detail on the deliberations 
which resulted in our Long Range Sharing Plan. Two ground rules 
which were observed, however, are worthy of mention here for the 
sake of anyone interested in the problems involved in such an under
taking. The first was exemplified by Dr. Taylor's oft-repeated state
ment that the committee could put no "time limit on inventiveness." 
In spite of the obvious desire by all concerned to produce a proposal 
as quickly as possible, there was never any thought of imposing a 
deadline which had to be met. From the outset, instead, the effort 
was directed at developing an acceptable and workable plan. The 
second ground rule was simply stated that "nothing is agreed to 
until all is agreed to." Under this rule, all participants felt free 
to explore new possibilities freely and openly without fear of any 
commitment if they later felt the idea was unsound. The only prob
lem this presented to the participants was that they were unable to 
answer queries, whether from the press, outsiders, union members 
or management representatives, in terms of "this is how far we 
have progressed" because any such progress might prove to be an 
ephemeral thing in the light of future developments. 
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Its Adoption and Installation 

The Long Range Sharing Plan was completed, approved by the 
Long Range Committee and accepted by the parties on December 
16, 1962, subject only to ratification by the employees involved. In 
keeping with Dr. Taylor's promise that the employees would be the 
first to know, the general outline of the plan was presented to mass 
meetings of employees and their families over the next two days. 
Following this, Marvin Miller undertook the Herculean task of 
explaining the plan, in detail, to small groups of employees on an 
around-the-clock schedule over a period of about two weeks. The 
results of his efforts speak for themselves, because the plan was 
ratified by a 3 to I vote of the employees on January 1 1 ,  1963, and 
was put into effect on March 1.  

Its 0 pe:ration 

As stated earlier, Mr. Miller's presentation will cover the details 
of the plan itself, but before drawing any conclusions concerning its 
operation to date, some figures are required. In the table which 
follows, the basic results of the operation of the plan through 
October 1963 are presented. 

CoNCLUSIONS 

As indicated earlier, it is difficult for a participant in a program 
such as this to also serve as an evaluator. Therefore, instead of an 
evaluation, the concluding portion of these remarks should be in
terpreted as a summary of experience combined with a look at some 
of our hopes and expectations for the future. 

The Long Range Committee 

Looking first at the Long Range Committee, it is apparent that 
it has already accomplished a great deal more than had been antici
pated at the time it was first established. It has provided the parties 
with an incentive to succeed. In addition, it has served as a sounding 
board for ideas and as a source of wise and impartial counsel. This, 
I suggest, is largely a tribute to the stature and integrity of the 
individuals selected as public representatives and to the wisdom of 
the company and union representatives in working so effectively 
with them. At this point, it may well be true that our public 
members know us better than we know ourselves. 
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Kaiser Steel-United Steelworkers of America 

SUMMARY OF RESULTS 

March-October, 1963 

March April May June July August Sept. Oct. 

Total Net Savings Pool $961,962 $1,196,262 $1,080,071 $1,480,491 $847,376 $479,883 $908,006 $1,036,310 

Employees' Share 320,817 406,036 367,176 505,886 31 3,895 188,909 336,784 339,279 
Wage & Benefit Reserve 8,691 17,359 28,171 36,188 Nil Nil 7,487 15,766 
Cash Distribution 312,126 388,677 339,005 469,698 313,895 188,909 329,297 323,513 

Cash Distribution 
No. of Employees paid 3,929 4,131 4,371 4,749 4,822 4,777 4,785 4,582 
Average Payment to 
Covered Employees-

Percentage 21.46% 25.83% 19.53% 24.05o/o 15.79% 9.47% 18.04% 17.55% 
Cents per Hour $.55 $.66 $.50 $.62 $.40 $.24 $.46 $.45 
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Looking at the committee concept from a broader standpoint, 
our experience certainly does not lead to a conclusion that a tri
partite approach is either necessary or desirable in other situations. 
In our own case, we had the good fortune to have both sides in 
agreement on the desirability of outside assistance and were able to 
draw on the services of men with outstanding backgrounds, a great 
knowledge of collective bargaining in the steel industry and, most 
significantly, acceptance by both parties based on previous associa
tions in a wide variety of endeavors in the past. On the other hand, 
looking at the basic steel industry, we see that they started from 
the same 1959 strike situation and built a Human Relations Com
mittee without outside members which has also produced outstanding 
results. Looking elsewhere, it is also possible to find other successful 
relationships which succeed without a committee of any kind. The 
inevitable conclusion is that a committee is not essential, but what 
is essential is the willingness of the parties themselves to apply 
themselves with a desire to solve the complex issues facing them in 
their collective bargaining relations. We feel, as mentioned earlier, 
that the greatest, although far from the sole, contribution of our 
approach has been to reinforce our "willingness" during those periods 
when failure might have been so much easier than facing up to our 
responsibilities. 

The Long Range Shwring Plan 

Any evaluation of the Long Range Sharing Plan is undoubtedly 
premature and should be done by someone more removed from the 
situation. The initial operation of the plan has been most successful. 
The cash payments, while far from a complete measure of the plan, 
have been good. The impact it has had on attitudes and cooperation 
in our plant operations has been startling. Our ability to deal flexibly 
with the 1963 steel industry settlement within the framework of our 
plan suggests that it offers a sound approach to this often difficult 
area. On the other hand, we are still looking at a "long range" plan 
from a "short range" point of view. The initial problems of develop
ment, installation and adaptation have been met with a great deal 
of goodwill on both sides. Naturally, we expect and hope that this 
will continue, but hope is not a sound basis for analytical appraisal. 
During the initial period of its operation, the plan has not faced 
some of the major issues for which it was intended. To date, there 
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have been only modest technological changes, only minor economic 
fluctuations and, hence, only minor pressures. The true tests will 
come as the plan is subjected to the harsher aspects of our economic 
"facts of life." The original agreement to install the plan for a four 
year period was based on an honest feeling by all concerned that this 
was not too long an experimental or pilot period, during which we 
would continually review its operation and make annual adjustments 
as seemed necessary. 

Obviously, we are enthusiastic about our plan and its results 
so far. It would also be unfair to you not to state that we are highly 
optimistic that it will do what we set out expecting it to do. If this 
optimism had to be tempered it would be in this thought that I 
would like to leave with you. No plan or program or whatever it 
may be called is going to solve the complex problems facing us in 
the field of collective bargaining on any automatic basis. At best, 
it can provide a framework within which we can make a success of 
collective bargaining if we want to do it and if we are prepared to 
work hard and continuously to accomplish our goal. 
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COMPARATIVE INTERNATIONAL 

LABOR STUDIES 



MODEL INDUSTRIAL RELATIONS SYSTEMS 

JOHN P. WrNDMULLER 
Cornell University 

Among all existing industrial relations systems there are a few 
systems which consider themselves, and which are generally recog
nized, as patterns or exemplars that deserve close study, emulation, 
imitation, or adaptation. These model systems, as I shall call them, 
have several common characteristics differentiating them from the 
large majority of industrial relations systems. 

The term "industrial relations system," as used here, is intended 
to have the meaning bestowed on it by Professor John T. Dunlop. 
An industrial relations system, considered analytically, is a subsystem 
of the total social system. It consists of three principal sets of 
"actors" (a hierarchy of workers and their spokesmen, a hierarchy 
of managers and their representatives, and specialized public and 
private agencies) who fashion the rules of "the work place and the 
work community" within relevant settings or contexts (notably the 
technological context, the market context, and the power context) .1 

I 

Each industrial relations system differs from every other system 
in terms of the substantive rules, rule-making procedures, and posi
tion of the actors, though an appreciation of the magnitude and 
significance of the differences and similarities depends on one's 
perspective and on the depth of analysis. Seen from New Delhi, 
for example, the industrial relations systems of the several Scandi
navian countries may appear to be practically identical. A closer 
view would bring to light significant differences along with undeniable 
similarities. 2 

The specific configuration of any particular industrial relations 
system is determined by a large number of variables most of which 
are internal to the culture, the traditions, the power structure, the 
economy, and the ideology of a given society. Dunlop's three major 
contexts subsume most of these variables. The members of the 
Inter-University Study of Labor Problems in Economic Develop
ment have concluded that the dominant force determining the char
acter of an emerging industrial relations system is the elite which 

1 John T. Dunlop, Industrial Relations Systems (New York : Henry Holt, 
1958) ,  esp. pp. 1-28. 

• See Walter Galenson, "Scandinavia," in Comparative Labor Movements, 
Walter Galenson, ed. (New York : Prentice-Hall, 1952) ,  pp. 104-172. 

60 
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leads its society into the era of industrialization. They write : "The 
major characteristics of a national industrial relations system appear 
to be crystallized by the leading elite at a relatively early stage."3 In 
noting, however, that the historical period in which a particular 
industrial relations system takes shape will itself be a significant 
influence on the character of the system, the Inter-University group 
also recognizes the importance of external forces, as exemplified by 
several references to the impact of the Russian revolution and of the 
International Labor Organization on systems which developed after 
World War 1.4 

The paramount importance attributed to the role of the indus
trializing elite may account for an important omission from the 
conceptual framework constructed by the Inter-University Study, 
namely the influence of already existing systems-or model systems
on the development of new industrial relations systems in emerging 
countries. Although Clark Kerr and his colleagues implicitly note 
the impact of outside models in certain situations, as for example 
in their description of the rule-making process under the leadership 
of "the colonial elite," they have not dealt directly with the possibility 
that less developed countries may find in imitation and adaptation 
of systems and rules developed elsewhere a pattern for the organiza
tion of a highly sensitive area of social and economic relations.5 

3 Oark Kerr, John T. Dunlop, Frederick Harbison and Charles A. Myers, 
Industrialism and Industrial Man: The Problems of Labor and Management in 
Economic Growth (Cambridge : Harvard University Press, 1960) , p. 2.35. 
In this portion of their analysis, the authors have paralleled the line of reason
ing taken by Professor Dunlop in the book cited above, as a textual comparison 
will show. 

• Ibid., pp. 235-237. Cf. my article, "External Influences on Labor Organiza
tions in Underdeveloped Countries." Industrial and Labor Relations Review, 
Vol. 16, No. 4 (July 1963 ) ,  pp. 559-573. 

• Professor Dunlop, a member of the Inter-University Study, has dealt more 
explicitly with the impact of outside models in his separate volume Industrial 
Relations Systems, cited above : "The question whether the similar rules [of 
the workplace] are a common response or an instance of [international] borrow
ing basically involves very fundamental questions. . . . Even where careful 
historical studies could establish the importance of direct borrowing of rules, 
however, the point is to be made that some rules were borrowed and not others, 
and the environmental conditions in a country were more receptive in the case 
of some rules and unfavorable to others. 

"The role of international borrowing of working rules is not inconsistent 
with the central interpretation. Some rules are largely the response to the 
common technological and market environments of the industry, modified or 
adapted to meet special national conditions. Other rules are largely the conse
quence of the particular national industrial-relations system. International bor
rowing may have played a role in some instances of common rules, but the 
national contexts would have to be congenial or permissive to the rule" (pp. 
193-194) . 
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In the contemporary world, the industrial relations system of a 
"new" or "emerging" country may be strongly influenced, in terms 
of its formal configuration and in the speed of its development, by 
deliberately accelerated efforts to conform at an early stage to ad
vanced international norms and elevated national expectations. Before 
mid-1962, Ethiopia may have had some industrial relations problems, 
but it had no industrial relations system. It had few relevant laws, 
no specialized government agencies, no organized management struc
ture, and only a few ephemeral and legally nonexistent labor organiza
tions. Within the past year, a specialized government agency to deal 
with labor problems has been set up, labor laws have been enacted, 
labor organizations have been formed and officially recognized, collec
tive agreements have become leg-ally binding, a labor disputes ma
chinery now exists at least on paper, and the formation of the first 
official employers' association is momentarily expected. (And inci
dentally, out of a very small number of senior Fulbright grants to 
Ethiopia for 1963-64 and 1964-65 one has been earmarked for a 
visiting American lecturer in labor relations. ) This phenomenally 
rapid pace has been encouraged by the ILO, the International Con
federation of Free Trade Unions ( ICFTU ) ,  and probably also the 
United States whose Embassy in Addis Ababa has reported with 
evident approval that Ethiopia's new Five-Year Plan "stresses the 
need for responsible trade unions and sound labor relations through 
collective bargaining." 6 

II 

In recent years there has been a certain amount of discussion in 
the United States about the exportability of the American industrial 
relations system as a model for other countries. Solomon Barkin 
concluded some time ago in an article entitled "Is the U. S. the 
Model for World Labor and Industrial Relations ?" that unwillingness 
or inability to find new ways of dealing effectively with substantive 
and procedural problems in labor-management relations had seriously 
weakened America's position as a model and leader for the rest of 
the world.7 In 1962, Professor Charles A. Myers devoted his presi
dential address before the Industrial Relations Research Association 
to a stimulating discussion of the exportability of certain features 

• Labor Developments Abroad (July 1963 ) ,  pp. 7-9. Cf. "Ethiopian Labour 
on the Move," Free Labour World, No. 155 (May 1963 ) ,  pp. 16--17. 

7 Labor Law Journal, Vol. 11 ,  No. 12 ( December 1960) , pp. 1120-1130. 
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of the American industrial relations system, especially those involv
ing management.8 Walter Galenson has suggested that "the govern
ments of underdeveloped nations might well ponder the lessons of 
the American labor scene before and after the Wagner Act" before 
deciding whether or not to encourage collective bargaining in the 
private sectors of their economy.9 

Why is the question of exportability of current interest ? Beyond 
the worthy notion that one can always learn something from the 
experiences of others I suggest that a less obvious explanation lies 
in the existence of a rather complicated network of international 
competition among a few industrial relations systems intent on serv
ing as models for the structuring of labor-management relations in 
the new, or newly emerging, countries. Foremost among the models 
are the United States, the Soviet Union, Great Britain, Yugoslavia, 
Israel, Sweden, and West Germany. Vvith reservations, a few others 
might be added to this list, possibly France, Egypt, Ghana, and 
Australia. Italy during the Mussolini period and Argentina during 
the Peron era are instances of former model systems which have lost 
their standing as models for reasons to be explained later.10 In any 
case, only a few industrial relations systems currently qualify as 
models. 

The existence of models is partly a result of the fact, as I have 
already noted, that a large number of countries are for the first 
time urgently compelled to develop an industrial relations system or 
are seeking to convert an inadequate system to meet new economic, 
political, and technological conditions. Through imitation and adapta
tion, many of them have demonstrated their awareness of the models 

8 Charles A. Myers, "The American System of Industrial Relations : Is it 
Exportable?" Proceedings of the Fifteenth Annual Meeting of the Industrial 
'Relations Research Association ( 1962), pp. 2-14. 

• Labor and Economic Development ( New York : Wiley, 1959) , p. 18. Cf. 
also James D. Hoover's paper "Should American Trade Unionism be Exported ?" 
Research Seminar on Comparative Labor Movements, Third Session, Washing
ton, D. C., December 15, 1959 (mimeographed) .  

10 " • • •  in  October 1937 Getulio Vargas cancelled the [Brazilian] elections 
to choose his successor, threw out the democratic constitution of 1934, and pro
claimed the Estado Novo. This new system of government was quite frankly 
copied after the Fascist corporate state constitutions of Italy and Portugal. 
Vargas dissolved the existing congress and proclaimed the reorganization of 
the state and the economy on the basis of 'functional representation.' All em
ployers and all workers were to be brought into parallel organizations, and when 
this process was completed, a new kind of functional legislature would be 
established in the undetermined future.'' Robert ]. Alexander, Labor Relations 
in Argentina, Brazil, and Chile (New York : McGraw-Hill, 1962) ,  pp. 59-60. 
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of other countries, as a few examples will show. The structural 
scheme of Ghana's labor organizations is, on paper, an exact replica 
of the German DGB's structure.11 The basic labor relations law of 
the Philippines of 1953 was strongly influenced by the American 
Wagner and Taft-Hartley Acts.12 The legislation of the state of 
Western Australia has served as a model for the compulsory arbi
tration law of Singapore.13 The industrial relations systems of most 
African countries bear, and will for a long time continue to bear, the 
imprint of laws and models implanted during colonial rule. And 
under conditions precluding the exercise of free choice, the Eastern 
European countries have fundamentally reorganized their industrial 
relations systems to conform more or less to the Soviet pattern.14 

The use of foreign models is by no means unique to the sphere 
of industrial relations. Countries which are determined to adopt 
modern institutions under forced draft have in the past often shown 

u See John K. Tettegah, A New Chapter for Ghana Labour (Accra, n.d. ) .  
Cf. Lester N .  Trachtman, "The Labor Movement of Ghana : A Study of 
Political Unionism," Economic Development and Cultural Change, Vol. 10, No. 
2 (January 1962) ,  p. 193. The outright adoption of the DGB's structure did 
not signify, of course, that the Ghana TUC had thereby also adopted the essence 
of postwar West German trade unionism. On the contrary, the tasks and posi
tion of the Ghana TUC in Ghanaian society seem to be increasingly based on 
the pattern of labor organizations in Communist countries. As a result, "The 
New Structure" of unions implemented in 1959 is already becoming outdated. 
At the 1962 Congress of the Ghana TUC John K. Tettegah, the Secretary
General, expressed the need for structural change in the following terms : "In 
line with our development and growth as a trade union movement it will be 
necessary for this Congress to appoint a Special Committee to examine some 
revisions and adjustments with regard to our national unions. We must observe 
here the logical point of view that we should adapt our national unions to 
patterns and structures in line with our national economy and the State appa
ratus, especially the Ministries. I think we can all see the value of such an 
approach towards the rationalisation of our work." Towards Nkrumaism: The 
B�tilding of Socialist Gha11a, The Role and Tasks of the Trade Unions. Report 
on Doctrine and Orientation Presented to the First Biennial Congress of the 
Ghana Trades Union Congress, March 26-30, 1962 (Accra : Education and 
Publicity Department of the TUC-Ghana, n.d. ) ,  p. 59. 

12 Cicero D. Calderon, "From Compulsory Arbitration to Collective Bargain
ing in the Philippines," International Labor Review, Vol. 81, No. 1 (January 
1960) , pp. 10-11. Cf. David Wurfel, "Trade Union Development and Labor 
Relations Policy in the Philippines," Industrial and Labor Relations Review, 
Vol. 12, No. 4 (July 1959 ) ,  pp. 593ff. 

13 See Paul L. Kleinsorge, "Singapore's Industrial Arbitration Court : Collec
tive Bargaining With Compulsory Arbitration,'' to be published in Industrial 
and Labor Relations Review, Vol. 17, No. 4 (] uly 1964 ) .  

" " [In East Germany] the first 'collective agreements,' for example, repre
sented practically verbatim translations of Soviet originals." Karl C. Thalheim, 
"Die Rezeption des Sowjetmodells in Mitteldeutschland," in Georg Jahn and 
W. M. von Bissing, eds., Die Wirtschaftssysteme der Staaten Osteuropas und 
der Volksrepublik Chi11a, Vol. I (Berlin : Duncker and Hum blot, 1961 ) ,  p. 329. 
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their readiness to be guided by economic, military, technological, 
and legal systems developed elsewhere. Japan is probably the most 
striking example. Its constitution was modelled after that of Bavaria ; 
its navy patterned itself on the British model ; its army followed the 
scheme of the Prussian army ; the Bank of Japan was an adaptation 
of the Bank of Belgium ; and Japan's technology rests in large meas
ure on prior German and U. S. developments.15 

Although some transferring of institutional forms, procedures, and 
techniques of industrial relations has been going on for perhaps a 
century or more, rapid advances in the means of international com
munciation and transportation since World War I I  have of course 
enhanced the opportunities for international borrowing. With some, 
but not much, exaggeration one might say that a kind of international 
market for industrial relations systems has now emerged. Govern
ments, labor organizations, managements, and international agencies 
are active participants in this market. Under the pressure of compe
tition, the sellers have developed an astonishing variety of techniques 
to make their model industrial relations systems better known and to 
place their achievements and prospects in the best possible light. 
Travel grants, study tours, free subscriptions to specialized journals, 
financial support for buildings and equipment, training and educa
tional programs, subsidies for operating purposes, diplomatic channels, 
and other devices serve to attract an often receptive clientele. 

III 

Model systems have common characteristics which, as a group, 
set them off from other industrial relations systems and which are 
prerequisites to their standing as models. In the first place, the 
ideologies of the three sets of actors designated by Dunlop-workers 
and their organizations, management and its hierarchy, and the 
relevant government agencies-must be compatible among themselves 
on a preponderant number of critical issues.16 There must be sub
stantial agreement between them on their common goals and on the 

16 Gilbert Highet, The Migratio1� of Ideas (New York : Oxford University 
Press, 1954) ,  p. 13. Cf. Fritz Redlich, "Ideas : Their Migration in Space and 
Transmittal Over Time," Kyklos, Vol. 6, No. 4 ( 1953/54) ,  pp. 301-322. 

16 Dunlop notes that the ideology of an industrial relations system must be 
distinguished from the ideology of the larger society of which the industrial 
relations system is a subsystem. But these two sets of ideologies "can be ex
pected to be similar or at least compatible in the developed industrial society." 
(Industrial Relations, op. cit., pp. 16-17) . 
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legitimacy of their separate goals, on the allocation of their respective 
roles and rights, and on the principal procedures for industrial 
rule-making. In other words, there must be a fundamental con
sensus in the model system. Its absence advertises weakness and 
dissension and thus warns prospective clients away.17 

Failure to achieve a fundamental consensus helps to explain why 
Japan is not a model and why, despite Japan's remarkable economic 
growth rate, it will not become one as long as the ideology of 
Japan's major labor organization is hostile to the prevailing social 
and economic order.18 The model status of the French industrial 
relations system, especially outside the ex-colonial territories in 
Africa, has been damaged for much the same reason. In most of 
the now independent African countries, the vestiges of French in
fluence on the industrial relations systems stem from continuing 
economic and cultural ties with France, the persisting impact of 
labor market institutions introduced during colonial rule, and the 
essentially French character of the labor organizations which were 
at one time structurally integrated into the three metropolitan 

national centers.19 

Consensus is a necessary condition for a model industrial rela

tions system, yet it is not sufficient in itself. Obviously a very large 

number of industrial relations systems can point to the existence of 

17 It ought to be noted that the means for achieving consensus are apparently 
not a critical factor in themselves. A particular country in search of an indus
trial relations model may well be concerned about the democratic or authori
tarian nature of the society within which the model exists. But what matters 
here is that there be a consensus, for without it an industrial relations system 
will not be recognized as a model. 

18 Professor Solomon B. Levine, who has approached the question from a 
different point of view, has concluded that the Japanese labor movement may 
well represent a relevant model for labor movements in underdeveloped coun
tries, particularly because of the "Japanese formula of dividing the political and 
economic functions" of unionism. "Japanese Trade-Unionism as a Model in 
Economic Development," in National Labor Movements in the Postwar World, 
Everett M. Kassalow, ed. (Evanston, Illinois : Northwestern University Press, 
1963 ) '  pp. 185-204. 

19 "In passing along their own brand of trade unionism to the Africans, the 
French have helped to put into common circulation in their areas an exception
ally rich body of doctrine. They bequeathed all the ideological heritage of the 
French labor movement to the new African unionism. Although personalities 
have always been more important than ideologies in the African union world, 
ideological factors are significant ; and although most formal ties between the 
African unions and the 'parent' French unions have been severed, the metro
politan ideological imprint remains strong." Elliot Berg, "French West Africa," 
in Labor and Economic Development, Walter Galenson, ed. (New York : Wiley, 
1959)' p. 215. 
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consensus though they are not models. The model must also 
demonstrate-and this is the second prerequisite-its capacity for 
a high rate of achievement or success within its own society along 
one or more relevant lines. 

Precisely what kind of achievement is deemed to be relevant 
depends on the orientation of the industrializing elite and on the 
problems which the industrial relations system is expected to solve. 
Where rapid economic development is the overriding obj ective the 
model is expected to show that in its own society it has contributed 
significantly to this goal. But other achievement criteria can be 
equally relevant or even more important. These may include, for 
example, the model's demonstrated capacity to maintain a high 
degree of industrial peace, as in Sweden. In fact, for this and other 
reasons the Swedish industrial relations system has become more of 
a model to certain industrialized countries than to the underdeveloped 
countries.20 The Israeli model stresses Histadrut's success in com
bining traditional trade union functions with the establishment of 
cooperative enterprises. Worker participation in the management of 
enterprises is emphasized by Yugoslavia and West Germany. The 
United States draws attention, among other things, to democratic 
decision-making in its system and to the advantages of collective 
bargaining as compared with legislative rule-making. Great Britain 
emphasizes the voluntaristic character of its model. The Soviet 
model relies heavily on its disciplinary and production-centered 
elements. In general, models will stress those features which com

bine relevant successful achievements with an original contribution 
or innovation. 

Besides consensus and successful performance, a model system 

must have at least one additional quality. This is evident because 
many industrial relations systems can meet both of the foregoing 

"" During the past few years an extraordinary keen interest in the Swedish 
industrial relations systems has emerged in the United States and in Great 
Britain due to Sweden's success in coping, within a democratic political frame
work, with major economic and social problems common to most advanced 
industrial countries. See for example the testimony of Swedish government, 
employer association, and union officials before the U. S. Senate, Subcommittee 
on Employment and Manpower, 88th Congress, 1st Session, Nation's Manpower 
Revolution ( Washington, D. C. : Government Printing Office, 1 963 ) ,  Part 3, 
pp. 984-1013. Cf. Joseph A. Raffaele, "Industrial Relations in Sweden-Myth 
or Model ?" Personnel, Vol. 40, No. 3 ( May-June 1963 ) ,  pp. 43-52 ; and Jack 
Cooper, Industrial Relations: Sweden Shows the Way ( London : The Fabian 
Society, 1963 ) ,  Fabian Research Series 235. 
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prerequisites, even though most of them are not models. There is 
no appreciable difference between Norway and Sweden, the Nether
lands and Great Britain, Canada and the United States, in terms 
of consensus and achievement. Yet, in each of these pairs one is a 
model and the other is not. 

The third factor may be called the will to export or the will to 
demonstrate.21 It is expressive of a country's strength of conviction 
in the wider relevance of its own industrial relations system-a 
conviction that tends to be associated with national aspirations to 
global or regional leadership and to some extent with considerations 
of national security. The pursuit of these objectives and ambitions 
involves the employment of modern instruments of international 
relations, including public and private economic and technical assist
ance programs, for the propagation of model industrial relations 
systems. Viewed from this perspective, the successful exportation 
of an industrial relations system, or of one of its major components, 
contributes to the achievement of national foreign policy goals in 
the same way as the transplantation of a model political or economic 
system. It does this by steering the development of the recipient 
society along desired lines, by strengthening the position of congenial 
forces and institutions abroad, and by simultaneously reinforcing the 

exporting country's prestige and leadership position.22 

A recent article on the Histadrut's Afro-Asian Institute for Labor 

Studies and Cooperation, which trains African and Asian labor 

leaders and industrial relations specialists, clearly acknowledges the 

foreign policy implications of the Institute's activities in noting that 

"Israel's motives were not only altruistic" in establishing the Institute. 

"Israel needed and legitimately sought friends, good will, understand

ing and normal cultural and diplomatic ties." 23 In testimony before 

a subcommittee of the House Committee on Education and Labor, 

21 "Much has been written on Duesenberry's effect of demonstration, but there 
certainly exists a different, though equally interesting phenomenon, which should 
be analysed and which might be termed the will of demonstration . . . .  " Georges 
Fischer, "Trade-Unions and Decolonisation," Presence Africane ( English
language edition) ,  Vols. 6-7, Nos. 34-35, p. 124. 

"" See George C. Lodge, Spearheads of Democracy : Labor in the Developing 
Countries ( New York : Harper and Row, 1 962) and Bruce H. Millen, The 
Political Role of Labor in Developing Countries (Washington, D. C. :  Brookings 
Institution, 1 963 ) ,  esp. pp. 4-16 and 65-69. 

"" Ben Zion Ilan, "Aims and Achievements of Afro-Asian Institute in Israel," 
AFL-CJO Free Trade Union News, Vol. 18, No. 6 ( June 1963 ) ,  p. 6. 
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Assistant Secretary of Labor George L-P Weaver declared : "The 
United States participates in the ILO to advance selected policy 
objectives, which include : ( 1 )  To assist the economic and social 
development of less developed countries in directions compatible 
with our own security and ideals ; (2)  To promote the development 
of free labor movements ; (3)  To inform other governments, workers, 
and employers of the values and benefits of the U. S. economic, 
social, and political system, and its advantages as compared with 
the Communist totalitarian system." 24 Such examples could readily 
be multiplied. 

In summary, the three common characteristics of model industrial 
relations systems consist of consensus, relevant achievement, and the 
will to demonstrate and export. 

IV 

The scope of a country's international interests and commitments 
determines whether a model is globally or regionally propagated. 
During the Peron era, Argentina's industrial relations system was 
widely advertised throughout Latin America, but not elsewhere, as 
a model system. If Ghana's industrial relations system is a model
as shown perhaps by its recent influence on the shaping of the 
Tanganyikan industrial relations system-its appeal, too, is regional 
rather than global. On the other hand, the models of the United 
States and of the Soviet Union recognize no regional or cultural 
boundaries and therefore attribute to themselves a global rather than 
a regional significance. 

As the foregoing discussion indicates, the size and power of a 
country do not in themselves determine whether its industrial rela
tions system represents a model. India and Japan are not model 
systems even for the rest of Asia, nor for that matter is Communist 
China at this stage, although it is likely to become one. Yet Israel, 
a small country by any standard, has been eminently successful in 
widely disseminating a favorable image of its industrial relations 

system as a model, and so has Yugoslavia in a slightly more limited 

sense. 
Model status can be lost for various reasons. A decline in the 

"' U. S. Congress, House of Representatives, Committee on Education and 
Labor, Hearings on the International Labor Organization, 88th Congress, 1st 
Session (Washington, D. C. : Government Printing Office, 1963 ) ,  p. 171. 
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strength of one or more of the requisites will lead to loss of, or 
serious damage to, this position. Barkin in the article already men
tioned wrote that "During the later 40's and early SO's people came 
by the thousands [to the United States] to study our labor and 
industrial relations system. It was a model for the rest of the world. 
They found much to approve. Now those who visit us perceive 

stagnancy in many areas or even retrogression in some. Unconvinced 

that we have found the answer for ourselves or them, nations have 

begun to experiment in other directions." 25 While I would not agree 

that the United States is no longer a model system, it is clear that 

a decline in the ability of the U. S. system to demons�rate its effec

tiveness in terms relevant to others (and to ourselves ) will sooner 
or later relegate it to being just another system rather than a model. 

The overthrow of the Peron regime and the all too evident dissension 
in Argentine society have at least for the time being removed this 

Latin American country from model status within its own region. 

Colonial powers may lose much of their influence over the industrial 

relations systems of their overseas possessions after the achievement 

of national independence. Under certain circumstances the colonial 

model can even become a negative exemplar-something to be 

opposed and overturned, as in Ghana.26 

Model systems are not limited to those of the advanced indus

trialized countries. These do have an advantage in being able to 

point to an accumulated record of achievements, but a few of the 

new countries have not let their youth deter them from representing 
their systems as relevant models. Israel is of course the best example 

of a new country with a recognized model system. Egypt, Ghana, 

.. Op. cit., p. 1 121. 
"" Concerning Ghana, which is the most striking example of a country that 

has deliberately overturned an imported system, Lester Trachtman has noted 
that the introduction of a new industrial relations system was rooted in the 
leaders' "desire for a complete denial of everything British. British colonial 
labor policy was their scapegoat for the weak union movement that had existed 
in Ghana. In establishing the New Structure . . .  a system of unionism com
pletely contrary to British practice was adopted." (Trachtman, op. cit., p. 1 93.) 
Another observer confirms this view : "These changes were set in motion by a 
conscious reaction from the British trade union structUI·e which had previously 
served as a model for Ghana . . . .  " Douglas Rimmer, "The New Industrial 
Relations in Ghana," Industrial and Labor Relations Review, Vol. 14, No. 2 
(January 1961 ),  p. 206. 
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and even Guinea have also tried, though with somewhat less success, 
to draw attention to their own innovations as guides for nations 
within their claimed sphere of influence. The chief advantage of a 
new country is, in fact, precisely the newness of its model as a guide 
for other, equally new, countries. The ability to point to tangible, 
or even intangible, results achieved within a short span of time 
carries great weight where speed is considered to be of the essence. 
In this respect, of course, the Soviet Union claims to have a significant 
edge over the United States.27 

From the viewpoint of the recipient country, industrial relations 

models are almost always regarded as partial rather than as compre
hensive exemplars, and wisely so. Attention centers on those aspects 

of a model which are expected to be particularly helpful in filling a 
pressing need or overcoming a particular weakness, whether this be 

an untidy union structure, a rudimentary legal framework, disor

ganization in the specialized administrative agencies dealing with 
labor problems, or anachronistic management attitudes. Indeed, some 

countries, such as Turkey, have obviously made eclectic choices from 

among a number of different model systems instead of concentrating 
on a single one. For reasons of efficiency, adaptability, and perhaps 

also because of ideological and foreign policy considerations, these 

countries have deliberately searched out individual components of 

model systems to help build or modify their own industrial relations 

structures. 

Although the exponents of certain models may assert that their 

usefulness depends on complete adoption of the industrial relations 

system, a more sophisticated approach clearly dictates emphasis 

on a few outstanding and particularly relevant features of the model. 

Professor Myers has concluded that, though the U.S. industrial 

relations system as a whole is not exportable, "more of what man
agement has learned and practiced in the United States is applicable 

in other industrializing countries than is much of our trade union 
experience or our governmental system of industrial relations."28 

"' W. Donald Bowles, "Soviet Russia as a Model for Underdeveloped Areas," 
World Politics, Vol. 14, No. 3 (April 1962) ,  pp. 483-504. 

"" Myers, op. cit., p. 6. 
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In other words, model industrial relations systems should best not 
be regarded as indivisible units which can only be transplanted 
and adopted in their entirety or not at all.29 

v 
The factors which determine the "rate of adoption" of a model 

system are multiple and partly accidental. Geographic proximity 
seems to have some importance though it is clearly of secondary 
significance, as shown by the quite different impact of the U.S. 
model on Canada and Mexico. Of greater relevance, I suggest, 
are ideological compatibility, foreign and domestic political consid
erations, and access to information. 

The significance of ideological compatibility may be illustrated 
most conveniently by reference to the five ideal types of industrial
izing elites suggested by the Inter-University Study.30 A country 
industrializing under the leadership of the so-called revolutionary
intellectual elite will be most receptive to an industrial relations 
model in which the -actors and their roles conform most nearly to 
the expectations and requirements imposed by this elite's particular 
strategy of development. With due recognition to the stricture that 
the five elites are explicitly designated as ideal types which "do 
not correspond to any single actual case," it is evident that the 
Soviet industrial relations system and perhaps that of Yugoslavia 
will fill the requirements of a model acceptable to a revolutionary
intellectual elite more adequately than, say, the United States indus
trial relations system. The converse would apply in the case of 
the middle class elite which would find the Soviet model ideologically 

"" Some components, however, are so closely linked to the operation of the 
system as a whole that they do not seem to lend themselves to export, no matter 
how successful in their own settings. The use of private voluntary arbitration 
in the grievance procedure under American collective agreements has, as far as 
I know, found little or no acceptability abroad although it is an outstandingly 
successful achievement of the American industrial relations system. However, 
one American arbitrator has expressed an optimistic belief in the relevance of 
arbitration to African industrial relations systems in the following terms : "If 
arbitation can be stimulated and developed in Africa it will do a great deal to 
solve immediate problems, and more importantly help the parties to come to an 
increased understanding of their mutual problems, and iron out dispute areas 
between them. Then they will be able to more effectively devote their full 
energies not to fighting each other, but to fighting the battle for the economic 
and social development of Africa." Arnold Zack, "Towards Voluntary Arbitra
tion in Africa," Bulletin of the Inter-African Labor Institute, Vol. 9, No. 4 
( November 1962 ) ,  p. 68. 

'" Kerr et al., op. cit., pp. 47-76. 
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incompatible with the institutional arrangements of the open society 
and the free market. The colonial administrators will, more often 
than not, be guided by the model of the colonial power, after taking 
into consideration with varying degrees of sophistication the more 
or less obvious differences in conditions to which the model must 
be adapted. The dynastic elite tends to reject models altogether, 
if only because those which are available do not assure its own 
perpetuation. If compelled by internal or external pressures, or by 
both, to develop a systematic industrial relations structure, the dynastic 
elite will pobably turn to a model representative of the middle class 
elite and sift out those elements which can be fitted into its scheme 
with least danger of upsetting existing power arrangements. The na
tionalist leaders likewise prefer to avoid model systems, especially 
if these are identified with one or another of the dominant ideologies. 
The nationalist leaders are, however, sometimes willing to follow 
the pattern of such countries as Israel and Yugoslavia because these 
countries are not readily tagged by the stigma of colonialism or 
neo-colonialism. At the same time, Israel and Yugoslavia are them
selves sufficiently socialist in character to fit the nationalist elite's 
insistence on state-directed development. In sum, the selecting 
group will tend to choose that model which is ideologically con
genial, strengthens its own position, and reinforces its development 
strategy. 

Ideological compatibility as a choice-determining factor depends 
to some extent on the kind of transfer under consideration. It is 
less important in the selection of particular techniques, practices, 
and rules than in instances of major transplantations. Thus, even 
if the ideology of the U.S. industrial relations system is unaccept
able to the dominant elite, this will not necessarily preclude the 
assimilation of specific U.S. management techniques, such as wage 
incentives, or union practices, such as the check-off, or joint rule
making procedures, such as American-style collective agreements. 

Another factor determining the acceptability of a model-and 

one which is related to the first-is the state of international power 
relations. Countries that are anxious to adopt and to preserve a 

posture of neutrality or non-alignment between East and West will 

lean toward an industrial relations model that is not identified with 

the social system of a major power. The generally overriding 

influence of governments on the selection of a model helps to ensure, 
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where this factor is an important one, that the model system is not 
associated with a contender for world or regional leadership. Wher
ever this is a key consideration, I srael, Yugoslavia, and Sweden 
possess an inherent advantage over most other models. By the 
same token, the government of a potentially recipient country would 
be taking evident risks in supporting the adoption of a model, or 
part of it, which is deemed politically obnoxious by one of the 
actors in the industrial relations system. For instance, the present 
government of Chile would encounter strong opposition from the 
dominant trade union federation, which is under radical left-wing 
leadership, if it were to endorse the introduction of major innovations 
in industrial relations patterned on the U.S. model. 

Finally, an industrial relations system about which nothing is 
known can scarcely serve as a model. Conversely, those systems 
which dispose over adequate means to disseminate information 
about themselves will at least not be overlooked as models out of 
sheer ignorance. Many different instruments have therefore been 
devised to diffuse among an international audience information 
about the functioning and significance of various industrial relations 
systems, including training courses, specialized embassy personnel, 
publications programs, exchange programs, participation in trade 
fairs, and others. 

VI 
This paper is intended to analyze systematically the significance 

of model industrial relations systems and their role in influencing 
the structuring of labor-management relations, especially in the 
new countries. Professor Galenson prefaced his second volume 
of essays on labor relations in developing countries with the ob
servation that "Every country which is now in the process of 
determining its ultimate institutional arrangements will have to 
opt" either for an industrial relations system in which trade unions 
are "basically independent of state and employer influence" or one 
in which "they cannot function as genuinely representative institu
tions." 31 While the actual choice will rarely consist of such a 

81 Walter Galenson, Labor in Developing Economics, Berkeley and Los 
Angeles (University of California Press, 1962 ) ,  p. 10. B. C. Roberts has ex
pressed the same notion : "Whatever the shortcomings of British colonial policy 
might have been, there can be no possible doubt that the governments of both 
parties [i.e. Conservative and Labour] have been absolutely right to foster 
free trade unionism and a pattern of industrial relations based in principle upon 
ideas pioneered and tested in Britain and the western world." Trade Unions in 
a Free Society (London Institute of Economic Affairs, 1959) , p. 1 1 1. 
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clear-cut dichotomy instead of a larger intermediate range of options, 
the process of selection will undoubtedly be influenced by the avail
ability of alternative model systems. To keep the U.S. industrial 
relations system in the running as a model requires, if my analysis 
is generally correct, an enlargement of the area of consensus, a higher 
rate of achievement toward at least those goals which matter to 
our own society, and a greater regard for the foreign policy im
plications of domestic labor-management relations. Whether this 
is possible remains to be seen, but past performance indicates that 
management, labor, and government agencies in this country operate 
under constraints which make it very difficult for them to place 
a high priority on the last of these three factors. 
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INTRODUCTION 

My main concern in this paper is with the objectives and con
straints governing the determination of industrial relations policy 
in India. International transfers in industrial relations are not 
simply a function of ideas, but also of the relevance of borrowed 
practices.1 An examination of the Indian experience will, I hope, 
complement the discussion on the exportability of industrial relations 
models. 

GovERNMENT INTERVENTION IN INDIAN INDUSTRIAL RELATIONS 2 

Active government intervention in industrial relations at the 
time of independence was a response to the abnormal and widespread 
industrial strife, the expectations of improvements in working con
ditions, and the threat of communist control of the labor movement. 
A new labor wing, the Indian National Trade Union Congress 
(INTUC) , was sponsored by the ruling party and many militant 
labor leaders were jailed. A comprehensive labor program enun
ciated gains that would accrue to labor under an independent gov
ernment. The extensive resort to compulsory conciliation and adju
dication became the means of arriving at summary decisions to 
settle industrial disputes. The legislative requirement of works 
committees and labor welfare officers, it was hoped, would lessen 
workplace tensions. 

* Department of Economics and School of Labor and Industrial Relations, 
Michigan State University. The research has been supported by the Office of 
International Programs and All-University Research of the University. Joel B. 
Dirlam, Hilda Jaffe, Einar Hardin, Nancy Kannappan, Charles A. Myers, 
Myron Weiner, and John P. Windmuller made helpful comments on an earlier 
draft. 

1 John T. Dunlop, Industrial Relations Systems, Holt-Dryden, 1958, p. 193. 
• For general references to Indian conditions up to 1957, see Charles A. 

Myers, Labor Problems in the Industrialization of India, Harvard University 
Press, 1958. 
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The year 1952 marked a major turn bringing to the forefront 
the requirements of democratic politics and a planned economy 
as determinants of industrial relations policy. Planning for develop
ment posed the need for wage restraints, productivity increases, 
and uninterrupted production. However, the first general elections 
held under conditions of universal franchise confirmed the role 
of leftists in the labor movement and, more generally, the grievances 
which they attempted to mobilize as factors to contend with. It 
was felt that compulsory adjudication could not be a substitute 
for more purposive relationships between management and labor. 
At this stage Labor Minister Giri (first trade unionist appointed 
to the post) advocated the superiority of "free" collective bar
gaining to public control. The "Giri approach" did not win approval 
but the subsequent statement in the First Five Year Plan placed 
less stress on the government and more on the responsibility of 
managements and unions. An earlier statement implying a ban 
on strikes was omitted, though restraint was expected ; the positive 
role of management and labor was stressed ; and the responsibility 
of the state to assure conditions of work which would minimize 
conflict was affirmed. Conceptually, public intervention took second 
place though in practice it continued to be extensively used. 

However, in the last ten years there has been an increased 
emphasis on promoting consensus and raising the "moral" com
mitment of the parties directly concerned to an industrial relations 
policy appropriate to the needs of the nation.3 The main avenues 
of development became tripartism, providing for extensive consulta
tions with employers' and workers' representatives on matters of 

policy and implementation ; voluntarism, comprising voluntary arbi

tration or the signing of collective agreements and joint consultation 
at the plant level in the form of joint management councils ; and 

moral suasion and public pressure in support of specific Codes of 
Conduct (Codes of Discipline, or Inter-Union Rivalry, and of Effi

ciency and Welfare) ,  agreed upon in tripartite forums. The govern
ment has also sponsored a country-wide workers' education program 

(to moderate the influence of the "outsiders" ) ,  national and regional 

productivity councils, and a number of training schemes to improve 

the quality of management, including supervision, and conciliation. 

3 Government of India, Third Five Year Plan, 1961, p. 250. 
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One should also note the direct encouragement to industrial relations 
research. 

The Indian Labor Conference (ILC ) ,  the apex forum at which 
all policy issues are discussed annually, has assumed a key role in 
these developments.4 The labor and employing ministries of the 
Central Government, the State Labor Ministries, leading employers' 
and workers' organizations and, in recent years, managements from 
the public sector are represented. The Agenda and memoranda evi
dence increasing background work and presentation of information. 
Special conferences have been called to discuss specific problems, e.g., 
the state of lawlessness in the coal mines. Some ILC principles, as in 
the case of rationalization or abolition of contract labor, influence the 
deliberations of tribunals, commissions or wage boards. The tri
partite machinery is duplicated at the state and industrial levels, 
although in general they do not meet as regularly and are not as 
representative. 

Another major innovation is the Code of Discipline, which is 
supported by an Evaluation and Implementation Machinery, both 
at the Center and in the States.5 The Code's significance lies in its 
tendency to focus on practices considered inimical to sound industrial 
relations and in the limelight attending discussions of government, 
management or union behavior. There has thus been considerable 
pressure on employers to negotiate with unions. Mr. Nanda, the 
Labor Minister, has also declared that there will be no discrimination 
in favor of any of the rival labor federations in the administration of 
the Code. Labor unions also came under pressure when the 1962 
Conference witnessed a determined attempt by some state govern
ments and employers to ban hunger-strikes as violations of the Code. 
The attempt failed but the considerable antagonism towards hunger
strikes compelled the labor representatives to disown responsibility 
for its use. 

The prevailing policy is, however, a complex mix of earlier and 
later phases of public policy. Extensive government intervention, 
including the employment of police power, to secure dictated settle
ments coexists with efforts to encourage bipartite relationships and 

' For details, see Government of India, Consultative Machinery in the Labour 
Field (Labour Bureau Pamphlet-Series 1 ) ,  1959. 

• See Government of India, Ministry of Labour and Employment, Evalua
tion and Implementation Machinery ( 1961 ) ,  and Recognition of Unions under 
the Code of Discipline (1962 ) .  
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tripartite consensus on important issues. Short-run efforts to pacify 
disputes or quell disorders are complemented by longer-run efforts 
aimed at training, publicity and research. It would be helpful to an 
evaluation of the challenges posed by Indian conditions to review 
briefly the approaches of unions and managements and to identify 
the principal industrial relations situations. 

THE LABOR MovEMENT 

Politically motivated individuals and groups have traditionally 
been active in the labor movement. Differences among them intensi
fied after Independence as political parties reached out for mass 
support. However, more limited trade union loyalties have signifi
cantly influenced the relative fortunes of the principal groups in the 
labor movement, namely the INTUC, the communist-led All India 
Trade Union Congress ( AITUC) , and the democratic-socialist 
Hind Mazdoor Sabha (HMS ) .  

INTUC's role in the labor movement has been compromised 
because of the greater freedom with which the communist and 
socialist opposition has marshalled labor protest and because INTUC 
leaders consider themselves to be Congressmen first and labor leaders 
second.6 On the other hand, differences between INTUC and Con
gress were inevitable and have been expressed in INTUC comments 
on government policy.7 Increasingly the INTUC has adopted more 
militant tactics, notably recently in West Bengal.8 Even where this 
is not so, INTUC-Congress conflicts prevail in many states. Also, 
official support for INTUC has never been total despite administra
tive discretion favoring INTUC unions in referrals of disputes for 
adjudication and state legislation, as in Bombay or Madhya Pradesh, 
which support INTUC industrial unions. But the rivals have been 
free to act, and in several instances private and public employers 
have recognized rival unions without reference to political considera
tions. The INTUC never became, and perhaps never had any 

• See the interesting comments by Ralph James, "Politics and Trade Unions 
in India," Far Eastern Survey, March 1958, p. 43. See also my "The Gandhian 
Model of Unionism in a Developing Economy : The TLA in India," Industrial 
a11d Labor Relations Review, October 1962. 

7 See INTUC, Labour Policy in Third Five Year Plan, New Delhi, 1960, 
esp. pp. 7-8. 

8 See the scathing indictment by Mr. Kali Mukherjee in Twelfth Ammal 
Conference of West Bengal Pradesh National Trade Union Congress, 196�1, 
esp. pp. 19 and ff. 
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chance to become, a labor wing of the dominant party as m the 
totalitarian states. 

The Socialist-led HMS opposed both the Congressmen and the 
Communists, but, as the communists gained ground in the labor 
movement and the Congress adopted "socialistic" goals, the socialist 
leadership faced a serious dilemma. This led to inchoate, but stillborn, 
attempts at unity with the INTUC as well as splits within the socialist 
camp. Out of this dilemma, too, was born Asoka Mehta's famous 
statement of trade union responsibility in economic development 
advocating cooperation in implementing the plans.9 Several key 
HMS leaders did not share Mehta's views. In 1963 Mehta was 
replaced by another leader with a more militant record of opposing 
the Congress (and of collaboration with S.A. Dange, leader of the 
AITUC and of the anti-China communists ) .  

According to communist doctrine, trade unions are "instruments" 
in the class struggle, a struggle which is defined and led by the party 
elite.l0 This elite discounts trade unionism and collective bargaining 
as tactics of class collaboration. In practice, however, the communists 
met with major restraints. Insurrectionary tactics were firmly put 
down by the government, and were actually abandoned in the early 
fifties, leading even to one unusual espousal of non-violent com
munism by P. C. Joshi, a party general secretary. More important, 
the weakening of the socialist position and the timorous policies of 
the INTUC promised rewards by simple recourse to trade union 
tactics. 

A pragmatic approach has thus led to AITUC support of the 
INTUC challenge to the powerful Indian Jute Mills Association 
(representing the 200,000 man jute industry in Calcutta ) for its 
unwillingness to recognize any union, and its criticism of the 
West Bengal state government. However, in Bombay, Indore, or 
Jamshedpur, where the state governments or employers (generally 
associations of employers) negotiated with INTUC unions, the 
AITUC has embarrassed the established order. In the major 
centrally regulated industries, where the employees are relatively 
active in running their unions, the AITUC has supported them with
out integrating them in the AITUC and, occasionally, as in the 

• Asoka Mehta, "The Mediating Role of the Trade Union in Under-developed 
Countries," "Economic Development and Cultural Change, October 1957 . 

1° For a systematic exposition, see A. Lozovsky, Mar% and the Trade Unions, 
People's Publishing House, Bombay, 1948, esp. pp. 8-17 and 149-160. 
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Central Government Employees Strike in 1960, only cautiously. 
In other places the AITUC officials have freely availed themselves 
of the provision for compulsory adjudication as provided in the 
Industrial Disputes Act, even though they have called it an "evil" 
law.H However, in the new industries operating under sheltered 
and expanding product market conditions, where difficult problems 
like rationalization confronting the cotton or jute industries are not 
present, the communist leadership has encouraged plant-level bargain
ing, decentralized union leadership, and forms of union-management 
relationships similar to local agreements in the United States.12 

The communist responsibility to the party, rather than to the 
industrial proletariat, was revealed in an about-face when they 
assumed power in Kerala in 1957.13 They invited Indian indus
trialists on the promise of low wages ; in a famous agreement with 
Birlas, communist symbol of the worst in Indian capitalism, they 
assured the company of favorable terms such as no Indian govern
ment had dared to offer publicly ; and finally they engaged in adminis
trative manipulation to support communist unions, despite their 
clamor elsewhere in India for the secret ballot to determine member
ship support. The rival federations, including the INTUC, exploited 
the situation with sufficient success to make the communist govern
ment forget its promise not to use police power in labor disputes.14 

MANAGEMENT RESPONSE 

At the outset of Independence there were few recognized unions 
and, worse, few managements which were appreciative of the need 
for rational management of labor. Managerial attitudes sharply 
rejected government intervention and what was labeled the "plethora" 
of legislation. Since then, there has been a marked change as manage
ments began to see the necessity for competing for the loyalty of the 
workers in a confused situation where workers began shifting from 
union to union, from collective bargaining to adjudication to direct 

11 Government of India, Ministry of Labour, Proceedings of the Indian 
Labour Confertmce, Delhi, 1952, p. 237. 

12 The bargaining ability of AITUC unions is noted by Myron Weiner, The 
Politics of Scarcity, University of Chicago, 1962, p. 88. 

18 See, Indian Commission of Jurists, Report of the Kerala Enquiry Com
mittee, 1960, and V. B. Karnik, Communist Ministry and Trade Unions in 
Kerala, ICFTU, New Delhi, 1959. 

u See the INTUC publication, Truth A bout Kerala on the Labour Front, 
no date. 
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action, and from disciplined protest under a union to less disciplined, 
irrational outbursts. The competition was not only for workers' 
loyalties, but for the support of supervisory and even management 
cadres. Further, public intervention was at best naive and, at its 
worst, disastrous for management as a system of authority. The new 
patterns of industrial development, which draw heavily on available 
skills and supervisory and managerial talents, and impose an increased 
responsibility for productive equipment, have also encouraged a 
change from "old" types of personnel management. 

The interest in professional and personnel management is partly 
a response to the challenge confronting managements. There has 
been a growing emphasis on training for all ranks, including the 
proprietorial elements in industry.15 An important aspect of the 
private-public sector controversy focuses on the superiority of policies 
towards workers.16 Part of this new look is reflected in the spread 
of collective agreements, which are of three major types :17 ad hoc 
settlements on disputed issues ; agreements between an employers' 
association and the union (or even unions) as in the textile industry 
in Ahmedabad, Bombay or Coimbatore ; and comprehensive agree
ments at the firm or plant level. There has also been a proliferation 
of management and personnel associations and a considerable em
phasis in the relevant literature on management responsibility for 
human relations.18 The new look in management is also reflected 
in the active participation in several tripartite bodies. 

It is clear that there has been a growth in the stature of profes-

115 For a general survey, see C. A. Myers, "Recent Developments in Manage
ment Training in India," Indian Journal of Public Administration, April-June 
1958. 

111 This is evident from the "Code of Conduct" adopted by the Forun1 for 
Free Enterprise, an influential organization of private businessmen, reputedly 
behind the newly-formed Swatantra ( conservative) party. The statement reads 
in part : "Employers owe it to labour to recognise that welfare is not conceived 
in terms of philanthropy, but as a social obligation. . . . Procedures should be 
instituted for the removal of legitimate grievances so that the employee is satis
fied that he gets a fair deal. The employers should welcome the existence of 
stable and democratic trade unions." 

" Agreements are reported in the Indian Labour Journal and Industrial Re
lations. See also International Labour Office, India Branch, Recent DeveloP
ments in Certain Aspects of Indian Economy-III, New Delhi, 1956, pp. 109-
137, and Employers' Federation of India, Collective Agreements-A Study, 
Bombay, 1962. 

'" See, for instance, Indian Institute of Personnel Management, Personnel 
Mauagement in India, New York : Asia Publishing House, 1961 ; also the 
various issues of Industrial Relations and the proceedings of conferences held 
by the Ahmedabad or South India Textile Industry Research Associations. 
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sional management, and some progress in departing from traditional 
patterns of authoritarian management, particularly in the new 
industries.19 However, there is also a different, probably much 
larger, category of firms whose internal managerial structure and 
policies reflect the dominant tradition of the quick rupee and auto
cratic management.2o 

EVOLVING INDUSTRIAL RELATIONS SITUATIONS 

A survey of the Indian scene suggests that there are four major 
types of industrial relations situations. The first type is essentially 
chaotic, characterized by poor managements and, in many cases, 
work-force rivalries, violence, and disorder. Dictated settlements 
by public authority, supplemented by the police or even the army, 
are the means of containing unrest. This situation is more likely 
in scattered employment centers, in areas such as the coal mines of 
Bihar where the labor force is relatively backward, and where neither 
the governments concerned nor the employers individually or collec
tively have defined policies for stabilizing labor relations. 

The second type exists primarily at a local or regional industrial 
level. The employers' associations are more active in their attempts 
to influence the personnel policies of individual units and, in some 
cases, bargain with unions on an industry-wide basis. Such situations 
are prevalent in the principal urban areas (the textile industries in 
Bombay, Ahmedabad, Coimbatore, Kanpur, Indore, etc., or the jute 
industry in Calcutta) and in some industries like plantations (Assam, 
South India, Bengal) which constitute large blocks of employment. 
State governments play a key role here and encourage industry-cum
local or regional settlement of general issues like bonus, dearness 
allowance or rationalization. The situation at Ahmedabad is an 
exception because the employers and the INTUC union have de
veloped a stable industry-wide relationship. A comparable attempt 

19 Referring to this change, Dr. K. S. Basu, Vice-President of the Employers' 
Federation of India, observed recently : "The hard-hearted employer interested 
only in returns existed no more. A new managerial class has emerged, who 
were themselves employees, wielding considerable influence on policy-making 
. . .  " as reported in Economic Times ( Bombay ) ,  March 8, 1963. 

20 The dominant tradition was described by a prominent private industrialist 
as follows : "The condition now was no better with the high rate of tax 
evasions of about 50 to 60 per cent, inheritance of management and lack of 
integrity in corporate management. In the case of private business, the condition 
was running from bad to worse . • • .  " as reported in Financial Express (Bom
bay),  January 29. 1963. 
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has been made in Bombay and Indore, but despite legislative support 
for "representative" INTUC unions, the threat posed by non-INTUC 
socialist and communist union leaders is real. The opposition has 
been decisive in curtailing INTUC influence in the Kanpur textile 
industry. In this case, as in the coal mining areas, industrial rela
tons are unstable because of the limited progress made by employers 
and their associations in personnel and labor relations policy and 
the reluctance of the governments concerned to develop industry
wide bargaining. Except in the Calcutta jute industry, INTUC's 
bargaining strength appears to be limited to favorable access to 
government or industry officials. 

The third type centers on "all-India" industries like Ports and 
Docks, Banking, Railways, Post and Telegraphs, Defence, etc., 
where the central government is either the principal employer or 
has assumed authority to determine employment conditions. Non
INTUC unions are well-established here and there are no apparent 
signs of a determined drive by the "employing" ministries to replace 
them with INTUC unions. Special commissions or committees have 
played a key role in settling conflicts over wages or service condi
tions. Subsequent modification, at the level of the Cabinet, rather 
than the Ministry of Labor, is also more common.21 Since the govern
ment is an employer, even the INTUC has been critical and opposed 
a proposal to ban strikes in the absence of binding third-party machin
ery. In general, excessive centralization has frustrated the develop
ment of decentralized employer-employee relationship. 

Our last type is one in which individual employers, rather than 
employers' associations or governments, have taken the initiative 
to develop progressive personnel policies. The rudiments of a con
sultative procedure have been established and a beginning made in 
tackling common problems. Public intervention in industrial disputes 
may coexist with bilateral efforts, but generally the relationships are 
not chaotic. Enterprising managements have gone beyond the level 
of public regulation and, in varying measure, have achieved the more 
flexible personnel policies they desire. The greatest progress in 

21 Examples include the government rejection of Labor Appellate Tribunal 
Award for banking in 1954, the appointment of a commission headed by Supreme 
Court Justice Gajendragedkar, and the incorporation, for a five year period, of 
a final settlement in a Parliamentary Act ; more recently, a postal strike in 
1957 led to the appointment of a Second Pay Commission followed by govern
ment modification of its award and an ill-fated Central Government Employees 
Strike in 1960. 
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these respects has been made by domestic and foreign private enter
prises in the new industries, in many cases by departing from the 
more conservative guideposts set by employers' associations. The 
new public-sector manufacturing enterprises fall in this category, 
although they have been handicapped by management problems 
common to this type of enterprise in India. Recognition policies 
have been guided principally by the objective of developing workable 
relationships with the employees, although some government enter
prises reported pressure in favor of INTUC unions. INTUC is 
generally weak in these industries. Political considerations appear 
to be secondary, at least at the level of the firm or plant, which is 
the focus of employer efforts.22 

APPRAISAL OF PUBLIC POLICY 

Reflection on public policy suggests that not only the situations, 
but also the objectives of public policy, vary. Industrial relations 
systems may serve a political objective of reducing the appeal of 
hostile elements ; or an economic objective of preventing work
stoppages or wage increases which limit capital accumulation ; or a 
social objective of discouraging tensions. Each objective can be 
given a positive formulation, as attempted by the Indian authorities, 
by redefinition in terms of supporting a democracy geared towards 
growth. One must also add a purely bureaucratic objective of 
minimizing the headaches of implementing public policy. 

The resultant hybrid is bound to be confusing, unless there is 
some ranking of these objectives, consensus between the industrial 
relations and overlapping political and economic systems, and co
ordination among authorities whose actions determine the effective
ness of the industrial relations system. The absence of these condi
tions accounts in part for the limited progress so far. The labor 
movement is dominated by a group hostile to the government in 
power ; inter-union rivalry and outside control of unions continue, 
and even "insiders" have taken on the coloration of the erstwhile 
outsiders ; wage control has been virtually absent and this has now 
been accentuated because of labor market scarcities ; man-days lost 
due to industrial disputes have declined, but industrial tension and 
unrest remain ; strikes have taken place anyway, despite their 

22 The situation in the Tata Iron and Steel Company or the Indian Steel 
Company in Burnpur are exceptions because of the larger workforce involved 
and their national significance. 
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illegality ; consultative practices like works committees and manage
ment councils have not been successful ;23 and the short-run need 
for government intervention seems to be ever-persistent.24 

It is not easy to regiment protest in a climate of constitutional 
freedom and intense political activity. Neither adjudication nor de
centralization bargaining can be effective as instruments of wage 
control given independent upward pressures on wages.25 The limited 
success in insuring an adequate supply of wage-goods at stable prices 
and the growth of import-substituting industries employing scarce 
skilled labor and operating in sheltered markets constitute de
stabilizing elements. 

Also, the several objectives of policy may not be internally 
consistent. Thus, two situations which provide scope for support 
to INTUC unions are of the first and second types. But, while the 
gain to the INTUC is dubious, a chaotic state of union rivalries has 
frustrated every objective of public policy. In the second type, dis
quieting tendencies are present even in the apparently most success
ful case of public intervention. Thus, in the mammoth cotton textile 
industry of Bombay, general issues are negotiated by the representa
tive INTUC union and the Millowners' Association, and even some 
progress in rationalization has been reported.26 However, the 
meteoric rise of a socialist-communist union in 1959-60 shows 
INTUC's control to be still shaky. Negotiations in 1962 ground to 

.. An unpublished study of the Institute of Economic Growth, New Delhi, 
concluded that in four institutions studied in detail, the joint management 
councils were a failure. 

•• The extensive recourse to compulsory adjudication is documented in detail 
by Anandjee, Community Regulation of Labor Management Relations in India 
(1947-1957) , unpublished doctoral dissertation, New Haven, Connecticut, Yale 
University Law School, 1959. The situation continues unchanged. More re
cently, in an ambitious but dubious effort to stop all work-stoppages, Labor 
Minister Nanda requested all unions contemplating strike action to refrain 
from doing so, but instead to send him a COS ( Consider Ourselves on Strike) 
telegram. 

"' The argument that neither de-centralized adjudication nor collective bar
gaining serve the needs of wage planning in India constitutes the main theme of 
S. A. Palekar's Problems of Wage Policy for Economic Development, New 
York : Asia Publishing House, 1962. 

"" The Bombay situation is described in detail by Gus Tolver Ridge!, A Study 
of the Labor Movement and Industrial Relations in the Cotton Textile Industry 
i11 Bombay, India, unpublished doctoral dissertation, University of Wisconsin, 
1957 ; see also, R. C. James, "Labor Mobility and Technical Change," Journal 
of Political Economy, December 1959, and V. B. Kamath and Associates, 
A Case Study of Labour-Management Relations at the India United Mills Ltd. 
'No. 1, Bombay, Bombay : Government Central Press (for Labour Welfare 
Institute) ,  1959, esp. p. 73. 
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a virtual halt with the INTUC union opposing employer demands 
for rationalization, partly because of the threats and taunts of the 
rival union. This has parallels in Indore, Kanpur, or Jamshedpur 
where the general elections have underscored the popular support to 
rival communist leaders. 

A final point focusses on the insufficient rapport between the 
Labor Ministry and the other organs of the Indian government. The 
Planning Commission is not an executive agency, whereas the Labor 
Ministry is more of a conciliatory agency whose main anxiety is to 
settle disputes without loss of man-days. The Labor Ministry has 
even been partisan in favoring sweeping demands for wage increases. 
Thus, in 1956, the Labor Ministry supported a flat 25 per cent 
increase in wages. More recently, the ILC adopted, with great 
eclat, a unanimous resolution recommending a need-based minimum 
wage of Rs. 125 per month. An unrealistic figure, this was quickly 
disowned by the Finance Ministry as not binding in regard to 
central government employees. The tripartite wage boards for the 
cotton and sugar industries also rejected this figure.27 

There is similar confusion in government policy towards INTUC. 
The Labor Ministry has been considered an INTUC preserve, but 
the other ministries appear to be indifferent between INTUC and 
non-INTUC unions. The State governments, concerned more di
rectly with the new public sector enterprises, differ considerably in 
their attitude toward the INTUC. INTUC frustration has thus 
given rise to charges of public sector hostility.28 Even in the labor 
Ministry, a policy of favoring the INTUC is associated only with 
particular ministers but is not an explicit aspect of official policy. 
Thus a senior INTUC leader criticized Labor Minister Nanda for 
playing the role of a statesman and forgetting his basic commitment 
to the INTUC, while some of the central government officials 
welcomed Nanda's assurance that partisan politics would be eschewed 
from labor administration. One should note that the trend under 
the Code of Discipline towards recognition of unions is inconsistent 
with the predominantly political reasons for which legislation adopted 

"' Government of India, Ministry of Finance, Commission of Enquiry on 
Emoluments and Conditions of Service of Central Government Employees, 
1957-59, Report, p. 63, and Report of the Central Wage Board for the Cotton 
Textile Industry, Delhi, 1960, p. 16 . 

.., A grave charge to the effect that public sector enterprises were encouraging 
communists was made recently by K. K. Desai, INTUC leader and former 
Labour Minister in the Indian Cabinet. See Times of India, May 27, 1963. 
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in 1947, providing for compulsory recognition of unions, was not 
brought into force. 

CoNCLUDING REMARKS 

A major implication of the Indian experience is the limited 
applicability of industrial relations models of whch an integral element 
is a docile labor movement and exclusive, centralized control over 
jobs and remunerations in the labor market. The overall political 
climate makes it desirable that policies are adopted which will redirect 
rather than smother or spur discontent.29 There is thus some analogy 
with the problems facing the United States and other Western 
democracies which are concerned with the dilemma of achieving 
certain nationally desired economic objectives within the framework 
of decentralized unions and managements. There may be scope for 
borrowing from experience abroad in such respects as the British 
wage councils, positive labor market policy, government-managed 
wage stabilization and constructive practices in regard to collective 
bargaining and union administration. 

There is, however, sufficient variety in the Indian situation as 
to rule out exportability of any model in its entirety and some 
practices, such as the Indian tripartite tradition, may be more relevant 
in encouraging a climate of accountability to the public interest. 
Further, in an underdeveloped country, conflicting economic, political 
and social objectives can be reconciled only at a low level of fulfill
ment and this is comparable to the vicious cycles that impress special
ists in economic development. Considerations which argue for a 
balance among competing objectives or for priority for any one of 
them at a given point of time are likely to vary widely. As Professor 
Galbraith points out, the situations call for diagnostic skills.30 One 
must beware of the temptation to join the Indian compounder (low 
level pharmacist) in a rural dispensary in dispensing a standard 
colored water for diverse ailments ! 

"" The need for rational policies to deal with discontent and with independent 
pressure groups constitutes the theme of several recent contributions by political 
scientists and economists. See, for example, M. Weiner, op. cit., Susanne 
Roeber Rudolph, "Consensus and Conflict in Indian Politics," World Politics, 
April 1961, pp. 385-399, and Ronald G. Ridker, "Discontent and Economic 
Growth,'' Economic Development and Cultltral Change, October 1962, pp. 1-15.  

30 John K. Galbraith's comments in "The Non-Affluent Society," AID Digest, 
May 1962 summarizing the arguments in his book, Economic Development in 
Perspective, Harvard, 1962, is a useful general treatment of "wisdom in borrow
ing." 
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Trade unions in ex-colonial countries have been exposed to 
peculiarly strong outside influences. Aside from the institutional 
imprint of the former colonial power, foreign labor movements and 
international labor organizations have been at work for 20 years 
in these areas, trying to help, and to shape labor movements there. 
In this paper we will consider the effects of these efforts in one 
area-Africa. The African experience has particular relevance to 
the recent discussion of trade union models and their export ; no 
other continent has been the scene of so much foreign trade union 
activity, so many attempts to influence the character and direction 
of internal trade union development. The trade union organizations 
of the colonial powers, the international labor organizations (ICFTU, 
WFTU, IFCTU) and their associated trade secretaries or depart
ments, trade union centers in non-colonial countries (the AFL-CIO, 
DGB and Histadrut in particular) ,  unions of the Soviet bloc coun
tries, and the Ghana Trades Union Congress-all have been involved 
in African ventures. They have provided direct financial subsidies 
to labor organizations and individual leaders, technical assistance in 
the sense of sending trade unionists to work with local organizations, 
travel awards, and trade union leadership training courses in great 
variety. 

This foreign trade union activity in Africa has had three related 
goals : the winning of ideological allies and political friends ; the 
transmission of ideas on the model of trade unionism most suitable 
for the defense of wage earner interests ; and the creation of strong 
self-sufficient trade union organizations. Measured by any of these 
criteria, results have been meager. Few strong, self-suf-ficient unions 
exist. Political dividends have been slight ; it is not even certain 
that foreign trade union operations have made more friends than 
enemies. Western trade union support was a factor in the rise of 
several union leaders to strategic political positions-notably Tom 
Mboya of Kenya. And much of the trade union leadership in the 

89 
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continent has been exposed to the idea of independent trade unionism. 
Scattered throughout the continent there are a few individuals deeply 
committed to this principle of free trade unionism and there are some 
who are deeply anti-comunist as well. The ideology of Olristian 
trade unionism, similarly, has penetrated in a number of cases
notably among some individuals in Senegal and the two Congo 
Republics (Leopoldville and Brazzaville) . But none of the Western 
groups can claim to have made many fast ideological friends. And 
in terms of formal connections between African unions and the 
ICFTU the trend is strongly to the cutting of all affiliations. In 
recent months, union centrals in Morocco, Algeria and the Rhodesias 
and Nyasaland have disaffiliated from ICFTU, and the Kenya, Tang
anyika and Uganda trade unions will almost surely do so soon. Only 
in the Congo Republic (Leopoldville) , Nigeria and Tunisia do there 
remain significant ICFTU proteges deeply committed to maintaining 
affiliation. 

The WFTU and communist bloc unions have not fared better. 
Now here in Africa are there significant labor organizations under 
communist discipline. Nor do the communists have many politically 
reliable individuals in positions of influence in African labor organiza
tions. The activity of the French CGT, the WFTU and the communist 
bloc unions has helped diffuse that vague Marxism which is so much 
a part of the African ideological landscape. But this is their main 
achievement, reflected in a penchant among many labor leaders 
(particularly in French-speaking Africa) for obscure Marxist dia
lectics. 

It would of course be unreasonable to expect high and quick 
returns from a few years of foreign trade union assistance. Not 
only has outside trade union interest in much of the continent been 
brief, but the commitment in terms of money and manpower has been 
limited. To a certain extent, moreover, the objective has been the 
implantation of ideas and attitudes, the training of people, activities 
which bear fruit only in the longer run. The political and economic 
environment in most of Africa, finally, is not particularly congenial 
to trade union growth, so that even the most intelligently conceived 
and competently executed policies and a larger effort might have been 
frustrated. 

All of this helps account for the relatively sparse results obtained 
by foreign trade union organizations from their African efforts. But 
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the entire undertaking has also been marked by fundamental contra
dictions and tactical errors which have contributed to an important 
extent in reducing their effectiveness. 

PROBLEMS OF WESTERN TRADE UNION POLICY 

The effectiveness of the Western trade union effort in Africa 
has suffered three main disabilities : it has been divided within itself ; 
its provision of financial subsidies has been a constant source of 
frustration and friction ; its political position has been vulnerable. 

Internal divisions have hampered Western trade union activity 
in many parts of the continent. One set of divisions arose out of the 
historic conflicts between trade union organizations in France and 
Belgium, which were transposed to French and Belgian colonies. 
Thus in French Africa the Christian- (CFTC) -sponsored unions and 
the CGT-FO-affiliated unions went their separate ways. In the 
Congo the Socialist unions (FGTB ) ,  the Christians, and even the 
"liberals" set up separate trade union branches. Thus, despite their 
large area of common agreement, both ideologically and with respect 
to their conceptions of the role of trade unions, these groups dispersed 
their (very limited) resources on separate progams, sacrificing the 
considerable benefits and economies that coordination or joint action 
could have brought. 

A related division characterizes the relations between the ICFTU 
and the Christian international, the IFCTU. Threatened by the 
offensive of Ghana and the AATUF, the two internationals did 
cooperate to the extent of encouraging their African affiliates to 
form an African Trade Union Confederation in January 1962. But 
neither group was prepared to see this organization assume any 
meaningful functions, so its creation resulted in little or no activity. 
In those countries where the ICFTU and the IFCTU both have 
affiliates there as been little notable cooperation, even where the "free 
and independent" trade union movement as a whole faces serious 
dangers of government suppression ; the most striking case in the 
Congo, where the Christians have what is probably their strongest 
African affiliate.1 

Differences between the component national centers in the 
ICFTU have also had enervating effects. In addition to the colonial 

1 In late 1963 the rival union groups did join together for joint action. 
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issue (some national centers, notably the AFL-CIO, believing that 
the ICFTU has lacked anti-colonial fervor) ,2 there have been differ
ences in style and in appreciation of particular individuals.3 This 
has led to a certain amount of mutual undercutting. In Northern 
Rhodesia, for example, AFL-CIO and ICFTU have differed in 
their evaluation of rival factions in the labor movement ; and in 
Southern Rhodesia similar differences arose as one group remained 
committed to a discredited labor leader long after he had been 
written off by the other. In the Congo two ICFTU-oriented trade 
union centrals exist, the Federation Generale des Travailleurs Kongo
lais ( FGTK) ,  supported by the Belgian FGTB, and the Confedera
tion des Syndicats Libres du Congo ( CSLC) , favored by the AFL
CIO. Both claim ICFTU membership, but the ICFTU has been 
unable to agree on its own position or to impose unity on them. 

In French Africa, finally, the presence of CGT-FO as the ICFTU 
affiliate (through French FO) ,  was a particularly embarrassing lia
bility to any ICFTU activity in that area throughout the whole 
colonial period. For FO was the least significant of the trade union 
centrals in the French territories, and its anti-nationalist political 
position put it hopelessly out of contact with the African mainstream.4 
Yet FO demanded that no ICFTU activity in French Africa take 
place except through its organization. This discouraged any effective 
ICFTU ventures in French Africa. 

A second source of difficulty for the Western trade unions has 
been money-not so much raising it as the way it is spent. Under 
the best of circumstances the relationship between money-giver and 
receiver is a psychologically explosive one, full of ambivalence and 
dark resentments. And African circumstances have not been ideal. 
On the African side there is a generally fuzzy perception of differ
ences between the private and the organizational purse. Related to 
this is an almost total lack of experience with principles of account
ing, unmitigated by training in administrative procedures and ac-

2 See ]. \il/indmuller, "External Influences on Labor Organizations in Under
developed Countries," Industrial and Labor Relations Review, Vol. 16, No. 4 
July 1963, pp. 559-573. 

3 See for example, the British TUC criticism of an overly political focus in 
foreign trade union policies in Report of the Trade Union Congress, 1959, p. 
209, and the AFL-CIO view reported in American Federationist, March 1960, 
p. 4. 

• Cf. the statements of FO political views in L'Afrique-Force Ouvrierc 
December 30, 1955, and April 5, 1956. 
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counting practices. On the Western side there has been general 
despair over the way aid money is used by African trade unionists, 
a growing sense of outraged righteousness, and consequent short
temper in money matters. 

The result of all this is that between Western trade union donors 
and many African receivers there has tended to develop a particularly 
unhappy relationship, comparable to that between an ardent but 
frugal man and his frivolous, extravagant mistress. Since aid money 
is often loosely used-unwisely if not dishonestly-the irritated 
donors come to insist on close accounting. They even permit depar
tures from acceptable norms of gracious giving, such as doling out 
aid grants in monthly allowances, having their representatives 
check financial transactions, and even dispatching preemptory auditors 
to go over union books. This "bookkeeper's mentality" of course is 
hardly calculated to win endearing friendship among aid receivers. 
At least some African union leaders reach a point where they are 
prepared to make deals-with their own governments, with the 
Ghanaians, or with others-to escape financial overlordship. A 
parallel reaction tends to appear in ICFTU and other Western trade 
union circles, where the "bottomless pit" viewpoint attracts increas
ing numbers of converts, leading to unwillingness to commit large 
sums to African unions without extensive controls. 

A final major source of difficulty for the Western trade unions 
has been the political vulnerability of their position in Africa, and 
notably their involvement in Pan-African politics. Under pressure 
from the AFL-CIO and from African affiliates, the ICFTU had 
granted successively larger degrees of autonomy to the Africans 
since 1957. But after 1960 two related forces joined to bring the 
ICFTU under attack. One was the rising intensity of Pan-African 
ideology, which became the dominant African myth throughout the 
continent. The other was the emergence of an aggressively Pan
African group of states, the so-called Casablanca powers, among 
whom Ghana played a particularly activist role on the trade union 
front. The Casablanca group formed, in May 1961, an autonomous 
trade union organization, the All-African Trade Union Federation 
(AATUF) ,  which took upon itself the mantle of Pan-African 
legitimacy. It insisted that all of its affiliates sever formal connections 
with other, non-African international labor groups. 

The formation of AATUF presented few serious problems for 
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the WFTU. It had only a handful of African affiliates,5 and in any 
case had accepted from the mid-fifties the idea of merger of its 
affiliates with non-communist unions in the colonial countries.6 But 
the ICFTU had many affiliates in Africa and to accede to requests 
for disaffiliation would raise ticklish questions, both ideological and 
with respect to its position in the rest of the under-developed world. 

So the ICFTU was drawn, reluctantly, into battle against the 
AATUF. It claimed that no imcompatibility existed between Pan
Africanism and affiliation to the ICFTU, pointed out its own contri
butions to African liberation (particularly in North Africa) ,  and 
argued that AATUF's disaffiliation demands represented not true 
Pan-Africanism, but Ghanaian imperialism.7 And it threw its 
resources on the side of its affiliates which were under particularly 
heavy attack by the AA TUF and Ghanaian forces-notably in Ni
geria and in the countries of East and Central Africa, excluding the 
Congo (where the affiliation question has never been seriously 
raised) .  

Divisions within the AATUF and its consequent inactivity, com
bined with the heavy-handed nature of Ghanaian diplomacy,8 reduced 
the effectiveness of the AATUF campaign. But the ICFTU posture 
is very tenuous ; it has been steadily on the defensive, condemned as 
"neo-colonialist," and particularly vulnerable to attack as an obstacle 
to the movement for African unity. 

The AATUF-ICFTU confrontation has in any case resulted in 
a dissipation of ICFTU energies and a drain on the reservoir of 
sympathy enjoyed by Western trade unionism in Africa. In the 
struggle, means and ends became confused ; the symbols of ideological 
affinity-formal affiliation to ICFTU-dominated Western attention 

" In 1963 WFTU affiliates existed in Mauritius, Chad, Congo (Brazzaville) , 
Gabon and the Central African Republic, French Somaliland, and Madagascar. 
In the mid-1950's there were few others-in French North and West Africa. 

• George E. Lichtblau, "The Communist Labor Offensive in Former Colonial 
Countries," in Industrial and Labor Relations Review, Vol 15. No 4, April 1962. 

7 See John Riddell, Free Trade Unions in the Fight for African Freedom, 
(ICFTU-AFRO, Brussels, 1961 ) .  

8 In Nigeria, in May 1962, for example, the fragmented Nigerian labor 
movement met in a unity conference, one of the key issues of which was the 
affiliation question. The pro-IFCTU forces might have lost the battle if it 
had not been for the appearance in Nigeria of Ghana's John Tettegah, and 
related charges of Ghanaian bribery of delegates. The terms of the struggle 
were thus shifted from Pan-Americanism vs. continued ICFTU ties, to 
Ghanaian vs. ICFTU influence, a situation more favorable to the ICFTU. 
The group favoring ICFTU affiliation won the vote on the issue, by a 3 to 2 
majority, but the anti-affiliation group promptly walked out. 
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and colored all relations with African unions. For more than three 
years, defense against disaffiliation absorbed a major part of ICFTU 
resources, while the basic work of building solid trade unions was 
delayed or distorted. 

Furthermore, the disaffiliation issue, and the stimulus it gave to 
rival unionism, exacerbated the general disorderliness of trade union 
affairs-in Nigeria, the Rhodesias and Kenya, for example, thereby 
increasing tendencies toward political intervention in trade union 
matters. In Nigeria, the long and tedious internal strife among unions, 
explained in good part by the affiliation controversy, led the Nigerian 
government to active interest in union affairs, an area it had until 
1962 largely ignored. In the Rhodesias, similarly, African political 
leaders were encouraged to take a hand in trade union matters be
cause of internal union factionalism stimulated by the affiliation 
dispute. In this sense, the affiliation issue lessened the already dim 
prospects for free and independent trade unionism in Africa. 

CoMMUNIST TRADE UNION PoLICY PROBLEMS 

If the record of V\r estern trade union diplomacy in Africa is 
something less than brilliant, the communist bloc countries and the 
WFTU have hardly done much better. They have had their own 
difficulties with issue of affiliation and autonomy, and related prob
lems of choice between support for non-communist trade union 
elements and more ideologically reliable groups.9 They have their 
own internal divisions, particularly between colonial and non-colonial 
countries, and also have had to deal with dilemmas arising from 
the use of funds. 

A number of these problems arose clearly in Tunisian trade union 
relations with the WFTU. Until 1956 there were two main labor 
organizations in Tunisia, the Tunisian Workers' Federation (USTT) ,  
closely linked to the French CGT, though formally autonomous after 
1946, and the General Federation of Tunisian Workers (UGTT) ,  
an all-embracing organization tied to the dominant nationalist politi
cal party. After 1946 the WFTU had to decide which should re
ceive its support. On the insistence of the unions of the colonial 
powers, particularly the French CGT, support went to the USTT ; 
the UGTT was denied admission until 1949, and when it was 
admitted was denied the Tunisian seat on the executive committee. 

• See, for a general discussion, George Lichtblau, op. cit. 



96 INDUSTRIAL RELATIONS RESEARCH AssociATION 

The embittered UGTT left WFTU for ICFTU in 1950, eliminated 
the USTT by 1956, and remains a staunch ICFTU ally today. 

Similar problems of internal conflicts of interest, and of re
conciling African demands for autonomy with continued outside 
influence marked the French CGT's policy in French West Africa. 
Autonomist tendencies emerged early among African CGT leaders 
there. The WFTU had no fundamental objections to relaxation of 
African-French ties, and as early as 1949 the WFTU executive 
decided to make concessions in the direction of autonomy by agreeing 
to African requests for a WFTU regional organization in West 
Africa. 

However, partly because of French CGT reluctance, the regional 
organization formed in 1950 had only limited functions ; it was a 
committee of coordination of French West African CGT unions. 
Despite its lack of authority the coordinating committee quickly 
became a center of tension between the French African CGT and 
the metropolitan organization. In 195 1  Sekou Toure, head of the 
Guinea CGT unions and already identified as a leading spokesman 
of trade union autonomy, was removed from the secretary-general
ship of the coordinating committee. ( He was reinstated in 1954.) 
Between 195 1 and 1955 an internal struggle ensued, the central issue 
being the degree of autonomy to be enjoyed by the African unions.10 
The "autonomists" grew increasingly restive under what they re
garded as too close French CGT tutelage ; they objected to the 
presence of the French CGT's colonial representative in meetings 
of the coordinating committee, to the tendency of the French CGT 
to use the African organizations for metropolitan purposes, and 
finally to the principle of affiliation, which came to be regarded as a 
projection of the colonial policy of assimilation to the trade union 
sphere. 

The internal struggle led to an open split in 1955, and the forma
tion of an autonomous trade union federation in 1957. To the WFTU 
and the metropolitan CGT the long battle against powerful African 
urges toward autonomy proved fruitless and self-defeating, leaving 
behind a heritage of resentment and suspicion. 

10 As is customary in such cases, the controversy was obscured by unwilling
ness to publicly admit fundamental disagreements. Thus the overt controversy 
centered on the question of union structure within French West Africa. The 
African autonomists sough tto strengthen the position of the French West 
Africa-wide organization. The French CGT and its local supporters preferred 
to have decision-making power remain at the level of territorial organizations. 
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In addition to their failure to deal satisfactorily with the national
ist-autonomist forces within African labor movements, the communist 
unions, like their Western counterparts, have had to face the question 
of control over financial aid and scholarship grants. Unlike Western 
unions, they seem generally to have avoided too-close surveillance 
of how their friends spend their aid money. This eliminates quibbling 
and haggling, and smooths the way to fraternal relations. It also 
reduces controls to a minimum. It is no surprise that tales of fast 
and loose use of communist aid funds are particularly lurid ; cars, 
houses, even new business enterprises seem to have been financed by 
communist bloc trade union assistance. 

Similarly, indiscriminate award of scholarships and travel grants, 
which is standard practice among communist bloc unions, seems to 
yield little in the way of political dividends. Since the donors have 
little control over the ultimate choice of participants, and since the 
African middlemen in these exchanges use the grants as a form of 
patronage, they have tended to involve a high proportion of footloose 
tourist types, or those seeking education or training anywhere, 
regardless of ideological considerations. 

THE IMPACT ON INTERNAL TRADE UNION DEVELOPMENT 

We have so far considered problems of foreign trade union policy 
in Africa, but have said little about their effects on trade union 
development within the continent. That there have been some positive 
results is certain. African trade unionism, it should be recalled, is 
almost entirely a post-World War II phenomenon, and in much of 
the continent genuine trade unionism is less than a decade old. The 
extension of trade union organization would not have occurred so 
rapidly in the absence of foreign (including metropolitan) trade 
union aid. 

But negative consequences have also flowed from the foreign 
trade union presence, and these demand attention. Perhaps most 
important, rival unionism and internal factionalism has been increased 
by foreign trade union activity. The most obvious case is the trade 
union divisions transmitted to French and Belgian Africa in the 
first decade of trade unionism : these had no domestic roots nor 
did they reflect deep African differences. 

But factionalism has also been encouraged in less direct ways. 
The very presence of competing outside labor organizations is itself 
an incitement to scission. Ambitious or discontented union leaders 
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can shop around the external ideological shelves to find a backer and 
set out on their own ; the Congo and Nigeria offer examples. The 
real or supposed influence of outsiders in domestic African affairs, 
moreover, makes it easier for governments, employers, or political 
parties to inject further disruptive elements into the trade union 
picture. If it concerns the I CFTU, the neo-colonial or African unity 
issue can be raised ; if the WFTU, the communist conspiracy danger. 
This has happened in many countries-the French Camourouns, 
Northern and Southern Rhodesia, Kenya, and Tanganyika among 
others. There is, finally, the phenomenon of countervailing response, 
which further muddies trade union affairs ; support by any outside 
trade union body to one faction in an African country tends to bring 
in a competing outside union organization, or encourage existing 
groups to accelerate their activity. The AATUF-ICFTU controversy 
has had especially intense effects in this respect ; as the Ghana TUC 
and AATUF worked to bring about defections among ICFTU 
affiliates, the ICFTU fought harder to hold its ranks. 

Rival unionism is of course not by definition harmful to trade 
union growth. But in African conditions harmful effects pre
dominate. Rival unionism where there are few organizables and few 
competent leaders exaggerates the "scale problem :" unions are too 
small to support union administrations and good leadership is 
inefficiently used. Energy and resources are diverted to struggle 
against rivals, struggles which are waged not at the shop floor 
(where they might at least have the effect of raising trade union 
consciousness) but in back rooms and political corridors at home 
and abroad-at the palace level, so to speak. The main effect on the 
rank and file is confusion. 

The instruments of battle, moreover, are hardly such as to 
elevate the moral tone of the trade union community. Little black 
bags are much in presence, and there is buying and selling on a 
wholesale basis. 

Finally, as already suggested, factional controversy increases the 
propensity for ruling parties and governments to seize control over 
the labor movement of their country. The "messiness" of trade union 
affairs, the atmosphere of charge and countercharge, seems to them 
out of tune with the need for unity-particularly when much of the 
quarrel seems to be imported. 

The growth of factionalism and its attendant effects is the major 
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consequence of outside trade union assistence. But there is a related 
matter, the transmission of money to support union officers and 
officials, which also sets into motion destabilizing forces that weaken 
and distract the local labor movement. 

(a) Aid recipients tend to become dependent on outside subsidy. 
Their incentive to raise revenues from membership dues and other 
internal sources is reduced, which affects the urgency of their efforts 
among members. It is admittedly hard to organize African workers, 
and harder to keep them organized : many are migrants-peasants 
temporarily in paid employment who have little commitment either 
to wage earning or to the institutions associated with it ; they are 
ethnically heterogeneous ; employers and governments are not always 
agreeable. But the best unions in a number of African countries 
manage to build an organization in the shop and office. Instead of 
directing their energies this way, however, toward the development 
of strong shop-level organizations, many national centers engage 
themselves otherwise. Factional dispute absorbs much of their time 
and energy. In some measure, they engage in showplace projects 
(consumer cooperatives in Kenya is one example)  which while 
perhaps not irrelevant to the trade union task, strain the union's 
administrative resources and perpetuate the neglect of organization 
at the shop level. The national centers engage in exercises of these 
kinds at least in part because their external source of finance cuts 
the financial nexus between union leadership and workers. Trade 
union survival under these conditions depends more on maintenance 
of the flow of resources from foreign friends than on bringing home 
the bacon (such as it might be) to its members. 

(b)  The provision of aid to national centers tends to strain 
relations between these centers and their component unions, reducing 
the willingness of even prosperous national unions to contribute to 
the support of the center. This has been the case in Kenya and 
Nigeria, where the feeling has developed among component unions 
that since they do not benefit from foreign grants to their confedera
tions, they have little obligation to support them.U 

11 On the other hand, where aid is given to individual unions, as is done 
by the ITS's, there is a risk that spokesmen at the confederation level take 
offense. Thus, for example, the ITS representative in the Rhodesias has been 
vehemently attacked by segments of the Southern Rhodesian central leadership 
on the grounds of "neo-colonial" undermining of trade union strength at the 
center. 
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(c) By a kind of Say's Law of international aid, the supply of 
foreign money creates new demands for its use. While this has 
many facets, the most important is that Western financial aid to one 
faction in a country leads to (or follows) communist (or Ghanaian) 
aid to a rival faction. The result is that externally-provided resources 
are absorbed in factional dispute. Aside from the corrupting effects 
of these exercises, the humdrum task of building trade union organi
zation is neglected. 

CoNcLuSION 

Foreign trade union relations with African unions have been 
subject to certain fundamental contradictions which have reduced 
their effectiveness as measured both by the goals of the external 
participants and by their impact on African trade union development. 

One basic contradiction lies in the political context within which 
aid is given. It is not always recognized, in current discussions of 
trade union models and their export, how political problems inherent 
in the relationship between exporting and importing areas affect the 
whole process of transfer. Contemporary trade union international
ism, for example, represents a combination of motives ; it springs in 
part from traditional working class humanitarianism, but in the 
modern world it has also become an instrument of national policy or 
ideological warfare. Insofar as the latter elements exist it is in 
conflict with fundamental desires, characteristic of new countries, to 
avoid entangling external pressures to the greatest extent possible ;  
it also leads to a challenge and response situation whereby the 
initiatives of one outside group invite retaliation by another. None 
of the trade union forces seeking influence in Africa have escaped 
difficulties arising from the autonomy issue, and few have avoided 
the exacerbation of internal factionalism flowing from external 
competition. 

Fundamental dilemmas have arisen too in connection with the 
transfer of financial aid--on the surface a simple and even banal 
matter. External financial aid has been an essential part of all 
programs of trade union assistance. But the attempt to control its 
expenditure leads into a hopeless morass of accounting problems and 
a degree of supervision unpalatable to aid-receivers. Failure to 
control, on the other hand, encourages questionable or dishonest use 
of funds. In either case, the provision of financial help generates 
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or exaggerates internal problems of the kind analyzed above. There 
is probably no better way to arouse old emnities or create new ones 
than to give a trade union organization (or, a fortiori, an individual 
leader) a few thousand dollars. 

All of this is relevant to the question of whether on balance, the 
progress of trade unionism in these areas has been much advanced 
by the efforts of outside labor organizations to assist them. It is 
true that the level of knowledge and sophistication of trade union 
leadership has been raised. It is also true that financial subsidies 
have allowed union organizations to survive where they might 
otherwise have disappeared. But cohesive and effective organizations 
remain exceptional, and impoverished unions dependent on ICFTU, 
WFTU, or other external subsidy remain dependent-indeed, more 
dependent than ever, in most cases. Moreover, the external presence 
has had important negative effects on the growth of effective and 
independent trade unionism : increased internecine struggle through 
rival unionism, misdirected effort, increased incentive to government 
or political party take-over of the unions. In the light of these con
siderations it remains an open question whether the long-term de
velopment of genuine trade unionism in Africa has been hindered or 
accelerated by the foreign attention lavished upon it. 

This should hardly be surprising ; to all the external trade union 
forces long-term, union-building goals have taken a back seat to 
more immediate, political goals. There are signs, however, that 
the period of competition for formal allegiance or ideological alliance 
is nearing its close, to be replaced by a competition in ideas and 
technique useful to Africans for defining the functions of trade 
unions in their societies. This will present new opportunities for 
the export of trade union models, and a new willingness to import 
them. It is paradoxical that the decline of external preoccupation with 
short-term political gains is one of the essential conditions for a 
trade union impact in the long run. 
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RELATIVE EMPLOYMENT EFFECTS 
OF UNIONISM 

H. G. LEWIS 

1. Although the effects of labor unions on wages and employ
ment in the U. S. have been a subject of speculation among econo
mists for many years, our stock of estimates of the numerical 
magnitudes of these effects is mainly a product of research reported 
in the last 15 years. In Unionism and Relative Wages in the United 
States1 I have taken an inventory of the empirical literature, compris
ing about 20 studies, on the relative wage effects of unionism in the 
U. S. I have estimated from the evidence in these studies that the 
impact of unionism on the average wage of all union labor relative 
to the average wage of all nonunion labor may have exceeded 25 
percent near the bottom of the Great Depression of the 1930's, was 
5 percent or less in the latter 1940's, and about 10 to 15 percent a 
decade later. 

Twelve of the studies provide estimates of the effects of unionism 
on average relative wages for 18 different industries or significant 
occupational groups within industries,2 although not all of this detail 
is available at any single date. The range of these estimates for the 
period after 1935 is from near zero to close to SO percent. However, 
most of the estimates are below 25 percent, and I would put the dis
persion (as measured by the employment weighted standard devia
tion) of the effects of unionism on average relative wages among all 
industries in the latter 1950's at 4 to 6 percent. I regard this estimate 
of the interindustrial dispersion as highly tentative, and have not 
attempted to make even such global estimates for the distributions of 
the relative wage effects by occupation, locality, and other ways of 
dividing the labor force. 

2. The production of the present stock of studies of unionism and 
wages followed fairly closely after and surely was stimulated by the 

1 University of Chicago Press, December, 1963. 
• Wage-earners in bituminous coal mining, men's clothing manufacturing, 

steel manufacturing, and rubber tire manufacturing ; employees in the manu
facturing of paints and varnishes, footwear, cotton textiles, automotive parts, 
wooden furniture, hosiery, and women's dresses ; hotel employees ; barbers ; 
physicians ; commercial airline pilots ; local transit motormen ; seamen in East 
Coast shipping ; and skilled and unskilled building trades. 

104 
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great increase in the fraction of the labor force represented by unions 
that occurred in the decade 1935-45. However, the growth of 
unionism in the economy did not also stimulate a substantial postwar 
output of numerical estimates of the relative employment effects of 
unionism. 

I do not mean to suggest that there has been no empirical work 
dealing with the impact of unionism on relative employment. Indeed, 
it would not be difficult to assemble a rather long list of works that 
inquired into one or another of the employment aspects of unionism.3 
With rare exceptions, however, one cannot transcribe directly from 
these studies, or with little effort produce from the data in them, 

8 Eight of the studies covered in my Unionism and Relative Wages also 
examined employment effects of nnionism, though in some of them the exami
nation was quite brief : 

Albert E. Rees, "Postwar Wage Determination in the Basic Steel 
Industry," American Economic Review, XLI, No. 3 (June, 1951 ) :  steel 
unionism made both wages and employment in some steel producing centers 
slightly lower than they otherwise would have been in 1945--47. 

Irvin Sobel, "Collective Bargaining and Decentralization in the Rubber
Tire Industry," Journal of Political Economy, LXII, No. 1 (February, 
1954) : unionism in rubber tire manufacturing was one of the factors causing 
geographic decentralization of the industry and work-sharing in the Akron 
area. 

Stephen Sobotka, "Union Influence on Wages : The Construction In
dustry," Journal of Political Economy, LXI, No. 2 (April, 1953) : in 32 
large cities in 1939 there was a significant negative correlation between the 
degree of unionization of skilled building craftsmen and the ratio of the 
months worked by such workers to the months worked of a base group of 
relatively weakly unionized workers. 

Rush V. Greenslade, "The Economic Effects of Collective Bargaining 
in Bituminous Coal Mining'' (unpublished Ph.D. dissertation, University of 
Chicago, 1952) : explores effects of unionism on the number of men 
employed, average days worked per year, and nnemployment in the industry 
as a whole and among coal-producing states. 

Elton Rayack, "The Impact of Unionism on Wages in the Men's Oothing 
Industry, 1911-1956," Labor Law Journal, IX, No. 9 (September, 1958) : 
employment in nonnnion producing centers in men's clothing manufacturing 
gained substantially relative to employment in union centers during the 
1920's. 

Melvin Lurie, "The Measurement of the Effect of Unionization on 
Wages in the Transit Industry" (unpublished Ph.D. dissertation, University 
of Chicago, 1958) : examines impact of unionism in the transit industry on 
labor turnover. 

Milton Friedman and Simon Kuznets, Income from Independent Pro
fessional Practice ( New York : N a tiona! Bureau of Economic Research, 
1945) : presents evidence on the effects of the American Medical Association 
on entry of enterprises into the medical training industry and of persons 
into medical training and practice. 

Gordon Tullock, The Sources of Union Gains (Research Monograph 2, 
Thomas Jefferson Center for Studies in Political Economy, University of 
Virginia : Charlottesville, 1959) : examines the impact of unionism on the 
distribution of employment among industries. 
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numerical estimates of the size of the employment effects. The ex
ceptions, in my judgment, provide too small a base for global nu
merical statements about the impact of unions on the allocation of 
labor in the economy. 

3. In the remaining part of this paper I present some new nu
merical estimates of relative employment effects of unionism among 
industries. One set of estimates, that discussed in this section, per
tains to a very broad division of the economy into industries. The 
second set, not yet completed, is for bituminous coal mining, for 
which I suspect the employment effects are among the largest in the 
economy. 

I have divided the civilian (non-work-relief) economy into two 
industry groups, Group a containing the mining, contract construction, 
manufacturing, transportation, communications and public utility in
dustries and Group b all other industries. In the period 1919-58 
more than 80 percent of the union members in the economy were 
employed in Group a. Table 1 shows in 

column ( 1 )  the ratio of aggregate manhours worked by wage and 
salary workers in Group a to the corresponding aggre
gate for Group b, with 1929 = 1 ;  

column (2) the similar ratio for the number of full-time equiva
lent wage and salary employees, with 1929 = 1 ;  

column (3)  the similar ratio for the average hourly compensation 
(wages and salaries plus wage supplements) of wage 
and salary workers ;4 

column ( 4) the ratio of the national income originating in Group 
a to that originating in Group b, with 1929 = 1 ;5 

columns ( 5 )  and (6)two sets of estimates of the absolute excess 
( in decimal points) of the degree of unionization of 
wage and salary employees in Group a over that in 
Group b ;  

columns (7) and (8) two sets of estimates of the impact of 
unionism on average hourly compensation in Group 
a relative to that in Group b, in common logarithms 
per percentage point difference in the degree of 
unionization of the two groups. 

• The average hourly compensation figures for Groups a and b underlying 
column (3) have fixed weights by industry. 

5 I also computed for the period 1929-1958 the index of the ratio of national 
income plus depreciation originating in Group a to that originating in Group b. 
This index is almost the same as that in column ( 4) .  
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The sources and methods of constructing the series in columns ( 1 ) 
(6) are given i n  chapter VI of Unionism and Relative Wages. The 
estimates (B2)  in column (8) were obtained from the regression of 
the log of the relative wage series ( W in col. 3 )  on the log of the 
relative national income series ( Q in col. 4 ) ,  the rate of unemploy
ment in the labor force, the log of the ratio of the actual to the 
"expected" price level, degree of unionization ( P2 in col. 6) , and 
the mathematical products of P2 and the unemployment and price 
level variables.11 The series B1 came from a similar regression with 
the unionization series P1 substituted for P2. I suspect that, for 
what they purport to estimate, B1 and B2 are too large and fluctuate 
too widely, but if I could prove my suspicions, I would present 
different estimates. 

Question : To what extent has unionism affected the relative 
employment series EO and E1 ? In answer to this question I have 
regressed the common logs of EO and E1 on the common logs of Q, 
the common logs of lagged relative employment, and the product of 
B and P.7 The relative demand-supply model underlying these re
gressions is : 

demand : log Et = y [ao + aq log Qt - a log Wt] + ( 1 - y) log Et.1 
supply : log Et = 8 [co + c log Wt - (a + c )BtPt] + 

( 1 - 8) log Et·l· 
Eliminate Wt between the equations, obtaining 

log Et = bo + bq log Qt + be log Et-1 - a ( 1 - be) BtPt, 

where the b's depend upon y, 8, and the a's and c's. 

Table 2 reports the regression results. In both the manhour (EO) 
and employees (E1 ) regressions the regression coefficients for the 
unionism variable BP are negative, indicating that unionism tended 
to reduce employment in Group a relative to that in Group b. More
over, although the unionism coefficients in the manhour equations 
were larger numerically than those in the employees equations, none 
of the unionism coefficients differs significant! y from (minus) unity, 
suggesting that the order of magnitude of the relative employment 
effects was roughly the same as that of the relative wage effects. 

Let bu be the regression coefficient for the unionism variable. Then 
the antilog of buBtPt is an estimate for date t of the index of the effect 

• See regression No. 7 in Table 62 of Unionism aad Relative Wages. 
• First differences of these variables were used in the regressions. 



TABLE 1 

Employment, Wages, National Income, Extent of Union Membership, and Wage Effect of Unionism, Group a Relative to 

Employment (1929 = 1) 
Manhours 

EO 
Year (1) 
1919 1.280 
1920 1.352 

21 1.036 
22 1.074 
23 1.162 
24 1.074 
25 1.072 
26 1.049 
27 1.015 
28 0.983 
29 1.000 

1930 0.889 
31 0.771 
32 0.692 
33 0.715 
34 0.745 

."":.::;"i::�-... -
35 0.777 

Employees 
E1 
(B) 

1.218 
1 .189 
0.995 
1 .048 
1 .148 
1.066 
1.064 
1 .064 
1 .014 
0.992 
1 .000 
0.938 
0.851 
0.778 
0.809 
0.859 

. _ , :::;:-. 
0.871 

:r--

Group b 

Average 
hourly National 

com Pen- income 
sation (1929 = 1) 

w Q (8) (4) 

1.416 1.142 
1.307 0.929 
1.158 0.923 
1.205 1 .046 
1.246 0.968 
1.200 0.986 
1 .182 1.008 
1 .204 0.944 
1.199 0.955 
1.172 1 .000 
1.218 0.965 
1.231 0.828 
1 .187 0.701 
1.245 0.748 
1.299 0.882 
1.282 · ·c.=!.:!:.'-' 0.869 ::=-..:. :· 

Extent of union membership 
(Group a-Group b) 

P1 
(6) 

0.259 
0.269 
0.188 
0. 151 
0.161 
0.158 
0.150 
0.157 
0.148 
0.137 
0.145 
0.170 
0.180 
0.170 
0.217 
0.196 

--··--· -· 

P2 
(6) 

0.286 
0.254 
0.161 
0.139 
0.158 
0.156 
0.149 
0.157 
0.144 
0.133 
0.141 
0.169 
0.170 
0.165 
0.243 

-
0.200 

Relative wage effects of 
unionism (common lags) 

B1 B2 
(7) (B) 

-0.064 -0.053 
0.093 0.082 
0.127 0.1 18 
0. 102 0.102 
0.1 1 1  0.108 
0.095 0.094 
0.091 0.094 
0.1 1 1  0.109 
0.103 0.102 
0.101 0.102 
0.131 0.122 
0.206 0.181 
0.258 0.218 
0.221 0.182 
0.144 0.116 
0.138 

.- ��-<31'!" ... 
0.113 

::- · .:--� 



36 0.822 0.895 1 .2&7 0.987 0.202 0.212 0.100 0.082 
37 0.828 0.924 1 .362 1 .002 0.289 0.333 0.092 0.079 
38 0.709 0.828 1.379 0.849 0.303 0.305 0.102 0.081 
39 0.780 0.872 1.367 0.954 0.304 0.315 0.107 0.087 

1940 0.811 0.903 1 .389 1.047 0.323 0.344 0.098 0.082 
41 0.968 1.024 1.414 1 .253 0.345 0.383 0.049 0.044 
42 1 .113 1.132 1 .481 1.385 0.364 OAOO -0.009 -0.003 
43 1.231 1 .207 1 .439 1.442 0.390 0.422 -0.024 -0.013 
44 1.231 1.195 1 .395 1.379 0.413 0.428 -0.000 0.010 
45 1.116 1.094 1.344 1.165 0.421 0.413 0.016 0.025 
46 1.019 1 .030 1 .289 0.983 0.432 0.434 0.005 0.011 
47 1 .064 1.057 1.280 1 .112 0.456 0.475 -0.028 -O.Dl8 
48 1.053 1.045 1.303 1 .146 0.451 0.458 -0.010 -0.002 
49 0.960 0.974 1.317 1 .098 0.452 0.439 0.025 0.028 

1950 0.994 1 .003 1.324 1.198 0.432 0.430 0.045 0.047 
51  1.040 1 .034 1.352 1 .268 0.456 0.478 0.019 0.026 
52 1.032 1 .030 1.361 1 .243 0.451 0.458 0.036 0.042 
53 1 .048 1 .048 1.378 1 .294 0.477 0.495 0.048 0.053 
54 0.976 0.985 1.374 1 .193 0.460 0.444 0.065 0.065 
55 0.988 0.984 1 .374 1 .259 0.458 0.459 0.071 0.073 
56 0.981 0.970 1 .389 1.254 0.452 0.454 0.064 0.066 
57 0.957 0.945 1 .390 1 .222 0.465 0.469 0.056 0.059 
58 0.874 0.868 1 .392 1 .093 0.469 0.454 0.061 0.059 
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TABLE 2 

Multiple Regressions Fitted to the Data of Table 1 * 

Regression coefficients and 

Regres- Dependent 
standard errors 

sion No. Variable log Q, log E,_, Bl, · PI ,  sz, . pz, 
1 log EO, 0.62 O.o3 -1.24 

(0.07) (0.07) (0.33) 
2 log EO, 0.62 -1 .23 

(0.07) (0.33) 
3 log EO, 0.56 -1.24 

(0.07) (0.31) 
4 log E1, 0.50 -0.70 

(0.05) (0.23) 
5 log E1, 0.46 -0.74 

(0.05) (0.22) 

R" 

0.846 

0.845 

0.851 

0.858 

0.866 

* R" is the square of the multiple correlation coefficient. The standard 
errors of the regression coefficients are in parentheses. 

of unionism on employment in Group a relative to employment in 
Group b. In 1945--49 the average value of this index differed by one 
percent or less from unity for both manhours and employees. The 
values of the index, on a 1945--49 base equal to unity, for more recent 
periods are (these indexes were computed from regressions 1 and 
4 and Table 1 ) : 

Index of relative 
employment effect Index of actttal 

of unionism relative employment 
(1945-49=1) (1945-49=1) 

Man- Em- Ma1z- Em-
Period hours ployees hours ployees 

1945-49 1 .000 1 .000 1 .000 1 .000 
1950-54 0.951 0.972 0.977 0.981 
1955-58 0.929 0.959 0.911  0.906 

For manhours the decline from 1945--49 to 1955-58 in the index of 
the relative employment effects of unionism is about four-fifths as 
large as the corresponding actual decline in relative employment ; for 
the number of full-time equivalent employees, the corresponding de
cline in the unionism index is approximately four-ninths of the 
actual decline. 

4. The postwar peak in employment (in mandays and manhours) 
in bituminous coal mining came in 1947. From 1947 to 1961 the 
average number of men employed on active mine days declined by 
almost two-thirds, mandays fell by three-fifths, and manhours by 
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about three-fourths. Unquestionably much of the decline was the 
result of falling demand for coal. Yet the presence of the United 
Mine Workers in the industry8 and the unusually large postwar climb 
in wages suggest that unionism may have been a significant factor 
in the employment decrease. 

Table 3 shows index numbers (with 1945 = 1 )  of the ratios of 
average hourly earnings and average hourly compensation for bi
tuminous coal mining wage earners to the corresponding figures for 
production workers in manufacturing.9 (Before 1929 the compensa
tion ratios must have been almost the same as the earnings ratios. ) 
In 1945 the ratio of coal to manufacturing hourly earnings was at 
approximately the same level as in 1890-93 before the advent of 
collective bargaining in the industry and in 1929-31 when the union 
was struggling to stay in business in bituminous coal mining. These 
comparisons suggest that in 1945 the impact of unionism on the rela
tive wage position of bituminous coal miners was close to zero. In 
1957 and 1959 the relative average hourly earnings of bituminous 

8 I do not have what I consider to be reliable estimates of the extent to 
which the production and development workers in the industry are covered by 
collective bargaining agreements. In 1954 slightly more than 20 percent of the 
workers were employed in counties (or alternatively in establishment-size 
classes ) in which average hourly earnings were less than the minimum rates 
in UMW contracts. Throughout the period 1947-57 the UMW collected ton
nage-based health and welfare fund payments on about 80 percent of the 
industry output. Since 1957, however, the fraction has declined by about 
6 percent, suggesting a decline below 80 percent in the extent of collective 
bargaining coverage. In this connection notice that, according to Table 3 
below, the ratios of bituminous coal to manufacturing average hourly earnings 
and average hourly compensation have fallen by 8 and 6 percent respectively 
since 1959. 

• The underlying figures for manufacturing for the years 1890-1957 are 
from Albert Rees, Real Wages in M ant�facturing, 1890-1914 (Princeton : 
Princeton University Press, 1961 ) ,  p. 33 and his New Measures of Wage
Banter Compensation in Manufactnring, 1914-57, Occasional Paper 57  ( Na
tional Bureau of Economic Research, 1960), pp. 3--4. His average hourly 
earnings series was extended to 1961 by means of the wage and manhour data 
in the 1961 Annual Survey of Manufactures, p. 13 and from 1961 to 1962 by 
the Bureau of Labor Statistics average hourly earnings series for manufactur
ing. Average hourly compensation in manufacturing in 1958-62 was estimated 
by multiplying average hourly earnings by the ratio of total employee compen
sation to total wages and salaries in manufacturing, the ratio being computed 
from Office of Business Economics data. 

The underlying series for bituminous coal mining for the years 1890-1928 
is from Rush V. Greenslade, op. cit., pp. 39-41 ; for 1929-57 from Ethel B. 
Jones, H01�rs of Work in the United States, 1900-1957 (unpublished Ph.D. 
dissertation, University of Chicago, 1961 ) ,  Tables 2 and 3. The Jones' series 
were extended to 1962 by means of the BLS average hourly earnings series 
for bituminous coal mining and the OBE series for employee compensation 
and wages and salaries. 
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TABLE 3 
Indexes of Average Hourly Earnings and Average Hourly Compensation, 

Bituminous Coal Mining Relative to All Manufacturing Industries 
( 1945 = 1 )  

Average Average hourly 
hourly 

Year earnings Year Earnings Compensation 

1890 1.01 1929 0.99 1 .01 
91 0.95 30 0.98 1.01 
92 1 .00 31 0.98 1.00 
93 1 .01 32 0.91 0.94 
94 1.00 33 0.86 0.88 
95 0.93 34 0.97 0.99 
96 0.83 35 1.05 1.07 
97 0.80 36 1 .09 1.11 
98 1 .01 37 1.06 1.08 
99 1.03 38 1.11 1 .12 

1900 1.15 39 1 .07 1.08 
01 1.22 1940 1 .02 1.03 
02 1.20 41 1 .04 1.06 
03 1.27 42 0.95 0.97 
04 1.29 43 0.92 0.93 
05 1 .28 44 0.94 0.95 
06 1.26 45 1.00 1.00 
07 1.19 46 1.07 1.08 
08 1.25 47 1.12 1 . 15  
09 1.22 48 1.23 1.29 

1910 1.18 49 1.22 1.29 
1 1  1 .18 1 950 1.21 1.32 
12 1.21 5 1  1 .22 1.30 
13 1.13 52 1.19 1.28 
14 1.17 53 1.22 1.34 
15  1.19 54 1.21 1.34 
16 1 .16 55 1.20 1.36 
17 1 .24 56 1.26 1.40 
18 1 .16 57 1 .28 1 .42 
19 1.19 58 1.23 1.37 

1920 1.38 59 1.28 1.42 
21 1.53 1960 1 .26 1.40 
22 1.63 61 1.22 1.36 
23 1.50 62 1.18 1.33 
24 1.27 
25 1.15 
26 1.14 
27 1.08 
28 1 .05 

coal workers were 28 percent and relative average hourly compensa
tion was 42 percent above the 1945 level. From 1959 to 1962 the 
relative wage position of bituminous coal miners declined by about 
10 percentage points. 

These figures may understate the impact of unionism on the aver
age relative wage in bituminous coal mining since they do not take 
into account the relative wage impact of unionism in manufacturing. 
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Adjustment for the latter would raise the figures in Table 3 in recent 
years by roughly 4 to 7 percentage points. Hence I estimate tenta
tively that in bituminous coal mining in 1957-59 the effect of unionism 
on average hourly earnings was about 30 to 35 percent and on average 
hourly compensation about 45 to SO percent ; the corresponding esti
mates for 1962 are about 10 percentage points lower.10 

For purposes of estimation, I have divided the employment effect 
of unionism in bituminous coal mining into three components : 

T 
welfare contribution component : p 7J 

scale component : Rk71 
substitution component : R ( 1 - k) a  

where T is the average contribution per ton, p is the price per ton at 
the mines, 7J is the elasticity of demand for coal at the mines, R is the 
relative wage effect, k is "labor's share" (the ratio of employee com
pensation less welfare fund contributions to value of output) ,  and a 
is the elasticity of substitution of capital for labor. In recent years 
the value of T/p has been about 0. 1 and k approximately 0.5.11 With 
R equal to about one-third in 1957-59, the corresponding values of 
Rk and R (l - k) are about one-sixth. 

I am in the process of estimating the elasticity of demand 7J and 
don't yet have any numbers to report. But unless 7J is quite small, 
the welfare contribution and scale components taken together will not 
be negligible. For example, even if 7J were only 0.25, these two com
ponents would total about 6 percent. 

Although I am not yet satisfied that I have really estimated the 
elasticity of substitution a, I do have some results to report. In 
making the estimates, I have used the now familiar CES (constant 
elasticity of substitution) productivity-wage relation 

( 1 )  z = a log a + ( 1 - a) log b + ay 

where z is the log of bituminous coal output per unit of coal labor 
input, y is the ratio of the coal mining average wage to the price of 

10 To check these figures, I am now preparing alternative estimates for each 
of the years 1947-61 from a cross-section (by states) analysis of wage levels 
and wage changes in bituminous coal mining. 

11 In 1958 welfare contributions amounted to 10 percent of value added (less 
welfare contributions) and 7 percent of the value of net coal shipments (less 
contributions) .  In the same year, employee compensation (less welfare con
tributions) of production and development workers was about 50 percent of 
value added and about 40 percent of the value of net coal shipments. 
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coal, a is the "distribution" parameter in the CES production func
tion, and b the "efficiency" parameter. 

I first fitted equation ( 1 )  to cross-section (by states) data on y 
and z for 1954 and 1958, separately for strip and underground mines, 
computed from the 1954 and 1958 Census of Mineral Industries, ob
taining the following estimates of u (from the best-fitting regressions) : 

Regressions of z on y Regressions of y on z 

Under- Under-
Strip gronnd Strip gronnd 

1954 1.05 1.19 1.41 1.29 
1958 1.14 1.16 1.35 1.28 

These results suggested that u was approximately the same in strip 
and underground mining. Therefore, in later work I combined the 
two types of mines. This made it possible to use the annual data for 
each of the 22 leading coal producing states (including Alaska) on 
output, price, wages, and labor input provided by the Bureau of 
Mines (Minerals Year book) and the Bureau of Employment Security. 
However, since the level of manhour productivity, state by state, is 
substantially higher in strip than in underground mines, I have 
usually included the ratio, A., of mandays worked in underground 
mines to total mandays worked as an independent variable in the 
regressions. 

For each year 1947 to 1961 I have computed the regressions 
across the 22 states of z on y and A. and of y on z and A.. The estimates 
of u obtained from the regressions, though varying somewhat from 
year to year, have no trend to speak of over the period. The 1947-61 
averages of the estimates of u are : 

regressions of z on y and A. : 0.96 

regressions of y on z and A. : 1 .31 .  

Since geological conditions (and perhaps labor quality as well) 
probably varied more among the states at given dates than among 
the years 1947-61 within states, estimates of u derived from time 
series may be preferred to those from the annual geographic cross 
sections. Hence for each of the 22 states I also computed estimates 
of u from the following 8 regressions : 
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1. Z t  on Yt, Zt-1, At, and time, t. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  0.95 

2. Zt on Yt, Zt-1, and time, t. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  0.92 

3. Zt on Yt, Zt-1, and At- · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · · ·  1.25 

4. Zt on Yt and Zt.1 . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1.40 

5. Yt on Zt, Zt-1, At, and t. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1.40 

6. Yt on Zt, Zt-1, and t. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1.50 

7. Yt on Zt, Zt-1, and At- · · · · · . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1.34 

8. Yt on Zt and Zt-1 . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  1.41.  

There was considerable variation among the estimates from state 
to state and in 8 states (producing a bit less than one-fourth of the 
U. S. bituminous coal output in 1955)  the estimates varied so much 
among the regressions as to be essentially useless. The numbers at 
the extreme right of the regressions above are weighted averages 
(the estimate for each state was weighted by mandays worked by 
coal miners in the state in 1955 ) of the estimates of u for the other 
14 states. These time series figures agree rather well with the cross
section estimates. 

The substitution component of the employment effect is R (l-k)u. 
With R ( 1-k) at about one-sixth and u at 0.9 to 1.5, the substitution 
component alone amounts to 15 to 25 percent, an effect about two to 
three times as large as the total employment effect estimated for the 
late 1950's in the global data for industry groups a and b. On the 
other hand, unless the elasticity of demand for coal at the mine turns 
out to be substantially larger than unity, the total effect (substitution 
plus scale and welfare contribution components) of unionism on 
employment in bituminous coal mining will account for considerably 
less than one-half ( in ratio terms) of the postwar employment de
cline in that industry. 



LABOR MOBILITY AND WAGE INFLEXIBILITY 

RoBERT L. RAIMON 
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However useful would be an increase in wage flexibility to the 
prospects for low unemployment at stable prices, we seem to lack 
a practical way of achieving it. So long as this be true, efforts to 
improve the quality of labor mobility, through training and relocation 
programs, may be expected to attract increasing support. Indeed, 
should it become apparent that increases in aggregate demand have 
to be pushed to inflationary levels to reduce unemployment to an 
acceptable rate, raising the personal productivity of overpriced 
workers is the only approach to full employment at stable prices 
that remains open. This, in any event, is the positive side of these 
remarks. 

On the negative side, given the considerable evidence of the 
absence of wage flexibility, is the dependence of any market on price 
flexibility for efficiency of performance. Market efficiency is meas
ured by the swiftness and appropriateness with which price adjust
ments establish market-clearing conditions for demand and supply. 
Efficiency in the labor market involves the relationship of the average 
level of wages to other factor prices, the flexibility and correctness 
of response of wage adjustments for particular categories of labor 
to changing market conditions, and quantity adjustments on the 
supply side among related sections of the market. Hence it follows 
that anticompetitive institutional pressures on wages, such as may 
be introduced by collective bargaining, impair one of the labor 
market's devices for inducing efficient allocation of workers. Ac
cordingly, the burden increases on quantity adjustments-labor 
mobility-in each of its dimensions. Further, the wrong kinds of 
changes in relative wages-those which are anticompetitive instead 
of market-clearing-impose a double constraint on the quantity
adjustment mechanism : ( 1 )  they erect a wage hurdle with a limiting 
effect upon sectional expansion in employment or they make sectional 
employment contractions larger than they otherwise would be, and 
(2) they deepen worker attachments where demand conditions are 
unfavorable. 

Perspective on some of the problems in the present-day labor 
market is gained by noting first that the shift away from employment 

1 16 
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of production workers in the goods sector imposes a strain on wage 
differences as an allocative device. In this connection, reference to 
the contrast between American and foreign experience is helpful. 

II 

Comparing the high labor mobility and minimal job tenure 
traditions found in the United States with the low turnover rates 
that typically prevail in Europe and Japan, it is easy to doubt the 
decisiveness of fluidity in the labor market to rapid growth and full 
employment. While foreign experience suggests that if other markets 
are in good repair an economy can successfully accommodate a wide 
variety of obstacles to the efficient matching of workers and jobs, 
the Europeans and the Japanese seem to be sailing with the wind 
behind them. We, at a different stage of development, have to zig 
and zag. During the past decade, in virtually all industrialized 
countries except ours, manufacturing employment has been growing 
more rapidly than the labor force [23] . Since manufacturing gen
erally is a high-wage sector, the path to improved allocation of labor 
supplies is smoothed as attractive job opportunities multiply. To 
be sure, all economies confront structural problems. As far as the 
functioning of our labor market is concerned, perfomance is not 
likely to be enhanced by the restraints which have come to prevail 
in the blue-collar ranks of American industry. There, the laid-off 
worker without the credentials to qualify for a white-collar job 
often finds himself confronted with the choice between awaiting 
recall or seeking employment in one of the expanding service 
occupations.1 Since the latter are generally lower paid, less skilled, 
and often part-time, it is not surprising that in recent years between 
one-third and one-half of the total accessions in manufacturing have 
been recalls. If the observations could be limited to production 
workers, the proportion would be considerably higher. The higher 
the industry wage level, the greater the tendency for recalls to out
number new hires. 

1 The service occupations should not be confused with the service industries. 
In the former group, with the exception of a few occupations, like policeman or 
bartender, virtually all of the jobs are unskilled. The fuller employment is 
expected to be, the less relative shrinkage will occur in the demand for goods
producing production workers. The BLS, on the basis of a 3 per cent unem
ployment rate assumption, projects a 1960-70 increase of 21 per cent in all 
employment, including a gain of 13 per cent (1,600,000) in operatives and a 
34 per cent (2,800,000) in service workers [26, Table 28, p. 100]. 
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Our industrial labor markets are somewhat akin to the farm 
problem. Even with the help of a favorable earnings spread, the farm 
population shrinks too slowly. Now we seem to require a relative 
contraction in the hourly-rated portion of the goods-producing 
industries, one that inevitably will entail many direct, individual 
worker transfers, but the relative wage signal is pointing in the 
wrong direction. 

III 

Despite its much described imperfections, the American labor 
market scores high, both when measured on an impressionistic basis 
against European experience and when subjected to formal tests, 
in the sense of satisfying certain of the predictive implications of the 
competitive hypothesis, particularly those pertaining to geographic 
mobility. See, for example [ 5 ] .  Nevertheless, its performance is 
disappointing-especially with respect to the level of employment ; 
that is, as has been suggested, certain aspects of the labor market 
itself contribute to the economy's almost chronic failure to generate 
full employment. 

Predicting the tolerance of a society for unemployment is im
possible. Leo Wolman used to say that unemployment was a prob
lem when people worried about it, and perhaps that is as precise a 
statement as one can make. We know that our tolerance level is 
a moving target and that it is moving downwards. Among the forces 
that many continue the pressure to reduce unemployment is the 
pace set by other industrialized countries. Also, we are likely to 
experience persistent and perhaps increasing concern with the labor 
market aspects of the civil-rights movement and with the concen
tration of unemployment among the rising numbers of young persons 
in the labor force. Especially dim are the job prospects for the 
several million high school dropouts who are entering the labor force 
this decade. 

Basic to the current surge of interest in labor mobility and 
manpower policies in connection with the high unemployment of 
the past six years is the suspicion that somehow a serious imbalance 
may have emerged between the skills the unemployed have to offer 
and the kinds of skills that employers seek to hire at prevailing and 
prospective wage rates. Mention of the notion of a bad skill-match 
between labor demands and supplies plunges one into the inadequate 
demand-structural distortion controversy. Without respect to the 
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relative merits of this dispute at unemployment rates well above five 
per cent, there is concern that as we approach four per cent further 
expansion of aggregate demand is likely to exert more pressure on 
prices than on employment, in part because of constraints imposed 
by the labor market. Among these, three stand out : ( 1 )  The record 
of the 1950's suggests that some unions are strong enough to command 
substantial wage increases while the companies with which they 
bargain still face perfectly elastic supply curves of labor at prevailing 
wage levels. According to a familiar line of reasoning, such a develop
ment, assuming continued priority for the price stability objective, 
prompts restrictionist monetary and fiscal policies if the cost increases 
exceed the limits of productivity progress. A wage spillover into 
the nonunion sector is a part of the process. The end result is a con
tinuing unemployment problem. Further, as Abba Lerner has sug
gested, government efforts against sellers' inflation may be awkward : 
despite a tight money policy, prices may keep rising until real ex
penditures and employment have been reduced sufficiently to overcome 
the institutional forces that confer upon sellers the power to keep 
raising prices [ 10] . 

One finds in the labor market studies of the late 1940's and early 
1950's strong support for this anticompetitive institutional control 
of the labor market, coupled naturally to a denial of the relevance 
of conventional labor market theory to labor market analysis. This 
interpretation was best summarized by Arthur M. Ross : "Relative 
wages have little to do with the movement of labor, and . . . the 
movement of labor has little to do with the creation of wage differ
ences" [ 16] . If cost-push tendencies keep full employment at too 
respectful a distance, then efforts to improve the quality of labor 
mobility are unlikely to prove fruitful. The development of labor 
shortages in some sectors simultaneous with surpluses in others is 
improbable on a large scale with unemployment high almost every
where. To be sure, shortages may arise for workers in the upper 
echelons of the occupational hierarchy, but these will tend to be 
self-correcting. Individuals may be expected to perceive that the 
chief escape from the inhospitable parts of the labor market lies in 
qualifying for those skills for which employers are freer to respond 
to low bids. (2 )  It may be objected that even in the absence of 
cost-push, a level of demand sufficient to cause full employment for 
skilled workers may be inadequate to reduce unemployment below 
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a tolerable level for lesser skilled workers [7,8] . That the incidence 
of unemployment is suffered disproportionately by those at the low 
end of the skill and education ladder is firmly established. Why 
this should be so is not clear. The growth of research concerning 
investment in human capital promises to improve our understanding 
of this phenomenon. ( 3 )  Pending the appearance of a better theory 
directed to the apparently increasing concentration of nonrecession 
unemployment among those with low personal productivity, Clarence 
D. Long's work commands the center of the stage [ 12,13] . Briefly 
put, Long points to the operation of two forces : first, a "social 
minimum wage" 2 that is rising as fast or faster than the average 
wage. Second, as improving educational facilities enhance "the 
opportunity offered to the average worker to improve his personal 
productivity, the further some of the workers will fall below the 
average. That is, the faster the march of the average, the greater 
the lag for the stragglers" [ 12] . This is the widening productivity 
spread. Thus the productivity of the average worker is rising more 
rapidly than the productivity of those who for whatever combination 
of environmental and genetic reasons fail to move as fast as the 
average. Meanwhile, because of the upward drift of the social 
minimum wage, no compensatory widening of the wage spread be
tween the two groups is developing to offset the widening productivity 
spread. 

A major virtue of the Long hypothesis is that it introduces, 
through relative wages, an economic explanation for the failure of 
tl1e skill needs of employers to match those that the unemployed have 
to offer. That is, employers have responded to the relative rise in 
the cost of low quality labor by raising hiring specifications. That 
the available jobs often have a new look, that processes have been 
automated, simply obscures the underlying sequence of cause and 
effect. Although there may be occasions when it pays to automate 
even at zero wage rates, change in applied technology is usually 

influenced by change in factor costs, including the cost of labor. 
Also, because the long-run supply of capital is more elastic than 

that of labor, the price of labor rises relative to that for capital. This 
interfactor competitive process induces a substitution against labor 

• The social minimum wage is a composite of legal and union minima, em
ployer reluctance to pay low wages, as well as the alternatives to wage income 
found in the social and private insurance systems. 
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which may prompt the disemployment of overpriced workers. In 
short, inappropriate wage behavior puts an uneconomic premium on 
labor-saving innovations. 

IV 

Common to the Long theory of prosperity unemployment and 
to the threat of cost-push to sustained high full employment, is our 
wagemaking system's deficient sensitivity to the imbalance between 
demand for and supply of labor in important sectors. Certainly 
there is nothing novel about the notion that wage flexibility conduces 
to full employment, provided it does not trigger a deflationary spiral. 
Nor is such wage behavior a purely hypothetical construct. Wage 
decisions for manual workers are less responsive to labor market 
conditions than are those for white-collar workers. This conclusion, 
at least, is indicated by a comparison of the New Haven study of 
manual workers [ 1 5 ]  with the study of female clerical workers in 
Boston banks and insurance companies [ 18] .  

The growing literature about the Phillips curve seems to suggest 
that wages have tended to rise faster at given levels of unemployment 
as collective bargaining has spread. Between 1947 and 1961, despite 
the difficulties of moving from blue- to white-color employment, 
disbursements per salaried worker in manufacturing increased at 
an average annual rate of 3.8 per cent while the comparable rate 
for production workers was 4.9 per cent. During these years the 
number of salaried workers was rising at a rate of 3.7 per cent a 
year and the number of production workers was falling at a rate of 
0.5 per cent a year [24] . Similarly, between 1953 and 1962, among 
20 large cities for which information about straight-time average 
hourly earnings is available, median wages for both unskilled male 
plant workers and skilled maintenance workers alike increased by 47 
per cent [22] . During these years, unemployment rates for ex
perienced male unskilled workers were two to three times the rates 
for skilled workers, averaging about 1 1  per cent. However, this 
level was exceeded, by the unemployment experience of male youths, 
age 18-19, many of whom presumably were candidates for unskilled 
work. Also, except for the textile centers, one finds no tendency 
for manufacturing wage levels to rise least where labor supplies are 
locally most abundant [ 17] . Average hourly earnings in depressed 
'vVest Virginia have more than kept pace with wage changes in 
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manufacturing as a whole.3 The general failure in the articulation 
of manufacturing wage changes to local conditions appears to have 
the kind of related consequences one would expect. One study points 
to an apparent wage spillover from manufacturing into the service 
industries [2] . The price impact of such an effect probably reduces 
the employment absorption capacity of the service sector. 

In summary, the responsiveness of our wagemaking system for 
blue-collar workers to the conditions of supply and demand for such 
workers, as so often has been noted, frustrates high full employment. 
In contrast to this nonadaptive wage behavior, what appears to be 
adaptive movement is much in evidence when one turns to informa
tion descriptive of worker mobility. That is, wages rarely move 
downwards but workers often do. 

v 
Some sense of the flexibility of the workforce is provided by the 

observation that the most characteristic kind of job change ( ex
clusive of changes that take place within the firm, about which we 
know little) is one that involves the simultaneous change of employer, 
occupation, and industry. This pattern is reported for 1940-50 by 
the Six City project [ 14] and repeated by two nationwide studies 
of job mobility, one pertaining to 1955 ( 19] and one to 1961 [ 1 ] .  
More than one-half of the job shifts reported by the Six City study 
were of this multiple character, almost one-half in 1955, and well 
over one-third in 1961.  (No inference is justified as to a rise in 
occupational or industrial attachment, however, in part because of 
differences in labor market conditions associated with the timing 
of each of the surveys.) Recognition of the high degree of flexibility 
in worker movement that these findings convey is enhanced by 
noting that the occupational and industrial categories used are of 
the gross kind found in the decennial census for classifying occupa
tions and industries into a dozen or so groups. Self-evidently, a more 
finely graded classification system would further reduce the occu
pational and industrial attachment that the labor force demonstrates. 

With respect to geographic mobility, the sheer volume and 
frequency of movement is impressive. Between 1955 and 1960, 

3 The reference is to a comparison of 1951, the first year for which data 
are available, with 1962. West Virginia wage data are in [21 ] .  The results 
are not the consequence of any important change in industry-mix ; however, 
changes in the skill mix were not investigated. 
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almost one-half the population, age five years and over, changed 
residence. During the 1950's, four out of five counties lost residents 
as a result of net out-migration (26, pp. 55, 56] . New research indi
cates that half of the 800,000 workers who change jobs each month 
find their new work in a geographically different labor market [27, 
p. 3 1 ] .  

Judging from the recovery period extending from the summer 
of 1954 through the summer of 1957, there is sufficient mobility, in 
all of its dimensions, including into and out of the labor force, to 
overcome all but occasional shortages of general labor supplies in 
particular localities while surpluses obtain elsewhere. During this 
period, the Bureau of Employment Security estimated labor market 
conditions for each of 150 major "production and employment 
centers" on a bimonthly basis [20] . In most instances boundaries 
of these areas coincide with those of the Standard Metropolitan 
Areas. Each area was categorized by one of six designations descrip
tive of the tightness or looseness of its labor supplies. Areas assigned 
to the top category are estimated to be experiencing "overall labor 
shortages" associated with a "usual unemployment rate" of less 
than 1 .5 per cent.' 

Of the 2,700 observations recorded during the recovery, only 
10 were of the shortage-designating variety. The national unemploy
ment rate averaged 4.4 per cent during this period of concern over 
wage-push. How efficient the labor market will prove to be when 
confronted with a more severe test remains to be seen-both with 
respect to the evenness of the distribution of unemployment and to 
the pressure exerted on the wage level while unemployment remains 
a problem. 

Turning to skilled and professional workers, the Commissioner 
of Labor Statistics complains that shortages of such talent occur in 
one geographical area while an overs·upply of the same kinds of 
workers prevails in other areas [ 3 ] .  Presumably such observations 
are based on the interarea recruitment program of the public employ
ment service. In the absence of a job vacancy series and more 
complete use of the employment service by high quality workers, 
the direct evidence available is insufficient to support a judgment 
on the magnitude of this problem. Indirect evidence, such as might 

' A  somewhat different scale was in use in the early part of the recovery, but 
the difference is of little importance to a cross-sectional view. 
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be found in the relative movement of wages by occupation and place, 
is becoming more abundant thanks to the Bureau of Labor Statistics' 
expanded occupational wage survey program. 

The mobility studies agree that industry attachment tends to be 
disguised occupational attachment. It is change in the occupational 
more than in the industrial structure of employment that most strains 
the adaptive capacities of the labor force. In general, however 
high may be the propensity of workers to change occupations and 
industries, the concept of noncompeting groups appears to have lost 
none of its relevance. There are no estimates of the number of job 
vacancies nor of the number that would remain unfilled if worker 
ignorance and transfer costs were assumed away. Seymour Harris 
guesses that "adequate manpower training, area redevelopment and 
vocational programs might cut unfilled vacancies by at least 500,000, 
thus reducing e.xcess unemployment by at least one-third" [ 6] . The 
present remedial programs fall very short of that order of magnitude. 
Moreover, because of the suspected large number of low-skilled 
workers and women who only await a more attractive labor market 
to enter the labor force, estimating the need for training programs 
is especially difficult. 

VI 

To recapitulate, if the labor market is better to serve the objectives 
of full employment at stable prices, including full employment for 
nonwhites and the millions of ill-prepared youths who are entering 
the labor force, progress can come either from increasing wage 
flexibility, from improving worker mobility-especially by increas
ing the employability of unskilled workers-or from both together. 

Given the downward inflexibility of wages and prices, it is the 
task of monetary and fiscal policy to lower the unemployment rate 
from the 5 to 6 per cent level prevailing since 1958. But as the 
Wage Guideposts statement attests, our wagemaking arrangements 
may threaten price stability before we attain an acceptable level of 
employment, and thereby make more difficult further reduction in 
unemployment. Similarly, despite the concentration of unemployment 
among low-skilled workers, there is but limited evidence of relief 
appearing in the form of a widening of the wage rate spread between 
less and more skilled work. Such evidence as there is takes two 
forms : the long-run trend toward compression seems to have been 
arrested since the early 1950's. Secondly, there has been an inter-
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industry shift-away from the employment of operatives and laborers 
in the goods sector and toward the low-wage service industries. 
Unfortunately for unskilled males, however, the bulk of the rise in 
such employment has been for women. As Long suggests, the 
women often are better educated and accept lower wages. 

Annual earnings of skilled workers have increased more rapidly 
than earnings of unskilled workers since 1950, but this seems to 
be a reflection chiefly of differential exposure to unemployment. Also, 
it is to be noted that the 1961 amendments to The Wage and Hour 
Law will not cease pushing up the wage floor until September 1965. 

Similarly, it is not realistic to expect an increase in wage flexibility 
in collective bargaining of a type that would stress wage structure 
rather than general wage changes. True, high unemployment does 
dampen the rate of general increases. But while this is one type of 
wage flexibility, it is not structural flexibility. Unfortunately, it is 
all that we can probably expect but not enough to make a positive 
contribution toward achieving full employment. Wage adjustments 
tailored to the labor supply and demand situation of individual 
establishments are the kind that would be most effective. The 
postwar record indicates that as far as the wages of production 
workers are concerned, often we do not even find such tailoring at 
the industry level. There have been repeated observations of an 
absence of short-run positive correlation between wage and employ
ment changes by industry. Instead, profits [ 4] and wage parity are 
found to be among the major elements that condition union wage 
demands and nonunion wage expectations. Neither, needless to say, 
necessarily lend to the labor market those qualities that make for 
low unemployment or equalization of net attractiveness among jobs. 

VII 

The proposals that have been advanced to improve efficiency in the 
labor market are varied and often wonderful to behold. At one 
extreme is the judgment that if improvement is to come, it can 
only come from the unions committing hara-kiri-capitalism and 
unionism cannot co-exist. At the other end of the scale are the 
champions of unrestrained "free collective bargaining," although 
even in this camp one suspects an awareness of the inevitability of 
continued assertion of the public interest in wage decisions. 

Generally speaking, aside from occasional urgings to strengthen 



126 INDUSTRIAL RELATIONS RESEARCH AssociATION 

the placement service, most of the proposals, not surprisingly, have 
dealt with the pricing of labor, either directly or through suggestions 
to modify public policy toward collective bargaining. Of late, there 
has been a marked increase in emphasis on training and relocation. 

In terms of the actual adoption of wage policy, as everyone 
knows, from occasional appeals for restraint we have moved to 
admonition with guideposts-in effect to a policy of appealing to 
the parties who enjoy market power more or less to simulate the 
behavior they would be obliged to pursue if they did not have market 
power. Thus far, the guideposts have been ignored in the transporta
tion industry and most notably in construction, despite the prevalence 
of substantial unemployment in the building trades. The prescription 
that average wage gains not exceed the rate of secular overall im
provement in output per manhour means that some wages should 
increase less than others. In those industries where workers are 
in excess supply, below average increases are called for. But for 
this to occur, there has to be an appropriately distributed supply of 
patsies. In the face of the current and projected shift in the distribu
tion of employment away from the unionized sectors, the relatively 
high wages characteristic of unionized industries, and the unlikelihood 
in the next several years of a dearth of job applicants at these wages, 
the guidepost policy seems destined not to enjoy a fortuitous con
gruence of market power and market forces. 

If the guideposts fail while the need continues for a substitute less 
onerous than high unemployment, attention may return to some of 
the other proposals that have been put forth. These include advance 
notice of impending wage and price changes ; subjecting "key" 
industries to utility-type controls ; additions to the list of proscribed 
bad practices with respect to the exercise of union power ; direct 
wage and price controls ; subjecting unions to antitrust-whatever 
that may mean ; and reducing the scale of collective bargaining to 
the enterprise level. For the latter proposal to work, as its author, 
H. Gregg Lewis indicated, large firms must be made into smaller 
firms to whatever degree is necessary in order to cope with the 
problem of follow-the-leader collusion in concentrated industries [ 1 1 ] .  

Among still additional proposals, one would refer the wage 
determination process to a system of universal job evaluation [ 15 ,  
pp. 263-66] .  Another, a refined version of  the guideposts, contem

plates a system of labor market indicators that would reveal the 
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balance of supply and demand in each occupational market ; by 
applying an appropriate wage change formula to these indicators, 
optimal allocation will result (9] . 

The foregoing list of proposals does not exhaust those that have 
been advanced to improve the workings of the labor market through 
modifying our wagemaking institutions. Nevertheless, it is perhaps 
sufficient to indicate that the kinds of proposals that are consistent 
with decentralization and competitive pricing are remote of realiza
tion. Foreign experience confirms this impression. 

However, in the past few years interest in wage determination has 
been rivalled by a concern with the structure of unemployment and 
investment in man. The fruits of these developments are illustrated 
by the Manpower Development and Training Act and by such re
search as is reported in the Investment in Human Beings volume 
(25 ] .  The question thus arises to what extent economic analysis, 
newly expanded to embrace investment in training, in migration, 
and so forth, may be able to throw light on the possibilities of 
offsetting, by means of such investments, the mischief that insufficient 
wage flexibility imparts to the labor market and to the economy. 
For example, just as workers who moonlight or work long hours 
at one j ob do not necessarily reduce j ob opportunities for the unem
ployed, so similarly is it likely that not all unemployment is equally 
effective in holding wage changes to a noninflationary pace. Nudging 
the Phillips curve to the left may be expected to require a mixture 
of monetary policy and remedial manpower programs. The under
development of our mobility-improving policies may first and fore
most result from the greater ease of ignoring chronic looseness in 
the labor market than chronic tightness. It is of interest to note in 
this connection that Sweden is both less inhibited than we are about 
the application of Keynesian prescriptions and also is geared to 
accommodate as much as 1 per cent of her labor force in retraining 
programs [27, p. 966] . 

Prodded by a concern with the hostile nature of the labor market 
for Negroes and noncollege youth, public support for training pro
grams may be expected to widen and deepen. Also, while the United 
States may have exceeded most other industrialized nations in 
arming her labor movement with legal aids to win wage increases 

at high levels of unemployment, we seem least prepared to accept 
the possible price level consequences of that handiwork-probably 
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even without respect to the balance of payments problem. At the 
same time, we have done comparatively little to relieve the alternative 
result, unemployment, as is apparent when our pre-employment 
training, apprenticeship, and relocation efforts are measured against 
certain foreign programs. Research that will help estimate the po
tential of improving mobility as an offset to insufficient wage flexibility 
is likely to be one of the things economists will be doing more of 
in the years ahead. 

That the offset may be only partial inheres in the logic of the 
market, in the sense that efforts to improve quantity adjustments 
are always in danger of being neutralized in part or in whole by 
perverse price adjustments. But while price and quantity adjust
ments may claim equal imporatnce in allocation theory, they are 
not equally susceptible to efforts to raise the efficiency of the labor 
market. The more the concern of government with wage decisions, 
the closer we come to the inefficiencies of wage and price controls. 
However, training programs which increase the productivity and 
hence the employment prospects for individual workers need involve 
no such liabilities. 
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THE FEATHERBEDDING PROBLEM 

PAUL A. WEINSTEIN 
Columbia University 

A growing number of disputes appear to involve the problem of 
featherbedding. At the heart of these conflicts is the question of who 
should bear the cost of technological change. While there are a number 
of theoretical alternatives to technological displacement, featherbedding 
is the most satisfactory from the position of both the union and the 
potentially displaced workers. There has been increasing pressure on 
unions not to resort to featherbedding demands, but external pressure, 
even when directed by the President, has not proved effective. Some 
collective bargaining agreements have offered alternatives to feather
bedding when there is a structural change, but the advice to follow the 
lead of constructive agreements that propose to end constraints on 
firms and effect a better utilization of our manpower resources has 
gone unheeded. The failure to settle featherbedding issues has cast 
doubt upon collective bargaining and the market as an appropriate 
institution. 

This paper will treat the following topics : first the necessary and 
sufficient conditions for the emergence and continuance of featherbed
ding ; second, the impact of the featherbedding rules on decision making 
in both the short and long run ; third, alternatives to featherbedding 
for meeting structural unemployment. 

I 

CONDITIONS FOR FEATHERBEDDING 
Employment insecurity gives rise to featherbedding under special 

circumstances. The following generalizations are significant in under
standing the acceptance or rejection of this particular response to the 
problem of insecurity. 

Featherbedding occurs in industries that are characterized by 
non-competitive operation prior to formalization of the rules. The 
economic environment for featherbedding is very similar to that 
required for racketeering. In both cases the firms must have some 
expropriatable surplus, or else the working rule or extortion leads to 

I wish to thank : D. Brody, D. Dewey and A. Warner for their comments. 
This paper was prepared with the aid of a grant from the Research Council 
in the Social Sciences of Columbia University. 
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downward instability. In the main, the distinction between these two 
phenomena are in the utility functions of the maximizing institution 
and the division of the rewards. Therefore, it is inappropriate to 
examine the impact 1 of the rules on the assumption that they disturb 
an optimal competitive position. 

For example : the industries protesting most about these rules, 
and where in fact they are found in abundance are the transportation 
industries and the building trades. Both are non-competitive in char
acter. The railroads for example are under extreme control in nearly 
every activity, from quality of product to price, while the building 
trades continue to be a hotbed of localized monopoly in which the 
government has a role through licensure and demand. Given this state 
of affairs some might suggest we dismiss the problem merely as one of 
internal allocation of quasi-rents. Featherbedding ties up manpower 
in unproductive activities and to dismiss the problem as one internal 
to the firm leaves the larger manpower problem unresolved. It is 
better to have a higher utilization of human resources even if there is 
monopoly, though quite obviously it is best to free both labor and 
product markets. 

The spread of these practices, which increase costs, to competing 
industries reduces one of the constraints on the union imposing them. 
The rationale is identical to the explanation of the failure of feather
bedding in pure competition. The market restraints on unions are 
diluted when competitive industries work under similar circumstances. 
For example, it is clearly advantageous to the railroads to have air
lines face the problem of manning requirements on jet services, as 
well as the problem of restrictions on abandonment by public authori
ties. A great comfort to the Brotherhood of Locomotive Firemen and 
Helpers should be the increase in the crew consist on some commercial 
airlines resulting from the joint demands of flight engineers and the 
Airline Pilots Association. 

The unions involved in featherbedding are narrowly organized 
along craft lines. There is almost a total absence of these rules in 
industrial or multicraft unions. The economics of this is important in 
understanding the role of the market in eliminating restrictive prac
tices and restricting their introduction. The advantages of feather
bedding accrue to a specific group, and this serves as a restraint upon 

1 Norman ]. Simler, "The Economics of Featherbedding," Industrial and 
Labor Relations Review, ( October 1962) , 100. 
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gains to other workers in the firm. In an industrial union small groups 
rarely elicit the support of the entire organization for their own narrow 
ends, because the larger group has nothing to gain. 

Union rivalry also leads to featherbedding as a defensive strategy. 
Featherbedding is found when there is a cluster of craft unions in an 
industry. These unions abide with each other under unstable condi
tions for a number of reasons. The organizations are competitive, 
pursuing individual goals with little regard for the impact of their 
policies on non-member employees. 

A current dispute in the airline industry concerns the manning 
of the third seat in the cockpit. Should it be a member of the Flight 
Engineers with some pilot training or a pilot with an engineer's 
license : One result of course has been the three pilot-one engineer 
crew on some lines. The Emergency Boards examining this dispute 
have pointed to the need for union merger as a necessary condition 
for the settlement of the problem. 

While employment goals of unions are not frequently dominating, 
much of the literature on trade union utility functions implies that this 
is an aberration. These older models of trade unions like those of 
Fellner, Ross and Dunlop were influenced by the flush labor markets 
of the 1940's. Such a position can hardly be accepted in the light of 
recent labor experience. While an interest in employment has long 
been noted in craft unions, one notes the growing interest of industrial 
unions in employment security. More and more we observe union 
leaders placing increased emphasis on employment factors rather than 
on wages. The type of activity pursued by unions with employment 
interests varies markedly from featherbedding at one extreme to the 
program recently effected by Kaiser, the I.L.A.-P.M.A. and Armour. 
It would appear that there is a series of alternative trade union utility 
functions and that there is a need for a systematic analysis of why a 
trade union chooses one alternative rather than another. 

The technological requirements for featherbedding are at least as 
important as the industry and union structure. An almost universal 
characteristic is the gradual substitution of one form of technology for 
another. The displacement is evolutionary, wiping out the wage-rent 
differential of skilled groups. This type of change, establishes the 
conditions for the imposition of the rules, as well as pointing the way 
toward their elimination. Thus, the type of rule we are concerned with 
arises shortly after the commercial introduction of a technology that 
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is likely to adversely affect a relatively small, and usually skilled, 
group in the work force. Quite frequently featherbedding emerges 
from the carrying forward of a set of practices appropriate for one 
technology to another, where it is alien. 

The specific labor groups engaged in featherbedding do not allow 
employers to modify the job assignments of workers. This fact along 
with analysis of broader categories of inputs implies that the elasticity 
of substitution for specific groups in a firm is zero or close to it.2 To 
analyze the effects of featherbedding with the aid of a Cobb-Douglas 
Function 3 having a positive constant elasticity of substitution for 
other factors appears most inappropriate. The results using that model 
implies that the marginal productivity of capital increases as a result 
of featherbedding, a conclusion that evaporates when a more realistic 
production function is employed. However, this is an empirical prob
lem, and one that needs examination before a definitive answer to the 
impact of featherbedding can be provided. 

II 

THE IMPACT OF RESTRICTIVE RULES 

There are two avenues of analysis open : static analysis, which is 
fairly well developed, and dynamics, which is largely in an embryonic 
state. Some conclusions about featherbedding under static conditions 
are summarized, while some interesting dynamic questions are posed. 

Theoretically a featherbedding rule could require a fixed amount 
of labor to be hired for a specified economic period. Under this pro
cedure labor would be a semi-variable cost and thus be analogous to 
any other lumpy factor. 

However, the rules considered under the rubric of featherbedding 
do not specify that a fixed amount of labor be hired. On the contrary, 
they usually call for the retention of an existing labor/output ratio. 
Examples are the "bogus" role, double heading and standby. In each 
case the amount of redundant work to be performed by the firm is a 
function of output thus affecting the height and slope of variable costs 
and given the structure of the industry, reduced output. Consequently, 

2 K. J. Arrow, H. B. Chenery, B. S. Minhas and R. M. Solow, "Capital 
Labor Substitution and Economic Efficiency," Review of Economics and Statis
tics, Vo. XLIII (August, 1961 ) ,  225-250 also : J ora R. Minasian, Elasticity 
of Substitution and Constant Output Demand Curves for Labor," Journal of 
Political Economy, Vol. LXIX, No. 3 (June, 1961 ) ,  261-270. 

"Norman ]. Simler, Op. cit. 96, 97. 
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we can say that the rules reduce output and raise costs and prices 
in the short run. 

The first dynamic question concerns the impact of featherbedding 
on supply. Does the existence of featherbedding affect the labor supply 
function ?  Unfortunately this is not easily answered, but let me point 
out the implications under either of two sets of conditions. First, if 
we assume that there is some onus connected with a job that is reputed 
to involve featherbedding then the supply to the industry would shift 
to the left and in the extreme would possibly disappear, i.e. would be 
perfectly inelastic at zero offerings over the relevant wage range. In 
the long run, the problem might then be self-correcting from the 
supply side. An alternative would be for the wage rate to be adjusted 
upward to compensate for the disutility of being in an undesirable 
occupation. Thus, a consequence of featherbedding would be an up
ward pressure on wages that cannot be stopped in a short run. If the 
rule does not adversely affect supply, then the problem can never be 
self-adjusting from the supply side. This obviously opens the question 
to some other type of policy. 

A second dynamic problem concerns the impact of the rules on the 
rate of technical change and investment. It is commonly assumed that 
these restrictive rules retard progress. Clearly the intent of the rules 
is to lower the marginal efficiency of investment on labor-saving 
changes. The employer is not free to reap the full cost-reducing ad
vantages of the change and unless the demand for the final product is 
perfectly inelastic some of the increase in cost must be shifted to 
ownership or other factors. The meager work on this problem is 
inconclusive, but indicates that the rules have some, though marginal, 
negative effect. I would argue that it is theoretically possible for the 
rules to stimulate change under certain conditions. 

Let us assume that there is a new technology that allows the 
production of a product without the use of a factor used in the old 
technology. Assume further that there is a rule requiring a fixed 
labor-output ratio for one of the factors. Then the level of the feather
bedding cost as measured by the slack variable depends on the mix 
of the two techniques. In the early stages of the substitution of the 
technologies there is little of the new and much of the old. Therefore 
the cost of the rule is minor. However, the more the new technology is 
substituted for the old, the higher is the relevant featherbedding cost, 
the maximum cost is obtained prior to the complete substitution of the 
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new technology. When the last unit of capital using the old inputs 
is scrapped, the workers are entirely superfluous. The absolute cost 
of featherbedding through time depends on the length of time it takes 
to complete the change in technology. If this is perceived, then the 
featherbed rule should foster the more rapid introduction of a new 
technology and one that is radically different.4 While research on this 
is not complete it is suggested that this model is fruitful in explaining 
the history of the dispute concerning crew consist rules in the rail
roads. The critical factors are thus the character of the new produc
tion function and the time period between introduction and total 
substitution. 

A less optimistic result comes about if it is assumed that some 
skills are still required even under the new technology. In this in
stance one sees that the problem is not corrected from the demand side 
and in fact may grow at a rate consistent with the increase in some 
parameter, such as the amount of matrix work in the printing trades. 

In the former case, that involving the complete change in tech
nology, the market can resolve the problem of the firm in the long run, 
but not in the latter case. Given that there are supply and demand 
conditions which may forestall a resolution of the problem is there 
any way out of the featherbedding dilema ? One might also point out 
the fact that even though the problem, say from the supply side, is 
soluble in the long run it may be deemed that the period is too long, 
both from the firm's position as well as in tying up manpower 
resources. 

III 

PluvATE PROGRAMS 

The threat of technological unemployment can give rise to programs 
to ease the adjustments. Recent experiments such as the Armour, 
West Coast, and Kaiser agreements have been proposed as models to 
be followed in other agreements. The advantages of these plans are 
that they are arrived at privately and do not countenance redundant 
labor. It would appear that the market is effective in ending the prob
lem of featherbedding by providing a more attractive alternative to the 
parties. Are these programs desirable alternatives ? If they are desir
able, what conditions are necessary for their adoption ? 

Longshoring has a fragile existence as a separate industry or trade. 

• This assumes absence of cooperation by other unions. Supra. 
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The rationale for a separate union stems from the historic irregularity 
of shipping, yielding a fluctuating labor demand and with low integra
tion in the industry, separate and corrupt unions.5 Whenever the trade 
is regularized, as in coastwise shipping, or the market decasualized, 
through restricted entry in the hiring hall, the unions cease to have a 
separate identity and become submerged into teamster or ocean ship
ping unions. The restrictive rules have arisen out of the corrupt, 
casual labor market and have tended to disappear with organization. 
Faced with technological change, as well as hostility from the Team
sters, the I.L.W.U. leadership pressed demands on their membership 
for a program that allowed management to institute work rules 
changes. The quid pro quo was a management financed fund of some 
$29 million to be used for early and regular retirement benefits, death 
benefits, and the stabilization of workers' income against declines due 
to changes in technology. The primary burden of disemployment 
resulting from technological change was to be borne by the workers 
last to arrive in the industry, many of whom are not members of the 
union. The union agreed not to object to alterations in rules and 
new technology, except in the case of speed-up. However the I.L.W.U. 
have opposed changes quite regularly as shown by the heavy use of 
arbitration. 

The agreement has been advantageous to the parties. Management 
has added flexibility. The union has ended the hostile period with 
management and can concentrate on protecting itself against the Team
sters, and resolving international problems. 

In the meat industry, the Armour program has devoted consider
able energies in studying displacement problems caused by plant 
shut-downs or elimination of divisions, as well as alternative ways of 
dealing with the workers' problems. The Armour Automation Com
mittee has sponsored useful research that has resulted in some steps 
that have aided the displaced. For example, an early warning system 

for plant shut down and the T.A.P. program. The activities that have 
received most attention are in the labor market sphere of retaining 

and placement. 
Featherbedding was never an alternative open to the meat industry 

unions. The structure of the industry precluded such strong union 
policy. The emergence of new plants and firms in geographic areas 

• The corruption arises from the ease of discriminating pricing. 
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that are difficult and costly to organize, as well as lower entry barriers 
have made the industry more competitive. 

The unions in the meat industry show increasing dissatisfaction 
with this endeavor. This plan has been in jeopardy because of union 
frustration that reflects their inability to enforce an employment guar
antee solution. It is also important to note that this is the only plan 
that has actually lived with the problem of structural unemployment. 

The Kaiser sharing plan has as one of its activities a program for 
employment security in addition to productivity sharing. The plan 
allows the employer to introduce new techniques and alter work rules, 
but alleviates the insecurity usually associated with this. Workers 
displaced by technological changes are bumped into the plant-wide 
pool, maintaining their former wages. 

There has been no real test of the plan, and the high attrition rate 
at the Fontana plant makes it unlikely that the pool will be too costly. 
The high attrition rate, estimated at eight percent, and the twenty-six 
week eligibility requirement were originally viewed as being in excess 
of man power reduction due to altered operations. The company has 
brought the freedom to adjust procedures with an employment guaran
tee of dubious value. The union has acceded to changes in technology 
elsewhere and in fact is not known either for featherbedding or par
ticular concern about permanently unemployed steel workers. 

The reasons for this lack of interest in addition to the character 
of the union utility function, is basic to understanding, the limited 
role of private agreements in handling the displaced. These programs 
are adequate for avoiding conflicts, but are not in fact perfect sub
stitutes for featherbedding, as the institution of featherbedding or its 
continuance in the case of longshoring was not a real alternative. 

The cause of featherbedding is employment insecurity. The re
strictive rules maintain jobs for the displaced. The alternative for 
featherbedding is the placement of displaced workers in other jobs 
and this normally means outside the firm or industry. While the 
Armour program attempts this, it is at once hampered by the in
adequacies of public services and is an alternative to public serv
ices. Labor market functions performed by either the former 
employer or union are likely to be on a crisis basis. To adequately 
move workers from their old jobs implies careful planning based upon 
labor market surveys, employment projections and training techniques 
in diverse industries. To invest in this activity would require a con-
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siderable incentive, and it is on this point that the future of these plans 
in handling employment insecurity breaks down. 

The return to both labor and management of shifting workers 
smoothly out of their own province is either zero or close to it. What 
incentive is there for a particular union to invest in preparing workers 
for membership in another union, and, a fortiori, management investing 
for the benefit of other firms. Today the Armour Automation Commit
tee is resorting to public services more and more-for these are best 
suited for handling the real problems. The main contribution that the 
programs can make is in mobilizing the public service. However, a 
really efficient service would hardly need this catalyst. 

CoNCLUSION 

While the market through substitution can end the problem of 
redundant labor under specified conditions, it can only offer a super
ficial answer to the real problem of union insecurity. Both the limited 
interest of labor and management and the technical requirements of 
appropriate labor-market policy require that a more vigorous program 
of public labor-market activity be adopted. Further, it is to the interest 
of the economy to broaden the industrial basis of union organizations. 
The market does not seem to aid, and in fact may retard, broader trade 
union organization. Without the broadening of their scope, even plans 
for labor-market activity as positive alternatives to featherbedding may 
collapse against the weight of organizational self-preservation. 



WILLIAM G. BowEN 

Princeton University 

DISCUSSION 

In accord with the division of labor suggested by our chairman, 
I shall confine my comments to Professor Raimon's paper. 

The policy observations presented in his paper rest on certain 
assertions about the operations of labor markets, and so it is perhaps 
best to begin by considering the most basic of these assertions-namely, 
that "anticompetitive institutional pressures" on wages of various 
groups ( especially production workers in manufacturing) seriously 
impair the effectiveness of relative wages as an allocative mechanism. 
Let me say at the outset that, in company with most of my fellow 
economists, I accept the general thrust of this argument. What is 
difficult for me is to arrive at judgments with regard to the magnitude 
of this problem and the policy implications. 

Raimon has not pretended to present the results of new, intensive 
research which would ease these judgment problems. Instead, he has 
cited earlier labor market studies as offering "strong support for this 
anticompetitive institutional control of the labor market." His inter
pretation of this literature seems a bit onesided, however, in that he 
does not mention the studies of Rees and others, which show the im
portance of underlying market forces and emphasize the ease with 
which one can exaggerate the role played by institutions as such. 

Also, Raimon's assertion that there have been "repeated observa
tions of an absence of short-run positive correlation between wage and 
employment changes by industry" seems to me to be somewhat mis
leading. The Eckstein-Wilson study makes use of an industry-unem
ployment variable as one of two main explanatory factors ; and my own 
empirical study of postwar wage behavior revealed a significant posi
tive correlation between industry employment and average hourly 
earnings of production workers during relatively good times (but not 
during periods of high unemployment) .  Finally, it is worth recalling 
that most of the existing empirical studies stress the positive inter
correlation between profits and employment, and the resultant diffi
culty in identifying the role of employment changes alone. 

In addition to mentioning past studies, Raimon supports his in
efficiency-of-the-relative-wage-mechanism argument by citing figures 
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showing that between 1947 and 1961 disbursements per salaried worker 
in manufacturing increased at a slower rate than comparable earnings 
for production workers, even though salaried worker employment was 
expanding and production worker employment declining. In interpret
ing figures of this kind, it should, I think, be borne in mind that part 
of the explanation here may well run in terms of the relatively high 
elasticity of supply of female salaried employees, who are more apt 
than men to move easily into and out of the labor force (rather than 
into and out of unemployment) in response to changing labor market 
conditions. Furthermore, since vVorld War II there have been a num
ber of factors operating to produce a pronounced rightward shift in the 
supply curve for female labor. 

By these observations I do not mean to imply that I disagree with 
Raimon's basic point. Both previously published research and the 
more recent figures he cites suggest that relative wages are less sensi
tive to balances between supply and demand than would be desirable 
from the resource allocation standpoint. I do mean to suggest, how
ever, that I think Raimon overstates the point, that relative wages are 
not as unresponsive as he implies. 

I also have the impression that Raimon overstates the role of 
unions in preventing wage flexibility. Many studies have suggested 
that the policies of large companies (generally in the manufacturing 
sector) are themselves a source of wage rigidity. Such companies are 
often anxious to preserve their reputation as "good places to work," 
are cognizant of the investment they have made in trained workers, 
and are conscious of the cost of changing complex wage structures in 
response to what may be short run changes in demand and supply 
conditions. 

Looking ahead, Raimon sees no reason to expect collective bar
gaining to produce more flexibility of the wage-structure type. Be 
this as it may, collective bargaining is covering a smaller and smaller 
proportion of the work force each year, and so collective bargaining 
as an institution may be expected to become somewhat less important 
as a determinant of the overall wage structure. Also, as (if) the overall 
level of unemployment falls, I expect that we shall see more relative 
wage changes in the "right" direction than occur when total unem
ployment is high. This guess is based on the premise that as general 

labor market conditions improve competition for skilled workers and 
white collar employees will push up their wages relative to the wages 



DISCUSSION 141 

of production workers faster than during periods when total unem
ployment is high. 

Turning now to policy issues, we should first note that Raimon is 
concerned about relative wages and labor mobility primarily from the 
standpoint of the inflation-unemployment problem, not from the stand
point of efficient resource allocation in the Pareto sense. He asserts 
that our country's tolerance for unemployment is lessening, and 
right here I must register a dissent. It seems to me quite probable 
that our prolonged exposure to 5+% unemployment has led to an 
upward revision of what most people consider to be "normal" levels 
of unemployment. 

I agree with Raimon that there are no obvious, practical ways of 
significantly increasing relative wage flexibility, though, as stated 
earlier, I am more optimistic than he is as to the outlook for wage 
flexibility. 

I am most seriously bothered, however, by Raimon's closing policy 
assertion-that countering rigidities and immobility by training pro
grams which increase the productivity and employment prospects of 
individual workers need involve no inefficiencies. To be against retrain
ing these days is like being against love and good works, and I am not. 
But I do suspect that some of us, most of whom are in the business 
of teaching and training, have a natural tendency to exaggerate a bit 
the likely success of massive retraining schemes. Training is not, of 
course, costless ; and I am convinced that in this area as well as all 
other areas one can reach a point at which the rate of return makes 
further expansion of the activity uneconomic. When such a point is 
reached (and I am not suggesting we are there now) , to continue to 
attack an allocation problem by attempts at retraining can be grossly 
inefficient. 

GEORGE H. HILDEBRAND 
Cornell University 

DISCUSSION 

Professor Weinstein has sought to provide a theoretical analysis of 
"featherbedding"-the conditions under which it appears, its impacts, 
and alternatives for dealing with the underlying problem of labor 



142 INDUSTRIAL RELATIONS REsEARCH AssociATION 

displacement. I am in agreement with much that he has to say, and 
applaud his courage in facing up to the issues instead of retreating 
into a lot of neo-Luddite sentimentality. 

However, I find his approach unsatisfactory in some respects. 
Fruitful study of the featherbedding question requires, first, that the 
problem itself be clearly identified, and, second, that attempts to formu
late a "pure theory" of featherbedding ought to follow, rather than to 
precede, a detailed study of the evidence. The main drift of economic 
theory today too frequently departs from this simple canon of good 
science. The sin of the Institutionalists was that they put too much 
emphasis upon gathering the facts first, although they did compara
tively little in this regard, and that they had too little theory with 
which to inform and guide their efforts. The opposite fault dominates 
the scene today : too much theorizing in vacuo and not enough testing 
of implications. I do not suggest that Professor Weinstein is a full
fledged sinner in this respect, but I do think that his approach would 
be strengthened if he had put off generalizing in favor of more detailed 
study of the phenomenon with which he is concerned. 

I cannot find in his paper an explicit definition of what feather
bedding is. Is it to be identified with continued enforced manning of 
obsolete jobs, with excessive crew sizes, with limitations upon output, 
with obstruction of new techniques, with required performance of 
unneeded work, with strict partitioning of tasks and work jurisdictions, 
or with some or all of these together ? These practices vary from 
industry to industry. Not all of them take their rationale from make
work objectives .. Often they represent compromises over conflicting 
equities regarding fair work loads. Absent standards of absolute 
justice in these matters, it becomes very difficult to isolate and to 
measure the make-work component. Beyond this, even where make
work is the guiding intent, its origins can be diverse, and no single, 
unified theoretical explanation will account for all cases. 

To illustrate, Weinstein attributes featherbedding to "employment 
insecurity under special circumstances." One of these, he says, is that 
the industry has to be "non-competitive" before the rule is introduced. 
Another requirement, he asserts, is that there be present a multiple 
structure of narrow craft unions. Another is that a new technology 
gradually must be displacing an older one. 

Exceptions exist here all along the line. The railroads were by no 
means a monopolistic industry in 1939 when the freight diesel came into 
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over-the-road use. They are not so today. But they do have a problem 
of unneeded firemen, because federal and state legislation has denied 
them all opportunity to solve it. Take another case : industrial unions 
in manufacturing in some instances have prevented employers from 
contracting out maintenance work. Are we to conclude that these 
industries are non-competitive and have a craft structure ? 

The origins of restrictive rules are also diverse, and need not derive 
from shrinking job opportunities, granting that in some cases they 
have. On the railroads, the fireman's job is almost wholly obsolete. 
But given the numerous shock-absorbers the roads have offered 
these men to ease the transition, the problem is not basically one of job 
and income protection. Rather, it is a political one. The leaders of the 
union simply do not propose to go out of business except for passenger 
runs. 

Further insights would be gained, I believe, from sorting out more 
carefully the underlying causes of employment insecurity. Does it 
arise from technology alone, as with the fireman ? Is it made worse by 
a secularly declining product market, as is now affecting all employ
ment on the railroads ? Or is it the consequence primarily of anti
competitive wage-raising, which creates labor surpluses and leads to 
work rationing and restrictive devices, as in the construction trades ? 
Obviously, the causes of insecurity can be diverse. They issue in 
different types of featherbedding, and they call for divergent solutions 
to the problem itself. 

I turn now to the impacts of featherbedding. Weinstein argues in 
the abstract that restrictive rules may accelerate the substitution of a 
new technology. His case is persuasive. As the changeover proceeds, 
the cost of redundant labor rises, reaching its peak just before transi
tion is complete. Thus the employer has incentive to get rid of the 
loss as soon as he can. To Weinstein, these principles suggest a fruitful 

way to approach the problem of "crew consists" on the rails, conclud
ing that "the market can resolve the problem of the firm in the long 
run." But matters will not turn out so happily, he adds, if the new 
technology retains a requirement for some of the old skills. 

A priori, rising costs ought to lead to efforts to economize, here to 
get rid of unneeded hands. But this market force is strangely absent 
on the railroads, and for good reason. Since 1956 the carriers have 
been trying to eliminate the freight fireman, to introduce a realistic 
definition of a fair day's work, and to obtain other modernizing reforms 
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in the use of manpower. They initiated their belated efforts at that 
time because their net revenue had begun to slip alarmingly. Control 
of costs had become the price of survival, and so a frontal attack upon 
now intolerably wasteful ancient practices became mandatory. Even 
before this time, the roads had achieved a remarkably rapid increase 
in labor productivity, one that has been well sustained. However, 
practically all of it has been won by indirect devices : bigger and faster 
power, longer trains, larger equipment, less helper service, more effi
cient sorting yards, highly mechanized off-track maintenance, and 
ruthless elimination of extra-marginal services. In the outcome, these 
changes have yielded more ton-miles and more revenue per labor 
hour worked. 

But virtually none of them has involved revisions of job structure, 
of manning requirements, or of the amount of time to be worked in a 
basic day. There are two reasons for this. The unions have steadily 
refused to take a long-run view, to admit that total job opportunities 
depend above all else upon the ability of their industry to compete 
against heavily subsidized, undertaxed, and largely unregulated com
petition, that is, upon its ability to cut costs and rates, and so enlarge 
its share of the product market. In this respect, featherbedding has 
hastened the attrition of employment by the grim process of speeding 
the demise of the industry itself-hardly the long-run solution con
templated in Weinstein's model. Undoubtedly, as he suggests, this 
blindness of vision in the leadership of the railroad unions derives 
in some part from the craft structure with which the industry is beset. 
There also seems to be a price that must be paid simply for being old. 

Second, the firms in the railroad industry have been barred from 
a long-run solution by detailed and extreme statutory control of their 
relations with the unions. For years there has been no real collective 
bargaining in the industry because public policy rules out the strike, 

and because the whole system of intervention generally has favored 
the unions' cause. The recent case of the Florida East Coast is a per
fect illustration of the point. And so we have the tragic spectacle of a 
great industry, replete with high promise of efficiency superior to its 
competitors in so many ways-as ample foreign experience shows
undergoing slow economic strangulation at the hands of the unions 
and the government. The work-rules case is now approaching its ninth 
year. When will the noose be loosened, if before the point of death ? 

Let me turn now to Weinstein's views about the West Coast long-
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shore plan. I disagree that the longshore attrition scheme does not 
countenance redundant labor. It requires that all those on the present 
registered list continue to be offered employment and to be guaranteed 
standard weekly earnings, regardless of required time to be worked 
under the more liberal work rules now coming into force. Attrition 
will eventually wipe out this excess cost, but as of now it must be 
borne. It arises from the continued use of unneeded men. 

Also, I do not understand the assertion that with hiring halls and 
decasualization the longshore locals became "submerged into teamster 
or ocean shipping unions." I do not know whether this statement is 
intended to be descriptive or a characterization. However, it is a fact 
that the International Longshoremen's and Warehousemen's Union 
started life in 1933 as a branch of the old ILA, becoming independent 
within a year or so, and remaining such today. It is not a part of the 
Teamsters, nor of any of the seafaring crafts. Furthermore, the state
ment that in longshoring "the restrictive rules have arisen out of the 
corrupt, casual labor market and have tended to disappear with organi
zation" simply does not mean what its says. One of the basic issues 
in the great strike of 1934 was speed-up under non-union conditions. 
From the settlement of that dispute until 1959, the union fought might
ily and successfully to regulate gang sizes and make-ups ; sling loads ; 
sorting, piling, and stowage ; and the boundaries of its work jurisdic
tion. These rules restrained the employers' freedom of action, and one 
of their clear purposes was to conserve the work opportunity. It took 
a quarter-century for the union to change its position. 

Beyond question, the IL \i\TU's new approach was a courageous and 
forward-looking step, introduced into an industry where, as with the 
railroads, employment had been slowly shrinking for some years. 
Indeed, this was the very reason why the leadership decided upon a 
change of stance toward efficiency. On the railroads, I note for the 
record that the carriers accepted the same basic principles as are em
bodied in the West Coast plan, as put forward by the President's 
Commission early in 1962, as made somewhat more generous toward 
the men by the Emergency Board in 1963, and as liberalized further 
by the special tribunal created by statute last August. In short-and 
not without misgivings-the carriers offered to use a substantial part 
of their prospective savings from modernization of work rules to ease 
the shock of transition. So far, they have gotten nowhere, partly 
because they are enmeshed in interminable legal proceedings, and 



146 INDUSTRIAL RELATIONS RESEARCH AssociATION 

partly because, as Weinstein suggests, the craft structure of the unions 
fosters obdurate resistance. If the roads are not to be allowed to 
follow the strategy of Eastern Air Lines toward the Flight Engineers, 
then some kind of statutory solution of the problem of obsolete bar
gaining structures seems the only alternative. 

Weinstein offers the concluding generalization that "restrictive 
rules maintain jobs for the displaced." This statement requires some 
qualification. These rules keep average variable costs at too high a 
level for viable competition. In a keenly competitive field such as 
railroad transportation, the effect is not to preserve jobs, but to 
destroy them. The reason is that non-competitive costs compel steady 
attrition of operations. In truth, therefore, the only ones who get any 
protection are the survivors, who could survive without it. The losers 
are the younger men, who are forced out as the very by-product of 
keeping the rules in force. 

However, I would agree that we require much stronger public 
programs to improve the functioning of labor markets, and to aid 
the mobility of labor. Wage and work-jurisdiction policies being what 
they are, the burden laid upon mobility is made far heavier than it 
would have to be under full freedom of competition. But the basic 
problem is not one of greater mobility alone. Our economy is beset 
with a deficiency in overall demand for products as well as for labor. 
Structural solutions will not solve the employment problem by them
selves. More than this, they will work more successfully if the trend 
rate of growth is increased. 

I turn now to a few remarks about Professor Lewis's highly im
portant effort to estimate the relative wage and employment effects of 
unionism. Unhappily, I must confess to some bafflement in attempting 
to understand his paper, because the underlying argument is unclear 
and obscure at several points. In part, no doubt, the reason is that the 

method employed to obtain the basic interindustry series in Table 1 is 
not actually set forth. Instead the reader is referred to the author's 
new book, published this very month, and which I have not been able 
to see. In consequence, most of my comments will take the form of 
questions. Perhaps these are also inspired by my own limitations in 
mathematics. 

Lewis is concerned with the impacts of unionism upon relative 
wages and relative employment He attacks the problem first on an 
aggressive level, by comparing two sectors. In Group A, the percent-
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age of unionization has been high throughout the period considered, 
while in Group B the contrary has been true. My first question is, why 
were salary employees included in both sectors ? Was it for limita
tions of data ? Given the lower propensity for these workers to join 
unions, their inclusion would seem to weaken the validity of the find
ings-how much, I do not know. 

Next, columns ( 5 )  and ( 6) refer to comparative extent of union 
membership. The method of computation is not clear to me, nor is the 
underlying evidence set forth. Do I assume correctly here that a value 
of unity in some given year would mean one hundred per cent unioni
zation in Group A, and zero unionization in B ?  Again, I do not know. 

I am also unclear about the meaning of columns (7) and (8) , the 
estimated relative wage effects of unionism over the years. Lewis 
says that the effect is expressed in common logs "per percentage point 
difference" in comparative unionization, presumably of the two sec
tors. If so, the reference may be to a regression coefficient per point 
of difference, which would be an estimated constant, I should suppose. 
But since the quantities in columns (7) and (8) are varying over 
time, other factors besides percentage point differences may be in
volved. Would one of these be the actual decimal point differences 
in unionization, year by year ? 

I come to a more important problem. What is the basic equation 
relating logs for relative wages to the variables upon which wages are 
said to depend ? How were the unemployment and price level vari
ables estimated and treated ? How good a fit was obtained for this 
relationship ? And how is this missing equation connected to the labor 
demand and supply equations on page 7 ?  Do we have, in fact, a 
simultaneous equation model in which all three are solved together, 
and their reciprocal interactions hence recognized ? If we take the two 
demand and supply equations and rearrange terms slightly to get rid of 
the brackets, we are confronted with a puzzle. The coefficient a turns 
up in both, first as part of the term log Wt on the demand side, and 
again as part of the term BtPt on the side of supply. Does this mean, 
as it suggests to me, that the relative wage effect on labor demand is 
the same as the �elative unionization effect on labor supply ? There 
must be an underlying theory to this, but I do not find it here. 

However, the main conclusions following from the aggregative 
study are not ones with which I would quarrel. I think it correct 
that unionism has raised relative wages, and has lowered relative 
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employment. But I wish that the exposition were fuller and more 
understandable. 

I have a few words to say regarding Lewis's findings for the 
bituminous coal industry. To estimate the employment effects of 
unionism here, he splits them into three components. One of these 
is the substitution effect. He adopts the assumption that constant 
elasticity of substitution prevails. Presumably this was in the form 
developed by Arrow, Chenery, Minhas, and Solow (Review of Eco
nomics and Statistics, August, 1961 ) .  Are we then to assume, as I 
understand these authors' formulation, that in bituminous coal perfect 
competition, equilibrium, and constant returns to scale continuously 
prevailed in this period ? If so, that is a large assumption indeed. 
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RESEARCH FOR ORGANIZATION THEORY AND 
MANAGEMENT ACTION : INTRODUCTION 

R. A. DuNNINGTON 
International Business Machines Corporation 

We were pleased when Bill Whyte suggested some months ago 
that we discuss our research experiences in IBM. We thought it 
would be useful from our point of view and, hopefully, interesting 
from your point of view. 

Involvement in coping with the day-to-day problems of develop
ing and conducting research, maintaining effective relationships and 
trying to keep abreast of new developments in the field, have kept 
us from reporting on our experiences. Just as important, however, 
is the fact that we are still learning and trying to understand the 
dynamics of doing research as members of an organization. We have 
many loyalties and ties in that organization and a very strong feeling 
of personal responsibility for what we do or say-for both professional 
and personal reasons. For this reason, the challenge of today's 
session has been a very real one for us-a challenge, we think, faced 
by anyone doing research of the kind we will be discussing today. 

Our major goal will be to focus on the utilization of research by 
the organization. There is no lack of methods, ideas, concepts or 
well-documented research findings in the behavioral sciences. The 
problem, as we now see it, is one of utilization of research for organi
zation improvement. We hope that what we have to say can be 
generalized to other organizations-government and voluntary or
ganizations, as well as other companies. 

We will discuss five general topics, each from our peculiar or 
unique circumstances of doing research from inside the organization. 

1 .  How the research activity was started. 
2. Our experiences in designing and conducting studies. 
3. Some of the findings of the research. 
4. Use of research for organization change. 
5. And, our role as catalysts for change. 

The approach will be that of a case study. To understand some 
of the impetus for research, it is important to have some background 
information about the company. As you know, IBM develops, 
manufactures and markets office equipment. 
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Early i n  its history it produced tabulating equipment and time 
equipment. This was a period of steady growth. During the past 
fifteen years, however, the company has experienced accelerated 
growth and change. Since 1946 the membership of the organization 
has grown from 17,000 to over 80,000 employees. During the period 
of 1950 to the present, eleven new plants and nine new laboratories 
have been opened. 

There have been major changes in technology. During the fifties, 
the change from electromechanical card equipment to computers and 
electronics came about. New generations of computers came in 
rapid order. In addition, the company moved into the field of 
smaller office equipment-typewriters, dictating equipment, account
ing machines. 

The implications of these events are evident. Many changes 
occurred in the work which was done by plant employees, salesmen, 
and maintenance personnel. New occupational groups emerged, such 
as programmers and systems engineers. New disciplines and greater 
numbers of people with graduate and advanced degrees have been 
employed. 

Midway during this period of growth came increased competition 
which accelerated pressures for innovation and over-all organization 
effectiveness. 

As many of you know, top management of IBM placed, and still 
places, great importance on providing good working conditions, good 

benefits, good pay, and job security. Also, there are no "hourly" 

employees ; all are on salary. During the thirties, layoffs were avoided 

by building inventories of parts and products. Traditionally, advance

ment has been from within. Systems of upward communication 

through an "Open Door Policy" and a Suggestions Program are 
given a great deal of attention, and as the company has grown larger, 

these have been supplemented by other mechanisms of upward, 
downward and lateral communication. 

This over-simplified and thumbnail sketch of the organization will 

perhaps provide some understanding of the environment in which we 

have been doing research. Now, for a description of the particular 
origins of the activity we will be describing. With growth, change 
and increased competition came problems-and with problems came 

-'if.arch behavior. Many things were done, among them the expansion 
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of the Personnel function, including the introduction of Personnel 
Research. 

This took the initial form of industrial and counseling psychology. 
Development of selection testing programs, an appraisal program, 
and the introduction of opinion surveys, were among the activities. 
Behavioral scientists were all things to all people. Most of us were 
"fire fighters"-used as consultants on immediate and pressing 
problems. 

But it was also a period of role definition. Here was an emerging 
new role in an organization which had had real success in previous 
years without the use of "head shrinkers" as we were called. What 
had we to contribute to an already successful enterprise ? 

A small group of us were called together in 1958 to develop a 
proposal for the future course of Personnel Research in IBM. There 
were seven of us representing the disciplines of industrial psychiatry, 
industrial psychology, industrial sociology, counseling, and educa
tional psychology. We reviewed the use of social science by other 
companies, emerging university research and our own experiences 
in the company. With the assistance of representatives of line and 
staff management, we catalogued some of the long and short range 
personnel research needs of the organization. 

After several days of deliberation, we proposed that there be 
individuals and activities primarily concerned with short-range, ap
plied research and consulting activities. We also recommended the 
establishment of a group concerned with more fundamental, long
range research. I want to stress the word research. The assumption 
at that time was that doing research and reporting on this research 
would be the primary and only responsibility of this group. As you 
will see, this definition has since been modified. Thus was launched 
the concept of the work we will be discussing today. 

To say that any one person was responsible for the development 
of "fundamental, long-range research" would be an error. Many 
people both inside and outside IBM have contributed to shaping 
what now exists. The concept has changed during the past three 
and a half years from an emphasis on research to an equal emphasis 
on processes of utilization of research results. This does not mean 
giving specific recommendations, but rather trying to establish ap
propriate benchmarks, trends and generalizations as well as develop
ing a climate conducive to social change and improvement. It is 
this story we propose to relate. 
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There are many threads of influence woven into the work as it 
now exists. Members of management-some through interest, some 
through skepticism, some through direct support-have provided 
input, challenged us and stimulated us. Books and articles published 
in recent years have helped define our potential role. 

Among people outside IBM whose ideas we have found useful 
are : Chris Argyris from Yale, who worked closely with the division 
that sponsored the first research project ; Don Marquis from MIT, 
who consulted with us during the first two and a half years of 
program development on the Corporate Staff ; Ren Likert and the 
staff of the Institute of Social Research at Michigan provided a 
background of invaluable research experience. It is significant, 
perhaps, that three of the five of us listed on the program today did 
graduate work with Bill Whyte. He provided a vision for what 
such an activity might do and be in an organization. 

There are other sources of influence, both from within and 
outside, too numerous to mention. As the IBM Company has been 
characterized by change--so is this research activity, and we hope 
that it will so continue. However, let me say at this point that the 
primary responsibility for our successes and failures, and there have 
been both, must rest with the men who have designed and conducted 
the research and provided feedback of results to the organization. 
It is through their work that the present definition of the activity 
is emerging. 

What kinds of people have we employed ? Dr. Sirota was the 
first. He started in the fall of 1959. I recall that we confidently 
talked to him of autonomy, basic research, colloquia, and publishing 
as being a part of the environment we were going to establish. His 
first position was in Endicott, New York, our largest and oldest 
manufacturing and product development complex. His job was to 
become familiar with the organization and design a study which 
would use his talents and address itself to relevant aspects of the 
IBM environment which could be studied. We did provide autonomy, 
he did design and conduct a study. But he was largely on his own
the seminars, discussions with colleagues was missing, it was some
what of a shock for him. 

Dr. Klein, in the midst of completing his graduate work at 
Cornell, joined Sirota in the fall of 1960. Together they worked 
on some of the studies to be described today. He subsequently 
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replicated and elaborated this work in other locations which will 
also be reported. 

Dr. Goldner joined IBM on the Corporate Staff in November 
of that year from the University of California at Berkeley. His 
background and interests were in studies of management and or
ganization relationships. 

Dr. Ritti came in 1961 .  A graduate of Cornell, with research 
experience in another large industrial organization, his research in
terests were with scientists and engineers. But, of most immediate 
help, he knew a great deal about the use of computers for sophisticated 
data reduction. He has performed an invaluable service in guiding 
the development of our data processing capability. 

As you may have gathered from the research interests of these 
men, we have studies concerned with non-professional employees, 
with scientists and engineers, and with management. This is by 
design rather than by chance. There are many ways a research pro
gram could be structured-we have chosen to do it on an occupational 
basis. In addition to these men, Dr. John Hinrichs is presently 
working with our sales organization. 

It had been our hope that each of these men would talk about 
his own particular research activity. We found, however, that this 
was impractical-there was not time in this session for each person to 
do justice to his work. We abandoned this in favor of discussing the 
area of research, research with non-management, non-professional 
employees, where we have had the most experience and where we can 
best illustrate what we have learned thus far. 

Let me say that we are reporting on IBM's experience in imple
menting the "long-range fundamental research" program defined in 
1958. Another and equally important story could be told of the 
development of the applied and consulting activities, but we will 
not attempt to do this today. 



A STUDY OF WORK MEASUREMENT 

DAVID SIROTA 
International Business Machines C arparation 

Mr. Dunnington presented to you a general picture of the genesis 
and development of personnel research in IBM. Dr. Klein and I 
will describe some of our actual research experiences. We will 
limit our presentation to studies conducted in the company's manu
facturing organization among production employees. 

SouRCES oF RESEARCH 

Our research had two general sources : 

1. A theoretical interest in the variables affecting the congruence, 
between employees and management, in their perceptions of 
the legitimacy of various organizational goals and methods. 

2. The desires of IBM management to obtain specific informa
tion about specific problems-information which they felt 
would be of practical use to them. 

The fact that our research had two sources presented us with a 
dilemma in the preparation of today's presentation : on which of the 
two sources to focus. We decided to concentrate on the relationship 
of our research to the company's interests, that is, on the way our 
research was generated by the needs of management for certain 
kinds of information, and on the nature of the process whereby the 
results were fed back into the organization and acted upon. 

From the company's point of view, the research was concerned 
with the introduction of a work measurement program. The core 
of this program was the development of work standards, i.e., the 
amount of time it should take employees to produce a given number 
of parts. In industry this activity is generally referred to as "time
and-motion" study.1 

What was the company's motivation in introducing work meas
urement, and what was the motivation to conduct research on work 
measurement ? The answers to these questions are complex but, in 
the main, center around the issues of employee productivity and 
employee morale. 

1 It should be pointed out that the approach used in IBM-"predetermined 
standard data"-has dispensed with much of the paraphernalia, e.g., the 
stopwatch, traditionally associated with programs of this kind. 
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IBM has traditionally been concerned with the morale of its 
employees. There is a great deal of observable evidence of this con
cern, e.g., good employee benefits, good compensation, and high job 
security. However, over the last decade or so, the company has 
been experiencing increasing competition, and this has resulted in 
a desire to improve efficiency-including the efficiency of manufactur
ing operations. A decision was made to introduce work measure
ment-among other programs-as an efficiency improvement device. 
It was felt that work measurement would improve planning and 
scheduling as well as provide management with accurate estimates 
of the productivity that should be expected from employees. Various 
controls and sanctions would be introduced to raise productivity to 
the expected levels. 

IBM management was not naive, however. They knew that, on 
the whole, work standards have been unfavorably received by in
dustrial workers. There was little question, therefore, but that the 
introduction of a program such as this could adversely affect em
ployee morale in IBM. The company found itself in a dilemma, a 
dilemma derived from the apparent incompatibility between the 
path to higher efficiency, on one hand, and the desire to maintain 
high morale, on the other.2 

It was at this point that the personnel research people were called 

in and requested to conduct a study. The company's purpose in 

this request was very simple, namely, to ascertain the effect-if 

any-which work measurement was having on employee morale. 

At the time of this request-the fall of 1960-work measurement 
had been in effect about a year and a half, and roughly 50% of the 

jobs in the plants had been covered by work standards. 

AnmTION OF "ExPLANATORY" GoALS 

Although the company's purpose in asking us to do a study was 
very specific, we broadened the goals. This broadening was based 
on information which we had obtained in a number of exploratory 
interviews with employees. These interviews revealed that : 

• It is important not to minimize the degree to which high employee morale 
is a goal in IBM. There are many reasons for this. One of these is the 
strongly held belief on the part of many important figures in management that 
an organization in which there is high satisfaction will, on the whole, be a 
more effective organization. 
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1 ) Employee reactions to the program were not uniform. Some 
employees responded very negatively, while others did not. 

2 )  There was also variability in certain methods of introduction 
and management of the program-variability both between 
plants and within plants. 

Based on this information, we added to the objectives of our 
study the following goal : to try to account for the differences in 
employee reactions to the program by correlating these attitudes with 
methods of introduction and management of the program. Our 
study thus moved from one which had descriptive goals to one which 
also had explanatory goals ; from merely describing attitudes to 
attempting to account for attitudes. We felt that explanatory analysis 
would be the more useful mode-both theoretically and practically. 

ADMINISTRATION AND FEEDBACK PROCEDURES 

The questionnaire was administered in April 1961,  to approxi
mately 6,000 employees in five plants. Administration was on com
pany time, the questionnaire taking about an hour for the average 
employee to fill out. The data were processed on the IBM 7090. 

Time limitations do not permit us to describe our data feedback 
procedures in detail. Briefly, they were of two kinds : descriptive 
and explanatory. The bulk of the remainder of this presentation is 
devoted to the explanatory material, and we will get into this shortly. 
For the descriptive feedback, the computer provided us with the 
response distributions, for every item in the questionnaire, for every 
formal unit in the organization. That is, the data were broken down 
by plant, by functions within plants, by projects within functions, 
and by departments within projects. Every manager received the 
data for his unit. 

RESULTS 

We have time today to present just a very small portion of the 
results. We selected those findings which we felt would be of most 
interest to you from the point of view of organizational response to 
research results. 

On an over-all basis, employee attitudes toward work measure
ment were not found to be favorable, and there had been some decre
ment in morale. This was not surprising. What was surprising to 



158 INDUSTRIAL RELATIONS REsEARCH AssociATION 

many, although not to us because of our exploratory work, was that 
despite the generally unfavorable picture, there still was a considerable 
degree of variability in attitude. Our explanatory design, of course, 
was meant to take advantage of precisely this variability. To repeat, 
our goal was to account for differences in attitude by differences in 
methods of introduction and management of the program. 

The analysis method was simple. The population studied con
sisted of 50 departments (about 1 ,000 employees) doing relatively 
routine machining and assembly work. All of these departments 
were under work measurement. The departments were rank-ordered 
from high to low on a managerial behavior dimension. This 
distribution was then divided at the median into two groups : "high" 
on the dimension and "low" on the dimension. The average morale 
scores of the two groups were calculated and the scores compared 
to each other. This comparison provided us with a measure of the 
degree to which employee reactions to the program could be ac
counted for by managerial behavior.3 

Today we shall present data on two managerial behavior dimen
sions and briefly discuss two others. 

We labeled the first dimension "responsiveness to employee 

complaints." This was a measure of the degree to which an em

ployee felt that he could get a fair hearing from his manager if the 

employee had a complaint about a work standard. We found large 

differences between departments in this regard. Our objective was 
to determine whether these differences in responsiveness to com

plaints could account for any of the variability in employee reactions 
to the program. 

The departments were divided into "high" and "low" on "re

sponsiveness," and the morale of these two groups calculated.4 The 
data are presented in Figure 1.  

8 We are aware of the problems involved in  inferring causality from this 
kind of data analysis. We are, however, reasonably well convinced, because 
of our observations in the company and other research evidence not to be 
presented today, that the direction of causality is as we state it. 

• For purposes of brevity in our presentation today, we have combined a 
number of different measures into a single, over-all morale index. This index 
includes items tapping satisfaction with the company, with work measurement, 
with the job, with work expectations, and with the immediate manager. Note 
that although morale, as commonly used, has many different meanings, our 
operationalization of the concept is restricted to items measuring satisfaction 
with work environmmt. 
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MORALE 
Hl 

H IGH LOW" 

RESPONSIVENESS TO COMPLAINTS. 
Frc. 1. Responsiveness to complaints vs. employee morale. 

159 

The difference between the "high" and "low" groups is large 
and statistically significant (beyond the .01 level ) .  Incidentally, 
the morale of the "low" group, while less than that of the "high" 
group, is still higher than that which we have observed in most 
other companies where similar attitude questionnaires have been 
administered. Thus, while responsiveness to complaints does make 
a difference, factors such as benefits, pay, and job security produce 
a generally high morale picture throughout IBM. 

The reactions of management to our data were interesting. 
Although there was very little disagreement with the analysis and 
conclusion, it must be said that nobody was terribly excited either. 
As one manager put it : "Did you expect managers who were more 
responsive to complaints to have lower morale ?" 5 

• Although superficially valid, this criticism is unfair in one respect. Until 
we did present our findings, very few in management had given much thought 
to the relevance of the responsiveness concept for the morale problems associated 
with work measurement. 
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This lack of surprise-in some instances, one might say bore
dom-generated by our analysis was frequently accompanied by the 
feeling that the managers who were responsive were the "soft" 
managers, i.e., those who, for the sake of "happiness," would no 
doubt sacrifice productivity. To test this hypothesis, we compared 
the average performance (measured against the work standards) 
of the two responsiveness groups. The data are presented in Figure 2. 

Figure 2 shows no relationship : responsiveness does not appear 
to either favorably or unfavorably affect performance. It therefore 
does not seem to be true that the responsive managers were the 
"soft" ones-if by "soft" is meant the kind of management which, 
because of its concern for morale, de-emphasizes the importance of 
high productivity. 

The second dimension on which we will present data today is 
termed "stability of work expectations." This dimension can best 
be described by simply reading to you one of the items used to 

PERFORMANCE 

l-1 1  

LO HIGH LOW 
RESPONSIVENESS TO COMPLAINTS 

FIG. 2. Responsiveness to complaints vs. employee performance. 
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measure it : "Suppose that during the next month or two you did 
more work than your manager had asked you to do. Would your 
manager then require that you keep up this high level in order to 
be considered 'satisfactory' ?" With this and other items, we hoped 
to measure the degree to which employees perceived stability in 
work expectations, that is, that "beating" the standards would not 
result in a "tightening" of the standards. 

The departments were divided into "high" and "low" on this 
dimension and the morale and performance scores of the two groups 
calculated. These data are presented in Figures 3 and 4. 

The relationships are nearly identical to those obtained with the 
responsiveness variable : a positive association with morale, but no 
association with performance.$ It is interesting that those managers 
who are perceived by their employees as asking for "more, more, 

• The responsiveness variable was partialed out of these relationships. 
Similarly, stability of work expectations was controlled for in the relationships 
dealing with responsiveness (Figures 1 and 2).  

MORALE 
H I  

LO 
H IGH LOW 

STABILITY OF WORK EXPECTATIONS 
FIG. 3 .  Stability of work expectations vs. employee morale. 
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PERFORMANCE 

H I  

LO HIGH LOW 
STABILITY OF WORK. EXPECTATIONS 

FIG. 4. Stability of work expectations vs. employee performance. 

more" achieve no higher performance than those managers who 
maintain a relatively stable set of work expectations. 

The above facets of managerial behavior were two of many 
studied. Our time limitations today permit us to just briefly 
mention two additional dimensions. These two, while expected by 
many to relate positively to employee morale, did not. The two were : 
"managerial friendliness" and "adequacy of communications about 
work measurement." The lack of relationship of these two variables 
to morale cast some doubt on a pervasive mythology about the 
variables which affect employee commitment to organizational 
methods and goals. It is often believed that the way to reduce re
sistance to a new program is primarily through improving a man
ager's "human relations" skills. These skills are frequently defined 
as being personable and being communicative. For example, we often 
heard that the reason many employees expressed unfavorable feelings 
about work measurement was that they didn't really "understand" 
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the program. Our findings indicated that those employees who had 
a great deal of information about the program were no more positively 
disposed to it than those employees who did not. 

The variables which we did find to relate to morale seemed to 
be of a "guttier" quality than friendliness and communicativeness. 
The two variables-"responsiveness to employee complaints" and 
"stability of work expectations"--<:an perhaps best be understood as 
aspects of a more general concept, namely, the amount of control an 
employee has over his work environment. Responsiveness . to com
plaints relates to the influence he can exert on that environment. 
Stability of work expectations relates to the degree to which the 
environment is predictable and not arbitrary. 

The importance of employee control in this situation derives 
from the great significance of work measurement in a production 
employee's life. This is not just "another program." The work 
standard has a strong influence on the way the production worker 
is evaluated, and a good deal of the external reward system is geared 
to this evaluation. For example, salary increases are, in large 
measure, a function of performance (on a sustained basis ) measured 
against the work standards. 

The standards are thus of great moment to employees, and it is 

not surprising that those employees who were able to exert influence 
on the ways in which the standards were applied to their j obs felt, 
on the whole, less threatened by the standards. They had the security 

of knowing that if a standard was unfair, they would receive a fair 
hearing for their complaint. They also knew that the work expecta

tions would not be changed at the whim of management. 
It was clear therefore that any action taken on the basis of these 

results would need to be in the form of basic, i.e., "structural" 
modifications. It was not enough to send managers through another 
"human relations" course where they would learn how to be courteous, 

friendly, and communicative. This was not enough because, first of 
all, our data indicated that these well-worn social graces had little 

relevance for the problem at hand, and secondly, because further 
analysis showed that the core problem was only in part one of the 

relationship between first-line managers and employees. Dr. Klein, 

in his presentation, will show you some data demonstrating that the 
problem of control was one of the total management system. Con-
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centrating merely on the first-line manager-in the hope of develop
ing his "skills"-would, therefore, be inadequate. 

REACTIONS OF MANAGEMENT 

How did management respond to our analyses and interpretations, 
and what effect, if any, did our work have on the organization ? The 
degree of superficial acceptance of what we were saying was generally 
high ; most of our findings "made sense." However, there was little 
observable effect on the truly important belief patterns of manage
ment-that is, the patterns which determine the actual, rather than 
the desired, policies of the organization. 

This is not to say that many steps were not taken as a result 
of the 1961 survey. Numerous things were done. But these action 
steps were based primarily on the descriptive, rather than the 
explanatory materials, and were responses to localized problem 
situations. For example, a good deal of discontent was found in 
one of the plants, and immediate steps were taken to correct the 
situation. In a study conducted in 1963-two years after the initial 
survey-we found that morale in this plant had, indeed, improved 
considerably. There are many illustrations of this kind of rapid
and often highly effective-action. 

However, management at that time was thinking primarily in 
terms of individual problem plants, and individual problem managers, 
and individual problem departments. There seemed at this stage 
to be little grappling with basic concepts and the relevance of these 
concepts for broad company policies and practices. 

Although there were still a number of skeptics, many in the 
organization had by now come to view our work as having value. 
But the aspect of our work perceived as most valuable seemed to be 
the descriptive, not the explanatory, materials. We began to doubt 
our initial assumption concerning the relative utilities of these two 
kinds of analyses. Inasmuch as explanatory analysis was the more 
interesting and professionally satisfying mode for us, this was a 
time of some frustration and pessimism. 

As we look back now, we see how naive we were in our under
standing of the variables affecting an organization's response to 
research data. We had assumed that once the explanatory materials 
were presented, widespread activity would quickly be generated. 
Things just don't happen that way-at least not usually. A company 
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does not respond to researchers as a computer would to a pro
grammer-in a literal and immediate fashion. There are numerous 
and complex forces operating on members of management, and we 
now see that management was simply not ready to act at that time. 

Although our initial reaction was one of pessimism, succeeding 
events have demonstrated that pessimism to be, in large measure, 
unwarranted. Our study had, in fact, helped to lay the groundwork 
for a rethinking of basic concepts and approaches. About a year 
later, in the spring of 1962, this rethinking was greatly accelerated 
by a study conducted by Stuart Klein. He will describe this study 
for you now. 



TWO SYSTEMS OF MANAGEMENT : A 
COMPARISON THAT PRODUCED 

ORGANIZATIONAL CHANGE 

STUART M. KLEIN 
International Business Machines Corporation 

Dr. Sirota illustrated that under a work measurement program 
it is possible to obtain high morale and high productivity at the 
same time, if certain management principles are adhered to. He 
also mentoned that, in general, the introduction of work measure
ment had some negative effects on employees' morale. 

These data were available for approximately two years before 
much was done about them. The Work Measurement Program 
proceeded very much the way it had before we came up with our 
data. Action was taken only on a localized "fire fighting" basis. 
Nothing was done to change the more basic, structural aspects of 
the program--changes that might have produced more "responsive
ness to complaints" or "stable expectations." This was true despite 
the fact that many people in management were concerned about the 
direction in which employee morale was moving under the ·work 
Measurement Program, and our data suggested ways of halting 
this movement. Why was so little done ? 

Basically, no change forces had been created by us or by any 
of the management persons concerned with employee morale for 
restructuring the program. In fact, most of the organizational forces 
were in the direction of continuing with and expanding work meas
urement. Work measurement was rationally accepted by the highest 
levels of management as a tool to meet goals of increased efficiency. 
Interest groups from top management down to the people who were 
actually administering the program were solidly behind the push 
for cost reduction. The rewards for these interest groups came from 
pushing ahead to increase productivity, to get greater efficiency and 
to increase the number of people and jobs under the program. 

In addition, at that time we had not given management a yard
stick as to where the morale of manufacturing employees should be 
under a cost-conscious, efficient productivity setup. The comparisons 
that we had made illustrating the deleterious morale consequences 
of work measurement were between groups that had gone under the 
Work Measurement Program and groups that had not. Even though 
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we had demonstrated to management in both a cross-sectional analysis 
and a change-over time analysis, that those under work measurement 
had lower morale than those not under work measurement, the 
program had increased efficiency. The Corporation did not want to 
move back to a pre-work measurement situation if this meant losing 
much efficiency. 

We did perform analyses using departments as our units, that 
demonstrated situations when both high production and high morale 
occurred simultaneously. Dr. Sirota described two of these. How
ever, while some superficial action was generated, these analyses 
were at a fairly abstract level, using unknown departments. The 
differences were passed off as idiosyncratic to individual managerial 
style and not generalizable to whole systems of management, and 
thus did not serve as readily apparent yardsticks of where morale 
should be under a high production orientation. 

This absence of concrete and meaningful yardsticks was a critical 
factor in the relative lack of utilization of our data. Where there were 
yardsticks, as when plants were compared to plants or when depart
ments were compared to departments, the data were used. If a 
plant or a department showed low morale relative to other plants 
or departments, then the management responsible was highly moti
vated to bring its unit up to the others. There are numerous instances 
of use being made of the data at the departmental level where low 
departments could be compared to high departments on various 
indexes, and the managers of these departments could be counseled 
and trained. 

We recognized that this absence of a yardstick, contributed to 
the lack of use of our data, so we set out to get one within the 
corporation. This led us to a focus on a plant that henceforth will 
be called "Plant A." 

THE PLANT A STUDY AND ITS EFFECT 

Plant A had had an excellent record of reducing costs even 
though the plant management had rejected the work measurement 
approach 1 to cost reduction. We were thus provided with an ideal 
counterpoint to the populations under work measurement. 

1 This refers to the Work Measurement Program previously described that 
includes predetermined standards based on time and motion study. Plant A 
has standards, but they are based primarily on the experienced average historical 
output for the job, not on time and motion study. 
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Management of Plant A rejected work measurement because of 
a philosophy that included two basic concepts. First, the management 
felt that people were strongly motivated to get ahead in both salary 
and position and that they would set appropriately high productivity 
goals for themselves if they felt that the attainment of these goals 
would lead to advancement. Second, they felt that the person who 
does the job on a day-to-day basis is the one who knows that job 
the best. They rejected the assumption that a trained engineer could 
go in and study a job and come up with the "one best" method. 
According to the plant manager who had come up through the ranks 
himself, any operator worth his salt would know the subtleties of 
the job so well that he could outsmart any engineer who came in to 
set methods and standards. 

The management of Plant A set this philosophy into operation 
by making increased productivity a precondition for a pay increase. 
Moreover, a precondition for any promotion or transfer to a better 
job was high productivity. Thus, increased productivity was the 
best means of achieving a pay increase and high productivity was 
the only means of being considered for a promotion or transfer to 
a better job. 

In order to buttress their position that the person who does the 
job is the one who knows it the best, management gave every person 
in the plant, including the plant manager, at least twenty hours of 
work simplification training. The work simplification training in
cluded many of the principles and concepts that industrial engineers 
use when studying a job. I will not go into detail since there is a 
great deal of literature available that describes work simplification 
in depth. 

Thus, the philosophy of Plant A management was operationalized 
by making high productivity the path for getting ahead and by 
buttressing the innate sophistication of the job operator by twenty 
hours of work simplification training. These things together were 
designed to produce high efficiency and low costs without making 
an appreciable dent in employee morale. 

Now let us look at the datum that compares the two populations 
on an over-all index of satisfaction. The index of satisfaction is 
comprised of two indexes-one that deals with satisfactions toward the 
company and the other that deals with satisfactions toward manage
ment. These are combined into one over-all index of satisfaction. 
(See Figure 1 . )  
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It is clear that Plant A is superior to the population under work 
measurement in terms of satisfactions. The difference is large and 
statistically reliable. There is no question in our minds that Plant 
A is a high morale plant compared to the work measurement plants. 
I would like to state at this time, though I will not show the data, 
that when we compare Plant A with work measurement on the two 
variables that Dr. Sirota talked about ( i.e., responsiveness to com
plaints and stability of standards) ,  we find that Plant A is much 
more responsive to complaints and has more stable standards. 

In sum, Plant A as compared to the work measurement population 
has higher satisfactions, feels more responsiveness to complaints, and 
perceives more stable work expectations. In addition, according to 
the best estimates of industrial engineers, Plant A has as high or 
higher productivity. Thus, for the first time we had data illustrating 
that morale could be at a higher level even though there was a .hard 
drive for production efficiency. Plant A was our yardstick. 

As one can imagine, the first showing of these data was shocking 
and threatening to those responsible for the Work Measurement 
Program. Here was a direct confrontation between the work meas
urement approach to cost reduction and the Plant A approach to 

H I  

LO WORK 
MEA5URMENT 

PLANT A 

FIG. 1. Comparison between Plant A and work measurement on satisfactions. 
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cost reduction. The data illustrated that it was possible for a 
management, adhering to a certain policy, to move an entire operation 
along the path of high productivity and high morale. The manage
ment groups that were committed to work measurement attempted 
to shove the data under the rug through attacks on us and on our 
data. We were accused of comparing apples with oranges, of biasing 
our questions, and so forth ; and these attacks had enough face 
validity to bring the use of our work to a temporary impasse. 

However, we kept at it. We continued to report the information 
to various management levels both verbally and by writing reports. 
Soon we started noticing some behavioral changes. There were 
forays made to Plant A whose mission it was to understand what 
was going on there and to come back with certain guidelines by 
which a restructuring of the work measurement program might be 
made. So, despite opposition, skepticism and inertia, changes were 
being considered. 

We had succeeded in creating some change forces by changing 
to some extent the reward structure of the people responsible for 
manufacturing. We showed that low morale need not be an inevitable 
consequence of a push for productivity and that this push could not 
be offered as an excuse for having low morale. Because of this, 
important management groups started asking questions as to why 
work measurement generally produced low morale and why some
thing wasn't being done about modifying the program to get higher 
morale. Since Plant A would not disappear by fiat or fancy, it 
served as a constant reminder that these questions needed answers. 
In this way, the reward structure for those administering the Work 
Measurement Program took on a different flavor. New criteria of 
effectiveness were introduced, based on what modifications were 
made in the program and how the various units looked in subsequent 
attitude surveys. Even so, most of the use of our data did not occur 
until 1963, when a resurvey of the plants in the population under 
work measurement showed that one plant had a substantial decre
ment in morale. Mr. Dunnington will describe this to you in some 
detail later. 

SciENTIFIC VERIFICATION vs. ORGANIZATIONAL CHANGE 

This brings us to a central point of our discussion. There may 
be a built-in conflict between scientific verification and the creation 
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of change forces in the organization. We believe that the study 
of Plant A was the turning point insofar as the utilization of our 
work is concerned, because it helped to define new criteria that if met, 
would produce rewards for management. Yet, the Plant A study 
as reported to you would not have been satisfactory if our objective 
was to demonstrate cause and effect. The analyses that are satis
factory from this point of view involve many units using complex 
statistical procedures and controls. Moreover, because scientific 
work is often conducted at a theoretical or conceptual level and 
usually is not concerned with application, the communication of these 
analyses is by necessity at a high level of abstraction, removed from 
day-to-day operations. It is often beyond the training of management 
people who are used to grappling with concrete problems. The 
question : "What do we do ?" is inevitable. More often than not we 
do not know what to do. Most importantly, this places us in the 
untenable position of having to collect and evaluate data and at 
the same time suggest policy based on this evaluation. Thus our pro
fessionally respectable work is not apt to produce change. Since our 
rewards come from our profession as well as from management, we 
are in the dilemma of having to serve two reference groups whose 
evaluation of our work is based on different and often conflicting 

sets of criteria. 

Perhaps the way out of this dilemma involves what we have so 
far shown you. That is, to perform analyses at several different 
levels at least one of which contains a sufficient impact to produce 

change forces in the organization. This should include a clear 
avenue for action that management can pursue without our explicitly 

telling them what to do. The Plant A study served this purpose 
because it demonstrated that in the corporation there was a highly 
efficient total operation that had a high level of morale. Moreover, 
Plant A had a clear management philosophy that carried with it an 
operational structure that could be emulated. 

A second level of analysis should be a scientifically oriented 
one that can both buttress our organizationally-geared work and 
make some contribution to social and behavioral science at large. 

Dr. Sirota described briefly some of this work, but perhaps an ex

ample of some other work we have been doing since the Plant A 
study would help to illustrate this point. 
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Locus oF CoNTROL 

A question that was raised by the Plant A study was : What are 
the dynamics behind the situation ? Why did Plant A have more 
responsiveness to complaints and more stable standards even though 
they were producing at a very high level and were exceptionally 
productivity oriented ? At this time we believe we are on the track 
of at least one of the answers to this query. It involves a concept 
that we call locus of control. 

What do we mean by locus of control ? First of all, in our lexicon, 
control is equal to the amount of "say" various people have over pace 
and methods of work. It is operationalized by asking the employee 
how much "say" a given person (e.g., himself, his manager, the in
dustrial engineer) has over the work method and work pace. For 
each of the persons asked about, we have computed an index of 
"amount of control" that is based on the perceptions of the employee. 

Locus of control simply means where the control resides and to 
what degree. Does it reside mostly within the department in the 
hands of the employee or the hands of his manager, or does it reside 
mostly outside of the department in the hands of the engineer ? The 
concept of control is closely akin to the concept of "participation" 
(See Coch and French,2 Bennett,3 Vroom.4) We have shifted the 
focus away from the absolute control the employee has vis-a-vis his 
manager. Instead, we have focused on the amount of control that 
resides at certain levels of the power structure. 

We have moved in this direction for the three reasons. In the 
first place, the index of employee control correlates hardly at all 
with any of our indexes of satisfaction. The correlations are around 
.20, which accounts for about 4% of the total variance. Thus, the 
practical significance is almost nil. Moreover, when we compare 
these correlations with the correlations that we get between satis
factions and responsiveness to employee complaints and stability of 
standards, we find that the latter correlations are somewhere between 
.SO and .60. Thus, employee control over pace and method per se 
is a comparatively unimportant variable insofar as it predicts to 
employee satisfactions. 

• Coch, Lester, and French, John R. P., Jr., "Overcoming resistance to 
change," Human Relations, ( 1948) 1, 512-532. 

8 Bennett, Edith B., "Discussion, decision, commitment and consensus in 
'group decision'," Human Relations, ( 1 955) 12, 24-31.  

' Vroom, Victor H.,  Some Personality Determinants of the Effects of 
Participation, ( Prentice-Hall, Inc., 1960) .  
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In addition, we performed a number of factor analyses, and we 
found that the amount of engineer control and the amount of engineer 
control load on the same factor but in opposition to one another. 
The amount of manager control does not load at all on this factor, 
but rather loads on a separate and uncorrelated factor. This sug
gested to us that we should be examining the amount of employee 
control relative to the amount of engineer control rather than relative 
to the amount of manager control. 

Third, when we asked the employees how much "say" should 
the various people have over pace and methods, they felt that their 
manager should have the most control of anybody including them
selves and that the engineers should have the least control of anybody. 

Thus, in our population and with our measures ; a) the absolute 
amount of control that employees have over their job does not relate 
strongly to satisfactions ; b )  the employee's control is in opposition 
to the engineer's control, not to manager's control ; c) the employees 
feel that it is legitimate for the managers to have the most control. 
This set of findings led us to the conclusion that we should be examin
ing the concept of control within the total power structure and not 
as personal attribute of the employee in the man-manager relationship. 
This was new to us, though the importance of manager power as a 
conditioning variable has been documented by Pelz.5 We will be 
investigating this new conceptualization in some detail in succeeding 
months, though in its present form the concept locus of control has 
helped us to better understand the Plant A work measurement 
comparison. 

The reader will recall that Plant A has better morale, shows 
more responsiveness to employee complaints, and shows more stable 
standards than the work measurement population, even though both 
of the populations are equal in efficiency orientation. By invoking the 
concept "locus of control," we can partially explain the differences 
that exist between these populations on our two predictor variables, 
responsiveness to complaints and stable standards. 

Throughout IBM the manager is the first person that an employee 
is supposed to complain to. No matter what the complaint, the 
manager is charged with the responsibility of satisfying the employee, 
and the employee is exhorted to go to him first. If the manager has 

• Pelz, Donald C., "Influence : A Key to Effective Leadership in the First
line Supervisor," Personnel, ( 1952) vol. 29, pp. 209-217. 
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little power to take care of this complaint, the procedure is fruitless. 
However, if he has the power to take care of the complaint, there 
is a higher probability of his doing so. Moreover, if the major share 
of standard setting lies in his own hands, he can't demand hard work 
and place the blame elsewhere. If he wants people to work hard, 
he must accept the responsibility himself, and that is harder to do. 
Precisely the same reasoning holds true with regard to the "stability 
of expectations" variable. Thus, when the manager has substantial 
control, the employee is afforded a greater opportunity to affect his 
environment by either complaining or by meeting work expectations 
without being subjected to an escalation of these expectations. 

If we examine the amounts of control various people have within 
the power structure, I think we can better understand the employee's 
relationship to his job and to his environment. As a start in this 
direction, let us look at a comparison between Plant A and work 
measurement on the variable "locus of control." (See Figure 2.) 

When we look at the differences 6 between the populations for 

• All differences discussed are statistically significant. 
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FrG. 2. Comparison between Plant A and work measurement on locus of control. 
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each of the three people enumerated on the horizontal axis of the 
chart, we find that the employee and the manager have more control 
in Plant A than under work measurement, whereas, the engineer 
has more control under work measurement. In addition, comparing 
the relative power within each plant, we find that in Plant A the 
manager has the most control ; whereas, under work measurement 
the engineer has the most control. Thus, it is clear that in Plant A 
the locus of control resides within the department, and that under 
work measurement the locus of control resides outside of the depart
ment. If our previous reasoning is correct, this could explain why 
there is more responsiveness to complaints and more stable standards 
under the Plant A system than under work measurement, even 
though the efficiency orientation is equal across populations. A tenta
tive theoretical model would include "locus of control" as a central 
independent variable that affects the probability of certain personal 
interactions at the department level. These interactions in turn 
affect the relationship between the employee and his job environ
ment, and this is the ultimate predictor to morale. Perhaps all of 
these predictor variables can be subsumed under a general variable 
"environmental control." 

Obviously, there is still a great deal to do, since our conceptualiza
tion raises more questions than it answers. We do feel that the locus 
of control goes a long way toward explaining some of the dynamics 
that occur on the manufacturing floor. Moreover, it has provided the 
basis for some action in one of the manufacturing plants. Mr. 
Dunnington will describe this to you. 



UTILIZATION OF RESEARCH : 
CONCLUSION 

R. A. DuNNINGTON 

International Business Machines Corporation 

The previous presentations by Dr. Klein and Dr. Sirota have 
described a series of studies done in 1961 and 1962. A third study 
was conducted in 1963 which included employees in the five manu
facturing plants surveyed in 1961. As in the 1961 study, one of the 
goals was to obtain an assessment of employee response to work 
measurement. 

The pattern of designing the study and feeding back descriptive 
data in general followed the pattern established during the 1961 
study as described by Dr. Sirota and Dr. Klein. The one major 
innovation, however, was the direction given from corporate and 
division headquarters to the locations outlining the approach to be 
taken in data utilization. 

Where necessary, action for improvement within the purview of 
the location was to be taken as in previous surveys. Equally im
portant, however, each location was encouraged to look at the survey 
results with a view of recommending changes in established corporate 
policies and practices, if such changes would lead to goals of "high 
morale" and "high productivity." 

Again the results revealed a picture of variability among locations 
and departments. Of particular interest, however, were two locations : 
At one there was dramatic change in a positive direction, at another 
there were significantly more negative reactions. 

How were the data used ? 

THE SITUATION OF PLANT B 

Although all locations engaged in careful review of the data, Plant 
B, the plant which showed a decline in morale will be discussed as 
a case in point. An initial feedback presentation was prepared by 
Dr. Sirota and made to top management of each of the locations. He 
stressed the highlights of the findings, showing interplant compari
sons and trends. 

The reaction of Plant B top management to the survey results 
was one of great concern. Although the plant was scheduled for a 
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vacation of two weeks, top management stayed on the job during 
this period of time to thoroughly review and analyze the study 
findings. Analytic reports were studied. Visits were made to Plant 
A, as well as other plants using engineered standards where employee 
morale had improved. Results of the survey were discussed with 
first-line supervision and staff groups, following the vacation period. 

The analysis and recommendations of Plant B, along with those 
of other locations, were presented at a meeting with division and 
corporate staff members. Again the researchers intervened to es
tablish a climate for change. Both corporate and division manage
ment, who had the authority to accept or reject the recommendations, 
were thoroughly briefed by the researchers regarding the survey 
findings which included trend as well as comparative data. The 
analytic reports had been reviewed with them. Dr. Klein and Dr. 
Sirota did considerable consulting with location, division and cor
porate management. In addition to this, suggestions were made 
regarding the structuring of the meeting which would encourage the 
fullest possible elaboration of location plans for action and policy 
change. 

Representatives of Plant B outlined an approach to the introduc
tion and implementation of work standards which returned the locus 
of control to the department. The survey revealed that employees per
ceived the industrial engineer to have greater influence in the amount 
of work and methods with which work was to be done than either 
the department manager or employees. It was in these departments 
that the greatest decline in morale occurred. The problem manage
ment grappled with was how to retain work measurement, which 
was considered to be essential for planning and scheduling a highly 
varied product and job mix, but return the locus of control to the 
department. 

The solution proposed emerged after a thorough re-evaluation 
of the concept of work measurement. Work measurement was rede
fined in terms of "job measurement" and "man measurement." 
Translated into action, this meant that industrial engineers would 
continue to have responsibility for establishing production standards
job measurement. The first-line manager, however, would have the 
authority to remove any individual from measurement or change any 

prescribed method if, in his best judgment, the standard or the 
method was inappropriate. He could initiate action for the indus-
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trial engineer-requesting a re-evaluation of the job. It was expected 
that employees, knowing their manager now had the power to act, 
would feel freer to take a complaint to the manager and would expect 
quick action or assistance. 

You will note that two of the three rna j or variables elaborated 
in the analytic reports were being considered : locus of control and 
responsiveness to complaints. Although the concept "locus of con
trol" embodies elements of participation, management of Plant B 
reasoned that a carefully planned and implemented program of work 
simplification similar to that of Plant A would encourage employees 
and management to assist in the work of industrial engineering. It 
would teach them the basic tools for analyzing a job and reward 
them for innovation through the suggestion system, as well as 
through the merit pay program. 

Top management of Plant B was not unaware of the magnitude 
of the job ahead of them. Increasing the authority and power of 
the manager, perforce demanded high levels of competency of indi
viduals in these jobs. The plan changed the role of the industrial 
engineer in the direction of a consultant, which meant behavioral 
as well as attitudinal changes on his part. A comprehensive training 
program which had support of management at all levels needed to 
be planned and implemented, which, although including elements 
of work simplification, emphasized the basic concepts which our 
research highlighted as essential to the success of the change. All 
of these had to be done with minimum productivity loss. 

In summary, the survey results stimulated an analysis of the 
technical-social system in the plant by local plant management. 
Analytic reports pointed to action possibilities based on general 

concepts derived from analysis of data obtained from within IBM. 
Careful preparation of the organization for the study and appropriate 

intervention by the researchers established an administrative climate 
which encouraged change. As a result, the complex process of 
change has been started. New patterns of interaction between em
ployee, manager and industrial engineer are starting to emerge, 

organizational roles are being redefined, former beliefs and attitudes 
are being reappraised, but perhaps most important is the develop

ment of a commitment to change, which includes the dual goals of 

productivity and morale. 
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CoNCLUSION 

In this presentation, we have tried to describe some of our 
experiences in conducting and utilizing behavioral science research 
in IBM. As mentioned earlier, research is being done with other 
population groups in the company, but time did not permit an 
elaboration of this work today. 

I would like to stress again that our mission has changed from 
one of primary concern with research to an equivalent emphasis 
on the process of research utilization. There is much we don't know, 
there is much to be learned by all of us engaged in the change process 
both within IBM and outside. We are greatly encouraged, however, 
by our experiences thus far. 
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THE PROSPECTS FOR OFFICE EMPLOYEE 
UNIONIZATION 

ALBERT A. BLUM * 

Michigan State University 

Two facts stand out when one examines the prospects for labor's 
growth. One is the ever-increasing number of white collar employees, 
and the second is the lack of recent expansion in union membership. 
Both facts have been and are closely connected, for the prospects 
for the growth of white collar unionism are, in truth, the prospects 
for the growth of American trade unionism. 

The problem of union growth fascinates many scholars of the 
labor movement. Some, perhaps suffering from a form of infantile 
regression, build models or theories to study labor's potential ex
pansion or decline in which they use such sticks as short term and 
long term trends to predict what will happen. Then, the BLS, or 
some other group, perhaps suffering from another infantile regres
sion, smashes the model by publishing statistics or introduces new 
trends. Other students of or participants in the labor movement are 
products of an Age of Faith or perhaps still believe in the inevitability 
of progress. They are convinced of the value of unionism and there
fore have faith that it is only a matter of time before the white 
collar employee will come to recognize that he ought to sign a mem
bership card in some trade union organization. And there are those, 
of course, who believe the complete reverse. 

Let me at this point give my opinion. I commenced upon my 
research not sure whether or not unionism would expand in the 
white collar field. After my research, I still do not know whether 
unionism will grow among this group of workers. What I attempted 
to do was to examine some of the techniques followed by manage
ment to keep their white collar employees out as well as those 
practiced by unions to attract them into labor's camp. In addition, 
I looked at the arguments used by those involved and tried to measure 
them against the facts of industrial relations, the experiences of 

* Associate Professor, School of Labor and Industrial Relations and Social 
Science Department, Michigan State University. This paper stems from a 
study I have just completed, Management and the White Collar Union, to be 
published by the American Management Association. The AMA is not respon
sible for any of my conclusions. 
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firms and unions, and the test of logic. The results are some com
ments on the prospects for white collar unionism--or, more specifi
cally, on the prospects for office employee unionism. In this article, 
my point of reference will be that of unions. Elsewhere, I have 
discussed the issue from the vantage point of management.1 

MoNEY AS A CARROT 

"Do you know that a laborer who belongs to an AFL-CIO Union 
gets paid more than a stenographer who is not in a Union ?" asks a 
young lady in a piece of union organizing literature. She also sadly 
comments that "a union janitor gets more than a Class A typist." 
The lesson to be learned appears clear-at least to the union. Stenog
raphers and typists ought to sign a union membership card if they 
want be be treated as well as laborers. Why is it then that the 
office employees did not respond to this pamphlet in the way antici
pated-and it is a typical piece of labor propaganda ? The answer 
to this question will give us some insight into the failure of organized 
labor to attract the white collar employee into its fold. 

It is not that the facts in the pamphlet were wrong. Surely, from 
1939 until 1955 ( the year of the AFL-CIO merger) ,  the gap between 
the salaries and fringes paid office employees and those paid blue 
collar workers had grown more and more narrow. Between 1939 
and 1955 the median annual salary paid clerical and kindred workers 
increased by only 172.3 percent or from $1,421 to $3,870, while 
operative and kindred workers had their wages raised 256.1 percent 
or from $1 ,007 to $3,586. Also, fringes that had often been given 
only to salary people had rapidly found their way into blue collar 
workers' compensation plans.2 

And it was not that the white collar employees were unaware of 
this narrowing gap. In 1950, for example, the Opinion Research 

1 See the author's Management and the White Collar Union, American 
Management Association, 1964, passim. Examples of unionization literature 
used in this article are from this book and from the Bureau of National Affairs, 
White Collar Report, hereafter cited as WCR unless otherwise noted. 

2 Robert K. Burns, "The Comparative Economic Position of Manual and 
White-Collar Employees," The J 01trnal of Business, Vol. 27 (October 1954) , 
p. 260 ; Jean A. Flexner and Anna-Stina Ericson, "'Albite Collar Employment 
and Income," Monthly Labor Review, Vol. 79 (April 1956) ,  p. 407 ; U.S. 
Department of Commerce, Current Population Reports Consumer Income Series 
P-60 ; Anne Somers, "The Changing Impact of Fringe Benefits on Industrial 
Relations," Labor Law Journal, Vol. 13 ( March 1962) , p. 246. 
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Corporation discovered that 69 percent of the white collar people 
surveyed did not believe that they had done as well in terms of income 
as other groups since the Second World War. Why then did white 
collar employees not flock into labor's house ? 3 

There are many reasons, but only the major ones will be discussed 
here. First, most unions did very little. Second, what they did was 
wrong. Third, they did it too late. 

At the 1961 AFL-CIO Convention, George Meany, repeating 
a demand that union leaders had been steadily making, called upon 
the labor movement to "intensify our organizing efforts . . .  to bring 
about a break-through into the major groups, such as the white 
collar workers, where the benefits of union organization are largely 
unknown." 4 Some four years earlier, 77 percent of those office 
employees surveyed by the Opinion Research Corporation who did 
not belong to a labor organization reported that they had not heard 
any talk about a union where they worked. This appears to have 
been the normal pattern of union inactivity in organizing those 
people whom they claim so desperately to want.5 

But even when labor tried to attract clerks with a golden carrot, 
they used an approach that frequently proved ineffective. Clerks 
perhaps wanted less plebeian food. 

In the organizing literature mentioned earlier, the union had 
compared clerical salaries with those of janitors and found the latter 
higher. The purpose was to indicate that the clerk's economic posi
tion had been deteriorating relative to the janitor's. But why did 
they use the janitor as an example ? Because it added another 
ingredient-snob appeal. After all, a stenographer should be making 
more than a janitor ! Labor claimed credit for the janitor's success. 
But it kept strangely quiet about who was to blame for the clerk's 
failure to secure adequate increases. Somehow management's role 
in the determination of salaries was kept mute, with some exceptions. 
In fact, some unions in white collar drives did not blame executives 
but rather made excuses for them. "The boss might be a fine fellow, 
but he's busy," stated one union. 

8 Opinion Research Corporation, Wartime Implications of White Collar 
Thinking, ( Princeton, 1950), p. 2, hereafter cited as ORC, Wartime Implica
tions. 

• "President's Report," Proceedings of the AFL-CIO's 4th Constitutional 
Convention, 1961, Vol. 2, p. 4. 

• Opinion Research Corporation, White Collar Employee Loyalty ( Prince
ton, 1957),  p. A-12, hereafter cited as ORC, White Collar Loyalty. 
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It is not surprising that since unions, in organizing clerks, did not 
blame executives for their state of affairs the white collar people, 
who tend to identify anyway with management, did not either. When 
asked, in 1950, whether their salaries (determined by management) 
were as high as they should have been, 61 percent of the white collar 
people concluded that they were.6 Labor's approach reinforced this 
feeling. Moreover, by emphasizing the snob appeal, unions probably 
added still another dimension. White collar people, believing that 
managers had been paying them as much as they could, may have 
concluded that the blame for their not getting more rested on unions. 
Labor, through its power, had forced executives to divide the pie 
available for wages and salaries so that a greater share went to wages 
than to salaries even though management (who the office employees 
believed was on their side ) ,  would have preferred the division to be 
different. 

Gradually, however, if attitude surveys are any index, the white 
collar employee became more and more bitter. In 1957, a greater 
percentage than in 1950 felt their salaries were too low and that 
executives paid more concern to the production worker.7 But this 
was more a reaction to the past or to the period before 1955 rather 
than to the period after the mid 1950's. By then, management had 
changed its course and for whatever reasons, be they good personnel 
policies or fear of unions, had begun to compensate their office 
employees better. Clerical salaries increased from 1955 to 1961 by 
28.9 percent as compared with a 21 . 1  percent increase for manual 
workers. In 1955, the gap between clerical employees' median annual 
salary and those of manual workers had been only $284. By 1961, 
clerks were making $646 more. A consciousness grew among man
agement concerning the need for sound salary structure and company 
after company began to reevaluate its salary scheme. 8 

A chance had been lost by labor when it could have justifiably 
pointed to the sad situation among clerical salaries. It could have 
pointed to examples of labor's successes in raising organized white 
collar employee income or noted inequities in the treatment by man
agement of various groups of office employees within the same firm. 
Instead, labor emphasized comparisons with blue collar workers. 

• ORC, Wartime Implications, p. 2. 
7 ORC, White Collar Loyalty, pp. A-6, 7. 
8 Department of Commerce, op. cit., Series P-60. 
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Salaries were and are a symbol of status for salaried people. 
Taking credit for lessening their value, and not blaming someone 
else for the changed state of affairs, appear not to have been particu
larly successful organizing approaches and offer little hope for future 
prospects for office employee unionism. 

IDENTIFICATION WITH MANAGEMENT 

Unions' fears concerning attacking management stem from their 
justifiable concern with white collar identification with management. 
More than three-fourths of the white collar employees in a 1957 
study answered that they looked upon themselves as belonging more 
with management than with production workers.9 It is perhaps for 
this reason that one union tells prospective members that company 
executives "had indicated many times" that they would join the 
union if they worked in an office. During the 1930's, labor had 
attempted to attract members by saying the President of the United 
States wanted them to join ; in the white collar field, this union 
tries to tell clerks that the presidents of the companies want them 

to sign a union card. Unions have been and are perplexed concern

ing this issue : should they try to use or destroy this identification 
with management ? In George Strauss' terms, should they use a 

working class approach or a middle class approach in organizing? 10 

But now, many labor leaders are convinced that the question in the 

long run is being settled for them. They are convinced that automa
tion and technological change are so altering the nature of white 

collar work that the white collar is now grey and will soon turn 

blue. Many labor leaders are convinced that this change in color 

will come about as the clerk's dream of upward mobility takes on 

a greater and greater sense of unreality ; as his work becomes more 
and more like that of blue collar workers ; as his fears mount con
cerning job security ; as the individual treatment he desires is manipu

lated by management to his disadvantage ; as he recognizes his lack 
of protection from unilateral management action ; and as he feels 

that there is no loss in status involved in joining unions. 

• ORC, White Collar Loyalty, p. A-8. 
10 George Strauss, "White Collar Unions Are Different !", Harvard Business 

Review, Vol. 32 ( September-October 1954),  p. 75. 
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UPWARD MoBILITY 

Surely one of the major sources of potential discontent among 
white collar employees is their possible awakening from their dreams 
of upward mobility and discovering that they were, in fact, only 
dreams, not reality. In studies of white collar attitudes, the "oppor
tunity to train for higher skills" and "firm promotion policies" stand 
near or at the top of the list of desirable management programs. 
Unions recognize this and demand the end of "red apple clubs" or 
favoritism in promotions.H Yet, labor has the disadvantage of bear
ing the reputation of favoring mainly seniority as a basis for promo
tion while white collar employees tend to favor merit. This issue 
remains unsettled. Unions' optimism continues, however, the same : 
that automation will block upward mobility and that firms will not 
promote fairly, as in the following case. 

A company installed a piece of automated equipment and conse
quently needed some highly skilled employees. As a result, it hired 
them from the outside. This caused the firm's office employees to 
grow resentful ; consequently, a white collar union was able to launch 
a successful organizing drive. \Vith the installation of more and 
more of such equipment, labor unions have become more hopeful. 
But is this feeling of euphoria justified ? 

First, many companies recognize this problem and are trying to 
train their present staff for the new jobs and to promote fairly. 
Second, many office employees are women who do not aspire to 
move upwards as much as men. Moreover, they have historically 
been less susceptible to unionism. A firm may need only a few 
people for higher skilled jobs. If it promotes the men, and lets 
attrition (mainly of the women employees) take care of the re
mainder, management need have less fear and unions less hope that 
the white collar employees will sign a union card. 

INCREASED SIMILARITY WITH BLUE-COLLAR JOBS 

But unions not only believe that technological change will block 
mobility ; they also expect it to make white and blue collar jobs more 
alike, and, in addition, to increase worries concerning job security, 
thereby prompting more union membership. They tend to agree with 

11 C. Wright Mills, White Collar ( New York, Oxford University Press, 
1956) ,  p. 307 ; ORC, White Collar Loyalty, p. 9 ;  Charles E. Ginder, "Union
ization in the Office," Office Executive, Vol. 36 (January 1961 ) ,  p. 13. 
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Jack Barbash that "when the white collar person becomes a baby 
sitter for an automated machine, pride of work gets drained out of 
his job and he is going to try to join with his fellows." 12 

Unions emphasize this approach in organizing literature. "The 
Age of the Robot" is coming to the office, warns the UAW, and will 
take over the clerks' job. It offers them a choice : " . . .  either to be 
conquered by the 'robot' or to challenge the robot's right to disregard 
the human equation of life." The OEIU points a nervous finger at 
a "gnawing fear and doubt among white collar employees" arising 
from one question-"How long before my job is wiped out by the 
Machine ?" Clearly to the unions, the answer to the challenge and 
to the fear is for office workers to secure a union contract that will 
protect clerks from the dangers resulting from automation.13 

While unions take hope, management appears unafraid. Most 
industrial relations executives, in our survey sponsored by the Ameri
can Management Association, did not believe that technological 
change will prompt any substantial march into unions, for companies 
will take steps to prevent job losses, and white collar people will 
benefit from these changes. But one thing troubles executives-that 
at least partially as a result of many of these changes, white collar 
people will come in closer contact with organized blue collar workers, 
and this, in turn, will bring about unionism. As proximity with 
management had prevented white collar unionization proximity with 
blue collar people may bring it about. But many executives are con
vinced that proximity, like familiarity, may instead breed contempt 
for the labor movement. For example, as Professor S. M. Miller 
once commented to an Industrial Relations Research Association 
audience, many workers who come from manual worker families may 
"be pro-union, because they have knowledge of what unions are and 
what they can do," but a number of them, however, "will be anti
union because they also think they know what unions are like and 
therefore do not want any part of them." As a result, firms believing 
this, regularly report to their white collar employees stories concern
ing corruption in the labor movement and joyously point to the 
McClellan committee findings as indicating what unionism really 
means. Further, executives paint a foreboding picture of frequent 

12 Cited in WCR, January 2, 1961, p. A-2. 
18 For a good summary of the union attitude on this subject see Industrial 

Union Department, AFL-CIO "White Collar Workers in Industry," Summary 
Report of Staff Seminar (Washington : December 1-3, 1960) ,  p. 4. 
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strikes. Unions try to answer the latter argument by playing down 
stoppages. The OEIU takes pride in noting that it is not a "strike
happy union." In fact, one organizer never refers to strikes. He 
calls them "economic sanctions" instead.14 

INDIVIDUAL vs. COLLECTIVE BARGAINING 

One of the other charges made against unions to which labor 
feels impelled to respond is that collective bargaining will destroy 
individualism. "One of the real problems facing us," comments the 
president of the OEIU, "is in our inability to get across the idea 
that unionization doesn't mean the loss of individuality." 15 The 
AFL-CIO's director of organization also discusses the white collar 
employees' belief "that individual action is the key to personal achieve
ment and happiness." But Livingston's answer is that the salaried 
person lives in a "complex work society geared to collective, coordi
nate action . . .  -that it is through group action and group identifica
tion that his personal interest can best be realized." But assuming 
this claim is true, how does labor go about trying to convince the 
white collar employee while management is as yet effectively denying 
the charge ? 16 

First, unions use ridicule. They point out that firms often talk 
about the need for individual bargaining but then refuse to talk about 
individual situations because of over-all company personnel policies 
fixed in the headquarters of the firm. Or they point to the fact that 
companies belong to organized groups-such as the NAM-and 
therefore the clerks ought to also. Or they argue that individual 
treatment often results in unfair or arbitrary actions by management 
and emphasize the need for a grievance procedure. Or they claim 
that management fosters regimentation or manipulates the individual 
and consequently one labor union placed at the top of most of its 
leaflets in an organizing drive this motto : "Dedicated to the Dignity 
of the Individual." And lastly they assert that a union membership 

" Blum, op. cit. Ch. 5 ;  S. M. Miller, "Comments,'' IRRA Proceedings (De
cember 1960) ,  p. 214 ; WCR, March 6, 1961, pp. A1-A2 ; Fortune, Vol. 65 
( February 1962) , p. 200 ; Robert Bedolis, "Union Profile : The Office Workers,'' 

Management Record, Vol. 24 (June 1962) ,  pp. 19-20 ; Lawrence Stessin, "Man
aging Your Manpower," Dun's Review and Modern Industry, Vol. 74 (August 
1959) , p. 48. 

15 Office Employers International Union, White Collar, March 1961. 
16 John W. Livingston, "The Answer for the White Collar Workers,'' 

Labor Looks at the White Collar Workers ( Washington : AFL-CIO Indus
trial Union Department, 1957) , p. 66. 
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card means a rise in individual status. After all, labor points out to 
potential unionists, Gregory Peck, Lawrence Welk, and even Princess 
Margaret's husband belong to a union. "Even with their individual 
ability," quotes one leaflet, "they recognized the need of their own 
unions to get the pay and conditions they deserve." In organizing 
literature, unions quote favorable remarks about unions from nearly 
everyone. Kennedy, Eisenhower, Lincoln, and Theodore Roosevelt 
are cited. Leaving absolutely no stone unturned, they even quote a 
college professor, the late Sumner Slichter, and a group of religious 
leaders. ("If unions are as evil as some have painted, would they 
receive such tribute from the leaders of our many faiths ?" ) 17 

Is this the hope for labor in the white collar field-to sell unionism 
as industry sells soap ; to place spot ads on a national TV program, 
telling how labor is 99 and 44/100's percent pure ? This Madison 
Avenue type of program (often phrased in poor grammar) has been 
tried and so far has not been particularly successful. Other alterna
tives are needed, for despite the failure of labor's approaches (when 
any approach was made) , the white collar employee is not as bitterly 
opposed to unionism as generally believed. In 1957, the Opinion 
Research Corporation found that while 1 7  per cent of those sur
veyed belonged to a union, an additional 14 percent reported that 
they wanted to join, for a total 31  percent. Moreover, 14 percent 
more felt undecided. In addition, 37 percent, in answer to another 
question, declared that they favored white collar people joining 
unions, 16 percent had no opinion, and 47 percent believed they 
should remain outside. Surely, to put this data in the most cautious 
terms, a large proportion of white collar people are not committed 
to being anti-union.18 

A PROPOSED UNION PROGRAM 

For these large numbers of as yet uncommitted office employees 
to join unions, they have to become discontented with their status, 
managers, jobs, and society. An economic recession or a tightening 
of the labor market for office employees might provoke this discontent. 
Management policies, or perhaps a lack of them, may also weaken 
their clerk's sense of self-importance engendered by their belief that 

17 WCR, May 2, 1960 ; Retail Clerks International Association, Retail Clerks 
Advocate, May 1962, p. 6. 

18 ORC, White Collar Loyalty, pp. 5 and A9 through A19. 
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they are a part of management. To many office employees, signing a 
union card is proof of lack of success, of defeat-an index of a decline 
of importance. Most executives, in the AMA survey, are resolved 
that this feeling continue and believe that, as a result, they must 
follow sound personnel policies. And many do. Yet, a good share, 
when asked specifically why they do so, answer in platitudes rather 
than in specifics. Thus, if labor waits patiently, it has one good 
hope : management errors and complacency. This, however, leaves 
matters mainly outside of labor's control. But there is something 
unions can do themselves-namely, provide inspired and imaginative 
leadership. 

Walter Reuther, in a perhaps characteristic way, vaguely sets one 
of the courses which unions ought to follow. Reuther answered the 
question "what kind of appeal can the union movement make to the 
young generation of technical and office workers who have never 
experienced an economic depression," by responding that ". . . the 
labor movement has to take on the character of a social movement. 
It is dealing more and more with the problems of the whole com
munity and will have to enlist these people, give them a sense of 
consciously participating in shaping the great issues that will deter
mine the kind of society in which we are all going to be living." 19 
One indication that Reuther is at least partially right is that those 
white collar people who are sympathetic to unionism are more likely 
to be critical of the theoretical principles of the free enterprise system 
and favor more government intervention than do those who are 
opposed to unionism.20 

But besides developing political and economic programs, unions 
must take into account the fact that the white collar employee does 
desire this sense of importance ; that he also wishes to "get along," 
to "sell himself," and to identify with others (as he has with man
agement) .  These attitudes are labor's opportunity and it need not 
only wait for management errors.21 Poor salary schedules and 
the impact of technological change will not inevitably bring about 

unionism. Sound management policies can frequently prevent these 
factors from having any major impact, and even unsound policies 

19 "The Corporation and the Union," Interviews on the Americmt Character 
(Santa Barbara : Center for the Study of Democratic Institutions, 1%2) , 
pp. 22-23. 

20 ORC, Wartime Implications, pp. A l-A17. 
21 "Why White Collar Workers Can't Be Organized," Harpers, Vol. 215 

(August 1957) , pp. 47-48. 
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may not, by themselves, prompt any impressive march into unions. 
The hope is in a massive labor drive to organize white collar people. 
But despite all the talk at union conventions, there is little evidence 
that there exists a real commitment by unions to organize white collar 
workers extensively. 

But if office employees are going to see their desires for self
importance and their tendencies toward conformity satisfied by mem
bership in a labor organization, then unions are going to have to 
stop merely glancing at the unorganized clerks and instead must 
focus their attention on them. This might involve the formation of 
a national White Collar Organizing Committee (WCOC) ,  somewhat 
like the organizing committees set up by the CIO in the 1930's. The 
WCOC should have local divisions operating in the big cities where 
so many clerks work. Such a committee, headed by a prominent 
labor leader like Walter Reuther, and with a large amount of money 
and staff, might convince the clerks that the labor movement really 
does care. The conforming white collar employee should have some
thing to which he can conform-that is, with other salaried people, 
who in large enough numbers, are joining unions ; and with an or
ganization, publicly and extensively committed to working for, with 
and by salaried employees, and not divided by the jurisdictional dis
putes that would now hamper any concerted program. As a result 
of such an organizational drive (and the drive in Los Angeles and 
elsewhere are distant cousins to this suggested approach) ,  the number 
of unionized white collar people may increase, though probably not 
to the extent or with the speed of the unionization of industrial work
ers in the 1930's. In fact, it may be that what is needed is another 
CIO-a labor federation only for salaried employees.22 

But such an organization is not enough. It has to have a program. 
The social unrest that formed the background for the CIO expansion 
in the 1930's is not present today. But unrest among groups differs at 
different times and does not have to pervade a large part of society as 
it did in the wake of the Great Depression. The fear that is perhaps 

22 Benjamin Solomon and Robert K. Burns, "Unionization of White-Collar 
Employees Extent, Potential, and Implications," The Journal of Business of 
the University of Chicago, Vol. 36 (April 1963) ,  pp. 160-163 ; for figures on 
union membership i n  the white collar field, see ibid., pp. 141-160 ; Solomon 
Barkin, The Decline of the Labor Movement (Santa Barbara : Center for the 
Study of Democratic Institutions, 1961 ) ,  pp. 42-45, 67-74 ; Solomon Barkin 
and Albert A. Blum, "What's to be Done for Labor ? The Trade Unionists' 
Answer," Labor Law Joumal, March 1964. 
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a needed component of white collar unionization is one concerning loss 
of status, of importance. For example, there are some indications 
that companies are tightening up on their salaries. If unions empha
size this issue, and try to convince the clerks that it is management 
that is cutting their income and thereby lowering their status, and 
that the WCOC will be the mass organizing group that will help give 
them back their status and salaries, then it may be that unions among 
these employees may expand. As another example, if such a labor 
group can break down some of the political and social ideas held by 
clerks and further their acceptance of more government intervention 
in economic life, this too may result in more white collar unionization. 
Without the Marxist overtone, labor has to convince the clerks of the 
world that by joining a union they have nothing to lose but their 
typewriter ribbons and IBM cards. 

Thus a mass organizing drive that fosters discontent and focuses 
upon examples of management malpractices, plus some of the changes 
that are now taking place in white collar work place and in society 
which may make this a more fertile field to sow these seeds of discon
tent, are perhaps the major hopes for white collar unionization. But 
one must add that all this appears quite unlikely. First, unions are 
not as yet really committed to any such drive. Only some of its re
search and education directors, and a few officials appear so committed. 
Second, management knows far more than it did in the 1930's and is 
doing a much better job. And last, there is the white collar worker 
who even when discontented may not move into unions. He did not 
in the past. He may do nothing except keep dreaming dreams of when 
he will become an executive, or just mutter over his dry martini (not 
beer as his blue collar brother) about the effects of the machine. Or 
more dangerously, some may answer the question, "Little Man, What 
Now ?" the same as many members of the German middle class who 
when asked that question in the 1920's responded by moving to the 
radical right. But some may respond by signing a union card ; and 
this of course, is labor's hope-perhaps its last one if the union move
ment is to expand. 



SUCCESS AND FAILURE IN ORGANIZING 
PROFESSIONAL ENGINEERS 

JAMES w. KUHN * 
Columbia University 

After a burgeoning beginning in the forties and a national flower
ing in the fifties, most engineering unions in recent years have faded 
and a number have died. Union leaders and labor scholars are wont 
to explain the failures of such white-collar workers to support collec
tive bargaining as a result of illusory professionalism and middle-class 
dreams. They see engineers seeking professional dignity as an escape 
from the industrial bureaucracies and the impersonal mass employment 
in which they are caught. Some scholars assert that since assembly line 
workers in Detroit and the millhands of Pittsburgh long ago recognized 
the value of collective action, in time the massed ranks of draftsmen, 
the serried rows of engineers, and the timid technicians will also 
recognize it. If the engineers' dreams come true, however, and if 
through individual bargaining they can satisfy their claims to be 
professionals, the assertion will not be validated. 

Whatever may happen in the future, at present there is little to 
encourage engineers to organize for collect-ive bargaining. An exami
nation of their work scene and conditions of employment reveal ample 
opportunity for individual bargaining. In fact, it was not the attractive
ness of collective bargaining that originally led to the organization of 
engineering unions ; the engineers sought to protect their individual 
bargaining position from an encroaching collectivity. 

I 

Quite clearly the engineers backed into orgamzmg. The fear of 
being incorporated into blue collar unions rather than any expectation 
of what collective bargaining could do induced them to form unions. 
Even the professional societies helped in the formation, and many 
managements either encouraged the organizing efforts of the engi
neers or carefully did nothing to discourage them. Collective bargain
ing was simply an accompaniment of organization ; it was apparently 

* Associate Professor of Industrial Relations, Graduate School of Business, 
Columbia University. The research from which this paper is drawn was sup
ported by the Graduate School of Business, Columbia University and the Ford 
Foundation. 
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a necessary but not a welcomed part of the strategy of forestalling 
"outside" unionism. 

Once organized, most of the engineering unions could find no role 
to play except to supplement individual bargaining. At best, collective 
action was able to influence the minimums upon which individuals 
could bargain for further gains. For example, the union negotiators 
might bargain over the limits of the various salary ranges, but each 
engineer negotiates for himself his own pay within the range. Thus 
individual gains secured by moving within a salary range may be of 
more importance than a raise of the limits. Managements have also 
insisted upon maintaining great flexibility in the administration of 
layoffs, transfers, promotions, and overtime procedures which allows, 
and in fact requires, engineers to bargain on their own. 

The overall impression gained by engineers-members and non
members alike-is that collective bargaining has little relevance to 
them. More than those of the union, their own actions influence the 
decisions vital to their pay and work. The president of one engineering 
union in an electronics firm described collective bargaining in this way : 

We bargain only for the broad outlines and let the individuals fill 
in the details. It is like school. The professors present a curricu
lum, but the students can choose what courses they want to suit 
their purposes. They also get the opportunity to strive for A's or 
B's or C's in grades. We are trying to control only the broadest 
aspects of standards-like the doctors. They negotiate with each 
patient for their fee but within the overall limits set by their pro
fessional body. 

One may question the validity of the analogies used but the point for 
engineers is clear. At best, collective bargaining provides common 
minimums, leaving a wide area for individual bargaining. 

The unions also have almost no services to offer in the handling 
of day-to-day problems. The president of an engineering association 
in a large airframe company dismissed grievance procedures and rep
resentatives by saying, "To have them would be superfluous . . . .  It 
would be a phoney ; they would be performing only play-like activities 
because there is nothing to do." By the standards of other unions, 
grievance activity is certainly conspicuous by its absence. In one 
aircraft plant that has employed between five hundred and one thou
sand engineers over the last ten years, only three grievances have 
ever been filed. The executive officers of a union in a communications 
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plant of two to three thousand engineers could recall but one grievance. 
It had arisen seven years earlier. In a recently built missile plant 
where about two thousand engineers are employed, the industrial 
relations manager reported that "in the past years we haven't received 
more than ten grievances." In another aerospace company that has 
grown from four to ten thousand engineers over the past thirteen 
years, the union brought one grievance to arbitration, and not one 
could remember any others.1 

A few union officers have bitterly commented that engineers were 
being conceited in thinking they can bargain for themselves, but the 
evidence suggests that individual bargaining is possible and profitable 
for the engineers and further that the organizational and structural 
prerequisites for carrying on any more comprehensive collective bar
gaining do not exist. 

Once hired, engineers have not found themselves entering well 
established organizations with fixed work groups and carefully drawn 
procedures. Among the electronic, communications, aerospace, and 
aircraft companies, change, upheaval, sudden cancelation, new devel
opments, unexpected breakthroughs, and almost continual expansion 
are the usual accompaniments of daily work. While some jobs have 
disappeared and others have shrunk in importance, the net effect of all 
the changes for a majority of engineers has been a plenitude of oppor
tunities. A man may lose if he is on a project such as the cancelled 
B-70 chemical bomber, but many more have ridden high on projects 
such as Saturn, Apollo, and BMEWS, advancing in rank and 
pay while challenged by new and exciting problems of engineering. 

Besides confronting engineers with an ever changing array of 
opportunities for individual exploitation, rapid expansion of engineer
ing has produced a kind of supervision peculiarly vulnerable to indi
vidual bargaining. Managers usually choose their new supervisors for 
their technical qualifications, not their competence in directing men 
effectively and efficiently. "While fulfilling the hopes of the engineers 
who want to rise to managerial positions, the choices do not always 
fulfill those of top management. Unsophisticated in the art of mana
gerial persuasion, they are often susceptible to the importunity of 
subordinates. Inexperienced in administration and leadership, they 

1 Richard Walton also found few evidences of much grievance activity among 
the engineering unions. The Impact of the Professional Engineering Union, 
Graduate School of Business Administration, Harvard University, Boston, 1 961, 
pp. 31 1-312. 
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also often find the performance record of their sections or departments 
particularly dependent upon the cooperation of those they lead.2 

A supervisor in charge of a team of good engineers is usually 
reluctant to let any member leave, either to transfer within the com
pany or quit for a job elsewhere. Men of equal or better ability may 
be available in a company, but in the constant change of projects and 
work, they are not easy to locate. Unwilling, thus, to lose engineers 
with whom they have worked successfully in building their own record, 
supervisors tend to bid for the man who is "looking around." The man 
may thereby gain a higher merit rating, a raise, or a better j ob posi
tion. If he does not secure any extra benefit from one supervisor, he 
can usually wangle a transfer to another group and try there for better 
rewards. A second-level supervisor in a department working on missile 
designs related this incident as an example of the bargaining or "dick
ering" he is involved in almost daily : 

This engineer has a background in cyrogenics ; he's probably taken 
some advanced work in it at the University and he was unhappy 
about turning out designs on mechanical activators. He told me 
he'd like to transfer to [the company's big project] so that he'd 
have a chance to push out and do something original. Well, I 
wanted him and we dickered. I agreed to let him use twenty per 
cent of his time for research and the rest on his regular job. We're 
trying it out now. 

That such deals as this one might occur occasionally would not be 
surprising, but engineers and supervisors were almost unanimous in 
their conviction that they are a major ingredient in the managing of 
engineers. Management by "dickering" thus, is not merely the result 
of inexperienced supervisors, though they contribute to it. Experi
enced supervisors bargain and "dicker" too, in all departments and at 
all times, not just when manpower shortages occur, according to the 
men involved. 

Another, and more basic, influence appears to have encouraged, 
if not required, engineers to bargain for themselves at the place of 
work-the mode of management. Typically engineering firms permit 
supervisors to exercise their own judgments in treating subordinates, 
imposing but few limiting rules and providing even less guidance. 

2 See Walton, The Impact of the Professional Engineering Union, pp. 333-334. 
He discusses the balance of forces that produce bargaining between engineers 
and supervisors. 
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Particularly is this true in merit rating and performance reviews. 
Supervisors are asked to rate men according to vague guides on 
complicated forms. Instead of setting forth clear standards, the firms 
require one supervisor to second-guess another. Sometimes the super
visors are of equal rank and at other times of different. It is their 
personal, subjective and not infrequently inexperienced judgments, 
rather than objective rules or clearly understandable guides which 
direct their decisions regarding transfers, promotions, merit rating, 
salary raises, job assignments, and layoffs. Of course, departmental 
budgets and contract specifications provide limits but even first line 
supervisors may exercise authority over engineering careers with lati
tude and autonomy. 

Engineers seldom work under supervisors who alone wield direct 
line authority. Most engineering firms have adopted a dual form of 
supervision by combining the project and systems form of organiza
tion.3 Engineers specializing in particular functional areas are under 
the technical direction of their system ( i.e. functional) supervision, 
but under the administrative direction of project supervisors who 
coordinate the overall development of a project, be it an aircraft, a 
missile, or a communications network. Engineers can thus specialize 
in particular technical areas, increasing their efficiency for the company, 
yet be used flexibly to work on a variety of large complex projects 
over time. (If projects are small, a systems group may even work on 
more than one at the same time. ) 

In theory the project supervisors have full authority over all 
engineers working on a project, but in practice the administrative 
authority has to be shared with the systems supervisor and as fre
quently with the engineers themselves. The expert, technical knowl
edge and sometimes critically-needed functional skills possessed by 
engineers may give them enough influence to override, or at least 
modify, decisions made by project supervisors. An engineer working 
on servo-mechanisms in an antimissile missile gave an example of how 
technical authority can be used to challenge administrative authority. 
He had become unhappy at the way his overtime was being scheduled. 

I couldn't tell [my immediate supervisor] that they had to change 
the way things were set up, but I could go to the project engineer 

• E. S. Arndt and others, Engineering :Manpower: How to Improve Its 
Pt·oductiz,ity, (3rd ed. ) ,  Graduate School of Business Administration, Harvard 
University, Boston, 1957, p. 11 .  
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and bring up technical matters on which he'd back me. He knew 
that I could enforce cooperation because I had some authority 
based on my past performance and technical ability. Adminis
tratively I had no authority, of course, but where do you draw the 
line between the two ? A systems engineer can make technical 
reports and suggestions on lots of things and his nominal superior 
disregards the advice at his own risk. 

Another engineer working on the mathematical analysis systems 
of a missile project was dissatisfied with his merit increases of recent 
months. With no advance notice he told his technical supervisor he 
was going to resign. 

I told him that the review he had sent in on my work had been 
ignored when the merit increases were made. He knew my accom
plishments and I told him frankly what I expected. I let him know 
that I give my best when my morale is high. He told me he'd speak 
to the project engineers and not to submit the resignation ; I al
ready had filled it out. He came back with a doubled increase. 

A supervisor of ten years' experience in an aircraft firm said that each 
section in the engineering department where he worked operates more 
or less by itself, 

a little like a small firm doing subcontracting from the big company. 
It's all very human and understanding. I had one man, for exam
ple, who was average but didn't deserve a merit increase, I think. 
He complained and continued to do so. I finally recommended him 
to a salary which made him just eligible for a parking pass. Then 
he had only to walk 4 blocks instead of 7 and that quieted him. 

The constant shifting of systems group from one project to an-
other and the change in the make up of the groups seldom allows the 
engineers to become familiar enough with formal channels of com
munications and authority to use them regularly or efficiently. The 
pressures for speed in clearing up difficulties and the problems of 
coordinating highly interdependent systems designs puts a premium 
on informal relations. Thus, engineers have opportunities to approach 
both higher and lower supervisors, technical as well as administrative. 
As a chief engineer in a plant making aerospace equipment said, 

In this business the organization of the groups is not real hard 
and firm. A man can't really get out of bounds in this sort of 
organization. The engineers and lead men and supervisors feel 
pretty free to handle things their own way within limits and to 
work out problems among themselves. 
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The informality and loose procedural arrangements, combined with 
the diffusion of authority within engineering departments provides a 
fertile ground in which individual bargaining can flourish. Many 
engineers are encouraged to play off one supervisor against another, 
led to question the subjective, often poorly informed or hasty ratings, 
and tempted to draw the attention of higher level superiors to their 
work as they angle for other positions and assignments. Consequently 
engineers and their supervisors spend a noticeable amount of time 
and effort in their individual negotiations, politicking and dickering. 

Engineers engage in individual bargaining willingly, not because 
employers insist or because they have no alternative. No more than 
a minority show any interest in restricting the use of individual bar
gaining. Some complain that it is seldom equitable or fair-merely 
a way for supervisors to reward apple polishers and friends. A few 
are convinced that it favors the "politicians" and "squeaky wheels" 
rather than those of merit and men with real engineering skill. Not 
every engineer gains when he bargains for himself, and merit is not 
always rewarded, true, but on the whole the system works tolerably 
well. Only a minority of engineers see any need to supplant individual 
bargaining. 

The minority, who look with some favor on collective bargaining 
and join unions where they are available, tends to be drawn from the 
higher or middle engineering ranks ; engineers in the entering grades 
are not attracted to union membership.4 Closer examination of the 
characteristics of members show that length of company tenure is 
probably the single, most important correlate of membership. No 
other characteristic, such as social background, size of work group, or 
kind of work performed, appears to be significantly related to union 
membership.5 The data collected for this study shows that length of 
tenure is even more important in determining membership than the 
amount of education received. College graduates, as a group, uni
formly show lower membership and express stronger opposition to 
unions than those with no degrees, but comparisons between engineers 
of the same tenure in the two groups indicate that a college education 
is not a significant influence working against membership. 

• Where engineering unions are available membership typically runs from 
about 20 percent to barely 50 percent of the bargaining unit. Only a very few 
exceptional unions enroll as many as 60 percent, and two that enjoy even higher 
membership are discussed below. 

• Bernard Goldstein and Bernard P. Indik, "Unionism as a Social. Choice : 
The Engineers' Case," Monthly Labor Review, Vol. 86, No. 4 (April 1963) ,  
pp. 365-369. 
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Mere passage of time on the job or in a company does not, in itself, 
arouse an interest in engineers to join unions and favor collective 
bargaining. The length of time an engineer has been on his job, how
ever, can adversely affect his position and opportunities, thus turning 
his attention to group gains and improvements. The salary growth 
curve for almost all engineers rises rapidly for the first five to eight 
years and then levels out. An outstanding man may find his salary 
continuing a rapid rise, but for most, wage increases decline markedly 
in frequency and amount after the early period of employment. The 
leveling out of salaries is an issue about which the unions make much ; 
disturbed by the slower pace of salary advancement, the longer term 
engineer may for the first time listen to the union message. 

Perhaps more disturbing than their relative loss of salary status 
is the decline in opportunities for continued advancement as length of 
tenure increases. The company's production needs and the engineer's 
personal interests can lead a man to specialize narrowly, foreclosing 
new jobs and types of work. Specializing can make individual bargain
ing more difficult, if not impossible. As one engineer who has been 
with an aerospace company since World vVar II remarked : 

You're always in danger of reaching a level and getting pegged . . . .  
You don't necessarily get stuck there because of your capabilities, 
but because you're tagged as that level of engineer. If you're lucky 
and don't get pegged you will reach your level of capability-but 
even then your salary levels off just the same. 

Another disturbing concern which tends to interest engineers in 
the union is the imprecise but alarming threat of obsolescence.6 Engi
neering technologies are changing rapidly ; a man who has specialized 
in aircraft design, say in engine pods or wing structure, may find little 
demand for his skills in missile design where pods and wings are not 
used. Or an engineer, expert in the problems of radio tubes or elec
trical circuitry of fifteen years ago may be poorly equipped to exploit 
the opportunities of tunnel diodes and optical lasers today. An indus
trial relations officer of a major aerospace company observed that : 

The older and more senior engineers are often disturbed at the 
lack of attention and consideration they get in the new promotions 
and advancements within the company. But to be truthful, I think 
that the new engineers are more valuable than the older men . . . .  
These men have got to keep up to date or the field will rush them by. 

• A discussion of this threat is found in Gordon S. Brown, "New Horizons in 
Engineering Education," Daedalus, V. 91 ( Spring 1%2) , pp. 342-343. 
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Another officer in the engineering department of a company building 
space capsules commented that "the engineering here is done by the 
young men, that is, those of less than five years' experience . . . .  If we 
should ever have a sizeable layoff, a lot of older guys will be laid off. 
[They've] been out of school for a while, like me, and we're out of 
touch with the newer techniques of engineering." 

The number of older, longer-tenure engineers who are prime can
didates for membership has been, and probably still is too small to 
provide a broad majority upon which to support unions. Engineering 
staffs have grown so fast that a large proportion of the engineers are 
both young and short of experience. In a 1958 nationwide survey, 
forty percent were found to be under thirty-five years of age and half 
had begun their present job less than four years ago.7 Another survey 
in 1956 found that thirty-five per cent of all engineers were between 
the ages of twenty and thirty ; one-third of all of them had had less 
than five years' experience and two-thirds had had less than ten years.8 

II 

In a few exceptional situations engineering unions have been able 
to recruit into active membership an overwhelming portion of the men 
in their bargaining unit. As in the quiescent unions, the membership 
has a significantly higher proportion of long-term engineers, but they 
have secured the support and loyalty of many of the junior men as well. 
An examination of two of these strong, militant unions, one with an 
eighty per cent membership and the other with a union shop and thus 
one-hundred per cent, throws additional light upon the conditions that 
encourage and allow unions to provide useful services for the workers 
they represent. 

Even a casual observer cannot help but be struck by differences 
between the active unions and the other quiescent ones. The bustle in 
the offices, the loud voices of men conferring, the ringing of telephones, 
continual comings and goings indicate a high level of daily activity at 
union headquarters. The contrast with the quietness and solitude of 
the typical engineers' union office is unmistakable. Of more significance 
was the contrast in the kind and availability of services for members. 
In the active unions collective bargaining was a continuous process, 

7 A. J. Jaffe, Characteristics of Men Employed in Engineering Jobs in the 
U.S., prepared for the U.S. Census Bureau, January 1961, mimeographed, Table 
4, p. 1 1 .  

6 Booze, Allen, and Hamilton, T.he Mal<ing o f  Company Policy (1956 ) .  
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not just negotiations of a labor agreement from time to time. It is 
rather the daily administration, adjudication, and grievance bargaining 
that makes up a full comprehensive union service. Another contrast 
that is marked is the willingness of the unions to strike. Each of the 
active ones has struck in support of demands several times. In fact, 
both have struck more times than the production workers in the same 
plants.9 

Neither union was organized with the purpose of militantly pur
suing collective gains. Engineers organized the first union to avoid 
inclusion in a technician's union. They hoped : 

to create a consultative board that could represent [them] in dis
cussions with management. It was envisioned that these groups 
would serve as a "sounding board"-without becoming involved 
in the complications of formal "unionism." Exploratory confer
ences with company representatives, however, quickly dispelled 
any thoughts of this type of idealized relationship-since the Com
pany indicated that it could not (or would not) deal with an organ
ization of engineers unless it was officially accredited . . .  as a legal 
bargaining unit.lO 

At company insistence the engineers formed a union and then returned 
to negotiate a labor agreement. According to the union's newsletters, 
the company also insisted "that the first step in our negotiations shall 
be the setting up of a grievance procedure." If any disputes arose dur
ing the course of negotiations, they could thus be settled quickly and 
smoothly without interrupting consideration of the larger problems. 

The engineers devised a rather sketchy kind of grievance proce
dure which would have been little different from the then current, 
informal methods of bringing complaints to one's supervisor. The 
company rejected such a procedure as inadequate and proposed in-

• Different as these unions are in their activities from the typical engineering 
union, they are not otherwise unlike them. Their members perform the same 
kind of work, being employed on aerospace projects of the Defense Department 
and also commercial electronic and communications equipment. The companies 
employing the members are large and have greatly expanded their enginering 
departments since the unions were formed. Like the typical engineering union, 
the two active unions were encouraged at first by management to forestall union
ization by production unions. In membership too, they resemble the typical 
engineering union. One of the unions limits membership to professionals only 
and the other includes both professionals and technicians. Of the quiescent 
unions some are all professionals and others are of mixed membership. In short, 
the two unions quite clearly are different from the typical engineering unions, 
but the reasons for the differences are not causally obvious. 

10 Quote from a union handbook which gives the history of the organization. 
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stead the kind of detailed grievance system commonly found in regular 
labor agreements. Grievances were defined, time limits set for proc
essing, a hierarchy of hearing levels established, and the form of rec
ords were set forth. The company officials not only insisted upon a 
grievance system but also established the rules, standards, and pro
cedures which in administration and interpretation would give rise 
to grievances. They began job analysis, job evaluation, and merit 
rating programs for engineers and other salaried employees. Jointly 
management and union worked out factors on which engineers should 
be rated and agreed that each man should receive a record of his 
ratings. Any disagreement with the rating could be grieved. The com
pany also suggested or accepted (the record is not clear) a layoff 
system in which seniority was the dominant consideration. Only at 
the insistence of the engineers was weight given to education and 
ability as well as length of service in the seniority measurement. 

The company is a large, leading electrical and electronic equip
ment firm, well-established, and soundly administered by professional 
managers. It had fought union organization in the middle thirties, 
provoking bitter conflict which led to the death and injury of several 
strikers. Appalled at the consequences of its anti-union policy, man
agement decided to accept unions and live with them in peace, if not 
always in harmony, From then on, management made the unions a 
stable, regular part of the company, agreeing or insisting that it should 
assume a recognized role in the daily activities of the organization. 

As negotiations continued, the engineers brought to management's 
attention a number of questions about salaries. The first dealt with 
rates paid to engineers in one department who held rank equal to 
men in another department but who received lower pay. The discrep
ancy was remedied immediately by adjusting the lower rates. Other 
such adjustments led the engineers to experiment further with their 
new grievance procedure. In the first three months after the agree
ment was signed in early 1946, the parties processed eight grievances, 
five on merit rating and two on reclassification. In the succeeding 
years grievance work grew, becoming the mainstay of the union. 
Active members performed their apprenticeship for higher offices as 
grievance committeemen, and all engineers learned that the union 
could help an individual who had a question or complaint about the 
way rules were enforced and standards applied. 

A comparison of the provisions in the union's agreement with those 
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of a quiescent union's agreement, emphasizes the potentially broader 
grounds for raising and sustaining grievances. The quiescent union's 
agreement states that merit rating decisions "represent the opinion 
of the [engineer's] administrative supervisors :" "the result of each 
annual review will be discussed with the employee ;" and "an employee 
may file a grievance . . . [for] any violation in the administration of 
the [rating] ." 11 Under the agreement of the active union, supervisors 
are expected to base their decisions upon reasonable and demonstrable 
criteria, required to give a copy of the rating to the engineer after he 
has read and signed the company's copy, and an engineer may grieve 
the decision not merely the administration of the rating procedure. 

As engineers began to use the grievance procedure, at first skep
tically and tentatively, their familiarity with it increased as did manage
ment's. Handling and processing grievances became an accepted part 
of daily work as did the shop activities of union officers. There were 
many newly hired engineers each year as the company expanded its 
engineering department eight-fold in fifteen years, yet they quickly 
and readily took out membership. The union conducted no member
ship drives and has always used a soft-sell approach on new hires. 
The acceptance of the union by engineers and management and the 
usefulness of union services is apparent without any explicit propa
ganda. From the first, j oining the union has been the thing to do. 

The company whose engineers organized the second union was not 
stable, well established, or soundly administered. It had been a small 
engineering and producing firm making special equipment for the 
Navy until World War II. The two founders ran the company out 
of their hats, in a paternalistic and highly personal way. Personnel 
policy was chaotic, subject to change any time a new idea or a new 
advisor caught the fancy of the two founders. After the war and the 
drop off of war contracts the company nearly foundered. A larger 
company took over control and appointed new managers, but the old 
policies or lack of policies continued. By the late forties the com
pany had recovered financial strength when it received government 
contracts to develop equipment which was to become a vital part of 
nuclear submarines and missiles. 

As the company prospered from the additional contracts given to 
it after the beginning of the Korean War, the engineers and workers 
languished. The swift inflation of 1950-51 ate away at wages and the 

11 Italics added. 
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absence of any coherent personnel, wage, and work policy produced 
confusion, inequities, and bitterness among all employees. When the 
American Federation of Technical Employees and the I.U.E. at
tempted to enroll the engineers late in 1950, management encouraged 
the engineers to form their own union. Disgruntled as they were, 
they needed little encouragement. In early 1951 they began their first 
negotiations. 

The engineers negotiated with managers who had been with the 
company less than a year and who left a few months after the first 
agreement was signed. In general whatever the engineers asked for, 
including the union shop, they got ; and they asked for a lot, having 
combed a variety of union agreements to find items that looked worth
while. Besides liberal pay increases and generous overtime pay, vaca
tions and other fringe benefits, they also received a full grievance pro
cedure, arbitration, and ample pay for union officers and committee
men performing grievance work. 

For the next several years the company did not have stability or 
continuity in its management. Manager followed manager ; a soft 
policy succeeded a tough policy in labor relations and back again. A 
manager in conference with a group of engineers last year suggested 
some changes in a particular personnel policy. A union officer pointed 
out to him that under an interpretation agreed to earlier, the change 
was not possible. "Well, which one of my seven predecessors agreed 
to that ?" he exploded. "It's a damned hard job figuring out what 
went on here before me." 

The manager had reason to be exasperated, but he was not accurate. 
The job of finding out what has gone on in the company is not hard, 
only embarrassing. He need only ask the union leaders ; they know 
company policy well, having devised most of it, and administered it 
for a longer time than has any manager. In this company the engi
neering union performs many of the personnel activities usually carried 
on by managers in other firms. The union, not management has 
brought order, stability, and regularity to wage, job and personnel 
policy. It has been responsible for most of the procedures through 
which standards are established and enforced ; it has had to stabilize 
and organize employment conditions in order to survive. In the 
process it has created for itself a large and important role in the 
administration of employment and personnel policies. 

The union participates in many activities other than grievance 
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handling. Jointly with management it works out job descriptions 
for technicians. It helps administer the filling of all engineering 
vacancies, qualified engineers having the right to bid for vacant posi
tions by seniority. It eventually reviews major and minor personnel 
policies and suggests changes which management has sometimes found 
wise to adopt. The union also examines all salary data and salary 
changes with the aid of electronic computers, often making more de
tailed, careful, and revealing analyses than the company. The union is 
so active and so perceptive in many of its criticisms of management 
that managers have at times fallen back upon an argument which 
hardly enhances their prestige--the right to mismanage. The director 
for industrial relations summed up his attitude towards the union this 
way : 

I'd say that the union has developed some very astute individuals. 
These men are as good or better than the management men-then 
and now. The company was disorganized [when the union began] 
and its effect was to regularize employment. . . . They've brought 
order to the plant. We can all agree to that. 

III 

The two active unions demonstrate that professional engineers 
can and will support collective bargaining if it provides a useful service 
for them and if they are allowed to become familiar with the nature of 
union service. Unions can win the continued support of a large portion 
of the employees within their scope of organizing, however, only if 
they can play a recognized role in regular company processes, pro
viding benefits to the employees, to management, or to both. 

Unions can thrive in quite disorganized situations by providing 
procedures and a measure of order which bring some stability and 
predictability to the work scene as in the case of the second active 
union. They can also flourish in highly structured organizations as the 
first active union has. But if unionists have to try to establish collec
tive bargaining in business organizations only partly bureaucratized 
and have to operate within a loosely defined management structure, 
they will probably not enjoy much success. Too much scope for indi
vidual bargaining is possible in such cases. 

The analysis of engineering unions presented here suggests that 
the future of unionism and collective bargaining among white collar 

workers will not be bright as long as the structuring of management 
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and enlarging opportunities allow individuals to gain reasonably satis
fying rewards from their own bargaining. Should such bargaining 
become less rewarding, unionization could spread fast. If for reasons 
of economy, or otherwise, engineering managements are forced to 
tighten control over their professional employees and try to regulate 
them more closely or if loss of Defense contracts should demoralize 
management and produce chaotic, completely unregulated conditions 
of work, collective bargaining could become as common for engineers 
as for musicians, actors, and airline pilots. 



PROFESSIONAL ENGINEERS LOOK AT UNIONS 

BERNARD P. lNDIK AND BERNARD GoLDSTEIN 1 
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THE PROBLEM 

The purpose of this paper is to sum up what we know about the 
perceptions of unionism held by engineers. The question is relevant 
for several reasons : since post World War II the occupation has 
assumed characteristics which in an earlier period were associated 
with widespread unionization of somewhat similarly placed skilled 
craftsmen ; the flurry of organization among engineers in the later 
1940's and 1950's apparently failed to strike permanent roots ; finally, 
given the shifts in the occupational composition of the labor force 
that have taken place, the prospects for numerical growth in the 
trade union movement rest in part on the attitudes of professional 
and technical employees toward collective action through unions. 

The 1960 census counted 854,000 employed male engineers, an 
increase of almost 65 percent over 1950 ; during the same period 
the labor force as a whole increased by 15 percent. Some 88 percent 
of the engineers work in industry, 10  percent are employed by the 
several levels of government. Most of the remainder are employed 
in universities while a very small proportion are still to be found 
in private practice.2 

Engineers are now primarily salaried employees in large bureau
cratic organizations. This concentration is a product of the techno
logical expansion which initially accounts for the over-all increase 
in numbers. The tendency toward large units is reinforced by the 
emphasis on weapons research and development, with the Department 
of Defense constituting a major buyer of engineering services. 

In face of the job related problems to which these developments 
have given rise, engineers can be said to have been somewhat less 
than enthusiastic in embracing collective bargaining as an instrument. 
Engineering unionism even at its peak represented only about 5 per
cent of the professional engineers in the United States. Today the 
figure is somewhere between 3 and 4 percent. 

1 Professor Jack Chernick's critique of this paper has been very helpful both 
to the logic and clarity of its presentation. Any remaining deficiencies are the 
responsibility of the authors. 

2 Scientific Personnel Resources, National Science Foundation (Washing
ton : Government Printing Office, 1 956) p. 14. 
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WHO ARE THE PROFESSIONAL ENGINEERS ? 

Engineers are not a homogeneous category. Some engineers 
work in relatively routine drafting functions ; some work as produc
tion engineers ; others spend their time on scientific research projects ; 
while still others hold management or quasi-management positions. 
Some engineers work in mechanical engineering while others are 
civil, chemical, electrical, electronic or design engineers as well as 
other specialties too numerous to mention. 

Although the occupational category includes men who achieve 
the title through long experience on the job, most engineers are at 
least college graduates ; a small proportion hold advanced degrees ; 
and some have received training on the job and have attended eve
ning college. 

Furthermore, engineers differ greatly not only in the kind of 
work they do, but in their degree of identification with management, 
their employee status and their professional status. Because of these 
differences one must observe some caution in making any general 
statement about "engineers." However, so far as broad socio
economic status is concerned, it is accurate to say, as Goldstein 3 
has noted, that engineers by and large fall into the "middle class." 
They are predominantly white collar, salaried employees with above 
average yearly income ($10,025 median income for 1962) with a 
range from about $6,000 to $25,000 per year ;4 and they tend to own 
homes in the suburbs of our large metropolitan areas. 

'Ve know, in general, that white collar middle class employees 
tend to be relatively less inclined to accept unionism. Solomon and 
Burns 5 report that about 56.4 percent of the blue collar potential 
is organized as against only 13.0 percent of the eligible white collar 
workers. Within white collar categories we find differential per
centages. Office workers are approximately 9.3 percent organized. 

Kindred and peripheral workers (railroad clerks, letter carriers, 
telephone operators, etc. ) show about 30 percent of their potential 

• Goldstein, Bernard, "The Perspective of Unionized Professionals," Socia./ 
Forces, Vol. 33 (May 1 959) , pp. 323-327. 

' Engineering Manpower Commission of the Engineers Joint Council, Pro
fessional Income of Engineers 1962, (New York : Engineers Joint Council, 
1963) . 

5 Solomon, B. and Burns, R. K., "Unionization of White-Collar Employees : 
E..xtent, Potential and Implications." The Journal of Business of the University 
of Chicago, Vol. 36 (April, 1963 ) ,  pp. 141-165. 
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as umon members. Public school teachers show about 4.6 percent 
of their potential as union members. 

The occupational variation in rate of unionization, shown in 
Table 1, seems to be related directly to social status of the occupational 
category. These data also show some general agreement with Korn
hauser's data 6 on non-manual workers. 

TABLE 1 

Social Status vs. Percent Unionized 

-------------- 1 Rank in so

5

cial status • 

Blue Collar 
Railroad Oerks, Letter Carriers, etc. 4 

Office Workers 
Public School Teachers 
Engineers 

3 

2 

o/o Unionized b 

56.4 

30.0 

9.3 

4.6 

3.5 

• North, C. C. and Hatt, P. K., "Jobs and Occupations" in Bendix, R. and 
Lipset, S. M., Editors, Class, Status and Power. (Glencoe, Illinois : Free Press, 
1953) .  pp. 411-426. 

b Solomon and Burns, 1963, op. cit. 

To be sure, there are exceptions like the heavy unionization of 
professionals in entertainment and the highly paid airline pilots. But, 
by and large, engineers come from economic and social class cate
gories that historically have shown negative attitudes toward union
ism and low rates of unionization. 

Over and above the attitudes common to these categories, an 
additional barrier to acceptance of unions has operated among engi
neers-the proposition that collective action is incompatible with their 
professional status. Many sociologists 7 have tried to define the 
attributes of a professional role but as yet complete consensus has 
not been reached. However, the status enhancing value of describing 
oneself as a "professional" is clear. 

Certainly, from our own studies there is no evidence of a con-

• Kornhauser, Ruth, "Some Social Determinants and Consequences of Union 
Membership," Labor History, Vol. 2 (Winter 1962) ,  pp. 30-61. 

7 Definitions appear in the following among others : Carr-Sanders, A. M. 
and Wilson, P. A., The Professions, (Oxford, 1933) p. iii ; Parsons, T., "The 
Professions and Social Structure," Social Forces, 17 (1939) pp. 457-467 ; 
Kornhauser, W., Scientists in Industry, (Los Angeles : University of California 
Press, 1962) ; Hughes, E. C., "Professions," Daedalus, Vol. 92. (Fall, 1963 ) ,  pp. 
655-668 ; Barber, B., "Some Problems in the Sociology of the Professions," 
Daedalus, Vol. 92. (Fall, 1963 ) ,  pp. 669-688. 
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sistent conception of what a professional is among engineers them
selves ; in fact there is considerable skepticism among some as to 
whether some engineering in industry should be considered as pro
fessional engineering since it is so routine and lacking in challenge 
to the initiative of the engineers involved and leaves so little discre
tion to the practicing engineer. 

One of the most consistent arguments of the professional engi
neering societies and engineering managements has been that pro
fessionalism and unionism are contradictory.8 

Whether or not this position is logically tenable, professionalism 
vs. unionism has been a focal point in many of the certification and 
decertification elections in situations where engineers have attempted 
to maintain or gain collective bargaining rights. The evidence is that 
the notion of professionalism has been effective in discouraging engi
neers from joining engineering unions.9 

In two studies 10 of engineers in plants where engineering unions 
existed, we found that members of engineering unions much more 
strongly endorsed the statement, "There is no conflict between pro
fessional ethics and membership in an organization such as the 
local union" than did non-members. 

Presumably then, the tendency is that if an engineer "feels" that 
he is a professional he will be rather negative toward unionism even 
though many of the professional engineering unions have worked 
for increasing the professional status and goals of salaried engineers. 
Prominence of the issue of "professionalism" is clear from an 
examination of the history of collective bargaining among profes
sional engineers. 

8 A Professional Look at the Engineer in Industry, (Washington : National 
Society of Professional Engineers, 1955) ,  p. vi. ; Forrest, T. Carr Jr., "Pro
fessionalism or Unionism-Facing the Issue," American Engineer, ( March, 
1954 ) ,  p. 24 ; Hartsook, E. A., "Are We Meeting the Union Challenge," 
Chemical Eng�neering, Vol. 67, (February, 1960) ,  pp. 145-146 ; Morse, G. E., 
"Engineering Ethics-From the Viewpoint of Industry," Journal of Engineering 
Education, Vol. 45, ( November, 1954) , p. 216. 

• Examples occurred in the elections of the Council of Western Electric 
Professional Engineers in 1952, 1960 and 1963 ; the decertification election of 
the Federation of Honeywell Engineers ; decertification election of the Engi
neers Association of Sperry, 1960 ; and the recent decertification elections 
involving chapters of the Engineers and Architects Association on the West 
Coast, 1963. 

10 Goldstein, B. and Indik, B. P., "Unionism as a Social Choice. The Engi
neers' Case," Monthly Labor Review, Vol. 86 (April, 1963 ) ,  pp. 365-369. 
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HISTORICAL PERSPECTIVES 

Here we are not interested in a detailed history of collective 
bargaining among engineers. Such accounts are available elsewhere.11 
We are interested in the insights the history affords into the percep
tions of unionism held by engineers. 

Most engineering unionism has taken the form of independent 
unions that seemingly have come into being through the feeling that 
group action was necessary among the engineers for solving their 
problems in the salaried bureaucratic organizations in which they 
found themselves, but status considerations seem to force them 
mainly outside of the American Federation of Labor-Congress of 
Industrial Organizations (AFL-CIO) .  

Salary "compression," lack of personal recognition, job special
ization and fragmentation along with the engineers' feelings of lack 
of control over their own fate and large-scale management's lack of 
experience with dealing with large numbers of professional personnel 
tended to increase the prevalence of engineering unionism in the 
1950's. On the other hand, the recent decline may be attributed 
to several factors : 1 )  engineering management seems to be learning 
how to handle engineering personnel in large organizations ; 2 )  the 
engineering unions have been relatively ineffective in collective bar
gaining because of their lack of union security provisions, inactive 
grievance systems and their preference for the use of gentlemen's 
logic rather than the pressure tactics that managements have come 
to expect from and react to in dealing with collective bargaining 
organizations. 

CHARACTERISTICS OF ENGINEERING ASSOCIATIONs-UNIONS 

While only approximately three and one-half percent of profes
sional engineers are represented by certified collective bargaining 
organizations and these mainly at large engineering installations, it 

is interesting to see what these organizations are like, to what 
degree they reflect their engineering membership and to what degree 

they reflect unionism as found elsewhere in our society. 

n Histories appear in Goldstein, B., Unions for Technical Professionals: 
A Case Study, unpublished doctoral dissertation, University of Olicago, August, 
1957 ; Walton, R. E., The Impact of the Professional Engineering Union, 
(Boston : Harvard University, 1961 ) ; Shostak, A. B., America's Forgotten 
Labor Organization, ( Princeton : Princeton University, 1962) . 
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Unlike blue collar unions, by and large, most engineering unions 
have not experienced a period of militancy ; they emerged as a de
fensive move against industrial unionism and/or as a reaction to an 
accumulation of shared problems facing groups of salaried engineers 
in industry or in government. 

Non-militancy rather than militancy has been characteristic of 
these unions. While there have been strikes by engineering unions, 
the number both of strikes and of man days lost is extremely small 
as compared to other unionized occupational groups. It should be 
added, of course, that except for production engineers, the strike 
is not an especially effective weapon for engineers. Only if production 
employees respect the engineers' strike can it be immediately effective 
since engineers produce ideas, plans and designs and not hardware. 
The strike, then, for an engineering union is but a demonstration 
usually having more effectiveness indirectly (through Washington 
pressure-government contracts) than directly on the company's 
short run ability to produce. Further, engineers are very reticent to 
approve such strike action even when they are union members, and 
have felt that they were aggrieved. To strike has been seen as too 
violent, too irrational and too unprofessional. 

Similarly, the grievance procedure is used much less in engineer
ing unions than in other unions. Basically, the individual engineer 
is reticent to open himself to management as a "problem." Since 
many of the unions are relatively weak, the engineer feels in the long 
run he needs management's support. In addition, he may feel that 
eventually he will be part of management. 

Very few engineering unions have union shop provisions in their 
contracts. Most bargaining unit membership figures run between 
50 to 75 percent members. From our recent studies it is the 
unions with 75 percent or more of their bargaining unit as mem
bers (and very few engineering unions ever reach this figure) 
that have active grievance procedures for their members and who 
have the strength to take stands for their members. 

These unions have been interested in the general welfare of their 
membership and have moved toward improving merit system pro
grams. They have pushed for percentage salary increases, more 
management support for professional activities such as paid time off 
for attendance at technical conventions, support of further technical 
training and refresher courses, as well as better utilization of man-
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power. These are characteristics not often found in  other unions. 
The engineering union member sees relatively little implicit con

flict between his union and management. The engineer generally 
aspires to upward mobility and expects it. On the average his 
allegiance to the union is split with his affinity to management and 
his value system is not too different from that of management. A 
number of engineering unions seem to be in part a training ground 
for engineering management ; a large proportion of the leadership 
of these unions tends to move on into engineering management. Two
thirds of the members of one union's executive board, over a twelve
year period, are now members of engineering management. 

In general this points to another characteristic of engineering 
unions, namely high leadership turnover. To the union there is a 
continuing problem of new, relatively inexperienced people in need 
of training in key positions. This characteristic reflects in part the 
general high turnover of engineers and along with them those engi
neers active in union affairs. It seems to be accepted that a leader 
will devote a limited period to the work of the union and return to 
engineering. Career commitment is to engineering ; very rarely to 
unionism. There are relatively few paid union positions. Many 
posts are held on a purely voluntary basis and some are on a "lost 
time" basis. Financially, there is little or nothing to be gained by 
taking on the job of union leader ; and he gives up little or nothing 
financially if he returns to his position as an engineer. 

These characteristics have led to democratic union organizations 12 

with leaders whose appeal is less emotional and more rational, 
intellectual and geared to the professional. The member is very 
frequently expected to have a high level of training, knowledge (see 
the prolific amounts of statistics in engineering union publications) 
and reading capacity (as evidenced in volume of information-flyers, 
newsletters, etc. sent to members) .  The member is kept well informed 
if he has a mind to read. There is also a reticence on the part of 
these organizations to accept and use the label "union" as well as a 
reticence toward union tactics and terminology. Thus, "union" be
comes "association," "strike" becomes "economic sanction" or "col
lective demonstration." 

12 These data are in support of Lip set, S. M., "The Political Process in Trade 
Unions : A Theoretical Statement" in Galenson, W. and Lipset, S. M., Labor 
and Trade Unionism, (New York : John Wiley and Sons, 1960) pp. 216--244. 
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The above then reflect the patterns of engineering unionism and 
indirectly the engineers who are the members of these collective 
bargaining organizations. 

PERSPECTIVE OF THE INDIVIDUAL ENGINEER 

As has been pointed out earlier, the engineer really should not 
be spoken of in a generic sense. There are, however, some general 
statements that can be made, as well as some general caveats that 
should be clarified. 

Engineers today are salaried professional employees in bureau
cratic organizations ( industrial, governmental and university) .  They 
seem to choose as points of social comparison other professionals 
such as doctors and lawyers as was noted by Lee HansenP The 
earning position of engineers relative to other professional groups 
has declined. But Blank and Stigler " and Hansen 15 also note that 
while the salary position of engineers as compared to male workers 
in manufacturing had been declining from 1947 to 1953, that from 
1953 to 1960 relative increases in median income for engineers seem 
to be favorable to engineers. The longitudinal data on engineer 
unionism seem to show a peak around 1955 and a slow decline since. 
The salary compression explanation also loses its impact on engineer
ing unionism after 1958. The economic explanations do then seem 
to be part of the answer but other factors are clearly important. 

Riegel 16 has reported data on attitudes toward collective bargain
ing among engineers (and some few scientists ) in ten "well managed 
and well established companies" that have no professional unions. 
He found that 79 percent of the 264 respondents replied as being 
anti-collective bargaining, 3 percent were neutral, 10 percent were 
favorable and another 8 percent were favorable but only through their 
professional society. Riegel 17 also reported that those favoring col
lective action seemed to be predominantly those dissatisfied with 
salaries. 

'" Hansen, W. L., "Professional Engineers : Salary Structure Problems," 
Industrial Relations, Vol. 2, (May, 1963 ) ,  pp. 33-44. 

10 Blank, D. C. and Stigler, G. J., The Demand and Supply of Scientific 
Personnel, (New York : National Bureau of Economic Research, 1957) . 

15 Hansen, 1963, op. cit. 
16 Riegel, J. W., Collective Bargaining as Viewed by Unorganized Engineers 

and Scientists, (Ann Arbor : University of Michigan, 1959) . 
17 loc. cit. 



PROFESSIONAL ENGINEERS LooK AT UNIONS 217 

Various studies 18  have shown significant but differing amounts 
of job dissatisfaction among engineers. The amount varies with the 
study population, none of which are random samples of a large 
representative population. Danielson's study 19 shows a low of 9 
percent dissatisfied, whereas, the Deutsch and Shea study 20 shows a 
high of 26 percent dissatisfied with their jobs. 

The data we have obtained from two sites where unions for 
professional engineers existed ( Site A, N = 3 18 ;  Site B, N = 387) 
showed that the correlations between extrinsic job satisfaction (in
cluding satisfactions with salaries) and attitude toward unionism 
in general was r = -.21 for Site A (p. < .01 ) and r = -.09 for 
Site B (p. < .OS ) and between intrinsic job satisfaction and attitude 
toward unionism in general was r = -.14 for Site A (p. < .05 ) and 
r = -.09 for Site B (p. < .05 ) .  That is, both intrinsic and extrinsic 
job satisfaction seem to be small but statistically significant negative 
correlates of attitude toward unionism. 

We found that attitude toward unionism in both sites related 
significantly and positively to union membership in the local union. 
[ Site A, r = + .46 (p. < .01 ) ; Site B, r = +.41 (p. < .01 ) ] .  Further, 
we found that attitude toward the local union correlated very strongly 
with local union membership [Site A, r = +.66 (p. < .01 ) ; Site B, 
r = + .58 (p. < .01 ) ] .  

Thus, analyzing material from member and non-member engi
neers where engineering unions exist our data suggest that union 
membership is related to ideological and attitudinal considerations as 
well as the immediate features of the work world. It appears to be a 
rather pragmatic adjustment to an immediate problem situation that 
is consonant with their attitudes and ideological beliefs. 

SuMMARY AND CoNCLUSIONS 

In this paper we have been exploring the variables that relate to 
engineers' attitudes and behavior with reference to unionism among 

18 Studies by : Deutsch and Shea, Inc., A New Look at Engineer Attitudes, 
( New York : Industrial Relations News, 1961 ) ; Riegel, ]. W., Intangible 
Rewards for Engineers and Scientists, ( Ann Arbor : University of Michigan, 
1958) ; Research Report of the Public Opinion Index for Industry, The Conflict 
Between the Scientific Mind and the Management Mind, ( Princeton : Opinion 
Research Corporation, 1959) ; and Danielson, L., Characteristics of Engineers 
and Scientists, ( Ann Arbor : University of Michigan, 1960) . 

19 Danielson, 1960, lac. cit. 
20 Deutsch and Shea, Inc., 1961, op. cit. 
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professional engineers. By attitude toward engineering unionism we 
have meant a system of positive or negative evaluations, emotional 
feelings and pro or con action tendencies with reference to unions.21 
This is conceptually quite close to behavior with reference to engi
neering unions. 

From our analysis of our own studies and the presently available 
literature we find that engineering unionism is a rather rare phe
nomenon and that engineers generally have negative attitudes toward 
collective bargaining for themselves. The reasons for this seem to 
be several. Engineers come from economic and social class categories 
in the United States that have shown negative attitudes toward 
unionism and low rates of unionization. Further, many engineers 
(whether accurately or not) see professionalism and unionism as 
contradictory. 

It also seems apparent that engineering unionism was given some 
impetus during and after World War II by some rather special 
economic and political circumstances. These include relative hours 
and salary problems including salary compression, a spectacular 
growth in number of engineers and the transition of engineering to 
a salaried profession imbedded in large scale bureaucracies ; presently 
a relative decline in engineering unionism can be attributed to a 
general adjustment to and resolution of these problems and to more 
understanding of engineers by their managements. 

Another point is clearly evident. Engineering unionism has 
shown some clear differences from the usual trade unionism forms 
we have seen in other occupations. Primarily engineering unions are 
independent of the organized labor movement. They are not militant 
nor have they been. 

Their use of the grievance procedure has been very limited, by 
and large. These collective bargaining organizations have been demo
cratically operated and are interested in the general good of their 
members. Clearly, professional status and technical competence are 
highly positive desires of these organizations, as well as, percentage 
salary increases and job security. 

For the individual engineering union member his membership has 
been an attempt at a pragmatic adjustment to immediate problems, 
such as relatively low pay, lack of recognition, misutilization and/or 
job dissatisfaction, that is consonant with his attitudes and beliefs. 

"' Paraphrasing Kretch, D., Crutchfield, R. S. and Ballachey, E. L. Indi
vidu<ll and Societ;y, ( New York : McGraw-Hill, 1962) . 
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THE EFFECT OF LABORATORY EDUCATION 
UPON INDIVIDUAL BEHAVIOR 

DouGLAS R. BuNKER 1 

Harvard University 

Training in awareness of self and social proecsses by laboratory 
methods has been going on for most of two decades. While current 
approaches are diverse and innovation is continuous, both the be
havioral scientists who staff training laboratories and most of the 
managers, leaders, and educators who participate in them have in 
common an aspiration to promote more effective action in groups 
and organizations. More than in most educational enterprises, in 
laboratory training, increased intellectual understanding of the subject 
matter and altered attitudes are not enough. The aim, whether an 
individual or an intact organizational group is the unit in training, 
is to enable participants to make adaptive changes in their perceptions 
and behavior in their "back-home" organizational setting. From the 
theoretical perspective underlying this type of training, adaptive 
changes are likely to be those which improve self understanding and 
the capacity for open, meaningful working relationships with others
relationships in which both collaboration and conflict can be rendered 
productive. 

Inquiry into training processes and outcomes has paralleled the 
development of laboratory educational methodology.2 Of the many 
studies which have investigated training-laboratory phenomena, how
ever, few have explored long-range consequences in the work environ
ment. One such investigation reported by Miles 3 was the point of 
departure for this study. In comparing a group of public school prin
cipals who had participated in a laboratory training workshop with 
both matched and random control groups of principals who had not, 

1 This article is drawn from research conducted by the author with Matthew 
B. Miles and Eric Knowles under the support of the National Training Labora
tories, Washington, D. C. A monograph reporting the entire study in detail is 
in progress. 

2 Dorothy Stock, "A Summary of Research on Training Groups," in Brad
ford, L P., Gibb, J. R. and Benne, K. D., (Eds) T-Group Theory and Labora
tory Method. (New York : John Wiley & Sons, 1964) . 

Lewis E. Durham and Jack R. Gibb, An Annotated Bibliography of Research 
(Washington, D. C. National Training Laboratories, 1960) . 

3 Matthew B. Miles, "Human Relations Training : Processes and Outcome," 
Journal of Counseling Psychology, Vol. 7, No. 4 (1960) , pp. 301-306. 

220 
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Miles, using an open-ended, perceived-change measure, found that 
experimentals were seen to have changed significantly more over a 
ten-month period than controls in "sensitivity and behavioral skill." 
"Change," he writes, "was more apparent in organization and group
relevant behavior than in global attributes of the self."4 These results 
provide evidence that changes initiated in the laboratory setting can 
be applied over time in work relationships in the home organization. 
Similar results have been obtained from research on internal training 
programs reported by Argyris 5 and the Personnel Research Depart
ment of a Canadian utility.6 

This study represents an effort to determine whether Miles' find
ings relative to behavior changes among school principals can be 
extended to an occupationally-diverse, larger group of participants in 
training laboratories. A second purpose of this inquiry is to provide 
an empirical explication of the dimensions of change in on-the-job 
performance which might be associated with laboratory education. The 
focus of the inquiry is upon changes in individual behavior, but the 
research methods are designed to tap those types of change which 
are most visible and organizationally consequential. 

Six separate educational conferences were selected to be evaluated. 
Though they were all conducted by the National Training Labora
tories at Bethel, Maine, in the summers of 1960 and 1961,  the staff of 
each conference was different, and the training design for each was 
unique in some respects. The three conferences conducted in the sum
mer of 1960 were three weeks long, while those in 1961 were shortened 
to two weeks. In each summer, two of the programs were general 
Human Relations Training Laboratories, having a heterogeneous 
population including participants from industrial, governmental, re
ligious, educational, medical, and social service organizations. The 
other program included each summer was a special session conducted 
for educational leaders, ranging from superintendents of school sys
tems to assistant principals, and including a few senior classroom 
teachers. With staff, training design, and participant characteristics 
all varying, we should still recognize the invariant components of the 

• Ibid. p. 305. 
• Chris Argyris, Interpersonal Competence and Organizational Effectiveness. 

(Homewood, Illinois ; Irwin-Dorsey, 1961 ) .  See Chapter 10. 
• ]. B. Boyd and J. D. Elliss, Findings of Research into Senior Management 

Seminars. Hydro-Electric Power Commission of Ontario, Internal Document, 
June 1962. 
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educational situation which might be critical to the change induction. 
Detailed descriptions of training methodology are available elsewhere,7 
here it should suffice to say that the basic educational device in each of 
these conferences was the 10 to 15 person training group devoted to 
the analysis of social process and experimentation with new ways of 
working with others. The participants, though diverse, were for the 
most part self-selected ; most having some at least tentatively favor
able predisposition toward this type of education experience. The 
training staffs overlapped somewhat, with a few staff members being 
involved in as many as three of the six conferences while others worked 
in only one. 

RESEARCH DESIGN AND METHODS 

Miles 8 has correctly observed that laboratory training research 
shares problems with other kinds of treatment evaluation research in 
social science. These include the difficulty of obtaining comparable 
control groups, the problem of separating treatment effects from 
"normal" or base rate change and growth, and the perplexities involved 
in selecting a criterion which is at once measurable and operationally 
meaningful. Confronting these difficulties, efforts were made to deal 
with them in a way which would provide data with which we could 
assess the effects of laboratory training. Basic elements of the design 
were adaptations from Miles 9 :  a matched-pair control group was ob
tained by asking each experimental subject to nominate an appropriate 
control subject from his back home setting, and an open-ended per
ceived-change questionnaire completed by several describers for each 
subject was the primary data source. The most important methodo
logical innovation in this study is an objective coding scheme which 
increases scoring reliability and permits an assessment of the types 
of changes making up each subject's total-change score. 

DESIGN FOR DATA CoLLECTION 

The focus of the inquiry being change on-the-job, partlctpants 
were first asked to cooperate in the study eight to ten months after 
they had returned to the job setting. Beginning the collection of data 

7 L. P. Bradford, ]. R. Gibb, and K. D. Benne (Eds) T-Group Theory and 
Laboratory Method. ( New York : John Wiley & Sons, 1964) .  

• Miles, op. cit., p .  302. 
• loc. cit. 
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after this much time had passed enabled us to tap whatever durable 
effects had survived the waning of immediate post-training enthusiasm 
and the erosive effects of organizational constraints. The separation 
of training and inquiry also had the advantage of reduced contamina
tion of data from awareness of the training activity on the part of 
others in the organization who would be asked to provide change 
descriptions. At the same time, of course, the lag permitted a number 
of other events to intervene. Some of these (e.g., relocations and pro
motions) were reported, thus reducing the size of the research popu
lation ; others (e.g., changes in organizational structure or participation 
in contaminating training activities) , unknown to us, probably operated 
with mixed effects upon our criterion for both experimental and control 
subjects. 

The general strategy was to obtain self-descriptions from both 
experimental and control subjects and for each, an additional set of 
five to seven descriptions of observed behavior changes from peers, 
superiors, and subordinates. Control subjects were nominated by the 
experimentals on the basis of the following criteria : ( 1 )  identity or 
close similarity of organizational role to that of the participant ; (2) no 
prior participation in the type of training program being evaluated ; 
(3 )  openness or readiness, in the judgment of the nominator, to par
ticipate in laboratory training if the opportunity were offered. (This 
stipulation was added to reduce the probability that basic differences 
in orientation toward self and others might exist between members 
of the control and experimental groups. )  Describers were selected 
by asking all subjects to submit the names of 10 people with whom 
they had continuing working relationships which dated back at least 
15 months. From these names seven people were randomly selected to 
receive questionnaires. 

CRITERION DEVELOPMENT 

The open-ended question for subjects took the following form : 
"Over a period of time, people may change in the ways they work 
with other people. Since May of 1960 (or 1961 )  do you believe you 
have changed your behavior in working with people in any specific 
ways as compared with the previous year ? Yes. . . . . . . . . . . No. . . . . . . . . . . If 
'Yes,' please describe." A similar item was used to elicit descriptions 
of subjects from their associates. 

The great volume of verbal material contained in responses to these 
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questions required that we employ an objective method of classifying 
and counting the responses so as to permit statistical comparisons. 
While our first inclination was to impose a previously used, theo
retically meaningful set of categories upon the data, the notion of 
developing new categories inductively, and thus learning something 
about the kinds of dimensions intrinsic to the descriptions also seemed 
reasonable. We followed the latter course on the ground that the more 
important discriminations were those made by people in the organiza
tional settings in which we are trying to assess change. This was 
consistent with the prior decision to make the form of the question 
open-ended in order to permit respondents to describe behavior changes 
using constructs that are both personally meaningful and organization
ally relevant. 

Following a long period of inductive derivation and testing, cate
gory specifications were determined and a team of coders were 
trained.10 The scoring task involved assigning each mention of a 
specific change to one of 21  content categories. For each protocol a 
maximum score of one was assigned for each category in which there 
was one or more mentions. The categories were sufficiently fine 
that this did not waste any data, and the ease with which the scorers 
could make the present-absent discrimination had a salutary effect 
upon the inter-scorer reliability. Following training, the percentage 
of agreements between scorers in assignment of mentions to categories 
was consistently above 90 percent. 

Protocols were stripped of group-identification prior to scoring so 
as to ensure a blind-process. Also, at the end of the 18-month data 
collection period a mixed sample of 1960 and 1961 responses were 
independently re-coded by two persons to check drift in the use of the 
categories. Score stabilities over this period of time again exceeded 
90 percent in individual coding decisions. 

QUESTIONNAIRE RESPONSE 

Since the rate-of-return for mailed questionnaires tends to be very 
low and the resultant problem of subject self-selection is so destructive 
of otherwise well conceived research designs, special efforts were made 
to avoid this difficulty. The simplicity of the questionnaire, accompany
ing explanatory letters, numerous reminders, and commitments to 

10 The author was assisted by Eric Knowles, Ethel Hutchings, and Fritz I. 
Steele in the development and application of the scoring system. 
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provide a summary of research findings likely combined to give quite 
astounding response statistics. Only a third of the control subjects 
and less than one-quarter of the experimental subjects did not reply or 
refused to cooperate. After others were eliminated because of job
changes and intervening or preceding training experiences, 346 or 56 
percent of both the original experimental and control groups were 
included in the study. The describer response-ratios are even more 
satisfactory. Eighty-four percent of nearly 2,400 describers who re-

TABLE 1 

Inductively Derived Categories for Content Analysis • 

A. Overt Operational Changes-Descriptive. 
1. Communication. 

S. Sending-shares information, expresses feelings, puts ideas across. 
R. Receiving-more effort to understand, attentive listening, understands. 

2. Relational Facility-cooperative, tactful, less irritating, easier to deal 
with, able to negotiate. 

3. Risk-Taking-willing to take stand, less inhibited, experiments more. 
4. Increased Interdependence-encourages participation, involves others, 

greater leeway to subordinates, less dominating, lets others think. 
5. Functional Flexibility-more flexible, takes group roles more easily, 

goes out of way, contributions more helpful, less rigid. 
6. Self-control-More self-discipline, less quick with judgment, checks 

temper. 

B. Inferred Changes in Insight and Attitudes. 

1. Awareness of Human Behavior (Intellectual comprehension) ,  more con
scious of why people act, more analytic of others' actions, clear per
ceptions of people. 

2. Sensitivity to Group Behavior-more conscious of group process, aware 
of subcurrents in groups. 

3. Sensitivity to Others' Feelings-more capacity for understanding feel
ings, more sensitive to needs of others. 

4. Acceptance of Other People-able to tolerate shortcomings, considerate 
of individual differences, patient. 

5. Tolerance of New Information-willing to accept suggestions, considers 
new points of view, less dogmatic, less arbitrary. 

6. Self-Confidence. 
7. Comfort-relaxed, at ease (must be specific as to setting or activity) . 
8. Insight into Self and Role-Understands job demands, more aware of 

own behavior, better adjusted to job. 

C. Global Judgments-gross characterological inferences, noncomparable refer
ences to special applications of learning, and references to consequences 
of change. 

"Scoring depends upon an explicit statement of qualitative or quantitative 
difference. Changes may be positive or negative reflecting increases or de
.creases in quantity and greater or lesser utility. Precise category fit according 
to scoring conventions required for sets of categories A and B.  
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ceived questionnaires returned usable responses. On the basis of these 
figures, subject self-selection can be eliminated as an important source 
of error variance in this study. 

CHANGE SCORES 

By combining cell values (zero or one) in the matrix of categories 
and describers for each subject, a variety of scores were obtained. The 
most comprehensive indices are a total-change score based upon the 
matrix sum, and a verified change score developed by counting the 
number of observations of a particular subject in which two or more 
describers concur. Separate scores for category-sets A, B, and C, and 
for self-ratings as differentiated from others' descriptions were also 
used. 

RESULTS AND DISCUSSION 

GROUP CoMPARISONS UsiNG SuMMARY ScoREs 

The first analytic slice into the data is a comparison of total-change 
scores for those who had participated in laboratory training with those 
who had not. Examination of Table 2, which presents this analysis 
with the distribution divided into thirds, permits us to say that a 
significantly greater proportion of experimental subjects than controls 
were in the middle and top thirds of the distribution of change scores. 
The probability of a value of Chi-square as large as that obtained is 
less than .001 if the groups were not different. Further, when the 
same type of comparison is made independently for 1960 and 1961 
data, subject and describer scores, and category-sets A and B, the 
pattern of results in Table 2 is reproduced. 

Only when the experimental-control comparison is applied to set 
C data do we find no differences. A straight-forward, though some
what after-the-fact interpretation of this negative result provides a 
reason to believe that the positive results obtained with total change 
scores are not mere methodological artifacts. Category-set C is the 
global and miscellaneous bottomless pit into which relatively non
specific and other marginally scorable descriptions of change are cast. 
When respondents are asked to accommodate a researcher by provid
ing a change description and they want to oblige, but do not have a 
concrete and specific behavioral referent, they may tend to put down 
vague and global descriptions. This happens for both experimental 
and control describers with about equal frequency and is likely an 
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TABLE 2 

Distribution of Experimental and Control Subjects, 
According to Total Change Scores 

Experimental Control 
subjects subjects 

99 16 
(43.2%) ( 14.3%) 

81 34 
(35.4o/o ) (30.3%) 

49 62 
(21.4%) (55.4%) 

229 1 12 

Total 

115 

115 

111  

341 

x• = 45.88 ; (d.f. = 2) 
P (x" = 45.88) <.001. 

important component of the base-rate of change. These set C results 
are instructive in their contrast with other findings, and the emphasis 
they give to the discriminating power of scores based upon specific 
change descriptions. 

Before we assume that the data in Table 2 are compelling enough 
to permit us to conclude the matter, let us take another cautionary 
look. Could not these results be attributed to describer bias induced by 
awareness of the subject's participation or non-participation in labo
ratory training ? Keeping this question open, let us consider another : 
Is it parsimonious to assume that describers could easily contrive a set 
of descriptive specifications of situationally-relevant behavior changes 
or that describers would be motivated to do so ? On the face of it, I 
think not, but let us look at more data. Table 3 presents an analysis of 
group differences using verified change scores. Two-thirds of the 
experimental subjects as compared with one-third of the controls 
had one or more specific observations of change confirmed by concur
rence among the reports of two or more describers. The occurrence 
of describer agreement with this frequency for both groups of subjects 
indicates that a good portion of the change-reports are objective. The 
difference in proportion of agreements between the two groups sup
ports an interpretation of the data in Table 2 as more substantive than 
artifactual. 

In our examination of Table 4 we recognize a familiar pattern, 
but here the comparison is somewhat different. Verified changes 
occur more frequently for experimental subjects than expected, even 
when the expectation is based upon the total number of changes 
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TABLE 3 

The Number of Subjects with One or More Verified Changes. 
( Percentages in parentheses) 

Experimental Control 
group group Totals 

One or more changes 152 37 189 
verified by (66.7) (33.3) 
describer concurrence 

No verifications 76 74 150 
(33.3) (66.7) 

Totals 228 1 1 1  339 

x• = 33.75, d.f. = 1, P (x• = 33.75 ) <.001. 

TABLE 4 

Chi-square Comparison of Experimental and Control Groups with Respect 
to the Number of Verified Changes Expected Based on the Total Number of 
Changes Mentioned for Each Group. 

Observed Expected (0-E) "  
Group frequency frequency 

-E- x• 

Experimental 292 275 1.04 
5.12 

Control 54 71 4.07 

P (x•, ;::.:5.12) <.05 ( Two-tailed test) .  

mentioned for all subjects in each group. These data permit u s  to 
place some confidence in the pooled observations of the several observ
ers for each subject, and further indicate that the verified-change score 
is an even more powerful discriminator between experimentals and 
controls than the total-change score. 

LABORATORY LEARNING AND JoB CHANGE 

One of the principal pedagogical assumptions underlying laboratory 
education is that laboratory provides a setting in which participants 
may more freely experiment with behavior, and-under conditions of 
emotional support and access to knowledge of results-find alternative 
ways of dealing with their interpersonal environment. If the assump
tion fits reality, adaptive changes in the laboratory context should be 
mediating processes for later behavioral change in the organizational 
setting. We should expect then that ratings of learning made in the 
training group should be correlated with change scores obtained in the 
work environment a year later. Miles 11 reported a product-moment 
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correlation coefficient of .55 ( P < .01 ) between his laboratory scores 
and organizational change measures. 

In the summer of 1961,  Harrison 12 conducted a study of training 
processes and immediate learning outcomes at Bethel using some of 
the same subjects included in this study. By pooling his data with 
ours, we were able to investigate relationships between individual 
differences among subjects in their training groups and our long range 
change measures. The original measure was based upon a rating by 
peers in the learning-group of the amount of behavior change evi
denced over the two-week training period. The product-moment cor
relation coefficient between this measure and our verified-change score 
was .32 (P<.01 ; N = 57 ) .  The laboratory rating was also positively 
correlated with total change score (r = .23, P<.OS ) and with a com
posite score for category-set A ( r = .24 ; P < .OS ) .  These data are 
presented in Table 5.  

While the coefficients are not extremely high, their magnitude and 
levels of significance are impressive in view of the time span between 

11 Miles, op. cit. p. 305. 
" Roger Harrison, "The effects of training on interpersonal perception : 

Bethel, 1961, (Yale University, 1962) . Unpublished mimeograph paper and 
personal communication. 

TABLE 5 

The Relation Between an Immediate Measure of Laboratory Learning 
and Long Range Change Scores 

A. 
Laboratory 
learning 
score 

B. 
Laboratory 
learning 
score 

H 
M 
L 

H 
M 
L 

L 

8 
9 
9 

L 

6 
8 
6 

Verified changes 

M H l  

5 1 1  
3 5 
6 1 

Total change score 

M H 

4 14 
5 4 
9 1 

Proportion of 
each row sum 
in H col1�mn 

.458 

.294 
.063 

Proportion of 
each row s11m 
in H column 

.583 

.235 

.063 

1 The distributions were divided as equally as their truncated nature would 
permit into Lower, Middle, and Upper Thirds for visual presentation. Statis
tical relationships are reported in the text. 
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measures, the differences in settings, and the number of intervening 
factors which would tend to wash out learning outcomes. These data 
permit an interpretation adding support to the proposition that indi
vidual learning outcomes from laboratory education are transferable 
to other environments and relationships. Inspection of Table 5 indi
cates that most of the co-variance is attributable to those in the upper 
third of the distribution of scores based on ratings of adaptive change 
in the laboratory. 

THE NATURE OF INDIVIDUAL CHANGES INDUCED BY 
LABORATORY TRAINING 

Except for recognition of the special status of scores in set C, all 
our attention has been given above to comparisons using summary 
scores. We announced at the outset, however, that one of the purposes 
of this study was to increase detailed knowledge of the kinds of 
changes people make in transferring laboratory learnings to organiza
tional settings. Though the whole list of A and B categories provides 
gross information about the types of change participant-observers 
attend to in organizational environments we must turn to the analysis 
of individual category scores to take the next step. In Table 6 we see 
that 1 1  of the 15  categories discriminate between experimental and 
control subjects beyond the .05 level of significance. The large number 
of sensitive categories and the fact that the most popular category 
includes less than half of the experimental subjects may be interpreted 
as indicating that laboratory training outcomes tend to be rather 
individual and varied. These differences in the nature and direction of 
change can be very important. For example, examination of particular 
descriptions informs us that changes for some subjects taking the 
form of an increase of assertive behavior and more willingness to take 
a stand are considered adaptive ; while for others, subjects, decreases 
in aggressive behavior, and increases in sensitivity to other's feelings 
are approvingly described. 

While seven of the eight categories in set B discriminate at the .05 
level or better and only four of the seven in A have comparable power, 
this may reflect the cognitive preferences of the describers in addition 
to qualitative distinctions between the two sets of categories.13 There 
are both theoretical and empirical links among some of the categories. 
Category A-4 ( Increased interdependence) includes references to dem
ocratic leadership and delegation as well as encouraging participation. 
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TABLE 6 
An Analysis by Scoring Category of the Differences Between Experimental 

and Control Groups in Proportions of Subjects Reported as Changed 

Scoring 
category label 

Proportions perceived as changed 

A-1 Sending 
A-1 Receiving 
A-2 Relational facility 
A-3 Risk taking 
A-4 Increased interdependence 
A-5 Functional flexibility 
A-6 Self control 

B-1 Awareness of behavior 
B-2 Sensitivity to group process 
B-3 Sensitivity to others 
B-4 Acceptance of others 
B-5 Tolerance of new information 
B-6 Confidence 
B-7 Comfort 
B-8 Insight into self and role 

* P  <.OS. 
** p <.01. 

Experimentals Controls Differences 

.3275 .2328 .0947 

.3406 .1638 .1768** 

.3581 .2069 .1512** 

.3188 .2241 .0947 

.3843 .2741 .1 102* 

.2271 .1293 .0978 

.2620 .1552 .1068* 

.3362 .1638 .1724** 

.2402 .0862 .1540** 

.3450 .1034 .2416** 

.4934 .2931 .2003** 

.4192 .2328 .1864** 

.2882 .1897 .0985 

.3624 .2328 .1296* 

.3581 .2414 .1167* 

The only categories with which it is significantly correlated are B-4 
(Acceptance of others) (r = .SO, P<.Ol ) and B-7 (Comfort) (r = .34, 
P<.Ol ) .  These correlations may be loosely interpreted as reflecting 
antecedent-consequent linkages, or they may indicate different kinds 
of inferences made by describers in reaction to a commonly viewed 
sequence of behavioral events. 

CoNCLUSIONs 

These data constitute evidence that new perceptions and behavioral 
capacities acquired through laboratory education can be translated into 
adaptive behavior changes in the participants' home organizations. 
These data do not permit us to say that all persons learn through 
laboratory training, or that those who do can automatically apply their 
learning in their work setting. The nature of the changes which were 
characteristic of experimental subjects, and the fact that such changes 

18 Descriptions scored in A categories tend to refer to overt behavior (people 
do more or less of something, or act more often in a particular way),  while 
Set B tends to include responses based upon first-order inferences from be
havioral cues to internal states of the subject (e.g., attributions of insight or 
of sensitivity to group process) .  
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were visible to others in the organization leaves room for the pre
sumption that these individual effects had organizational impact. We 
cannot assert, however, that industrial or governmental organizations 
can be grossly altered through such isolated individual changes alone. 

Change is a condition of life and may be facilitated by a variety of 
experiences and events. A base level of individual change and growth 
is indicated by our data. The data also indicate, however, that indi
viduals may use such social inventions as laboratory education to accel
erate adaptive processes and to obtain better control over them. 
Self-directed and planned change becomes feasible as people gain 
access to both internal and external information relevant to the achieve
ment of individual and conjoint goals. 
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LABOR AND THE ACADEMICIANS 

GEORGE STRAUSS 
University of California, Berkeley 

This paper will deal with the changing relations between labor and 
those liberal academicians (both students and faculty) who have been 
concerned with labor.1 For the most part these academicians have been 
labor economists, or have worked in university industrial relations 
centers, but the group also includes a small number of sociologists, 
psychologists and political scientists. (During the New Deal period it 
even contained some from the philosophy and literature departments.)  

AcADEMICIAN's RoLE BEFORE AND DuRING THE 
NEW DEAL 

Perlman has made the point that by and large intellectuals have 
played only a limited role in the labor movement. Through most of 
American history, it is argued, intellectuals have been critical of labor 2 

and labor has been suspicious of intellectuals.3 But this point can 
easily be exaggerated. True, except during the New Deal, liberals 
and labor have rarely had a hand and glove relationship. They have 
cooperated only to the extent that the visionary interest of the liberal 
overlapped the practical interest of the labor leader. Liberals, academic 
and otherwise, have tended to have political interests ; labor, during 
most periods, has had narrowly defined interests, the betterment of its 
own members. Nevertheless, even though liberal academicians might 
criticize the selfish, limited and sometimes corrupt activities of certain 
labor leaders, by and large they supported labor as a healthy force in 
our society. Similarly, labor leaders, for all their suspicions, recog
nized the value of intellectuals, particularly academicians, in creating 
a political and legal atmosphere favorable for union growth. Thus, 
labor and liberals made common cause in attacking the labor-restrict
ing rulings of the Supreme Court, and there can be little question that 
without strong academic support the Norris-LaGuardia Act might 
never have been passed. 

1 I wish to express my appreciation for valuable criticism to Joyce Brown, 
Sidney Ingerman, John Hutchinson, Van Dusen Kennedy, Arthur Ross, and 
Harold Wilensky. 

• Maurice Neufeld, "The Historical Relationship of Liberals and Intellectuals 
to Organized Labor in the United States," The Annals of the American A cademy 
of Political and Social Science, Vol. 350 ( November 1963 ) ,  pp. 1 15-28. 

• Russell Allen, "The Professional in Unions and His Educational Prepara
tion,'' Industrial and Labor Relations Review, Vol. 16 ( October 1962),  pp. 16-29. 
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In any case, even during the 1920's labor economists such as Com
mons and Witte at vVisconsin and their colleagues elsewhere had 
begun to inspire a whole generation of academicians with an interest 
in social welfare and labor relations. Many of these became emotion
ally involved in their subject and some later became active supporters 
of the CI0.4 Institutional economics flourished through this period 
and with it a value-oriented social welfare approach to problems. Ex
cept for the immediate disciples of Perlman, academicians tended to 
despise the current AFL leadership, but the stage was set for the New 
Deal and the rise of the CIO. 

The New Deal, of course, was the heroic period for both labor and 
liberals. They breathed a common air of hope, idealism and ( in some 
cases) Marxism. "Moving in from the universities, from government 
and the professions, and from the radical movement (which also gen
erously seeded the other categories) ,  the intellectual worked in staff 
and line positions shoulder to shoulder with his non-intellectual fel
lows . . . .  Not only were there emerging industrial unions vociferously 
active in politics (as were many AFL unions) ,  but many intellectuals 
and professionals in government and universities counted themselves 
in and helped to lead the social movement."5 

Some professors left their ivory towers to battle personally in 
the front lines of labor, and others did so vicariously. Certainly many 
students left school to join the labor movement. When I entered 
college in 1940, unionism was still a romantic cause. In our eyes unions 
could do no wrong ; many of us aspired to be labor leaders. Walking 
the picket line and the distribution of organizing leaflets were normal 
extra curricular activities. We had one student whose primary claim 
to fame was that his foot was stepped on by a horse in the Westing
house strike. And there was a girl who won notoriety by her sly 
allusions to what happened to her on a date she had with a real union 
steward. 

THE PROCESS OF ALIENATION 

Why were we so involved then ? What happened later to our faith ? 

' "vVhen the labor movement was an outgroup with respect to the general 
community, the labor specialist often tended to be not quite respectable academ
ically. For one thing, he had to be something of an expert on radicalism as part 
of his field of interest, and many of the early writers on labor were part-time 
reformers." Walter Galenson, "Reflections on the Writing of Labor History," 
Industrial and Labor Relations Review, Vol. II (October 1957), p. 92. 

• Allen, op. cit., pp. 17-18. 
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To answer the first question, it seems to me that academicians expected 
five things from unions : 

1. Unions would give the average working man a new sense of 
dignity and a code of human rights on the job. 

2. Unions would correct inequities in the distribution of income 
and thus reduce poverty and degradation. 

3. Union would raise wages and thus stimulate employment. 

4. Unions and their members would be models of democratic 
purity and somehow breathe a new era of idealism into our society. 

5. Unions would enter actively into politics, perhaps establish a 
new political party, and thus pave the way towards some sort of wel
fare state or socialist commonwealth. 

What has happened to these dreams ? In part they have been 
realized. Unions have succeeded in their immediate goals, if not in 
the more idealistic objectives set forth for them by liberals. Unions 
are now pretty well accepted in our society (barring a few Neander
thals) ; tyranny in the plant has been pretty well eliminated ; organized 
workers are today far better off materially than they ever were. La
bor's very success has helped it lose academic support. 

Other issues have captured the emotional identification of liberals 
today-race relations and world peace above all. Action minded stu
dents no longer walk picket lines or distribute leaflets at plant gates : 
they join the Freedom Riders or the Ban the Bomb campaign. The 
young idealist who joined the CIO organiztion staff for $15 a week 
twenty-five years ago would be more likely to join the Peace Corps 
today. 

Further, intellectuals are less likely to be politically oriented. Like 
most Americans they feel little sense of moral urgency in this year 
1963. And for those still interested in politics, issues are no longer 
etched in black and white clarity. 

How do the five objectives which academicians set for labor in the 
1930's stand today ? 

1 .  The code of human rights on the job has been largely realized. 
But under the threat of technological unemployment these human 
rights are being converted into job or property rights. Unions are 
becoming a conservative force, resisting change. Regardless of the 
justice of their course, it is hard to develop academic support for 
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protecting the jobs of railroad firemen (as three railway boards 
testify) .6 

2. Unions are no longer looked on as forces for reducing income 
inequality. At least until recently the wages of organized labor tended 
to rise faster than those of unorganized workers (particularly when 
fringe benefits are taken into account) .  The impoverished groups in 
our society now include unorganized workers, such as those in agri
culture, laundries, retailing-and above all, the unemployed, aged, and 
minority groups. Understandably academicians develop little enthusi
asm when electrical workers strike for a twenty-hour week or plumbers 
seek $7 an hour.7 

3. With a few exceptions liberal economists no longer argue that 
higher wages are the answer to unemployment. Instead the debate 
centers on whether it is possible to increase aggregate demand without 
a wage-price spiral. A principal union suggestion for handling unem
ployment-the shorter work week-has received little support from 
academicians. 

4. Academicians are still interested in the relationship between 
unions and democracy. But instead of arguing that unions introduce a 
note of democracy into our larger society, professors now delve into 
the problems of union corruption and membership apathy. They note 
with sorrow that many unions are but lukewarm on the race issue. 

5. Finally, neither labor nor intellectuals show much interest today 
in a third party or a socialist commonwealth. 

The disaffection of intellectuals from labor has been much dis
cussed. But it would be a mistake to assume that all intellectuals 
reacted in a similar manner. As the years marched by, many of the 
idealists of the 1930's merely become more cynical and pragmatic. 
Others are still passionate, but have focused their political interests 
in directions other than labor. For liberals whose emotional com
mitment to unions was deeper the rupture was more painful. For a 
few it was not only a social but a personal tragedy. Great love affairs 

• Another view is that labor's role as a constructive force is seen perhaps more 
vividly today than ever before as it struggles to insure that automation is intro
duced in an orderly fashion and with regard to human, rather than purely eco
nomic, values. 

• A certain aristocratic, anti-mass culture, anti-bourgeois strain prevails in 
American radical thought. Understandingly some radicals become upset when 
labor itself becomes bourgeois and middle class. In addition, much liberal support 
in the past represented a lady-bountiful paternalistic love of the great unwashed. 
Labor is less romantic when it is no longer downtrodden. 



238 INDUSTRIAL RELATIONS RESEARCH AssociATION 

rarely break up without scars. Or to draw a possibly inaccurate 
analogy : former Communists are rarely dispassionate about their 
experience ; neither are former union activists. 

Non-labor intellectuals can easily turn their interests in other 
directions : labor intellectuals find this solution more difficult. A num
ber of respected labor intellectuals, primarily research and educational 
directors, have left the movement altogether for university or gov
ernment jobs.8 Others have joined in what Irving Bernstein calls 
the CIO "higher criticism" ; soul searching and breast pounding have 
filled the pages of Encounter and Dissent, as do anguished cries for a 
moral rebirth, a new agenda of goals, etc. 

Understandably, the sharpest liberal criticisms of labor have come 
from those who once were closest to it.9 A number of these individuals 
now work for universities, but the connection has been recently estab
lished. With few exceptions, career academicians have been relatively 
dispassionate in their criticism. In part this may reflect the academi
cian's relative lack of passion about anything, as well as the relative 
ease by which academicians were able to shift their focus from unions 
and find other meaningful areas of self-expression. 

CHANGING CAMPUS INTERESTS 

Students. Though it is commonly believed that students today are 
more conservative today than they were in the 1930's, I think it is 
difficult to generalize. Doctrines considered radical in the 1930's, 
such as Keynesian economics and racial equality, are now well ac
cepted on most campuses (or do I generalize too much from Berk
eley ?) . After the hiatus of the McCarthy period (during which some 
student radicals joined the anti-political Beatnik movement) ,  there 
seems to be a considerable revival of campus political activity. The big 
difference may be a greater sophistication and cynicism in matters of 
politics/0 and a greater reluctance to adopt ideological or utopian 
solutions. The Ban-the-Bomb Marchers, the Freedom Riders and 
the Peace Corps are in a sense the equivalents of the American Student 

8 The motivation of the various individuals who have left the labor movement 
is probably as complex and differing as are their personalities and the situations 
in which they worked. 

' But among the most eloquent are some professional social critics who have 
never been firmly associated with either universities or labor. 

10 The idealism and passion on some campuses seems to center around such 
questions as the right to have dormitory "study dates" with members of the op
posite sex. 
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Union and the Abraham Lincoln Brigade, yet as the nature of the first 
group of organizations suggests the politically oriented student of the 
1960's looks for piecemeal reform rather than wholesale change in 
society. 

Students still show enthusiasm, but not about the things which 
enthused the 1930's. The interest of liberal or radical students today 
is focused on concerns other than labor (indeed some student liberals 
look down on labor relations as a course of study because of its busi
ness school connections) .  Students in general view labor relations as 
just another field of study in economics and the business school. The 
typical non-liberal student tends to approach the subject of unionism 
with a considerable number of misconceptions, but with more apathy 
than hostility. 

Faculty. Faculty interests have changed too, in part reflecting 
changes in society generally. Universities are going through a period 
of ethical neutrality in which the moralistic professor is something 
of an anachronism. In this environment, social scientists who work 
on practical problems have pretty low status. Sociology, which was 
once concerned with solving social problems, is today more interested 
in intellectualizing about social process.11 The economist is prone to 
look on unemployment less as a social evil than as a technical problem 
to be analyzed with clinical detachment. English professors no longer 
show much interest in the proletarian novel or the literature of social 
protest. 12 Political scientists and sociologists with few exceptions now 
look upon unions as bureaucracies to be studied, not as movements 
with which to identify. And within the field now called industrial 
relations substantial changes in emphasis have occurred. 

Labor economics was an exciting field in the immediate pre- and 
postwar period and attracted many of the brightest, most motivated 
economists. This was the period when most of the academic leaders 
of the field today were trained. Since then labor economics has lost 
its appeal, as has value-oriented economics generally. The high status 
field is mathematical and theoretical economics, with economic devel
opment running second. True, there has been considerable interest 

n A colleague suggests that this intellectualizing is but a pose which masks 
deep social concern, as witness the popularity among sociologists of the journal, 
Social Problems. But, in reply, I might argue that even this journal shows a 
strong theoretical tendency. 

12 During the 1930's my undergraduate college was able to increase enrollment 
in "Victorian Essayists" substantially by retitling the course "Social Protest." 
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in the wage-price relationship, and recently studies of labor mobility 
have resumed prominence. Nevertheless, labor economics has been 
generally stagnant. 

During the 1940's and SO's the study of industrial relations tended 
to move out of economics departments into separate industrial rela
tions centers, many of whose faculties had joint appointments with the 
business schools. Here too the trend has swung away from the study 
of unions and collective bargaining.13 For example, see the growing 
number of studies in the fields of international manpower development 
and comparative labor movements. 

For a while collective bargaining shared the interest of industrial 
relations centers with human relations. But then human relations, a 
worker-centered approach (even though its opponents argued that its 
objectives were merely those of manipulation) began giving way in 
business schools to decision-making theory, in which the worker qua 
worker plays a very minor part. To meet this new shift in academic 
interest, some former industrial relations men have begun to retool 
themselves as organizational theorists. 

There is still a hardy few who retain their interest in collective 
bargaining. Many of these are arbitrators. Being an arbitrator does 
not require absolute neutrality, but neither does it lend to passionate 
commitment. Finally, an influential group of highly able men have 
become full-time deans and university presidents, thus leaving them 
little time for industrial relations activities. 

Fewer Students. In short, the union movement has lost its sense 
of romance and academic industrial relations has lost much of its 
excitement.14 These two tendencies together seem to have contributed 

to a decline in the quality and probably in the quantity of industrial 

relations students. Statistics differ as to the gross number of students 

l.8 For a discussion of changing patterns of industrial relations research, see 
Milton Derber and Rennard Davis, "Research at the Industrial Relations Cen
ters," IRRA Proceedings (December 27-28, 1962) , pp. 107-1 10 ; and Gerald G. 
Somers, "Constancy and Change in Industrial Relations Research Programs," 
IRRA Proceedings ( December 27-28, 1962) ,  pp. 1 1 1-115. 

" Perhaps one reason for the loss of student interest is the fact that the typi
cal introductory course is badly out of date. The typical text reflects the prob
lems of the 1930's and 1940's and deals largely with industrial unionism and 
hourly paid workers. It says little or nothing about salaried employees, the chang
ing composition of the work force, unemployment, or international developments 
-yet these are the frontier areas of labor relations research today. See the 
forthcoming symposium, "Are Labor Courses Obsolete ?" Industrial Relations, 
Vol. 4 (October 1964).  



LABOR AND THE ACADEMICIANS 241 

taking industrial relations courses, 15 but my hunch is that the typical 
industrial relations student of today is of lower caliber and less excited 
with his field than was his counterpart of 15 or 25 years ago ; certainly 
he is less likely to identify with the labor movement. There are a few 
anachronistic exceptions who still think of finding themselves jobs on 
union staffs, but the typical student expects to work for management 
or possibly for a university. 

UNION REACTIONS 

Labor leaders are, of course, aware of the change in intellectual 
attitudes. The subjects which now interest college professors-<:or
ruption, membership apathy, strikes which affect critical industries, 
discrimination against Negroes in the building trades, and the like
are hardly those about which academicians and labor leaders have 
common interests. Yet many labor leaders, frustrated by loss of mem
bership and difficult problems imposed by automation, feel this is 
hardly the time for intellectuals to adopt a "holier-than-thou" 
attitude. 

All this falls on the fertile fields of working class anti-intellectual
ism. As Harold Wilensky has pointed out, union leaders are endem
ically suspicious of impractical long hairs. "With the elevation of 
'pragmatism' to a rule of union life, one finds at all levels of the 
hierarchy resentment against superior knowledge and competence, 
against new approaches to new problems (or new means of meeting 
old ones) ,  against anyone-homegrown or imported-who wishes to 
put an unorthodox stamp on the pure-and-simple union. 16 

Understandably there is a considerable resentment against intel
lectuals on the part of some leaders who were formerly quite hospitable 

15 Dale Yoder reports that from 1959 to 1962 student enrollments increased (no 
figures are given for a longer period) .  "Changing University-Industrial Rela
tions Programs : On-campus Teaching," IRRA Proceedings (December 27-28, 
1962) , pp. 100-106. Joseph Gambatese states "Enrollment in labor relations 
courses has not kept pace with increased college enrollment and the courses are 
not attracting the better student . . . .  A survey of leading industrial relations 
schools reveals that the number of graduate degrees granted from 1956--60 dropped 
50 per cent below the number granted during the previous five years." "Eggheads 
Are Leaving Unions," Nation's Business, Vol. 51 ( September 1963 ) ,  p. 50. 

A large proportion of the increased enrollment reported by Yoder may come 
from students taking personnel administration. In some schools organization 
theory is taking over many of the students who formerly would have taken per
sonnel administration. As this trend continues, I would predict overall industrial 
relations enrollment to drop. 

10 Intellectuals in Trade Unions ( Glencoe, Ill. : Free Press, 1956 ) ,  p. 259. 
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to them (witness AI Hayes' outbursts against outsiders meddling in 
the political processes in his own union, or Meany's suggestion that 
when academicians face the issue of "publish or perish" they often 
make the wrong choice) .  Though, as we have discussed, the sharpest 
volleys of criticism from the liberal side have come from non-academic 
liberals, much of the unions' anti-intellectual feeling is projected on 
the university, possibly because it offers a more solid target than the 
liberal movement generally. 

WHAT ARE THE PROPER RELATIONS BETWEEN THE PARTIES ? 

Perspective. First, we need some sense of perspective. Academi
cians accuse labor of losing their crusading sense of morality. Labor 
accuses academicians of showing too much ethical neutrality. Yet the 
protagonists on both sides of the debate are largely products of the 
1930's.17 Hard as it is to believe, the calendar moves on and the fire
brands of the New Deal are at least close to their fiftieth birthday. 
For some, the changed social atmosphere combines with biological 
necessity : they slow down, lower their level of aspirations, and ac
cept a limited, conservative role. Neither labor leaders nor industrial 
relations professors are any longer Young Turks. Having tasted 
substantial power from the days of World War II on, they are both 
well ensconced in the Establishment. 

Sometimes the liberal-labor debate reminds me of an aging hus
band and wife, each accusing the other (with justification) of loss of 
passion.18 With increasing maturity there does come less passion. 
Cannot there also be greater tolerance and understanding ? Neither 
side should expect a sense of emotional involvement, or a sense of 
crusading militance when it is no longer there.19 

Mutual Tolerance. The parties must learn to respect the limitations 

17 An observer who attended the sessions at which this paper was read com
mented that the average age of the audience was perhaps fifteen years greater 
than that at the competing session (chaired by Chris Argyris ) .  

18 Jack Conway describes some criticism of the labor movement as evidence of 
"ideological obsolescence and personal senescence" and as "anxiety projections by 
people describing something within themselves." Ideological Obsolescence in Col
lective Bargaining (Berkeley : Institute of Industrial Relations, 1963) ,  pp. 2, 4. 
His comments may apply to critics on both sides of the fence. A kinder comment 
would be to say that much of the criticism represents nostalgia for the joyous 
days of the New Deal. 

19 A Berkeley graduate student (with an anachronistic point of view) says 
that while it might be understandable that some professors will lose their idealism 
as they grow older and financially more secure-they shouldn't be so smug about 
it, nor should they pooh-pooh the efforts of the few graduate students and assist
ant professors who have a little life force left. 
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of each other's roles. One trouble is that they expect too much from 
each other. Academicians for example, set higher standards for unions 
than they do for management, they are much more acutely pained by 
a Jimmy Hoffa than by a Billy Sol Estes-and rightly so. 

Yet if unions sometimes fall short of the idealistic goals which 
intellectuals set for them, perhaps the goals are too ambitious. Cer
tainly liberals are wrong when they "criticize unions for failures in 
the society or in the economy that are now more the responsibility of 
the unions than they are of the church, or the Congress, or the Presi
dent, or the companies, or history itself." 20 Instead of concentrating on 
what unions have not done and what by their very nature they cannot 
do (and perhaps should not do) they would do better to concentrate 
on what is properly within the union's bailiwick. 

Unions, for their part, must learn to respect academic limitations. 
Though academicians will continue to call the shots as they see them 
(regardless of frequent bad eyesight) ,  most professors are more pro
union than pro-management. I've heard some labor people complain 
because professors today are not more passionately committed to the 
labor movement. Actually labor would be poorly served if professors 
were to gain the reputation of being kept men. (Further total com
mitment is neither emotionally nor intellectually satisfying to the 
professor. ) 

Nor should unions insist that academic research have immediate 
relevance for today's practical problems.21 To be sure, industrial 
relations research should eventually have some social relevance, but 
little is accomplished by asking professors to engage in applied 
research (or elementary teaching) which can better be produced 
in-house by labor itself.22 Unfortunately the kinds of research which 
labor asks for are largely local or specific in interest ; they are not the 
kinds of research which will win prestige for the professor, or which 
are properly the function of the university. 

"' Conway, op. cit., p. 20. 
"' Business also complains that business school research is too esoteric. 
22 This is not to deny the important role played by university extension pro

grams. At best such programs can perform important educational services for 
unions as well as provide badly needed channels of communications between 
labor and universities. The role of extension, however, is far from settled. Rarely 
has it enjoyed a happy relationship with on-campus faculty, largely because 
many on-campus faculty look upon this function as being non-academic. Further, 
some union leaders suspect the program as a rival means of communications 
with the rank and file. In addition, attendance at labor courses suffers from the 
same apathy which affects the union movement and voluntary organizations 
generally. 
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What Can Academicians Do for Labor? They can provide respon
sible criticism ; they can snap at labor's heels when labor relaxes too 
much. (Unions are often over-sensitive to criticism and thus prone to 
reject suggestions which will help them do their job better. )  After all 
intellectuals would fail in their primary function if they did not 
criticize. 

Academicians can apply perspective and theory to problems of 
realistic importance to labor. Four examples of how this can be done 
are : ( 1 )  the UA W's use of academic consultants in drawing up its 
GA W demands, (2) the pioneering and pragmatic work of the 
Armour Automation Committee (for all its heartaches) ,  ( 3 )  the serv
ices provided by George Taylor and his associates in helping to set 
up the Kaiser Gain Sharing Program, and ( 4) the unique function 
performed by John Dunlop in the construction industry. 

CONCLUSION 

Liberals still need labor-in part because the liberal objectives of 
today can hardly be obtained without labor's support-and in part 
because the great dreams of the 1930's are still good dreams and labor 
is still a great leavening force in our democracy. Still, it may be 
healthy for both sides to recognize that their interests no longer 
overlap as much as they once did. Much as it may hurt the professional 
pride of both union men and industrial relations academicians, one 
must admit that industrial relations no longer occupies the center ring 
in the circus. Unions should not be too upset if intellectuals, realizing 
that unions are not all-purpose agencies designed to solve every social 
problem, transfer part of their attention elsewhere. But liberal aca
demicians will continue to support the union movement to the extent 
that movement supports the liberal's values-which is to a very consid
erable extent. 
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I have been a local union officer or full-time staff member of unions 
for just about twenty-five years. I am, then, an intense partisan
strongly prejudiced in favor of the general economic, political and 
social concepts espoused-in resolution though not always in prac
tice-by the trade union movement. 

This is not to say that I look at events in a wholly biased, much 
less dishonest way. Insofar as I am aware of them, my motives seem 
about as pure as the next man's-somewhat purer, I suspect, than the 
motives of at least a few of the more virulent critics of trade unions. 

Trying to discount my prejudices and conceding many failings and 
failures by trade unions, I nonetheless believe that labor unions 
strengthen the structure of democracy, bring large numbers of people 
into meaningful participation in American life, and make our social 
and economic systems more humane. 

Before this group, surely there is no need to more than mention 
the democratizing influence of the union movement on the job. Stew
ards, grievers, and shop committeemen, by the thousands, are agents 
of democracy-acting for workers inside the shop in much the same 
way as professional advocates may in civil affairs. 

Their administration of the remarkable system of contractual and 
common law, sustained by widely accepted precedent created in arbi
tration and mediation, has vitalized the phrase industrial democracy
a slogan of the Thirties. 

Members of the Industrial Relations Research Association would 
be without professions or differently occupied if not for their employ
ment in the huge quasi-public civil service recruited to administer the 
democratic forms created in response to organized labor's demand for 
increased participation in industrial decision making. 

But the influence of unions reverberates beyond the shop. About 
250,000 men and women, it is said, hold office in local unions across 
the United States. Many thousands more serve on local union negoti
ating, pension, health and welfare, wage scale, political action, educa
tion, community service and other committees. 

Others sit on governing boards of community agencies, on boards 
of education, as members of city, town and county councils. 

245 



246 INDUSTRIAL RELATIONS REsEARCH AssociATION 

An uncounted, though very large, number of trade unionists are in 
public life. In Michigan, the state I know best, for example, about 150 
trade unionists hold public office. Twenty-three trade unionists are 
members of the Michigan Legislature. Six of them still work in the 
shop, while most of the remaining seventeen are paid officers of trade 
unions. 

The state's auditor general, and secretary of state, as well as one 
of its United States Senators, were union officers when elected to 
the positions they now hold. 

The President of the Detroit Common Council, the Vice-Mayor 
of the city, is an International Union Representative on leave from 
his post. 

Detroit's widely known Police Commissioner is a trade unionist, 
who ironically first won public attention when jailed for strike ac
tivities in 1937. 

Trade unionists sit on the governing boards of two of Michigan's 
state universities. One of them until recently served as chairman of 
the board of which he is a member. A trade unionist is chairman of 
the State Board of Education. 

The same or similar stories can be told of other communities and 
states. 

It seems evident that persons of democratic persuasion should wel
come this kind of participation in political life, and I rather doubt that 
many workers would be participating in the absence of powerful 
unions. 

On balance, and in every sense, unions have made American life 
more democratic and our social system more humane. This assertion 
seems beyond challenge, needing no documentation-not before this 
group, at any rate. 

Yet, though the continuing good works of trade unions are mani
fest, criticism of them is harsh, and nowhere more stridently expressed 
than by some intellectuals. (In fairness, however, I think I begin to 
detect a small shift, a mellowing of attitudes among some members of 
the group I will be talking about. ) 

If you press me, I shall find it difficult to define the group precisely. 
They are a small part of the intellectual community-but they are 
vocal, widely published and, because of their presumed special 
knowledge, somewhat more influential than one might expect based 
upon known scholarly achievement or demonstrated creativity. In 
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this category, I do not include the critics who explicitly acknowl
edge union achievements-but rather those whose public utterances 
are a continuing chant of condemnation. 

The critics I speak of, affect an air of expertise, whereas they are 
often profoundly ignorant of, and lacking in curiosity about, the day
to-day activities of trade unions. 

Yet, if we exclude the most extreme reactionaries-those even to 
the right of the gentleman from Arizona-no group has been more 
savagely critical of trade unions. I've said in another place that if, to 
make an objective and honest statement about trade unions, I were 
asked to choose between a vice president of the General Motors Corpo
ration and some (not all, but some) of the people at the Center for the 
Study of Democratic Institutions, I would unhesitatingly choose the 
former. 

In a sense, we in the trade union movement should be flattered. 
These people expect much from us. They assume that trade unions, 
and trade unionists will be more virtuous than others. Doing so, they 
pay us the highest compliment-but how many such compliments we 
can withstand is a question. 

Currently, much of the criticism has to do with trade union failures 
in the struggle for racial equality. Union failures here are consider
able. I know of no union that has earned total immunity from such 
criticism, and some have sinned beyond measure. On the other hand, 
if we except the civil rights groups, unions in general have been more 
steadfast in promoting equal rights than any other organizations, lay 
or religious, in the American community. 

Even so, some intellectuals are focused only on the omissions of 
trade unions. They sometimes seem to be saying that bad attitudes 
and practices of trade unionists are the only barriers blocking over
night achievement of equality for all. 

Now in truth, it appears to me that trade unions are in crisis : 

We have not solved the problems created by the social upheaval 
consequent from automation. 

We have not recently made dramatic progress in organizing white 
collar and professional workers. 

We have not done as much for the poor of the nation as we could 
have and should have. 

And, as I said earlier, we have not measured up on civil rights. 

Many unions are not as democratic as they could and should be, 
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and a few trade union leaders live by codes appropriate in a bawdy 
house, bookie joint, or Las Vegas casino, but not in the trade union 
movement. 

All this is well known, and no intelligent trade unionist will deny it. 
I, too, am repelled by the trade union official whose badge is a 

black silk suit, dirty white-on white shirt, diamond ring on the little 
finger and black Cadillac sedan. 

But novelists, biographers, historians are expected to explore the 
many planes of characters and events they write of. Not so, the disen
chanted intellectual. 

He cites every sell-out by a trade unionist-and some do occur
as proof that the labor movement has been corrupted. He discounts 
or ignores, on the other hand, the more than balancing fact that trade 
unions include in their ranks a fantastically large number of officers 
and staff members who stoutly resist the corrupting influences endemic 
in our society. 

He not only notes, but rejoices, in the inability of trade unions to 
alleviate the suffering caused by automation and technological displace
ment. He mentions the fact that, except in oblique ways, trade unions 
are neither designed nor equipped to cope with developments so cata
clysmic only when reaching for another argument to prove that trade 
unionism is dead. 

Contemplating the vast and humane systems of private insurance 
negotiated by American trade unions, many intellectuals are more 
likely to criticize the plans for "exclusivity" than to note that they 
make life less burdensome for millions who otherwise would be unpro
tected against illness, untimely death and penurious old age. 

They charge, and with some justice, that the established unions 
have failed to organize the white collar workers in their jurisdiction, 
but apparently don't know that thousands of these workers do 
belong to the UA \V, IUE, IAM, USW and other unions-and that 
those who do not belong have simply failed to answer calls that often 
have been well organized, heavily financed, and vigorously executed. 
They seem not to know also that the fastest growing unions in the 
AFL-CIO are basically white collar organizations. 

While they denounce unions for failing the poor, these intellectuals 
rarely or ever mention the enormous difficulty-if not impossibility
of successfully organizing and bargaining with the marginal employers 
by whom so many of the poor are employed when they do find jobs. 
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Nor the fact that the drive for legislation to ameliorate the condi
tions of poverty surely would collapse if not for the political "muscle" 
supplied by unions. 

If not among trade unions, one wonders where they find support 
for public works to give jobs to the unemployed, for youth opportu
nities, for tax programs that will fall least heavily on those least able 
to pay, for adequate minimum wages, for increases in social security, 
for humane welfare standards. 

As all who care know, the fight to win medical care for the aging
to relieve suffering among one of the largest groups of poverty 
stricken in the nation-has been resolved into a debate between 
organized labor and spokesmen for organized medicine. And since 
almost none of those who will be affected by this legislation are 
dues-paying members of unions, does not organized labor's vigor
ous support thereof evidence a basic generosity of spirit and social 
concern ? 

Actually, when pressed, the sort of intellectual I've been talking 
about is unable to articulate a formal and reasoned critique of the 
labor movement. His complaints dissolve into incoherence if he is 
confronted with the truism that his criticism of the unconcerned and 
perverted can be more than balanced with proof of honest concern and 
achievement. 

One of the better known of the type, asked by a trade unionist if 
"the labor movement has lost its original purpose, its real purpose ?" 
responded by saying : "I think there were periods when it was a 
movement ; but, to my mind, it hasn't been a movement for a long 
time. And when you ask what its original purpose was, I think it had 
a whole set of purposes. The old AFL unions, when they were first 
organized, had one set of purposes-to establish control over jobs 
and act, in a sense, as a monopoly force with respect to those jobs. 
There were other kinds of AFL unions that didn't have that kind of 
orientation but tended to broaden out and have more concern with 
their members. Then the CIO came with a still different kind of 
orientation. Later it changed its orientation." 

That is about the limit of his lucidity on the subject. 

In the same publication where the foregoing quotes appear another 
of our critics complains, "You made this country into a nation not 
of shopkeepers but of lathe operators. They're satisfied ; they've 
joined the middle class." 
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This, no doubt, is the complaint of the aristocrat, since the man 
who uttered it attended the best schools, no doubt sends his children 
there too, has never missed a meal, and even now resides, with 
other retirees, in the rather comfortable climate and surroundings of 
Santa Barbara, California-far above the Pacific, if not the battle. 

In such a person, one naturally assumes an extreme revulsion 
for the petite bourgeois. 

The quoted publication, by the way, is passed off under the title : 
"Labor Looks At Labor," though the two men quoted, who were its 
editors, gave their own remarks more than one-third the lines printed, 
saving the remainder for the ten trade unionists who we are told had 
been looking at themselves during the reported discussion. 

Nor did the editors say that the discussion was arranged and 
led by the Union's regional director in the area, nor that one of the 
discussants is an assistant to the president of the Union. They chose, 
rather, with an eye to the sensational, to depict the discussion as 
though it had taken place underground, and by candle-light, far from 
the supervising eye and ear of leaders of the union. 

Actually, I believe, the complaint of many such intellectuals is 
much less with the failure of trade unions to perform effectively for 
their members than for failure to fulfill the dreams of the intellectual. 

It is my view that these men often are basically authoritarian, 
lacking the will or capacity to cooperate with any who do not accept 
their own apocalyptic view of events and men. 

They are more interested in ideas than people. They are strongly 
elitist in attitude. 

They are drawn to, and often speak well of, the tough guy whose 
talk is marked with a side-of-the-mouth, small town, pool hall wisdom. 
He is as attractive to some of them as was the strong man of radical 
politics. 

He transcends "bourgeois values" in the same way that some politi
cal leaders did ; and, perhaps because he has the guts to do and say 
what they would if only they had the courage or were genuinely as 
amoral, he has the same exotic appeal. Association with him-actual 
or intellectual-makes it possible for one to live dangerously without 
ever taking a real chance. 

The authoritarian temper is opposed to the democratic mood of the 
free and advanced sections of organized labor. Those of this tempera
ment accept effete non-conformity and trivial bohemianism. They 
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welcome to their company the volunteers to poverty, the beat and 
the unwashed-but the ordinary worker who is trying to improve his 
grammar, never. 

The central complaint of at least one critic seems to be distaste for 
the prose style of Walter Reuther. 

They charge that trade unions are no longer "dynamic," but they 
truly mean that they are no longer so flamboyant as they were in the 
hungry, anguished and bloody Thirties. 

If "creative" is taken as a synonym for "dynamic," a case can be 
made that unions are as dynamic as ever. 

The efforts to devise novel solutions to collective bargaining prob
lems, as at Kaiser and American Motors, the participation by unions 
in community life, the creation of college scholarship programs, the 
new educational ventures, the vast array of union health centers, the 
involvement in international affairs, the creation of overseas labor 
colleges to help train trade unionists from economically under
developed countries, all seem to me to be evidence of a true, if 
undramatic dynamism. 

True, trade unions have not done as much as they might have-
but they have done far more, gone much further than all but the most 
arrant utopians would have hoped for twenty-five years ago. 

The AFL-CIO at its recent convention adopted resolutions dealing 
with Civil Rights and Civil Liberties, Health Care for the Aged, 
Electoral Re-Apportionment, Federal Aid to Education, Improved 
Manpower and Retraining Programs, Full Employment, International 
Affairs, Minimum Wages, and Social Security. This partial list of 
resolutions seems to confirm my belief that labor-with all its un
doubted shortcomings and failures-has larger and more generous 
social and political concerns than most other organizations of substance 
in our society. 

Yet, in face of the record, the litany of discontent continues to be 
recited. 

For my own part, I hope criticism of the trade union movement 
continues. I believe that most critics serve us well, as they point to 
our lack of imagination and will. I do not believe, however, that 
democracy, the labor movement, or the intellectual community are 
well served by those whose every spoken word implies hatred for 
trade unions, and a sense of betrayal by organizations that have 
sensibly rejected their "prophetic" leadership and bad advice. 



252 INDUSTRIAL RELATIONS REsEARCH AssociATION 

As I said earlier, however, I have begun to detect some small signs 
that a shift of opinion is occurring among certain members of the 
coterie. 

Recently, for example, one of them wrote : " . . .  we may begin to 
wonder whether the new prevailing tone of complaint is any more 
adequate for talking about Walter Reuther's labor movement (by 
which he meant the Industrial Union Department of the AFL-CIO) 
than was the old tone of celebration. The inheritors of the old CIO 
are not as used up and exhausted as fashion thinks them. They may 
not even be as used up as they think themselves." 

It may be, of course, that what this writer believed to be "the 
fashion," was no more than a vogue confined to the circle in which 
he traveled, and that the leaders of the old CIO never regarded 
themselves as "used up." It could be, on the other hand, that he has 
begun to suspect what has seemed evident to many of us for a long 
time, that the democratic social and ethical values he treasures have 
some chance for survival in our time, only because most-not all, but 
most-trade unions and trade unionists hold to them also, and use their 
influence and power to prevent their submersion in the sea of corrup
tion and totalitarian opinion that sometimes seems about to engulf us. 



LIBERALS AND THE LABOR MOVEMENT : 
THE PARTING OF THE WAYS ? 

Summary of Remarks by JOEL SEIDMAN 
on "The Liberal Position" 

University of Chicago 

Has there been a change in the attitude of liberals to the labor 
movement over a period of time ? Discussion of a topic such as this 
must make clear which people we are talking about, and over what 
period of time we are comparing their attitudes. Since the topic was 
suggested largely because of the movement in recent years of staff 
men from unions to other institutions, often to universities, it seems 
clear that we are talking about a group of intellectuals, research men, 
educators, and the like, who were attracted to the labor movement in 
the 1930's and 1940's and who left it during the 1950's and early 
1960's. Assuming that such a movement has taken place, it may be 
accounted for by one of several possibilities, or by all of them working 
together. One such possibility is that the people have changed, an
other is that the institution of unionism has undergone a transforma
tion, and still another is that the climate of the times has changed. 

Let me first say a brief word about the people. It should be evident 
that we are talking about a span of perhaps 25 years, or the difference 
between youth and middle age. Our typical case, it is apparent, went 
to work for a labor organization when he was in his 20's or 30's, only 
to leave it during his 40's or SO's. This is a time period over which 
youthful enthusiasm gives way to realism in some cases and to cyni
cism in others ; it is a time over which a desire to change the world 
may be replaced by preoccupation with the size of one's salary check 
or pension rights ; it is a time of growing conservatism in many, and 
in others a growing tendency to sit in a comfortable chair and talk 
about the struggles waged in a more heroic age and a more youthful 
period. Clearly any group of people would have changed over this 
period of time ; one would have to compare changes in union staff 
men with changes over a comparable period of time in college faculty, 
government officials, management personnel, and others before one 
could be sure that it was the institution of unionism, rather than the 
onset of middle age, that was responsible. 

We also have in mind, in all likelihood, a particular group of unions 
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that have likewise matured over this period of time. Intellectuals who 
sought and obtained union staff positions during the 1930's went for 
the most part to the emerging CIO unions, which offered more exciting 
possibilities than the more staid and conservative unions of the AFL 
and which also, for the most part, valued the intellectuals' contribu
tions more highly. Unions tend to be both more dynamic and more 
democratic in their early years, as various students of the problem have 
pointed out, only to become more bureaucratic and more set in their 
ways as time goes on. Though the mass production unions still tend 
to be more innovating than the craft unions, the fiery zeal that charac
terized them in their youth, the sense of crashing barriers and challeng
ing established modes of behavior, seems to have largely evaporated. 
Most of the great corporations have accommodated themselves to the 
industrial unions and to collective bargaining, as the members have 
grown accustomed to union protection and the officers have advanced 
from youthful enthusiasm to comfortable middle age. 

Yet we are considering, not just a group of people and a particular 
set of social institutions, together making the transition from youth 
to maturity, but viewing them at particular points in our history. The 
1930's offered a special climate, one never approximated before, and 
one may hope, never to obtain again. The 1930's, the period of the 
Great Depression, witnessed the collapse of business and with it 
the prestige of businessmen. Our economic system, and with it our 
entire social structure, seemed not merely sick but at the point of death. 
Unemployment ranged, during most of the decade, between 8 and 13 
million, or between 15 and 25 percent of the labor force. Democracy, 
along with capitalism, was in retreat over much of the civilized world, 
as extremists of both the right and left gained ground. Fascism swept 
over important parts of Europe, and wars and threats of war were 
everywhere. There was little economic opportunity for anyone, and 
almost none for youthful intellectuals. 

Unwanted by existing society, young intellectuals in large numbers 
sought to change the society that spurned them, gravitating toward 
one or another of the reform or revolutionary movements that sprang 
up or gathered strength. Many of them looked upon the unions, par
ticularly the newly formed mass production unions, not merely as 
agencies for collective bargaining, but as the most likely vehicles for 

more fundamental social change. Desiring to reform or drastically 

change the economic system, many of the youthful intellectuals jumped 
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upon the CIO bandwagon, hailing it as the agent of the coming social 
revolution. If the CIO disappointed their hopes, perhaps it was be
cause, in the special climate of the thirties, they expected too much 
of it ; and yet many of them can scarcely complain, since with the recov
ery and substantial stabilization of the economic system, the intellectu
als' hopes for social revolution faded too, as simultaneously their own 
economic situation improved. It is hard to sustain an interest in a 
social revolution while scanning the financial pages daily to see how 
one's common stocks are faring. 

There could hardly be a more profound change than that from 
the climate of the thirties to that of the sixties. Although we have 
experienced four recessions since the end of World War II, and 
although there is substantial other evidence that one should not be 
complacent about the state of the economy, yet it is a fact that we have 
not experienced depression since the defense boom of 1940-41 put some 
millions of Americans back to work. We have now gone more than 
20 years without a major downturn in the economy, a better record 
than we have enjoyed since the post-Civil War industrial boom 
ushered in our industrial system ; and there are hopes that our built-in 
economic stabilizers, our system of protections and regulations, the 
watchfulness of our economic doctors, and the economic measures 
flowing from the political needs of the government in power will ward 
off serious depression in the foreseeable future. The record of economic 
achievement here, coupled with the excesses in the USSR in the 
Stalin period and the failure of partial nationalization to solve Britain's 
economic problems, have reduced the desire of all but the hardiest 
left-wingers to achieve drastic change in our economic system. The 
men who started as adherents of one or another of the many radical 
groups of the 30's now find a common meeting place in the liberal 
wing of the Democratic Party, and promise to support President John
son with much the same enthusiasm that they showed for Kennedy, 
and before him for Truman and still earlier for Roosevelt. Problems 

exist, needless to say, as in the five percent of our labor force that 

remains unemployed, and especially for the youth, the unskilled, and 

the minority groups who suffer from chronic unemployment well 
above the national average. Other economic problems are created by 

rapid technological advance and industrial relocation, but all these 

problems, while hardly minor, may reasonably hope for solution within 

the framework of the existing economic-social-political system. They 
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are not likely to rekindle, in the heart of the aging and well-paid 
intellectual, a desire to remount the barricades of his youth. 

Meanwhile the labor movement, once his hope to usher in the 
brave new world, has had its share of troubles, with the result that 
its image no longer burns so brightly. The investigations of the 
McClellan Committee, following upon the heels of other inquiries, 
disclosed conditions of corruption, along with a host of other evils, 
in a relatively small but significant portion of the labor movement
disclosures that in the aggregate shocked many who considered them
selves hardened, if not cynical, observers of the contemporary scene. 
Instead of pointing to unions as agencies of industrial democracy, 
it became fashionable to show that they could hardly hope to remain 
democratic, with advancing age, in their own internal structure and 
operations. The two wings of the labor movement, once so far apart 
in philosophy and objectives, gravitated toward each other, with the 
old CIO unions undergoing the more drastic change. Some of the 
unions with substantial power contented themselves, as in the past, 
with improvements in their members' economic lot and with policing 
their industries under collective agreements. Other unions, with lim
ited economic power, could not attempt to do more than this, whatever 
the level of their aspirations. The labor movement became stabilized 
as an important but hardly dynamic institution in our society. Some 
unions remained interested in the fate of non-members and were ready 
recruits to any crusade for social justice, but more of them were moti
vated to act primarily when their own interests were involved. In a 
society concerned with the issue of survival, the contribution of the 
labor movement seemed partial and limited. Whereas the revolution 
of the 30's was the rise of industrial unionism in the mass production 
industries, the revolution of the 60's was in the area of civil rights ; 
whereas a few unions participated actively in this latter revolution, 
most watched from the sidelines, while some served, along with many 
employers, as targets for the revolutionists. 

Along with this there came a growing dissatisfaction, on the part 
of some union staff men, with their position of influence, or per
haps lack of influence, within the union. Few staff men other than 
lawyers found themselves influential when important developments 
were under way, either within the union or in the collective bar
gaining area. With no independent base of power in the union, they 

found themselves dispensable at best, and ignored at worst, when 
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important decisions were being made by the power figures. Some 
found the goals of the leadership of their union too limited, or the 
leaders themselves too stodgy, too corrupt, or too dictatorial ; others 
found themselves with little access to the union center of power ; and 
still others found themselves serving unions with limited power in 
the industry. Many suffered, in addition, from a routinization of their 
work, from a feeling that challenge was lacking now that the institution 
was securely established. Even worse was the discovery that there 
was a "party line" within many unions on internal union matters and 
also on political issues in the community, and that the staff man might 
lack the freedom of his academic colleagues to speak his mind on 
issues of the day without jeopardizing his position or his hopes for 
advancement. 

This does not mean that all excitement had vanished from the 
union scene. Strikes still occurred, though they tended to be muted 
by comparison with the uprisings of the thirties ; supplementary unem
ployment benefits, health and pension plans, sabbatical vacation leaves, 
and similar developments added to the zest of collective bargaining, 
and human relations committees in some industries, profit sharing in 
others, and automation plans in still others added their share of 
novelty. But the most exciting developments seemed outside the union 
sphere--in the civil rights movement, for example, or in such govern
ment innovations as the Peace Corps. And just at this time the col
leges and universities, with their swelling enrollments, their traditions 
of academic freedom, and their improved salary structures, offered 
opportunities to a number of union educators and researchers to teach 
in regular or in labor education programs. Along with this went an 
opportunity to meet with and influence young people, to select one's 
own research or writing projects, and to think and speak independ
ently of any party line. Small wonder that some of the union staff men 
whose qualifications fitted them for faculty positions found the pros
pects attractive. 

Have liberals and the labor movement then parted company ? Not 
in the sense that liberals have lost interest in the labor movement or 
fail to recognize and applaud its achievements. Liberals may have 
found that other institutions in society also contribute to progress and 
perhaps offer even more satisfying careers. Where they find unions 

tolerating corruption, denying democratic procedures, or engaging in 

other forms of anti-social behavior, liberals criticize the offending 
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unions, as they should. No institution in society is above scrutiny and 
criticism ; unions, which came into being as agencies that criticized 
management, should help to safeguard the right of criticism, even 
when they are the objects of it. Criticism, in turn, it goes without 
saying, should always be responsible, based upon facts and reflecting 
values honestly held. Do the unions want to attract and hold staff 
members of the highest quality ? There is a labor market for such 
types of competence, and the unions need merely meet the prevailing 
rates in terms of salary, security, influence, and freedom. 

A final word might help to place the issue in historical perspective. 
Thirty-five years ago, when Selig Perlman published A Theory of the 
Labor Movement, liberal intellectuals had very little influence in the 
labor movement ; nevertheless Perlman argued that their influence, 
distorting union goals from job protection to a change in the social 
order, needed to be fought. In the mid-1930's, as has been shown, 
the goals of liberal intellectuals and the needs of the emerging CIO 
unions for a time coincided. We can now see that the 1920's and the 
1930's in turn, from this point of view, represented a special confluence 
of forces. We should bear in mind that, from the vantage point of 
history, the same may well prove true of the 1960's. 



THE UNION STAFF INTELLECTUAL IN THE 
LABOR MOVEMENT 

SYLVIA B. GOTTLIEB 1 

U. S. Department of Labor 

The role of the liberal in the labor movement has not been an easy 
or graceful one in recent years. Maurice F. Neufeld had described 
"liberals" as those who "have generally advocated democratic and 
gradual reforms, through the intervention of the State, for the benefit 
of the entire community." The "liberal" has served the labor move
ment from within generally in a professional-intellectual role. Pro
fessor Neufeld suggests that "intellectuals" are people who have "the 
capacity to develop ideas, the will to spend considerable time in the 
cultivation and exercise of that faculty, and the skill to express them
selves with energy and conviction either in print or on platform."2 

Using these brief but effective definitions as a frame of reference, 
it appears that the liberal intellectual, by definition, embodies charac
teristics which are in direct conflict with some of those necessary and 
desirable to participate effectively in a "movement." 

Despite this basic and perhaps inescapable dilemma, union staff 
intellectuals have played and will continue to play a very important 
and meaningful role in American Trade Unions. 

UNION PROFESSIONAL's RoLE ANONYMous AND 
UNCHARTERED 

Much of the work of the professional person within a trade union 
is anonymous and, therefore, cannot readily be measured or evaluated. 
This is not because union professionals have a special passion for 
anonymity but rather because the nature and structure of trade unions 
is such that the professional person's contribution is made through 
the words and actions of the elected representatives of the organiza
tion. Where the elected official is generous or understands interper-

1 Mrs. Gottlieb, now Special Assistant in the Office of Productivity and Tech
nological Developments, Bureau of Labor Statistics, U. S. Department of Labor 
was formerly Assistant to the President of CWA ( AFL-CIO) and was associ
ated with CWA also as Research Director and Research and Education Director. 

• Maurice F. Neufeld, "The Historical Relationship of Liberals and Intel
lectuals to Organized Labor in the United States,'' The Annals of the American 
Academy of Political and Social Science, Vol. 350, November 1963, p. 116. 
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sonal relations, he sometimes acknowledges this contribution ; in most 
cases he encourages and maximizes the anonymity of his professional 
colleagues. In addition the union staff man is frequently where he is 
more by chance rather than by deliberate planning. Soloman Barkin, 
the dean of trade union intellectuals by force of intellect rather than 
mere seniority, writing as early as 1949, observed that "the social 
scientist has (therefore) been introduced into the labor movement 
more as a result of circumstance than as a deliberate effort by trade 
unions to tap the skill and knowledge of this group of persons."8 

Keeping in mind then that we are trying to measure contributions 
and relationships traditionally haphazard and obscured in the mists of 
anonymity, I would like to trace briefly the development of the liberal 
intellectual union staff person's role in the American Labor Movement 
as it appeared to someone living it. 

THE GREEN YEARS 

When the labor movement was young and fighting its battle for 
recognition, everyone's internal role was easier. We were all on the 
side of the angels fighting in a common cause-the establishment of 
industrial democracy in the United States. The particular union you 
were in was less important than the overall movement. In such an 
atmosphere, the opposition was well defined and the lines of separation 
between union member, elected officer, and union staff were at a mini
mum. Income, office space, traveling arrangements, and personal and 
fiscal security were spartan. Enthusiasm, sense of purpose, persuasive 
abilities, physical endurance and fraternal dedication were heroic. The 
leadership of unions at this point in history was not very far removed 
from the shop and not too long ago had been full-time workers at their 
respective trades. Most unions had a small staff in which the profes

sional employee rated relatively high. All were relatively new to the 
work-the intellectual, the elected leader fresh from his industry job 
and the staff recruited from the industry who just a year or two 

ago also had worked at their trade. During these green years, no 

one stopped to think too long about what role was being played by 

each participant ; the objectives were paramount ; all contributions 

were eagerly accepted. Everyone felt involved and part of the overall 

8 Solomon Barkin, "Applied Social Science in the American Trade-Union 
Movement," reprinted from Philosophy of Science, Vol. l6, No. 3, July 1949, p. l95. 
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purpose ; the unions and all staff and officers truly were part of a 
"movement." 

THE MIDDLE YEARS 

And then the battle for recognition was won, and we tried to secure 
the peace. A priority item was to negotiate decent wages and working 
conditions. We entered the "bread and butter" era. 

The professional employee's contribution was extremely important 
at this time and his importance increased in geometric proportions as 
the unions moved into such relatively complicated bargaining subjects 
as pensions, guaranteed annual wages, health insurance, and other 
fringe areas and moved also into increased involvement in legislative 
and other activities not directly related to the primary union-employer 
relationship. 

As Mr. Barkin and others have observed, the "use of professionally 
trained social scientists has been encouraged by the increased contacts 
of trade unions with government ; the need for frequent and well 
developed written presentations to various public and private agencies ; 
the demands for a critical evaluation of economic and social problems 
arising in negotiations ; the expanding use of arbitration ; and the wide 
recognition of the value of public support obtained through careful 
presentation of the union's case." 4 

I would place these two periods that I have described, the recog
nition period and then the "bread and butter" era, two periods charac
terized by high use of union professionals, as roughly during the 40's 
and early SO's. 

The turnover among professional people within the trade unions 
during these periods was relatively low. There was some evidence of 
concern about where unions were going during the early SO's but for 
the most part, it came from nonunion sources. The union staff intel
lectual writing from within the union structure was sometimes critical, 
but he retained his institutional identity and continued to perform his 
professional union job hoping to influence needed changes from within. 

Some Personal History 

The union with which I was associated, the National Federation 
of Telephone Workers, which later became the Communications Work
ers of America, was a relatively new union. It affiliated with the CIO 

• Solomon Barkin, op. cit., p. 195. 
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as late as 1949. I started out as Research Director and later served as 
Research and Education Director. Because of the size of the union 
and other factors, we had no separate Social Security or Pension 
Departments. As a result, it was my good fortune to be able to work 
in many different subject areas and to meet and learn from professional 
people in other unions who worked exclusively in specialized areas. 
For example, when I went to a union Research Directors' meeting, I 
was able to meet and work with the Research Directors of the other 
unions ; similarly because of my multiple responsibilities, I was in
volved in meeting and working with union education personnel. Some 
unions had specialists in the field of social insurance and/or pensions 
and, since I also represented CW A in that capacity, I had the oppor
tunity to work with these people. From this vantage point, I was able 
to observe the same good faces over the years. I am able to conclude 
from personal observation that the turnover was relatively low among 
professional-union people during the periods I have been discussing. 

PosT MIDDLE YEARS 

Moving into the middle and late SO's and the early 60's, unions 
began to acquire new roles, new problems and new characteristics 
reflecting, as always, economic, political, and social changes taking 
place in society as a whole. The so-called union-professional sought 
his place within the changing scene and ran into some very difficult 
problems. 

The "bread and butter" issues had been resolved for the most 
part. The pioneering work in the fringe areas had been accomplished. 
Labor's position on such basic legislative issues as minimum wages, 
national health insurance, taxes, foreign aid, education, etc. had been 
stated and well supported and documented. If new problem areas 
developed, the elected leaders and staff from the industry felt equal 
to the task. Trade union leaders regarded the problem of organizing 
the unorganized, despite the changing composition of the labor force, 
as one they could handle with tried and tested traditional techniques. 
After all, hadn't they organized a vigorous, powerful and successful 
movement from zero pretty much on their own ? Automation could be 
coped with through collective bargaining and some legislation. Politi
cal action would give answers to further social legislation. The inter
national battle against communism was the business of the practical 
unionist who could talk "worker to worker" with his brothers and 
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sisters in the emerging countries of the world. The old blueprints were 
still good. Professional-union people who were suggesting new organ
izing techniques, internal structural reorganization, dynamic, imagi
native, and experimental approaches to what were really new problems, 
not just old ones in new costumes, were listened to politely but not 
really understood. Some of us pointed to the writings of Professors 
Clark Kerr, Richard Lester, Solomon Levine, Bernard Karsh and 
others, hoping that prophets outside the movement would be heeded 
more readily than those of us "in the family." 5  We were not success
ful, for the most part. 

A greater reliance on public relations staff, lawyers and outside 
consultants seemed to be developing. If the public relations people 
could improve the "movement's" public image, they would help solve 
many of the problems. White collar workers would join up if only 
they understood that unions were really their kind of organization. In 
addition, you had developing increased use of "ad hoc" solutions. 
Wherever collective bargaining seemed inadequate or frustrating, you 
established a study committee, a joint committee, a fact-finding group, 
sometimes solely within the union structure, sometimes with joint 
union and company representation and sometimes even with public 
members. Both the union and the company denounced government or 
third party intervention, extolled the solid and continuing virtues of 
collective bargaining, and protestingly but unavoidably embraced the 
"ad hoc" solution frequently sponsored by and involving government 
and other third parties. Accelerated use of attorneys and outside eco
nomic consultants accompanied this development. (The roles played in 
trade unions by public relations firms, attorneys and consulting groups 
are a worthy topic for a separate paper. ) 

Time and Success Affect Attitudes 

During this same period, several conditions developed which were 
functions of both the passage of time and the relative past success of 
the American Labor Movement. The elected leader was no longer just 

• Clark Kerr, "The New Opportunities for Industrial Relations," Institute of 
Industrial Relations, Reprint No. 173, University of California, 1961. 

Richard A. Lester, "Labor Policy in a Changing World," Industrial Relations 
Section, Department of Economics, Princeton University. 

Solomon B. Levine and Bernard Karsh, "Industrial Relations in the Next 
Generation," Institute of Labor and Industrial Relations, University of Illinois, 
Reprint Series No. 91. 
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one or two years out of the shop. He had some 10 or 20 years' ex
perience behind him. Further, because of the official recognition and 
acceptance accorded unions, he had had the opportunity and the en
richment which came with it, to meet and deal with leaders from all 
levels of government, business and the academic world. In short, he 
had access to and gained experience and confidence from dealing with 
the leaders from groups which had once been closed to him. Simul
taneously, most unions had developed staff from the shop level who 
also now had 10 or 20 years of similar experience. In the early years, 
the professional's college training and resulting associations afforded 
him certain education and other advantages which placed him rela
tively high within union leadership ranks. As the union leaders broad
ened their experience and knowledge, as they shared greater personal 
involvement in international affairs, in top level government, academic 
and management circles and experienced other opinion and decision
making contacts, it was quite natural that the intellectual would not 
play the same internal leadership role that he played during the earlier 
stages of the union's history, and unfortunately clear lines of division 
emerged. Access to participation in decision making, a basic sense of 
involvement, and other meaningful experiences were no longer equal. 
The report in the Daily Labor Report of October 2, 1963, that staff 
employee organizers and international representatives of the United 
Auto Workers have allegedly asked for recognition of a union of their 
own illustrates the kinds of lines that have been drawn between union 
staff and union management.6 

Still another consideration which must be kept in mind are the ages 
of the principals in our story. While only in my 20's, I was the 
Union's Research Director. The president of the Union was in his 
early 30's. This was not unique. Youth was characteristic of the 
leadership both intellectual and otherwise of the American Labor 
Movement in the 1940's. The youth of the group was not confined to 
chronological age ; relationships and responsibilities were also young. 
The organizations were new, the people who had joined forces to 
work together were young and they had only known and worked with 
each other in many instances for relatively brief periods of time. They 
came together under exciting, dramatic, and challenging circumstances. 
As we moved into the SO's, the organizations were growing older ; the 

• Daily Labor Report, Bureau of National Affairs, Washington, D. C., October 
2, 1963, No. 192, Section A, p. 6. 
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people involved were growing older and their interpersonal relation
ships had been in existence for long periods of time. The honeymoon 
was indeed over and the normal tensions and frictions of working 
together for extended periods of time began to show. 

SoME GENERAL PROBLEMS 

Generally speaking, union leaders are action oriented. Many of 
their decisions must be made quickly and under pressure. They fre
quently issue directives which are not understood by their colleagues 
one or several steps removed from the direct line of fire. John English, 
Secretary-Treasurer of the Teamsters, is alleged to have told Hoffa, 
"You don't speak nice to people."7 This is a quality not peculiar to 
President Hoffa alone. If you were to rank personality types on a 
continuum, the elected union official would not be placed in proximity 
to his "intellectual-professional" co-worker. This difference in tem
perament creates obvious difficulties. 

Lack of Union Bureaucracy 

The role of the liberal union intellectual is further complicated by 
the very nature of union organization. Unions for the most part do not 
have well defined bureaucracies in which lines of organization, author
ity and responsibility are clear, established and accepted. The internal 
organization of many unions is fluid, the power and control of indi
viduals below the very top level ebb and flow depending on many 
inconstant variables. In such a situation, the professional employee is 
often subjected to changing and unpredictable stresses, urged, for 
example, on the one hand to remain aloof from internal union politics 
and pressured simultaneously into taking sides and lending his special 
talents to securing gain for an individual leader or an idea. Some of 
this, of course, is unavoidable. How do you separate seeking pro
fessional assistance to support legislative and bargaining positions and 
refrain from using the professional's skills and knowledge to support 
such internal political issues as higher union dues, administrative reor
ganization, and the ultimate conflict-who shall lead the union ? 

A certain amount of the interpersonal tensions which developed 
between union leaders and the professional union staff during the 
1950's arose from the difficult if not impossible task of keeping union 
politics outside the area of professional staff activity. 

7 "The Teamsters' 'Egghead'," The National Observer, December 9, 1963, p. 3. 
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u Closed Society" 

Coupled with these developments you had the attitude, sometimes 
subconscious and sometimes deliberate on the part of some trade union 
leaders, that the labor movement is a closed society in which "the 
family" settles its own problems and never exposes any weaknesses or 
difficulties to the unfriendly outside world. Where this attitude exists, 
the responsibility for it is not that of the labor leader alone. At one 
point in American history (not too long ago) trade unions were viewed 
as conspiracies ; they were not understood or accepted by many seg
ments of society and certainly early labor leaders and members alike 
were on the fringes of the more "respectable" elements of the American 
community. Despite the fact that this climate no longer exists in 
many quarters, the effects of this unhappy historical relationship re
main. Requests by professional union staff personnel for leaves of 
absence to pursue further academic studies or to work temporarily in 
other occupations are generally denied. In fact, in some unions such 
requests are considered just short of treason. One does not move in 
and out of a "movement." It exacts a life-time commitment. There is 
little or no evidence that elected labor leaders understand that the 
labor movement could be enriched if some of its professional people 
were allowed to move freely between the academic and trade union 
communities. Those of us who have suggested that an interchange be 
permitted between not only the unions and the academic community, 
but between the company and the union, and between the union and 
the government were given little or no encouragement. If the pro
fessional person is sponsored by the union in his nonunion or union
related job, the interchange is effected willingly and gracefully. If, 
however, the union professional, even after many years of unbroken 
service, seeks a leave of absence, even if only to return to school to 
increase his professional capabilities which will enhance his union role 
at some future date, any leave is generally discouraged and indeed 
prohibited. 

I think this has been an error on the part of trade union leadership 
and represents a condition susceptible to change. 

New Opportunities for Union Professional 

A distinguishing characteristic of the professional employee is that 
he can use his professional capacities not only in the union but in 
many different organizations. His skill is transferable. Further, as 
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unions and companies continue along already evident avenues of 
maximizing their mutual purposes and goals and minimizing discord, 
movement by the professional staff from the union to the company 
or vice versa will be regarded less and less as treasonable action and 
more and more as a logical development. 

Another important development is the fact that it has become 
increasingly possible and desirable for experienced trade union pro
fessionals to transfer their skills to other institutions. The proliferation 
of private and government grants for special studies, increased oppor
tunities in existing government agencies, the establishment of new 
government agencies such as the Peace Corps, expanding educational 
institutions and accelerated interest in adult education are but a few 
examples of job-generating forces which have given the social scientist 
a chance to move with relative ease from his union to another kind of 
professional job. In addition, as unions themselves have been upgraded 
and integrated into the broader community, the opportunity of pro
fessional union staff to transfer to other jobs has been greatly enhanced. 

The Union and the Academic Community 

The union intellectuals' problem is also part of the larger overall 
problem of the relationship between unions and academic institutions. 

Unions have never recognized fully the potentials of this country's 
academic resources. This lack of understanding of how to call upon 
the academic community is reflected, in part, in the current inability of 
unions generally to use their professional people appropriately. For 
example, the professional employee and the academic community 
could be of great assistance in pointing to ways to increase union mem
bership. The kinds of people the trade unions will have to organize 
increasingly in the future are not very different from the professional 
employees who now work for them. It's a very difficult thing for a 
leader, who is accustomed to pointing with pride to the fact that he 
came from his industry and spent many years working in the shop, 
and who uses that fact to support his being the best qualified person 
to lead his union, to come to the realization that this claim will not 
necessarily stand him in good stead when it comes to organizing white 
collar, technical and professional workers. 

CoNCLUSION 

Those of us who have had the privilege of working in trade unions 
could regale you for hours with marvelous anecdotes about the diffi-
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culties, frustrations, and petty annoyances with which we've had to 
contend over the years. (And I dare say some of the union folks we've 
worked with could offer equal stories about the queer ducks we are. ) 8 
However, those tales of woe are completely overshadowed by the very 
many wonderful stories we could tell of the sheer joy of working to 
establish industrial democracy (admittedly imperfect) ,  of personally 
witnessing the growth of individuals and institutions (many in the 
management as well as in the union) and of experiencing success after 
success, as dreams of minimum wages, decent working conditions, 
solid health insurance and pension programs, dignity on the job and 
other goals became realities. 

We continue to live in a changing dynamic society in which each 
tomorrow brings new challenging and exciting developments. The 
trade union movement is inescapably part of this picture. In our kind 
of democratic society, there will be a continuing need for organizations 
to represent people who work. In fact, it has been suggested that the 
need for proper vehicles for communication and joint decision-making 
between employees and management will increase as our industrial, 
economic, social, and political systems grow more complex and more 
impersonal. The structure, the attitudes, and the activities of the 
organizations now called unions may change-we may even call them 
by a different name-but the fundamental need for industrial democ
racy will continue. To the extent that the trade unions of tomorrow 
increasingly represent white collar, technical and professional em
ployees, the professional staff will be recruited increasingly from the 
industry itself. It will be the professional person who will be able to 
boast of his years "in the trade." As the level of education of the 
average worker in the United States continues to increase, the gap 
between the union member, the leaders he elects, and the professional 
employee will be narrowed. 

This is, however, a point somewhere down the road. At this 
particular juncture in our history, the role of the liberal professional 
staff in the trade union movement continues to be very difficult, even 
though very worthwhile. The challenges are equal or greater than 
those faced in the past. The bright, imaginative, vigorous social 
scientist seeking to make a meaningful contribution should have no 
hesitancy in seeking association with unions. 

8 We all know that you can't slice anything so thin that it has only one side. 
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MINUTES OF THE IRRA EXECUTIVE 
BOARD MEETING 

MAY 6, 1963 

MONTREAL, CANADA 

The IRRA Executive Board met Monday, May 6, 1963, 6 :30 
p.m. in the Queen Elizabeth Hotel, Montreal, Canada. Present 
were : President William F. Whyte, President-Elect Solomon Barkin, 
Secretary-Treasurer David B. Johnson, Editor Gerald G. Somers, 
Board Members Charles A. Myers, Nelson H. Cruikshank, Vernon 
H. Jensen, J. Wade Miller, Jr., Joel Seidman, H. Douglas Woods ; 
and Mrs. Frances Bairstow and Mr. J. Earl Williams. 

The Executive Board expressed a vote of thanks for the Mayor's 
Reception at the Chalet Mont Royal and requested President Whyte 
to write Mayor Jean Drapeau a letter of appreciation on behalf of 
the Association. 

D. Johnson presented the financial and membership reports, in
dicating a further decrease in cash resources in the past year and 
giving further emphasis to the need for a dues increase. Although 
166 new members were added in the first five months of 1963, 104 
of these were junior members. As he had noted at the previous 
meeting, the financial loss resulting from each new member is ac
centuated in the case of junior members. 

The Board discussed the recommendation for a dues increase to 
$8 for regular membership and $4 for junior membership made by 
Johnson on behalf of the committee appointed to study this question. 
It was noted that IRRA dues have customarily paralleled those of 
the American Economic Association which had raised dues to $8 
last year. Dues in comparable organizations were generally found 
to be much higher. Mr. Barkin suggested that it might be necessary 
to curtail the publications included in membership if there is no dues 
increase. Mr. Miller suggested that a serious effort at reducing ex
penses or the possibility of charging for volumes might be considered 
as alternatives to a dues increase. The motion was made by Mr. 
Myers, seconded by Mr. Barkin, that a mail ballot be submitted to 
members authorizing a dues increase to $8 for regular members and 
$4 for junior members. The referendum was to be held before the 
fall renewal notice with an explanation of the need for the raise to 
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be made by the president in the June Newsletter. The motion passed 
unanimously. 

Mr. Johnson reported that all nominees for 1964 Executive 
Board positions had accepted with the exception of one who had 
not yet reported and another who was undecided. 

Editor Somers reported that the Fifteenth Proceedings were on 
schedule at the page-proof stage. The Technology volume was also 
at the page-proof stage. The publisher had cooperated well, but 
delays occurred in the completion of two of the chapters. The volume 
on the Landrum-Griffin Act was proceeding on schedule, with manu
scripts to be submitted during the summer for 1964 publication. 

A discussion was held on the projected volume for 1965 dealing 
with hours of work. Mr. Whyte distributed an outline prepared by 
Clyde Dankert, chairman of the editorial board. Additional sugges
tions concerning content, authors and the number and length of 
chapters were made by various Board Members, to be communicated 
to the editorial board by Mr. Whyte. 

It was reported that a new basis for publishing the proceedings of 
the spring meetings may be required since the Commerce Oearing 
House may no longer wish to publish all papers and make reprints 
available to IRRA members. They may prefer to select only some 
of the papers for publication in the Labor Law Journal. It was sug
gested that it might be necessary to explore other means of publica
tion, such as a low-cost multilith volume. It was decided to postpone 
decision on this matter pending the reaction of the Commerce Clear
ing House to the specific content of the 1964 Spring Meeting. An 
outline of the proposed program was to be submitted as soon as 
possible in order to provide time for alternative publication arrange
ments, if necessary. 

It was decided to postpone discussion on a new Member ship 
Directory until the December Meeting. Mr. Johnson would then 
bring in data on the comparative costs of preparing the Directory 
by using personnel in the Madison office and by contracting it out 
to a firm specializing in such publications. 

Mr. Barkin reported for the committee appointed to explore 
topics for the 1966 volume. He indicated that a volume on compara
tive international studies seemed feasible. A concrete outline of the 
proposed volume was to be presented in December. 

Mr. Whyte then reported on his plans for the program of the 
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December Meeting. He indicated that he would make every effort 
to increase the time for discussion from the floor. Participants would 
be instructed not to read their papers, and chairmen would be urged 
to exert discipline with regard to time limits. Other Board Members 
concurred in these objectives and offered various suggestions for 
increasing the time allotted to informal discussion. The Board 
approved Mr. Whyte's list of topics and program participants for 
the December Meeting. 

Mr. Williams reported on plans for the 1964 Spring Meeting 
to be held in the Mountain View Hotel in Gatlinburg, Tennessee. 
It was suggested that Williams, in conjunction with the President, 
be empowered to decide whether the meetings should be held on 
May 4-5 or May 8-9. Monday and Tuesday, May 4-5, were subse
quently chosen. Accommodations and costs of the meeting were 
discussed, as well as plans for welcoming guests and other local 
arrangements. The Board approved the list of topics and participants 
prepared by President Whyte in consultation with Mr. Williams. 

The Board approved Mr. Barkin's suggestion that British, and, 
perhaps continental scholars be encouraged to attend IRRA meetings 
through the provision of travel expenses by foundations or univer
sities. Possible foundation financing was discussed. Mr. Whyte 
agreed to explore the possibilities of foundation support along these 
lines. 

Mr. Johnson presented a letter from the American Economic 
Association containing proposed restrictions on the number of associa
tions meeting jointly with the Allied Social Science Assocations at 
the December Meetings. As the contemplated restriction does not 
apply to IRRA, no action was taken. 

President Whyte and Mr. Myers expressed the Board's thanks to 
Mr. Woods, Mrs. Bairstow and the Montreal Chapter for the highly 
successful Spring Meeting arrangements. 

Mr. Woods reported on a luncheon meeting of Canadian personnel 
to discuss the publication of an industrial relations journal in Canada. 
That meeting also explored the possibilities of forming a Canadian 
industrial relations association loosely affiliated with IRRA. 

The meeting was adjourned at 10 :00 p.m. 



MINUTES OF THE IRRA EXECUTIVE 
BOARD MEETING 

DECEMBER 27, 1963 

BOSTON, MASSACHUSETTS 

The IRRA Executive Board met on Friday, December 27, 1963, 
at 6 :30 p.m. in the Sheraton-Plaza Hotel in Boston. Present were : 
President Whyte, President-Elect Barkin, next year's President
Elect Young, Secretary-Treasurer Johnson, Editor Somers, Board 
Members Bancroft, Bernstein, Bloch, Brintnall, Goldfinger, Jensen, 
Kassalow, C. Myers, Pierson, Saltzman, Shultz, Seidman, H. Woods ; 
and Messrs. A. Bartlett, C. Dankert, M. Estey, J. D. Fine, S. Levine, 
P. Taft, J. E. Williams, and L. Woods. 

New Board Members were welcomed ; a vote of thanks was 
given to retiring Members. 

Mr. Levine, as chairman, reported for the nominating committee. 
The motion was made, seconded and carried to accept the nomina
tion for president-elect. Chairman Levine presented a slate of 
possible candidates for the Executive Board and indicated he would 
make a final nominating committee report at the Spring Meeting. 

Secretary-Treasurer Johnson presented the membership report 
showing an increase for the past year, largely in student member
ships. The financial report showed a decrease in the cash balance 
of $800, but he indicated that the effect of the dues increase was 
not yet fully felt. Local Chapter promotion was one of the principle 
areas of recruitment. Johnson presented the election report. 

Comparative costs of compiling and printing a Members hip 
Directory were presented by Johnson, indicating that handling by 
Wheeler Sammons (as was the current AEA Handbook) would 
amount to a difference of about $2,500, mainly for supervision. The 
Board gave its approval to preparation of the Directory in Madison, 
but left the method of printing to staff discretion. It was agreed that 
the Directory should be published in lieu of a research volume in 
either 1966 or 1967, the decision to be made by the President and 

the Editor. 
A discussion was held on the possibilities of a reduction in mem

bership dues for retired members. Action was deferred. Action was 
also deferred on the question of a raise in life membership dues. It 
was agreed that the availability of contributing memberships should 
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be called to the attention of members in the Newsletter rather than in 
a more formal promotional campaign. 

President-Elect Barkin reported on the organization of the Paris 
Chapter, and requested affiliation with the national association. The 
Board approved the new chapter. 

In presenting the Editor's report, Gerald Somers called on Phil 
Taft to report on the next research volume, Legislating Union 
Government: A Preliminary View of the Landrum-Griffin Act. 
Taft reported that the manuscript was now ready to go to the 
publishers, with publication scheduled for next summer or fall. Taft 
praised the good work of his co-editors, Marten Estey and Martin 
Wagner. 

Somers reported that the Commerce Oearing House now wished 
to charge the IRRA for reprints of the Spring Proceedings. It was 
agreed that the Editor should negotiate with Commerce Clearing 
House for a continuation of the publication relationship on the best 
possible terms. 

Clyde Dankert reported on the Hours of W ark volume scheduled 
for publication in 1965. Submission of manuscripts is planned by the 
end of May 1964. Barkin reported on the status of the proposed 
volume on international labor problems, discussed an outline of 
proposed chapters and requested suggestions. He stated that an 
editorial board for the volume would be appointed within the next 
few months. 

Several suggestions were made for topics of future research 
volumes including : health, education and welfare, sources of income, 
and non-union associations of employees. Action was deferred on 
choice of a specific topic until a future meeting. 

J. Earl Williams described the arrangements and program for 
the Spring Meeting, May 4-5, 1964, at the Mountain View Hotel 
in Gatlinburg, Tennessee. The program was to follow the procedures 
established in Boston, with a limited number of papers and lively 
discussion from the floor. The program was planned as appropriate 
to the area but not provincial in interest. 

AI Bartlett, speaking for the new Buffalo Chapter, renewed his 
invitation to the Association to hold its 1965 Spring Meeting in 
Buffalo. It was noted that a Spring Meeting in Buffalo would 
further a tradition of encouraging and honoring new local chapters. 
A motion to accept Buffalo's invitation was passed. 
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The Board requested that President Barkin write a letter in 
response to the invitation of Herbert Zollitsch of the Wisconsin 
Chapter to hold a Spring Meeting in Milwaukee. Barkin was asked 
to indicate that the Board was pleased and impressed with Mil
waukee's presentation and would recommend to the next Board 
Meeting that a future Spring Meeting be held in Milwaukee, possibly 
in 1966. 

Barkin presented his proposals for the program of the 1964 
Chicago Meeting. His suggested format for some sessions would be : 
presentation of a paper on a basic problem, followed by several 
alternative hypotheses as answers, then open discussion, and, finally, 
a rapporteur to select remarks for publication. A discussion was held 
on the topics, and speakers were proposed. 

Myers suggested that younger people who have begun promising 
research projects be invited to present papers. It was suggested that 
regional committee members might be appointed to consult and work 
with the President in arranging meeting programs. Myers repeated 
his recommendation that the President-Elect, rather than the Presi
dent, serve as program chairman ; President-Elect Young, scheduled 
to become President in 1965, agreed that 1965 would be a good year 
to begin that policy. No action was taken on the recommendation. 

In the final items on the agenda, the Editor was appointed to 
another three-year term ; and Les Woods and Dave Fine, for the 
Boston Local Arrangements Committee, were thanked for their 
excellent work in arranging for the Meetings. 

President Whyte adjourned the meeting at 10 :20 p.m. 



MINUTES OF IRRA MEMBERSHIP 
MEETING 

DECEMBER 27, 1963 

BOSTON, MASSACHUSETTS 

President William Whyte presided. The meeting was begun with 
votes of appreciation to the Boston IRRA Local Arrangements 
Committee and to the Madison staff. 

A motion was made by Herbert Zollitsch, President of the Wis
consin Chapter, inviting the IRRA to hold one of its meetings in 
Milwaukee. He presented letters of invitation from the Governor 
of Wisconsin, the Mayor of Milwaukee, and others. It was agreed 
that the Board should give serious consideration to the invitation. 

A membership and financial report was requested and presented 
by David Johnson, Secretary-Treasurer. He indicated that paid 
memberships had increased by 132 in the last year and noted that 
the increase was predominantly in student memberships. He reported 
that the trend toward financial losses, although not yet reversed in 
the short period since the dues increase, had slowed down. Vernon 
Jensen pointed out that prior to the dues raise, IRRA had been 
losing on each new member. 

William Whyte introduced the incoming president, Solomon 
Barkin, as a distinguished leader in the field of industrial relations. 
Incoming-President Barkin discussed the newly-established local 
IRRA chapter in Paris. He invited members to attend the meetings 
of the chapter, held on Monday of the third week in each month. 
About half of the Paris Chapter's members are French, and the 
remainder are drawn from other countries of Europe. The labor 
attache in each country constitutes the Chapter's public relations 
committee. Barkin hoped the chapter might become the nucleus of 
a national or international center of industrial relations interest in 
Europe which would serve to develop better relationships among 
unions and between unions and management. He expected it to 
play a role comparable to the Association here. 

In an evaluation of the informal discussions which replaced 
formal paper presentation at this year's meetings, it was generally 
agreed that the new approach was sound. Some were annoyed by 
constant references to discussion in non-present papers. The value 
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of the advance availability of papers was stressed by a number of 
members. It was suggested that a room for socializing on the 
evening before the first day of the meetings be provided, and that 
copies of the papers should be made available in this room. Mr. 
Barkin concluded that members have a preference for the freer 
discussion encouraged by the new IRRA format introduced by 
President Whyte. 

Suggestions of program content for the 1964 Chicago Meetings 
were as follows : Policy and theoretical approaches more closely 
tied together, subjects chosen to attract more young people, more 
emphasis on industrial psychology and industrial sociology in order 
to interest younger people, impact of Common Market on labor 
movements and industrial relations, civil rights and job opportunities. 
Mr. Barkin submitted a format for the papers in which one central 
answer would be offered to each of four main problems ; discussants 
would then be free to offer other solutions ; this in turn would be 
followed by general discussion ; and, finally, a rapporteur would 
select sections from the debate for publication with the prepared 
papers. 

Milton Derber moved that the members of the Association extend 
a vote of thanks to Bill Whyte for the imagination and industry he 
brought to the affairs of the Association as its president in the 
past year. 



Executive Board 

AUDIT REPORT 

HOUGHTON, TAPLICK & CO. 
CERTIFIED PUBLIC ACCOUNTANTS 

December 18, 1963 

Industrial Relations Research Association 
Madison, Wisconsin 
Gentlemen : 

We have audited the cash receipts and disbursements of the Industrial 
Relations Research Association for the fiscal year ended November 30, 1963 
and submit herewith our report consisting of this letter and the following 
exhibits : 

Exhibit "A"-Statement of Cash Receipts and Disbursements for the Fiscal 
Year Ended November 30, 1963 

Exhibit "B"-Comparative Statement of Cash Receipts and Disbursements 
for the Fiscal Years Ended November 30, 1962 and November 30, 1963 

Exhibit "C"-Bank Reconciliation, November 30, 1963 

The available cash resources of the Industrial Relations Research Associa
tion on November 30, 1963 totaled $10,589.68, consisting of $5,589.68 on deposit 
in the First National Bank and $5,000.00 invested in the Home Savings and 
Loan Association. These balances were confirmed directly to us by the bank 
and the savings association. 

As is set forth in Exhibit "A" and "B", the cash receipts for the fiscal 
year totaled $18,643.20 and the disbursements totaled $19,445.05. The disburse
ments exceeded the receipts by $801.85. The cash receipts for the 1962-63 fiscal 
year exceeded the cash receipts for 1961-62 fiscal year by $2,761.50. A dues 
increase, effective in 1964, should provide sufficient additional income to reverse 
the trend of the last two years. The cash disbursements for the 1962-63 fiscal 
year exceeded the cash disbursements for the 1961-62 fiscal year by $440.02. 

The cash receipts journal was footed by us for the entire year. All can
celled checks returned by the bank during the year were examined by us and 
traced to the disbursement journal. The cash disbursements journal was also 
footed for the year. The source information of dues income was tested for a 
portion of the year. 

In our opinion the accompanying statement of cash receipts and disburse
ments fairly presents the cash transactions of the Industrial Relations Research 
Association for the fiscal year ended November 30, 1963. 

Respectfully submitted, 
HouGHTON, T APLICK & Co. 
Certified Public Accountants 
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INDUSTRIAL RELATIONS RESEARCH ASSOCIATION 
Madison, Wisconsin 

STATEMENT OF CASH RECEIPTS AND DISBURSEMENTS 
Fiscal Year Ended November 30, 1963 

Cash Balance-December 1, 1962 ... . . . . . . . . . . . . . . . . . . . . . ..... ............. . . .  . 
Cash Receipts : 

Membership Dues .............. . ...................... . .............................. $13,317.00 
Subscriptions ............. . . . . . . . . . . . . . . . . .. ......... . . . . . . . . . . . . . . ........................ 1,456.00 
Sales . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .. . . . . . . . . . . . . .. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  2,008.37 
Mailing List .... .... . . . . ...... . . .......... .. . ....... .. .. ... ... .... .... .... .. ... ... .. . . . . . .  505.48 
I.R.R.A. Conferences and Meetings ...... . . . . . . . . . . . ...... . . . . . . . . . . .  .... 503.04 
Interest ........................................ ............ .. ... . . . . . . .  ... . . . . .  .... .. . . . . . . . . .. 200.00 
Royalties .................................................. . . . . . . . . . . . . ........... . . . .... . . . . . . 444.35 
Miscellaneous ..................................... . . .... . . . . . ................ . . . ..... . . .. . . 208.96 

Total Receipts ........... . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 

Total Cash .... . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . ........................... . 
Cash Disbursements : 

Salaries . . . . . . . . . . . . . . . . ... .... . . . . . . . . . . . . . . . . . .. . . ........ . . . . . . . . ........ . . . . .. . . . . . . . . . . . . . .  $ 3,380.26 
Social Security Taxes ...... . . . . . . . . . . . . . ........................ . . . . . . . . . . . . . . . . . . . 109.30 
Printing ... . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . ... . . . . . . . . . . . . . . . . . . . ............... .... .. 1,258.35 
Postage .. ... . . . . . . .  . . . . ....... .......................... . .. .. . .. ........... ........ .. . . ... .. . .. 885.59 
Service and Supplies .. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . ........... ...... ..... 526.50 
Publications ... . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . ... . ......... . . ... . ..................... 13,071.62 
Telephone and Telegraph ..... . . . . . . . . . .. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . ..... 65.95 
Audit Expense .................................. ..................... . ......... ........... 110.00 
Miscellaneous .. . . . . . . . . ............................. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 37.48 

Total Disbursements . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . ................ .. 

Cash balance, November 30, 1963 ........ . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 

$ 6,391.53 

18,643.20 

$25,034.73 

19,445.05 

$ 5,589.68 



280 INDUSTRIAL RELATIONS RESEARCH AssociATION 

INDUSTRIAL RELATIONS RESEARCH ASSOCIATION 
Madison, Wisconsin 

CoMPARATIVE STATEMENT OF CASH RECEIPTS AND DISBURSEMENTS 
Fiscal Years Ended November 30, 1962 and November 30, 1963 

Cash Receipts : 

Year ended 
11-30-63 

Membership Dues .. . . . . . . . . . . . ... . .. .  $13,317.00 
Subscriptions . . . ... . . . . .. . . . . ... . . . . . . . . . . .  1,456.00 
Sales . .. . . . .. .. . . ....... . .... .... . . . .  . .. .. . . . . ... .. 2,008.37 
Royalties . . . . . . . . . . . . . ... . . . . . . . ... . . . . . ... . .  444.35 
Mailing List . . .. . . . . . . . . .. .. . . . . . . . ... . . . .  505.48 
Travel, Conference 

and Meetings . . . . . .. . ...... . .......... . 
Interest Income .... . . ................. . 
Miscellaneous ............. . .. ....... .... . 

503.04 
200.00 
208.96 

Year ended 
1 1-30·62 

$1 1,699.00 
1,020.00 
1,862.93 

272.18 
296.80 

524.14 
200.00 

6.65 

Increase 

$1,618.00 $ 
436.00 
145.44 
172.17 
208.68 

Decrease 

21.10 
- 0 - - 0 -
202.31 

Totals . . . . . . . . . . . . . . . . .. .. . . . . . . . . . . $18,643.20 $15,881.70 $2,761.50 $ 

Cash Disbursements : 
Salaries and 

Social Security . . . . . . . . . . . . . . . . . . . . . .  $ 3,489.56 
Printing . . . .  .. .......... ........ .............. 1,258.35 
Postage . . . . .. . . . . . .  . . .......................... 885.59 
Services and Supplies .... ........ 636.50 
Publications . . . . . ..... . . . . . ... . . . . . . . . . . . . . .  13,071.62 
Travel, Conference 

and Meeting Expense ......... . 
Miscellaneous . . . . . . . . . . . ... . . ... . . . . .. ... 37.48 
Membership Dues 

Refunds ...... . . . . . . . . . . . . . . . . . . ........... . 
Telephone and Telegraph . . . . . .  65.95 

$ 3,460.18 
1,035.06 

684.71 
710.02 

1 1,824.23 

1,206.31 
33.34 

6.00 
45.18 

$ 29.38 $ 
223.29 
200.88 

1,247.39 

4.14 

20.77 

73.52 

1,206.31 

6.00 

Totals . . . . ... . . . . . . . . . . . . . . . . . . . . . . .  $19,445.05 $19,005.03 $ 440.02 $ 

Excess of Receipts 
over Disbursements . . . . . . . . . . .. . . . . . .  $ (801.85) $(3,123.33) $2,321.48 

Add : Beginning 
Bank Balances . . . . . ..... . . . . . . . . . . . . . . . .  6,391.53 

Bank Balance, End of Year . .. . . . . .  $ 5,589.68 
Home Savings and Loan 

Certificate #3384 Purchased 
in 1954 . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  5,000.00 

Available 

9,514.86 

$ 6,391.53 

5,000.00 

$ 

Cash Resources . . .. . ... $10,589.68 $11,391.53 $ 

$ 

3,123.33 

$ 801.85 

$ 801.85 



P R O G R A M 

Sixteenth Annual Meeting-Boston 

December 27-28, 1963 

Sheraton-Plaza Hotel 

REGISTRATION-Venetian Room 

Thursday, December 26, 2 :00-10 :00 p.m. 
Friday, December 27, 8 :00 a.m.-5 :00 p.m. 

Friday, December 27 

SESSION I-9 :30 a.m.-Venetian Room 

NEW APPROACHES TO COLLECTIVE BARGAINING 

Chairman : Vernon H. Jensen, Cornell University 

Speakers : Wayne L. Horvitz, Vice President, Industrial Rela
tions, Matson Navigation Company 

Lincoln Fairley, Research Director, International Longshore
men's and Warehousemen's Union, "The ILWU-PMA 
Mechanization and Modernization Agreement : An Evalua
tion of Experience Under the Agreement" 

SESSION II-9 :30 a.m.-State Room 

COMPARATIVE INTERNATIONAL LABOR STUDIES 

Chairman : Adolf Sturmthal, University of Illinois 

Speakers : John Windmuller, Cornell University, "Model In
dustrial Relations Systems" 

Subbiah Kannappan, Michigan State University, "Industrial 
Relations Problems in the Developing Indian Economy" 

Elliot J. Berg, Harvard University, "External Impacts on 
Trade Unions in Developing Areas : The Record in Africa" 

LUNCHEON MEETING-12 :00 Noon-Dartmouth Room
Directors of University Labor and Industrial Relations Centers 
(by invitation) .  Informal discussion of industrial relations curricula. 

LUNCHEON MEETING-12 :00 Noon-Copely Room-Presi
dents of Local IRRA Chapters. 
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SESSION III-2 :30 p.m.-Venetian Room 

NEW APPROACHES TO COLLECTIVE BARGAINING 

Chairman : John T. Dunlop, Harvard University 

Speakers : Marvin Miller, Assistant to the President, United 
Steelworkers of America 

Gerard Balsley, Vice President Industrial Relations, Kaiser 
Steel Corporation, "The Kaiser Steel Corporation-United 
Steelworkers of America Long Range Committee : An 
Evaluation of Experience" 

SESSION IV-2 :30 p.m.-Statler-Hilton Hotel 

EFFICIENCY IN THE LABOR MARKETS (Joint Session 
with AEA) 

Chairman : Harold M. Levinson, University of Michigan 

Speakers : H. Gregg Lewis, University of Chicago, "The Effects 
of Unions on the Allocation of Labor" 

Robert L. Raimon, Cornell University, "The Mobility of 
Labor" 

Paul A. Weinstein, Columbia University, "The Feather
bedding Problem" 

Discussants : William G. Bowen, Princeton University 

George Hildebrand, Cornell University 

GENERAL MEMBERSHIP MEETING-4 :45 p.m.-Oval Room 

EXECUTIVE BOARD DINNER--6 :00 p.m.-Dartmouth Room 

IRRA SOCIAL-9 :00 p.m.-Oval Room 

Saturday, December 28 

SESSION V-9 :30 a.m.-Venetian Room 

RESEARCH FOR ORGANIZATION THEORY AND MAN
AGEMENT ACTION 

Chairman : William Foote Whyte, Cornell University 

Speakers : R. A. Dunnington, Manager of Basic Personnel Re
search, International Business Machines Corporation 
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F. H. Goldner, S. M. Klein, R. Richard Ritti, and David 
Sirota, Personnel Research Associates, IBM. Members 
of this group will present results of IBM projects and re
search experience that are of both practical and theoretical 
interest. 

SESSION VI-9 :30 a.m.-State Room 

THE UNIONIZATION OF WHITE COLLAR AND PRO

FESSIONAL EMPLOYEES 

Chairman : Martin Wagner, University of Illinois 

Speakers : Albert A. Blum, Michigan State University, "Pros
pects of Office Employee Unionism" 

James W. Kuhn, Columbia University, "Successes and Fail
ures in Organizing Professional Employees" 

Bernard P. Indik, Rutgers University, "Professional Engi
neers Look at Unions" 

PRESIDENTIAL LUNCHEON-12 :00 p.m.-Oval Room 

Chairman : Solomon Barkin, Organization for Economic Co
operation and Development 

Presidential Address-William Foote Whyte, Cornell Univer
versity, "Toward an Integrated Approach for Industrial 
Relations Research" 

SESSION VII-2 :30 p.m.-State Room 

NEW APPROACHES TO MANAGEMENT DEVELOP
MENT 

Chairman : Chris Argyris, Yale University 

Speakers : Douglas Bunker, Harvard Graduate School of Bus
iness Administration, "The Effect of Laboratory Educa
tion upon Individual Behavior" 

James V. Clark, University of California, Los Angeles, "Cur
rent Research in Sensitivity Training" 
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SESSION VIII-2 :30 p.m.-Venetian Room 

LIBERALS AND THE LABOR MOVEMENT 

Chairman : George Strauss, University of California 

Panel Discussants : Brendan Sexton, United Automobile 
Workers 

Joel Seidman, University of Chicago 

Sylvia Gottlieb, Bureau of Labor Statistics, USDL 
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