A COMPARATIVE ANALYSIS OF UNIONMANAGEMENT
COOPERATION AND PRODUCTIVITY IN
THE UNITED STATES AND 1IN JAPAN

A Thesis
Presented to
the Faculty of the Department of Pusiness Administration
Kansas State Teachers College, Emporia

In Partial Mulfilllment
of the Requirements for the Degree
Haster of Sclence in Musiness

by
Vasanori gn:md
March 1966




vision O 88
Business Education

\

vision o siness and
Businoll Education




PREFACE

The author wighes to express hls deep indebtedness
and acknowledgments to all the individuals and organizations
who have been willing to discuss the problems involved with
great frankness, and to offer information and help for this
study.

Special thanks are due to the Hutchinson High School
retired English teacher, Miss Elma Grace Hamlll, who has
generously devoted her time to help with the English 1n the
study; to the General Manager of Cessna Alreraft Company,
Hydraulic Product Division, ¥Mr, Neil P, Whitney, who has
assisted in various ways in the collection and anelysis of
data; to rs. Raymond Russell and Herman Bachr for their
kindly advice and criticlsm which have gulded the author in
the completion of this study.

Masanori Suzukl



TAELE OF CONTENTS

CEAPTER PAGE
I, The Problem, Nature and PurpoOS@essesssssssscsscss 1

II, Psychological Analysis of Froductivity and

Motivations of Imployees, Managezent and
Unlon OfficlalBeececessssnvsosccsscssnsssces 1l

III, Group fuccess of Goal-Seeking in Unlone

Management CooperatioN.essscescsssssscsassusss 20

IV, Union<Management Cooperation in Job

hﬂ“ﬁibncniu-on’--'oooo'co--oooo-’n’ocoooa.oioooof

35
V. Union-¥anagement Cooperation in Work
Palsurnzanﬁ....;.....;:..--.-........;..g.q.q."51
VI, Unlon<'anagement Cooperation in Employeée
Suggoltien'8yltom....ao.a;......b;...;......-- 68
VII. Management Bl ne ve s sssiat i dtrssrvider D
VIII, Union Securltyesscssesssscesscssssnsessssssssacs 90
IX, Union<Vanagement CommunicatioN.scececscsssssesss 101
X. Falr Distribution of GalnBeccscsscesscsssnrssscss 107
XI. Structure of the OrganizatioN.sesccensssocsssess 121
XII, Methods of Development of the Organization...... 135
XIII, Poseibility of Identifying Labor Efficlency
by Application in Japan of Union-ﬁunugon.nt
Cooperation in American INndustryecececcsseecs 150

mewm'.l....‘.Cl'...........Q'..0...‘.....‘..... 169



LIST OF TABLES

TARLE

1, Percentage of Different ObservationS..cesccsssses
2. Departmental OrganizatioN.eescsccssencesssssssssee
3. Plant-Wide OrganizatioNesscesscccssssscsconssnses

ht Plant=Wide Orgenization.cecscccssscsssncescsccees

LIST OF FIGURES

FIGURE
1ls Cliques in the Pank-Wiring ROOM..cccesccosoncossess
2. Intersection of Two GroupBcccsccesssosssscssenscnsss

3. Three Viewe of the Union-Management Relatlionship,..

PAGE
63

130
131

PAGE
30
32
33



CHAPTER I
THE PROBLEM, PURPOSE AND NATURE

Por many years the inecreased productivity of Amerilcan
enterprise has bean credited in large part to sound unione
management cooperation, This cooperation has been based upon
mutual understanding, and enlightened leadership in the union
and in management,

This methed has reecently been introduced in Japan and
meny attempts have been made to use the United States system
of union-management cooperation there, However, many diffi-
culties stlll exist for 1t even though the study of successful
union-management cooperation in the United States asnd the
application of the method 1s esvailable to Japan,

It was felt that possibly a study of the American
system by a Japanese student interested in industry would
prove enlightening and beneficlal, At any rate, it was felt
witliout a doubt that a vigit to the United States, a cdegree
earned in an Americen school, and experience in an American
industrial firm ecould give an insight into the American
process which could not be achleved in any other manner,

This project is a part of such an over-all ﬁlln.

1. Importance of the study. The development of
union-management cooperation has frecuently been stressed
es one of the most important aims of great productivity in
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industrisl plents,l However, in spite of the rather general
recognition on the part of both union and management and the
use of many technigues designed to aid in the attaimment of
these goels, the basic elements 1In achlevement of union-
management cooperation have been smblignous and inadequate,?
For this reason cooperation, especislly in Japan, has often
faileds It is hoped that these limitations may be eliminated
by an analysis of successful Americen enterprise in unione
management cooperation, In this study, an attempt will be
made to show methods and technligues of which the above
eriticism eanmot be made,

2, Purpose of the study. It is the purpose of this
study for the development of American type of sound union-
management cooperation in Jepanese industry (1) to clarify
the problem, purpose and naturej (2) to seek the relation-
ship between Industrial psychology and the success of
cooperation; (3) to analyze the possibility of cooperation
in specific aspects of manageriel functionsjy (L) to find out
the factors which are considered in starting and schieving

cooperation; (5) to show how to organize the mechinery; and

1n, A. woed, W Cooggution on the
Railroads (New Haven e University Press, » Pe 87,

2Robert Bubin, Humen Relstions in Administration (New
York: Prontieo-lall: !50.. 1551), De 3:5-
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(6) to discuss ways which it may be possible to bring union-

management cooperation into Japanese industry,

3« Limitation of the study. The area of the study 1is
limited to union-management cooperation in the United States
and 1t does not involve political and legislative conecerns to
cooperation nor does it dlscuss cooperation regarding produce
tivity in the common interest of lsbor and menagement in
industrial plants,

When 2 company or a union considers the possibility
of lsbor-management cooperation, it must know why cooperation
is started., 1In general, it is the purpose and intent of the
parties that unlone-management cooperation will promote and
improve industriel and economic relations between the
employees and management,>

It 1s generally interpreted that the development of
industrial and economic relatlonships follows the form of
seelting thelr common objective in thelr ¢ommon interests.l

From this Interpretation, the common objective involves
two intentst the development of (1) industrial and (2)

economie relationships.

3Master Agreement between Continentsl Cen Company, Ine.
=3§§Un1toﬁ Steelworks of America, October 1, 1956 to September 30,
2 Pe Lo

sgocia 10,

iErnest Dale, Great %ctivi? h Lebor-
goosﬁg%tion (New ] ricen Management
’ s Do
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(1) Industriel reletionships: the primary meening is

that of the development of the kind of mutual confidence and
respect that will permit the most complete recognition and
appreciation of common interests of employees and management,

(2) BEconomic relationships: the secondary meaning
is that of maximum expansion of mutusl economie interests,

With the understanding of the meaning of cooperation,
union and management may undertake collective action for the
common benefit and well being of the employees in the bargeining
unit end the owners of the business,

The errengements of union-management cooperation vary
mainly in the range of managerisl functions in which unions
and managements cooperate, Therefore, it ls necessary to
delfine cooperation before discussing 1t, Since 1t may involve
the union, certain aspects of it can be best explained by
Ihonlag how it differs from collective bargaining and other
sorts of cooperation between employees and management in the
characteristics, the degree used, and the machinery set up
to facilitate 1it,

l, The gharacteristics of cooperation. Union-
management cooperation is a means of more inclusive collaboration
than that provided by the usuel shop committees or Whitely
oaunc11-5 or some of the employee representative plans, It

5 Dale Yoder r Beonomles end L.bor bl
(New York: HhGrnuuﬁiII E E Company , ib .
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is also a more lnclusive cooperation than that provided by

wartime lsboremanagement committees.® Moreover, unlon-
menagement cooperation represents a long-term program under
a definite partnership arrangement,’ It 1as worthy of note,
as one of the fundamertal distinctions between union-manggement
cooperation and any sort of company unionlism or employee
representation, that employees have frequently taken the
initiative in encouraging development of unlone-management
ecoperation,

Provisions of union-management cooperation are more
extensive and detalled than usual collective agreements,
The svstemse-involving regular joint conferences, encouragement
of suggestions from employees, airing of grievances in open
meetings and before representatives of labor and management,
and reference of numercus persommel and other technigal
nnlg'orinl problems to unions or to joint boards of .
arbltration for disposal--are all somewhat different from
the formal stipulations of rights, privileges, and procedures
for the settlements of disputes that are charscteristic of

most collective acreements,

6"yartime Methods of kbm-lmugmnt Consultation

in the United States and Great Britain, ﬁumuml Labour
n.'iew’ vol, 52 (Oetobcr, 19‘6). DDe 309‘ .

"Bs J, Lever and Francis Goodell, W
Cooperation (New York: Harper & Brothers, s Pe. 10,
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Kurt Braun points out that union-management cooperation
in the specific mesning of the term is collaboration of
employers and employees through the medium of a unicm.8 On
the other hand, Robert Dubin defines union-management
cooperation as invelving e situstion in which union and
company together actively work te make production as efficient
as possible,?

The highest degree of cooperation is resched where
the parties expand the range of collaboration for theilr mutual
benefit beyond the elementary matters of wsges, hours, and
condition of work, Such an advenced stage will not be
reached as a rule until both partles have cooperated within
& less comprehensive sphere, Thus, union-management
cooperation is the realigzation of a disposition on the part
of both union and management to worlk together to achieve any
common objectives, Consemently, union-menagement ecooperation
suggests common ob jectives for common interests. Fowever,
collective bargaining, even though there 1s & common interest,
really does not require a common purpose other than s chievement

of agreement, More specifically, union-management cooperation

Okurt Breun .tion (Washington,
De Ced The moﬁm% -

9Robert Dubin, "UnioneMenagement Cooperation and

Producti - ggmgﬁzn d Relati Review, 1, 2
(Jm:ry:&glﬂ.p. - end Labor Re ons Review, vo »
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may be defined as collasboration of management and union on

subjects extending beyond elementary matters between
employer and employee relations.

The establishment of a spirit of cooperation does not
mean that sll confllicting interests have disappesred and that
the parties are now guided by altruism rather than self-
interest, Union and management constructively compromise
becasuse they are making en effort to understand and respect
the problema of the other side, rathesr than because elther
slde lacks the strength to get more.

2. Relation between colleetive bargaining and union-
menagement cooperation. For the purpose of this study it is
imperative to answer the mestion as to whether union-
management cooperation and collective bargaining are two
different and separate things, Collective bergalning differs
from union-management cooperation, The former is merely a
technique whereas the latter 1s an economie end soelal
concept. "However, 1t is lnseparable from collective
bargaining because the latter is the only form in which
mansgement and labor can cooperate,"l?

In collective bargaining, the intentlion 1s to arrive
at an agreement on matters which beth putz;n have consented
to dlscuss. Under collective bargsining either party may

108paun, op. git.s pp. 21=22,



break off relationships if no agreement 1s reached.

Another importent difference between collective bargaining
end cooperation is that while cooperation entails "good
faith® on the part of both union end management, the term

is used in a more general sense than that set forth in the
Netional Labor Relations Boerd definition.ll 1In cooperation,
"s00d falth" implies:

1. readiness to let either party present information,
advice, comment, suggestions on matters of
joint interest}

2., & careful exemination of the subjects raised, by
those best qualified to study them;

3. communication of the results of the study in an
understandable menner, with as full a disclosure
as possible to the employees who made the
initial approasch, to the union representative,
or to the designated members of management;

I+ explenation of the proposed action, in advance,

80 that the other party may have an opportunity
to comment.

It is the mutual willingness to understand, respect,

and possibly even support the specific interests of the

]
other side which gives collectlive bargaining the character
of union-menagement coopsretion. Where such a willingness
exists, the determination of the subjects of negotistions
and agreements will be less 2 problem than 1t is in an
atmosphere in which the partles are guided solely by the

traditional concept of ecnflict, Expansion of the area of

llgrnest Dale, Greater Productiv Torough Labor-
emen ggggii%glgg {lou'! : rican Menagement
s De 12,

ssoclation,



collective bargaining is not the essence but only a
concomitant of unlon-management cooperation,

An attempt to achleve union-management cooperation
without cellective bargaining 1s practicelly doomed to
fallure, Schemes of cooperation based on the principle of
separating collective bargaining from union-management
cooperation heve tailod.u

3¢« The degree of cooperation, On the basis of a
survey concerning cocperation, Dubin concludes that the nost
common ©Objective of union-management cooperation is
increased productivity.l3 However, there are different
degrees of cooperation indicating differences in the nature
of the contributions which the other side may make, There

are four degrees of coop-raticmu‘

a. Informational ration, Union and mansgement
merely cooperate in gather ormation, In the

simplest programs, management merely informs the

union of manegerial planning, so that union members
and off'icers are, in effect, "on the inslde" as regards
prospective development,

lzmt Braun, Union-M ement Cooperation (Washington,
De Cat The Brooking !:TGHEEgon. 19077, P. 22.

13Robert Dubin, "Union-Management Cogperatlon and
Productivity™ Industrial snd Labor Relatlons Review, vol, 2,
No. 2 (January, 1949)s Pe 103e

WUirnest Dale, "Increasing Productivity through Labore

Menagement", Industrial snd Labor Relations Review, vol, 3
No. 1 (Ootot.nr, I945), PP, 33= e
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be Advisor eoozggaﬁiﬁg. Each side consults with
the other. agement, e recognizing that certain
decisions affect and are, therefore, of special Interest
to the union, consults 1t on these partlcular gquestions,

¢. Constructive ¢ ration. Either side malkes
positive supgestions for 1wprovement. Management seeks
union assistance "in much the same fashion tlgt it seeks
the council of business consulting service."

d, Juin; ditg%tion. Union and management make the
decision Jointly. 8 highest degree of
cooperation since both partles have e voice in the

decision, It 1ia, however, a "limping® kind of
cooperation, for it shedes Into collective bargaining.

Dubin insists thet the basls of stable unione
management relations lies in developing a system of joint
eonsultation between company and union, Suech a consultation
is sharply distinguished from eollective bargaining and the
latter 1s dependent upon the use or threat of power by one
or both sides., His meaning of consultation involves the
firast three of the four degrees of Dale's olau.irlcation.16

lie The machinery of cooperation. The machinery of
union-management cooperation has to be set up especlally for
the purpose of achieving such cooperation and 1s distinet
from that of eollective bargaining,

The mechinery naturelly rests on two bases: one on
the management and the other on the lebor side., BEraun
1llustrates the case of the clothing 1ndultry.17

lsmbin. op. 2}_‘50. PPe 195‘196-
1&Dub1n, }.920 _9_’-_20
178raun, op. elt., Pa 79.
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"The foundation on the side of clothing menagement 1is
the employers! assoclation or group, or a federation of
association, unless individual employers deal with the
union directly. On the side of labor, the national
union takes care of industry-wide issues, whereas joint
boards represent all single leocel union together in the
matters of market-wide significence, The foundatlion of
the jJoint boerds is to centralize and integrate labor's
activities 1. a twofold mamner, Pirst, they are the
central local agencles of organiged labor for the
purpose of doing business with other parties. Employers'
associations and individual employers thus are afforded
the advantage of having to deel with only one agency,
Second, the joint boards coordinate and lntegrate t
policles and activitles of the individual local unlons
representing different craft or branches of the
industry, as well as of the shop committees, shop
chalrmen, and other union representatives of the single
lceal plants, The boards thus are & very important
factor in unionemanagement cooperation,”

The methods of cooperation are manifold, The moat
tengible distinctive element in unlon-management cooperative
srrangement lies in the jolnt union-management committees in
industrial plants which have functions other than negotiationas
end grievances. These committees are somewhst similar to
the development of Whitley councils or other forms of
councils, Such committees vary greatly in sige and in the
numbers and proportions of employees they represent, Some
are plant-wide; others are confined to a slngle department,

In the most common arrangement, committees are
composed of egqual numbers of representatives from the unilon
and management., All shifts are included, Members generally
elect co-chairmen, one unionist and one employer representative,

who alternate in providing leadership in meetings of the
group.
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These committees generally hold meetings much more
frequently and regularly than those on collectlve bargeining,
The very regularity makes them practice cooperetion with
greater continuity and with greater success.

Outside experts hired jolntly by unlon and management
may be presented to committees, However, these outslde
experts, especlally on production and efficlency, seem to have
decreased., Slichter comments, "The outside expert is usually
viewed with suspleion by the rank end file., PFPurthermore,
his very presence dramatizes the process of change and
thereby stimulates opposition to it and makes chenges more
dirfienlt to accouplish.le The union expert, therefore,
has taken his place to a considerable extent. Two main
types of union experts cooperate with manegement: industrial
engineers in the employ of the union and experienced union
officers.

Many agencles have been established, financed, and
operated jointly by employers' assocliations and unions., 8uch
garencies have been of greatest importance in cooperative
activities in the elothing industry. Moreover, local
employers end union representatives may have joint conferences.

185 mner H. Slichter, Union Policles end Industrial
Menasgement (Washington, D. C.3 -EFaailﬁk“Iﬁhfffﬁilon.

3 De 570.
19&'.\1\1, op. 2_1__.. Pe 80.
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Such meetings are intended to dlscuss general policies,

speecial industriel problems or controversies in a more or
less formal manner, The personal contact of both leaders
through such conferences has contributed considerably to the
gradual disappesrance of prejudice and misunderstanding which
led to serious disputes. Conseguently, management and union
would secure many of the benefits from unlon-management
cooperation with the full development of a comprehenaive
basis for cooperation, on both the national and loeal levels,



CHAPTER II

PSYCHOLOGICAL ANALYSIS OF PRODUCTIVITY
AND MOTIVATIORS OF EMPLOYEES,
MANAGEMENT AND UNION OFFICIALS

The purpose of this anslysis 1s to study inter-actions
between productivity end motivations of labor and management
for successful union-menagement cooperation,

It is impossible to discuss industriel productivity
throurh unione-manaegement cooperation without understanding
of motivations of labor and management, The guestion of
what productivity success of union-mansgement cooperation
derives from may be approached by the study of these

motivations of labor and management,
I. MORALE AND PRODUCTIVITY

Morale and productivity are two important eriteria of
organizational effectiveness. Morale is defined as the sum
totel of all the "need satisfactions” which the employee gets
from his employment oxporionno.l

Morale can best be understood in terms of the extent
to which individuel goals have become identified with group

10. E. Patterson, Morale, Production !g% Supervision
(Miehigans The Institute ror Soclal Hesearch o EEE University
of Michigan, 1955), p. 20,
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goalse The chenneling of individusl effort into the
attainment of the group purpose 1s the dynemic side of morale.
On the passive side, morale 1s = feeling of security and
confidence in the group,2

Productivity is defined as the amount of productive
work which the employee performs in his efforts to obtain
these "need satlsfactions,"3 Conseguently, the basls of
both morale and productivity is derived from an individuael

or a group's "need satisfactions,”
II, MOTIVATION

The psychology of motivation i1s concerned with the
problems of energy mobilization and the focusing of energy
on a speecific goal. The energy which one exerts is directed
to the "need satlsfactions,"t

l. Motivation of employees. It 1s important thet
management understend what employees went to accomplish,

The thorough scientiflic investigatlon of employee motivation
conducted by the Institute for Sociel Research of Michigan
and Americen Management Asscclatlion is introduced here.

2Ross Stagner, Pasycholo dustrisl Confli
(New York: John wnifi"!ﬁ.% e..%!GT"g. Pe  ram—

3Pnttoraon, loc. cit,

lstegner, op. elt., pp. 89=-90.




The Survey by the Institute for
Social Research of Michigan

The survey investigated the motlvation of employee
from the morale point of view. According to the survey,
employee morale has two facets, the none-social and the social
aspects, These two facets ere caslled "basic" morale and
®eroup" morale.> Basie morsle consists of three non-social
"need satlsfactions,”

a, Intrinsle job satisfaection., An employee has
intrinsic job satisfaction when he likes his work; finds it
to be varied, important and challengling to his sbility; end
gets a sense of completion from it. |

b. Pay and status satisfretion. The employee is
satisfied with his pay and status when they meet his current
needs for money and prestige and when prospects are good
for advancement as these needs Increase.

c. Company involvement satlsfaction. The employee
has company satisfactlon when he likes hls company and heas a
good opinion of its over-all objectives, policies, plans,
standing end stability.

A high level of basic morale does not necessarily
mean & high level of productivity, because pay and status

5¢. E. Patterson, Morale ﬁdnctlon and Supervisor
(Michigan: The Institute oclel Research of
University of Michigan, 1958), p. 25.
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and company involvement are mainly affected by institutional
measures, such as formal policles, pay scales, Jeneflt plans,
etc., and by the declsions of top management; and intrinsie
Job satisfaction 1s lsrgely inherent 1n the content of the
job 1tself.® Although not direetly related to meximum
productivity, strong basic morale insures against antl-
produetion attitudes in employees. It 1s also ilmportant in
other ways, It reduces turnover and sebsenteelsmj 1t
provides a base for bullding high group morale, which does
directly arffeet productivity.

Group morale is the sum total of all the social "need
satisfactions” the employee gets from his relationships with
the supervisor and the other members of his group. It consists
of the three sociel "need satisfactions."

a. Sense of belonging, An employee has a sense of
belonging when his own aeims and ildesls ere ldentified with
those of his group.

be Sense of partiecipetion, He has a sense of parti-
eipation when he has a voice 1ln the making of decislons which
affeet him end his group.

¢. Pride in group performance. He has pride in group
performance when he has a high opinion of the team work,
competence and echievement of his group.

6Ibid, pe. 59.
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In a sense, industrial job satisfection hes only
slight relstionship to productivity., By contrsat, several
studles agree that productivity iz related to priue in work
group and to satisfection in the work, !

Groups which have high morale develop cohesiveness
and sollderity and tend to establish and enforce their own
standard of performance., These standards may be favorable
or unfavorable to high productivity, depending upon the
group's perception of menagement motives, attitudes and
behavior, The importance of the group morale has been
proved by the studies of Western Electric employees at the
company's plant at Hawthorne, Illincis, over the period
from 1927 to 1932.8

A similar survey of motivation of employees has been
attempted by the American Mansgement Assoelation,?

According to this study, employee motivation conalsts
of the five needs and productivity is the result of the
accomplishment of these five "need satisfactions,™

TRoss Stagner, Psychology of Industrisl Conflict (New
York: John Wiley & §on:. Inc., 1956), D. 231.

OMichael I. Jucius, Perscnnel Men ent (Homewood

B 5
Illinois: Richard D, Irwin, Tnc., 19 '5‘5)52"68). F. J,
Roethlisberger, M ment and tho Worker (Gulbridgu Harvard
Uninr-ity Press, %5557. Pe

t R e« American Management Assceciation,
(August, ?35'” Yo TEn ﬁﬁ?% atl (
e..

J.n Business (New
York: McGrawe-Hill Book Compan 55-13;.
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a, PFPhysiologiesl needs. These are the motivation at
the lowest level., Men 1s a wanting enimel--as soon as one of
his neceds is satisfied, smother appeers in its plsce., This
process 1s unending until death.

b. Safety needs., When the physlological needs are
reasonably satisfled, needs at the next higher level begin
to dominate man's behavior, Thease are called safety needs;
needs Tor protection against danger, threat and deprivation,
These ceuses appear int

(1) Behavior which arouses uncertalinty with respect
to continued employment,

(2) Behavior which reflects favoritism or
digceriminetion,

(3) Unpredictable administration of poliey.

These can be powerful motiveticns of the safety noog.
in the employment relestionship at every level, from warker to
vice-president,

These two "need satisfactions™ belong to basic morale
implied by the study of University of Michigen,

¢. Soclal needs. When man's physiological and
safety needs ere satisfied, he is no longer feerful about
his physicsl welfare. Under these "need satisfactions,”
social needs become an important motivator of human

behavior, Socisl needs consist of the four nesds:

1) Sense of belonging,
2 Sense of associstion,
ﬁ Sense of acceptence by his fellows,
Sense of giving and recelving friendship and love.
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Management often assumes quite wrongly that these needs
represent a threat to the organization, However, under proper
conditions, a cohesive work group may be far more effective
than an equal group of unorganized individuels,

When man's social needs to belong to the nature of
humen belngeeand perhaps his safety needs, too--are thus
threatened, he becomes resistant, antagonistic and uncooperative.
This behavior is a consequence, not a cause,

d. Egolstic needs. The egoistic neceds consist of
two kinds:

(1) The needs for self-esteen,
{t; self=-confidence
b) independence
ze achievement
d) competence
(e) knowledge
(2) The needs for reputation,
iu; astatus
(b recognition

¢) appree¢iation
(d) deserved respect of one's fellows

Man seeks indefinitely for "more" satisfection of
these needs. Stagner has emphasigzed that in short, each
man demands "more" of what 1s needed to 1lmprove hinﬂogo
gtatus,19 However, they don't appear in any significant wsy

1°noa- Sta
gner, Paychology of Industrial Conflict
(New Yorks John Wiley F‘!'o?ﬁ'._ﬁc.. m—
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until physiocloglcel safety and soclal needs are all
reasonably satisfied.

€. Belfe-fulfillment needs. These needs are at the
hirhest level, These coneist of the three needs for:
Continued self-development,

Being creative in the broadest sense of
that term,

51) Realizing one's own potentlalities,
2
(3

Self=-fulfillment is the typleal manifestation of the
ego status of the exployee.
0, A. Chman, Assistant to the Fresident of the
Standard 01l Company of OChlo, has expressed the significance
of the self-fulfillment as follows:tt
Industrial discontent 1s the expression of a
hunger for a work life that has meaning in terms of
higher and more enduring epiritual values, The trend
toward bigness and resulting loss of individuality
contribute to our insecurity, The job 1= the life,
For the indlvidual the Jobh 1= the center of life and
its values must be in hammony with the rest of life,
A worker puts forth a  iven amount of productive
effort in order to galn equlvelent beneflts for hiuselfl
(e. go self~development or self-~fulflll=ment) and his
family.
Summary. The attempt to know whaet kinds ol goal objeets
willl be perceived as potentlielly satisfyin: b, the employee, has

been studled and analyzed in the above-mentioned reports,

1lgervard Business Review (May-June, 1955), ps 126,




It is the consistent opinion of psychologists that
the potential desires of a worker consist of the two nain
votivations of economic needs lnvolving biogenic or
physiological needs and ego .tntul.la

The most valued goal of all is the ego status, To
cite the words of Stagner, "The ego becomes an object of
perception of the self as a tool, which facilitates goal
achlievement, Thus, the self is a highly valued precept,
Life itself is deaver than property,"13

As a technique of achlevement of the ego satisfaction,
cooperation between labor and nanagement is highly emphasized,
It provides encouragement to labor to direet ite crestive
energles toward productivity, glves the worker some volice
in decislion that arffects then and provides significant
opportunities for the satisfaction of soecial and egolistie
needs,

2, Motivation of management. Another laportance of

sotivation 12 provided by management. Systecvatic attespts
to explore the management motivation was rade by Hauser in
1927, His survey took the form of an interview with top
management belng asked questlions primarily pbout company
poliecy as regarded relations with employees,

12stagner, loc. glt.
131b1d., p. 116,
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The results of the survey may be sunssarized as
rollowss 1l

a, Power, Hauser stresses particularly the ego
motlves, the strong wishes for power and authority, as
important deterzinants of management pollicy.

be Sell-expression. A second form of ego wmotivatlon
which Hauser estirated to be stronger than the finencial for
many sanagenents was self-expression to "dolng things =y own
way" irrespective of other people.

It may be that this Indicates that management tends
to hold to uniwpal red managenent prerogatives and freedom
easential to the meeting of management's responsibilities,

3. Relations between motlvations of managesent and
exployees, In the analysis of employee motivation, the fact
that both economic and ego goals are ilmportant deterrinatlions
of behavior has beenc larified, The enployee's desires for
securlity, for recognition, for power, and for self-expression
are gratification of ego nmotlives,

Managenments llkewise show evidence of striving for
both financlal and ezo goals, These two may merge for the
managesent, since he ls obtalning ego satlisfaction fronr his

activities in planning, desiyning, directinz and controlling

s, b, 8 1nks
« D. Bauser, What Employer Th (Ca~bridge:
Harvard University Pr:sl, ¢§ET. P. 5!
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the behavior of large numbers of subordinates, and he also

recelves economic returns far above those of the production
worker,

The evidence supports the view that motivations of
employees and managewent are more similar chiefly in prestipe
and recognition, However, the main differences are in the
courses of aetion perceived as offering the highest
probabi 11ty of gratification, The workers' experience audi
elrcumstences are welghted in security, whereas managenent
is drawn to courses offering upward mobllity, prestige, and
status,

It is enlightening to recall a econversation of Saruel
Gompers, long=tlime president of the American Federation of
Labor, with a newspaper reporter, An interviewer asked hin,
"¥r, Goupers, what does labor really want?" Gompers replled,
'Horo.'ls

This "wore™ can apply to money, prestlge, security,
recognition, self-expression, or any other form of ego
expansion, While the level of aspiration typically eset by
the worker is fer beleow that of ansnagement, the desire to

move upward is important to hlx, .

15Ross Stagner Pgicgg;g!; adu al g?ngligt
(New York: Jobn Hlle; ons, nc%f s De °
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It is true that by increasing power over other workers'
environnent, the individual reduces the probablility that he
will suffer deprivation, threat, or injury. He protects his
valued ego as well ar his physical body. The particular
form of striving which this ego nsotivation takes varies
from time to time,

. VMotivation of unlom officer., Most of the

systematic information avelilable regarding psychological
characteristics of unlion officials has been gathered by
interview of Sayles and Trauss on the thorough study of seven
local unions, with casual observations of thirteen more in
1953.16

a, Economlec, The local union officers interviewed
in the study received little or nothing in the way of
financial return from thelr long hours of union activity.

be Security. The union officials d1d get economle
security in the form of superseniority.

¢e Prestige, 1t seeced clear that one of the najor
returns to the union leader was in terns of higher prestige,

d, Achlevement, Some principle of management

motivation 1s eizilar to that of a union officer.

Se Comparison of managenment and union officer., There
are different characterlistics in functions of sanagement and

16815!1;!!.1'. 0P+ g‘_-g.. PPe ula"mqo
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union, The power of menagement is clearly concentrated in
one men at the top and delegate downward., PMurthermore, within
a specified area, management is supposed to have freedom to
make his own decision, The unionm is en institution in which
power, theoretically at least, ls concentrated at the bottom
in the number who delegate it upward,l7

This kind of loglc su gested a corparative study of
managerent and union leaders in terms of two motivest the
desire for individual power and the deslre for group
acceptance and security,

For example, one plicture has been shown as follows:

"The captions were 'held down' and protected, It was
predlieted that the managers would perceive this as interference
with the ran's freedon, whereas unionists would see it in

teras of 'ccurlty.'la

SUMMARY

The foregoing studies provide evidence that the basic
motivations of enployees, managenent and unlon officiels are

substantially similar. Economic rewards, power, self-expression,

17Ibld.. PP 23-2“.
18gtagner, op. glt., p. 151,
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praise, recognition and securlty are shown to be potent in
mobilizing energy at all levels of the industrial
organization,

It is possible to increase the effective energy level
of the indlvidual executive or worker by modlfying the balance,
At the executive level psychologists have been found effective
in relieving hostilities and anxietles making 1t poseible

for men to cooperate with each other,



CHAPTER III

GROUP SUCCESS OF GOAL-SEEKING
IN UNION-MANAGEMENT COOFERATION

Industriel relations between management and erployees
are profoundly arffected by group attitudes, T“oth managexent
end employees experlence group pressures in the process of
bargeining and in their nommal aezivitlo-.1 To analyze
these processes, the nature of group must e considered,

Management 1s a group of hired employees closely
involved in the welfare of ownership, The pattern of union-
ranagement relationships will be established by the
relationships between large corporations and large unions,
both on a group basls,

The decision to consider pricarily the interaction of
organized workers with management is based upon a conviection
that szore and vore workers will relate therselves to their
employers through uniona.z

We are chiefly interested in the hasie characteristics
of groups and how these basic characteristics relate to the

funetioning of the corporation and the union,

lRoss Stagner, Psychology of Industrisl ionflggg
(New York: Jobn wllzy & Sone, !HET. 1956), Pe .

21bid., p. 196,
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l. Group as goal-seeking device. Stagner has defined
a group as a collectlon of persoms pursuing a "common" goal,3
Groups do not form unless there is some common need to make
up the group. However, the majority of group formations
relate to the achlevement of "need satlsfactions™ on a rather
long~term hbasis, Thus, the corporation is a device for
increasing capital of the indlividual entreprencur, wmaking it
possible for him to handle economie difflculties nore
efficlently and 1z a form of soclal group which existe over
a long period of tlmo.h Frofits, coupetitive success and
power could be sald to be more sccessible by way of group
actlon,

The managerent of the union is sisllar to the management
of the corporation, The union is organized because of workers'
need for group actlon to overcone the weakneses of the
individual worker against the group action of a corporate
management, Thus, the union group also tends to be
perpetuated over a long period.

Informal groups are more important than organized
groups as A function in goal-seeking. Individuals promote
thelr own ego by cooperation with an informgl group. One
of the great investigations with respect to the informal

31b14,., p. 198.

bst.gn‘l’p OpD. ﬁlt.. PP« 179=200,
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group among workers 1s the famous Hawthorne study at the
Western Electric Plant at Hewthorne, Illinols, PFlgure 1
illustrates the informal linkages found in a group of 1}
workers (9 wiremen, 3 solders and 2 inspectors)., These
eliques maintained production norms, helped each other out
on the job and defended themselves against supervisory

pressures,

~ B
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Clique A. Clique

FIGURE 1
CLIQUES IN THE BANK-WIRIKG ROOM (FROM
ROETHLISBERGER AND DICKSON, 1939,
F1G. 45, P. 509 HARVARD UNIVERSITY PRESS)
2, Group goales and individual notive, In general,
‘“$he organization sintes goals and purposes, These derive

from the consclous needs of individuals and-represent
rational atterpts to achlieve satisfaction for these motives.

On the other hand, informal groups are likely to represent
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unconscious needs., Informal groups represent soclal, not
economle, nounelon.s

The group is percelved as part of the person's ego,
and maintenance of the group is an essentlial steady state, to
be defended vigorously whem it is threatened., In other
words, the group merber perceives his individual goals and
thore of the group as highly sicsilar, Furthermore, group
membership 1s a zajor security for t he Lndividual,

3. Mesbership in §wo groups--the position of foreman,
An individual may try to retalin membership in two sub=groups.
The foreman in industry sometines finds himself in the position
where he must function as a menber of two groupss workers
end managerent at the smne time, Each group lmposes certaln
expectations upon the foremen as its member, However, when
he is at the point of intersection of two groups he may
find that the tark of conforming to the expectations of
both groupe is ilmpossible, Here he 1s exposed to conflicta.
The position of the foreman as a group member is shown in
the Pigure 2., Stagner mentioned that the foreman sometimes
found himself in the position of a "marginal man," subject

583.@.’. Ope. clt., pe 205,
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of conflieting pressures from workers and from menagement,

but barred from many activitics to which he is nttrlcted.6

WORKERS DISTRUST OF LAKE OF SOCIAL SKILL.
FOREMAN., v
FORMER || DOING TRAINING MANAGEMENT

MANUAL SESSiO SQCIAL LIFE,
FRIENDLY // WORK [ o115/ SUP\ CONTACT

OF TECHN\ sU E*:WI

6ROUP 0B TopP
W + — | & MANAGE
AL 52 T MENT
\ o ose
WORK | FAILURE GIviNg \WITH DTH SIBLE
CL?EV msr:i.ka'v orpeRs [CREMAN/DECISION LgI:E 'mn. ;
PRO oF TO MAKING /\vFOR  \FOR Weo
roN | WORKER \YWORKER MATION \DEC Si0N
FIGURE 2

THE INTERSECTICN ¢F TwO GROUPS (FRUM ROSR
STAGNER, 1956, FIG, 7.5, P. 222,
PSYCHOLOGY OF INDUSTRIAL COGNFLICT)

hos Dual allegisnce to union and management., It is the

problem given to union-management cooperation where the
highest extent of dual alleglance, the highest parallel
acceptance of both company an. union by workers exists,

In comparing the HemphilleWestle definitlion with
attitudial elimate, which is defined as a phenomenon ranging
from an atmosphere of conflict, hoctiiity, suppicion, and
re jection to the other extreme of cooperative attitudes,

acceptance, end mutual confidence,7 the group as the whole

6Stagnor, op. cit., pe 222,

TRoss Stagner, Z'!§b°1°5§ of Industrial Conflict
(Few York: John Wiley ons, Ces 1950), Pe 225,
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union-management relat!onship becoaes extresely lmportant,
There could, theoretlcally at lesst, be pleasantness and
unity within the managerent group and within the union group,
but hostility and econflict often come between them, One
conmon view gees union and management as separate groups with
a small area of overlap on specifie funetions, (Flgure 3)
The evidence presented in the Illinols City study supgpests
that the average worker perceives the sgltuation as a whole,
However, both management and union offlicers have shown some
reluctance to adopt thls view because of the amount of
prestige and ego satisfaction avallable to the respective

group leaders under different conditlions,

AREAS OF JOINT| UNION
ACTIVITY

MANAGEMENT
AND

UNION |N THE
ENTERPRISE,

PIGURE 3

THREE VIEWS OF THE UNION-ANAGSVENT RELATIONSHIP
(FROM LABCR=MANAGEM RELATIONS IN ILLINOIS
. 2 Fpa I}E-ﬁﬂ
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From a sociologiecal p.lue.or view, there are two
different theories for the degree of union-management
-cooperation represented by the concepts of Cole, who 1s a
gild soclalist in Englend and those of Cralg who 1s a follower
of Cole,

By the Cole theory, co-responsibility 1s an ideal
gongept 1n union-management cooperation., A minority stands
by him; however, a majority of people support Craig's theory
in which democracy exists no longer in the situetion of
co=-responsiblility but instead in totalitarianism, For this
reason, he stresses the fact that a condition in which
freedom of mutual eriticlsm between union and managerent are
eonducted is the fundarentalism of democracy. The view
that regards union and managerent as separate groups is
commonr from both psychological and soeiological points of

view, 8

axel:n Fujiba
yashi, The Ingre!ci of Productivity and
Industrial Relations (Tok}o: Dalyamondo-sha, 1957), p.‘iﬁf




CHAPTER IV
UNION-MARAGEMENT COOPERATION 1IN JO© EVALUATION

In this chapter some of the specifle aspects of
cooperation which are difficult to be accepted but primarily
important Ior productivity will be pointed out, The major
Tacte revealed by the survey date on the extent to whleh
ecooperation 1s accepted will show where the difficulty in
the development of cooperation lies and will also indicate
the method which provides an impetus In the success of
cooperation,

The setting of a price on human service is one of the
most complex teeks. The process when accomplished successfully
involves the finest arte of aduinistration, sound judgment
of economic conditions, and sensitive, mutual understanding
of the attitudes and interests of all parties alfected by
the determination, In industry the knowledge of the process
of wape settlement (involved in strikes over wages in the
post-war period) seems to lag far behind the knowledge of
other essential economle and industrial processes.

Today the best achievement of job evalumtion appears
to be done through participation of the unisn. Such job
evaluation stresses the relative contribution of the worker
in the speciile task performed, Neither elerent can de

isolated from the other, “oth are mesns of assessing the
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value of services rendered, The challenge of wise

leadership among all parties to wage determ=ination 1s to find
that combination of elements which will produce umutually
satisfactory wage rates with a minimum of dlsturbance to
ofﬂciont‘ production,

I, THE REA®ON POR LABOR'S DISPUTES IN JOB EVALUATION

The union often chooses a challenge to management's
unilateral job evaluation or management's application of a
bilaterally-determined classificetion, This is because
labor is fearful of wage cuts, the closing off of promotional
prospects, the abolition of historical positions end
differentials, Job dilution, and the introduction of labor-
saving devices, Lew Highfleld of the UAW, William Gomberg of
the ILOWU, and Poris Shishkin, econonist of the AFL, stress
that 1t is necessary to add a "balancing rfactor" in job
evaluation to take account of stabllity of employment, and

prospects for pdvancerent
II, THE BENEFIT FROM LAPOR COOPERATION

A carefully established and well adninistered job
evaluation program under unlone-management cooperation provides

e Byl g gy st
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the structural base for an important personnel objective in
any company; that ia, the opportunity for the individual
employee to increase hies earnings commensurate with hie
inereasing worth to the organization, Job evaluation
contributes to this opportunity ln two ways: Chrough a rate
range for single jobs and through a definite coordination
of the rate structure with wage incentives and promotional

Saguences,
III. REQISITE IN THE INSIALLATION OF COOPERATION

In the unllateral action of menagement in job evaluation,
the union is often inclined to be susplcious of company
motives aes to whether the plan threatens the status of the
union or the security of its members, Thus most mansgements
have recognized the need to reassure thelr esployees,

1, The purpose and method, E&Esployee cooperation for

job evaluation with management 1s to be expected, Some
explanation of the purpose and method of the prograsn will
prove helpful, Explanations may be oral or written, or hoth,
A committee sponsored by union and menagement 1e helpful in
explaining the ressons for jJob eveluation, sllaying e=ployee's
Tears and susplclone snd securing whole<hsarted erployee

ecooperation,
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For example, in gase study number three of Princeton
Univ.ruity,a the evidence of the acceptance of company's
program by employees appears to be an announcement of
explicit purposes based on wage egquities and method depending
upon no individual rate cut as a result of the installation
of the job evaluation plan, BEmployee felith in the job
evaluation plan was strong in spite of the temporary existence
of the phrase "job de-valuation, not evalustionl" as a slogen
of rejection of the job evaluation plan,

2+ Extent of participation of menagement and union.,
The particlpation of management and the union must be
recognized as primary importance in the vheole-hearted
acceptance of a job evaluation plan,

a. Farticipation of menagement, Cooperation of
middle management &s well as the union 1g essential in the
development and acceptance of a2 sound Job evaluatien program,
Compenies which had installed job evaluation with a maximum
use of company stalf or consultante and a minimum use of
their supervisors and middle exzecubtives found administration

especlally difrieult.3

Z2Helen Bpker and John M. True, The gforgtion
!!n§%ﬁtlon (Princeton, N, J.: Prlno;t on Univers y.2195§$
Pe Nje

3“‘!‘. Spe lt.’ Pe 250
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In most of the cpmpanies, foremen had been assigned
responsibllity for writing job deseriptions or for reviewlng
those written by the employces for the job analysis., Executlves,
such ap department heads and superintendents, have helped in
working out the progran ss & whole and in determining job
rates, Thelr assistance has sometlmes been s ecured only by
individual eonsultation and at other times through rembership
rating committees, Higher executives more frequently have
participated through particlpation in an executive advisory
oonnlttoo.h

It seems that comprehenslve cooperation cf top and
middle management and direct supervisors at all levels 1s
one of the important bases of the successful progran's
installation and administration of the joint studies of job
evaluation,

b. Particlpation of unlon., Unlon particlipation has
.rlngod from complete joint development of a program, through
obgervations in ratlng committee meetings, to union review
of jJob descriptions and rates after they had been set
unilaterally.

A number of companies, while othera have falled in

joint development, have set up joint committees for

binia,
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installation end later used these committees as the backbone
of the administration. A majority of companies favored
unilateral development with submission of jJob descriptions
and rates to the union for approval or revision through
collective bargaining.” Participation in installation seems
to be essential to union acceptance of a plan and to an
understanding approach toward the continuing use of job
evaluation in rate setting through collective bargaining,

3. Extent of training in job evaluation of
supervisors, employeee and union representatives. Ome of
the difficulties of cooperation exists in the problem of the
lack of competence in Job evaluation on both sides: employees,
union stewards and foremen, A majority of unions provide
their own experienced officials, or the speclal institution
such as the Stablilization Department,®

Media used to acquaint foremen and renke-and-file with
the purpose and the method of a mew job evaluation plan have
ineluded: (1) talks at group meetings by joint committee
membersy (2) articles in employee megazinesy (3) department
conference; (li) foremen confersnces; (5) special job evaluation

manuals or handbooks for foremen and employees issued

SBtkor, op., elt., pe 26,

bxurt Braun, Union<M ement eration (Washington,
D. Cot The Frookings h-ﬂguﬂon. I9§$;. PPe 105=107.
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Jointly by the union and menagement; end (6) a letter from
the chief executive to everyome affected by the plan,’

The printed material usually gives the objectives of
the plan and explains how classification and rates are
detemmined, The Joint committees stress the lmportance of
"eye appeal® in the descriptive handbooks and the use of
slide-ilms and other visual alds in group meetings. Evidence
seems to suggest that the problem lies not in the cholce of
these media but in the failure to encourage questions end
thorough discussion in the first place and to make a
continuing effort to keep everyone concerned with wage

determination fully informed as the program develops,
IV, METHODS OF COOPERATION

The me jor method of cooperation provides for the
settlement of procedures and conduecting of adminigtration,
The 1llustrations of the two different evidences is to be
provided,

In some of the oldest companies which employ approximately
1700 wage employees and which had been troubled by the heavy

THelen Baker and Jobn M, True, W of 9{%
ion (Princeton, N, J.t Princeton University, 1947),
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burden of grievances resulting from rate inequalitlies, joint
actions under union suggestion late in 1942 were succesafully
taken,®
1. GCase Study Ne, 1.

a, QOrganization. A joint committee was appolinted
consisting of two management representatives both with job
evaluation experience under the former plan and two union
representatives,

b, Frocedures, The management representatives
set up a key scale consisting of 30 classifications with
three-cent intervals. These classifications were submitted
to the union and its aspproval was obtained after some
compromise, The joint committee next seleected 100 key jobs
representing the entire range of the scale and, on the basis
of the existing job desecriptions, put each job into its
proper classification, Each job was considered as a whole
but since it had been prepared for use in a factor comparison
system, the o0ld factors were found to be helpful in reaching
a decision, In order to speed the process, any Job about
which the committee could not reach an agreement was lald
aslde and considered later, As socon as an agreement was
reached on the key job, the joint committee paired off--one

management man and one union manj they classified all jobs

81v1d., pp. 102-107.
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in the mill department by department. In this process, the
foreman and union shop steward of the department under
consideration were made temporary members of the joint
conmittee.

e. Administration. The adcinistration of the
plan follows much the same procedure as that used in 1its
installation, As a result of the installation, a substantial
inerease in total payroll was allowed and no rates were
decreased,

Foremen or superintendents (depending on the size of
the department) are responsible for reporting changes in
job content; or the union through its shop stewards may
submit grievances based on an alleged change in job content,
The joint committee reconsiders the job in question and if neo
agreement ls reached, the rate proposcd by the company is
temporarily installed until the union files a formal grievance.
No ifmnediate provision has been made for a periodic review
of Job deseriptions or classificaticns, This ls very important,
Hanagement representatives bellieve that the program may
require periodle review, at least every two or three years,
The key fact of success of the cooperative plan seems to be
in the "continuing"” administration of the pl‘n.

de Result. Both the company and the unlon were
satisfied with these joint actions, |
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(1) Company, ¥anagement representatives
interviewed were very well satisfied with the results
obteined from the new system, Some of the advantages in
the new plan were listed as follows: :

(a) Simplification in technique
resulting in great saving in the
time necessary to install and
maintalin the plan,

(b) Reduetion in total number of
rates from approximately 75 to 30.

(c¢) Union acceptance and cooperation,
Union members of the joint
committee now defend the system
to their fellow employees,

(d) The system was easily explained
and understood by employees and
hence allayed their suspleion,

(e) Reduetion in "f' inequity

Only

grievances. one such
grievance was submitted in the
first year of cperation,

(2) The Union, Neither the local officers
of the union nor thelr international offlcers were
favorably disposed toward job evaluation in general, In
the installation, because of the success of thelr organ-
izing campaign based on the "job de-valuation" theme, 1t
was difficult for the union to obtain employee approval of
the plan, Final epproval was eventually obtalned only after
the plan was explained to the members of the -union at a mass
meeting, However, onece the plan was Inetalled, the union
seered well satisfied with its operation, Part of this

satinfaction is as follows:
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(a) The substantial pay ilncrease of
employees is a result of its
installation,

(b) Remarkable reduction in grievances
and the more systematic rate
structure is another result,

However, the union does not see the plan continuing
indefinitely without encountering some dirficulty. The
officers feel that increased occupational rate by the new
plan will eventually be forgotten and some of thelr members

will then demand another increase or certaln ocecupations,

2, Case Study No, 2, Another illuminating experience
is that of the United Statea Steel Corporation and the United
Steelworkers of America.? The joint program begun in
February, 1945, was to eliminate wage inequities inereased
as a result of the acquisition of new plants, technological
changes, and so on,

a., Yardsticks in procedures. It proceeded on
the basis of ynidltiok laid down by the National War Lsbor
Board,

(1) The study began with the development of
a slmple and precise form of job description, The companies
prepared a doncrlptien of each of some 1,150 bench mark jobs.

Fembers of the union committee checked each of the proposed

PZrnest Dale gg%ig giga%gg;vitl tgggggg ngosf
M nt Coo erltiu ew York: erican Fanageme

soclation, » PP« 3b=37,



L6
bench mark descriptions, aequiring in this way first-hand
experience; at the same time they were teaching local union
members about the process, Approximately 97 per cent of the
descriptions were satisfactory as sutmitted, The remainder
were adjusted by mutual agreement,

(2) The companies then prepared a description
for each of the remalning jobs, 1In each department, the
grievance committeeman reviewed eadh description with t he
worker on the jJob, meeting from time to time with the
departuent superintendent for review and spproval of any
changes, In case of disagreement between these two, the
over-all joint committee resolved the difference.

(3) Job classifications had already been
developed by the company and embodied in & job classification
manual, which was modified in joint unlon-management
deliberation, The classification system was epplied at each
plant level through loecal jolnt committees and only in
comparatively few jJjobs over-all dld the Jjoint committee make
the final deelsion,

(4) A test epplication of the classification
procedure was satisfactorily carried out nnd in an a greement
concluded in October, 1945, the results were accepted,
Standard hourly wage scales for the various classificatlons

were put into effeect in Febmary, 19,47. Informational
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material given to each employee on the new wage rate plan was
reviewed by the joint plant committee before distribution,

(5) Arrangements were made for continuous
review and adjustments as conditions change. This is an
important point, often overlooked by those engaped Iln job
evaluation, What is needed is the development of a curve of
wage rates which can be adjusted without causing too much
disturbance,

be Result, At the U, 8, Steel Corporation,
substentiel progress has been made in eliminating wage
ineguities for 160,000 employees in 50 subsidiary plants,
classifying 25,000 jobs into 30 major classifications, Both
the union and management took Iincredible advantages from
these Jjoint rate settings.

(1) Advantages to management, On the results
of the joint job evaluation, the comment by R. Conrad Cooper,
Vice<FPresldent of the U, s; Steel Corporation, is of 1ntoreat}°
"The stendard hourly wage scales are in effect. Rates for
all non-incentive jobs are converted to the scale rates with
out-of-line differentials applying to less than 7 per cent,
Incentive rates are yet to be converted to the scale rates,

the standard hourly rntaq?get operate as minimum guarantees

10D.1.. SPe. _e__i_._t_., Pe 36-
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on incentive jJobs and no inecentive worker can recelve lesas
than the rate of a fair day's pay."

Another report of management is that there has been a
sharp reduction of grievances alleging a wage lnequity, and
in wage disputes and work stoppares,

(2) Adventages to the umion, Clinton S,
Golden, former Vice~FPresident of the Eteelworkers, summarized
the accomplishments by :a:lngtll

"The union and management technicians worked
together for over two years on what i1a probably the
largest and most comprehensive Jjoint effort ever
engaged in by a union and industrial management,
They worked together harsmonlously and completed a
highly complex and difficult task to the mutual
satisfaction of thelr respective principals, That
this joint effort on the part of union and manage-
ment representatives has been a valuable and
informal ‘educational'! experience is readily
adeitted by the participants, In the process of
checking descriptions with thousands of men on the
jobs deseribed, union representatives and members
have learned much about management procedures and
practices, . For the (irst time, a large number of
employees of a large corporation have had an
opportunity to penetrate and understand what pre-
viously had been to them some of the mysterlous
procedures of management, Perhaps, the most
valuable by-product of this effort was the fact
that union and managenent technicians came to know
and understand each other hetter as a result of
thie intimate and long association,"

¢« Reasons for sucecess. Through rogiew of two case
studies, the success of joint study ls the reason why both
parties aimed at a lastins solution and why they were long

1lpale, op. clt., ppe 36=37.
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and thorough in preparing the basls of their program., In
case of the U, 8, Steel Corporation, the preliminary work
on the subject had taken more than ten years, including two
years of intensive negotiation, The basic principle involved
1s as rollows:i?

(1) Simplicity and coneiseness in the job
descriptions and in the general procedures,

(2) The classifying of jobs on the basis
of the manual of Job classification,

(3) The reduction of jJob classification to
the smallest practical number by grouping Jobs having
substantially equivalent content,

(L) The reduction of an out-of-line wage rate
by way of not reducing wages of present workers.

(S) Continuous administration,

(6) The factor comparison plan instead of
the point plan,

V. DIFFICILIY

The difficulty of labor cooperation is always related
to the technique of management, The better the technique,
the less the difficulty is. The main objeetion of the union

120&1.. Spe. 21—2" Pe 37.
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to participation in job evaluation 1s rci;tod to an inherent
fear that any management technigue to determine wages “"by
forsula®™ would limit collective bargaining, Some union
officlal stated that the method of job eveluatlon tends to
reduce complex "human" factors to mere mathesatical rformulase,
to limit the area of bargaining and to becloud the real
issues.13 In other words, it is the conflict between
desirable flexiblility in adjustment to conditions other than
specific factors and an equally desirable conslstency of
rate relationships according to Job content., In cooperation,
management thus must recognize the human and economie
realities of a given situation and must depend to some extent
upon the opinion of line executives, supervisors, and union
officlals such as stewards, who know conditions at flrst
hend. Hence, Joint plans would develop a workable compromise
between the consistent epplication of a loglcal system and
the adaptation to eltustions in which non-systematic factors

are controlling,

13gelen Baker and John M, True, The Operatlion of Job
alustion (Princeton, N. J.t Princeton University, 1947),

De o



CHAPTER V
UNION«MANAGEYENT COOPERATION IN WORK vEASUREMENT

The next complex task to jJob evaluation 1s the
measurement of humaen performance, It ls inseparably bound
up with the many personal factors affeeting human actlon,
The human action 1s greatly affected physiologiecally,
psychologleally and soclologlically in the process, For
these reasons, no one can absolutely define the rate at what
is to be normal, Efome sclentific method may of fer maximum
reliance on the measurement of human performance,

The "human eqguation" cannot be ignorcd.l Not only are
the various "humen equation®™ factors involved in the
determination of human perfommance, but these saue lactors
must be understood by the persons directing and using work
measurement ,

In recent years, work measurement has jointly been
eonducted under mutual understandi ngs and confidence with
tact, sincerity and falrness of both the time study men and
experienced union officlals for a comparatively objeective

ne

method of detemming a "falr day's work. A joilnt committee

lpelamar W, Karger and Franklin H, Bayha,

Egginoortd
Hog¥ Measuprement (New York: The Industrial Press, ’
Pe 0.

2 .
Adam Abruzgi, Vork, W rs d Wo Noniurtmsng
(New York: COIunbia'Uifveritgssi;::l, 19 s Pe .
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also frequently provides for the review of time studles when

workers questlon the aceuracy to time allowance,

I, THE CENERAL EXPERIENCES OF COOPERATION BY THE
CONVENTIONAL WAY OF A STCP-WATCH SYSTEM

In general, labor cooperation in the conventional way
of work measurement has brought great benefites to both sides.
However, they each have come across difficulties for the
achievement of cooperation 1in the procerses, The advantages
and disadvantages are pointed out in Dale's survey on the
experiments of the rate setting through the American Manasgement
Assoclation as followsi-

1, The success of cooperation., The union particlpation
in work measurement brought out intangible benefits to
management regardless of difficulty involved in stop-watch
system 1ltself,

as Management view,

(1) The area of dispute was reduced, merely by
virtue of the fact that all concerned knew what time study wee
and what 1t could not do,

(2) Standards were accepted morg reudily wnd the
number of grievances reduced where there was widespread knowl-
sdge of time study and time study stewards bhelped to handle

compleints,

3Ernest Dale, MMM@W
m;ﬁé,.m (New York: American Management Assocletion, 19L9),
PP -
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(3) Labor participation induced employees to
exert a more honest effort,

(4) Yanagement engineering practices were
frequently improved,

be Labor view,

(1) Union members and officlesls obtained an
improved knowledge of time study,

(2) Orester confidence in standards were
generated,

(3) Participation in setting the technical
eriteria of time measurement and in analyzing and inter-
preting the data was of help in conserving galns from
collective bargaining.

2, The fallure of cooperation, The lack of the mutual
understanding between union and management and the shortcoming
of stop-watch asystem Ltselfl caused the fallure of the joint
studies of work measurement,

@, .Hunlgnmens view,

(1) Lebor went beyond the boundaries prescribed,

(2) Labor participation in time study necessitated
delaying importent changes, and was in itself a "time-consuming
procedure,” especially 17 the union s teward had to check

frequently with employees, foremen, company time study men
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and plent management, In one cospany, as many as 25 per cent
of the rates were challenged by union time study :tcwnrda.b

In seasonal industries this was & gerious diffieulty.
Trouble of this sort usually arose in the initlal strges of
labor participation.

(3) Labor's participation was purely opportunistic.
(4) If union time study stewards did a profbs-ionnl
job, thelr pay would be inadequate,

bs Labor view.

(1) If the membership did not approve of the
rates, it would become discontented with union leadership,

(2) Participation would mean too much extra work
for union officials,

Many case historles have shown that the difficulties
of labor participation considered it to be an invasion of
management prerogative, On the other hand, the majority of
unions who opposed 1t felt that they had little falth in
fairness and accuracy of time study procedure, As a result
of non-participation, all sctivitlies began to operate on a
defensible basis when a plant introduces time study., For

h311%1Il Gomberg ‘Pntto!n of Tomorrow's Collective
Bargaining, ror-onnol ies No. izl Hew York: American
Management Associatlon on.-lsﬂtT; Pe
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these reasons some effective work measurement program must
be established for participation to make the progra=m
satisfactory to both sides.

II, THE IDEAL CONCEPTS CONFIDERED FOR THE
SUCCESSFUL JOINT WORK »EASUREMENT

For labor cooperation in work measurexent, 1t is
important to formulate a set of alms and ideals that could
be the basis for a technique satisfactory to all concerned,
The danger of over-alaboration is as great as that of over-
sivplification, The ideal criteria for work measurement are
as rollcwlls

1, The approsch and usage of a syster must be
professional in the best sense of that term,

2., The system must be based on sound concepts with
heavy reliasnce on the flelds of physiology and psychology,

3. The desirabllity of velidating the data both by
the developers and independent efforts is self evident,

he Some form of training control will insure that
misuse of a system through partial or improper anderstandling
will not engender & repetition of the "erficlency expert™ ers
Such trainings should be avallable by means of testing,
eontinuing publication of new data, interchange of data

between practitioners, and the circulation of practitioners?

Slhrgor. Op. ’3_-2.’ PPs 35"’38.
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application experiences with the syster, Such tralning
control is hard to achieve, The independent agency separable
from the information and data sources should work malinly on
a level of professional endorsesent, It should certify the
adequacy of the training ecourses and the knowledge of
trainees to allow interested parties to ascertain the
competence of practitionoers seeking to apply the system to
their own operations, '

8. The working form of the aystem must be practical
to make it adaptable to the solution of meny types of worke
study problems, It must be applicable to a wide renge of
variation in work content, industrial practices, and workers!
gkills, Por the actual espplication, reliable data must be
based on an industrial sample of sufficient scope, renge and
size to permit valid conclusions,

6, The system should be easy to use,

7« The system should be universal, Acceptance must
be broad, not confined to limits of speclal industries and
geographical bounderies,

8, Actual work situetlons are dynamie, changing with
the timees and new technologles. .

Many of these ldeals are difflcult to obtain fully in
human situations, These standards, however, do provide a

gauge whlch could be used to measure any given system, No
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existing system 1s likely to meet all of these eriteria, It
is, however, necessary to select the system that involves
these criteria more sufficlently. Lere ls emphasis of the
application of work sampling in which unlon cooperation would
successfully be conducted. Under no circumstances is it
advisable that another method ls subsidized or one system 1is
abandoned for enother if satlefactory results are obtalined
from it,

III, METHODS OF COOPERATION: CASE STUDY OF JOINT UNIONe
MANAGEVENT STUDY THROUGH WORK SAYPLING TO DETERMINE
MACHINE-"HOP ALLOWANCES

The evidence of cooperation by the form of methods-time
measurement has been clarified by Robert E, Helland and
Wallace J, Richardson who are registered professional engineers
of the Department of Industrial Engineering in Lehigh
University, Bethlehem, Pennsylvania, and who have testified
the validity of work sampling through the experiences of
hundreds of compenies, liere is one of the case studies in
which joint unlone-management research has been conducted for
the determination of time allowaneces. A brief review of this

study followss 6

6llebort E., Helland and Wellace J. Richardson, Work
Sampli (New York: MceGraweHill Book Company, Inc., 1'9'E7 ’

PP. 20 Te



58

1, The problem. A 350-man plant manufactured bearings
for the automotive industry. Production workers were on
incentive pay, Standards bad been set by stop-watch tine
study, Certain allowances which were "bullt in" to the
standards had been questioned by the union, These allowances
had been set while the studles were being teken, Also,
several eight-hour production studies had been made to check
allowances, At the time of econtract r-nowil, the uwnlion held
that the allowances were inadequate Unilon representatives
stated that the allowances for t ool attention, material
hendling, and inspection had been set under substantially
different condltione than now existed, This question of
allowances was the only ramalnlinz hincerance to the renewal
of the existing contract.

2. Background of the problem, Union-management
relations in this plant were, on the whole, good., The basic
reason of the dispute was that the allowances had become
almost traditional, EHowever, requirements of quality of
product had been tightened, and batches cf work had to be
more carefully segregated. Tool and dle attention had become
of greater importance. Finally, because of an increasing
number of new products, the time-study men had been unable
to give enough attention tc some of the allowances, Foth
sides agreed that repetitive and machinee-controlled elements

of the standards were satisfactory. Rather than subsit the
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problem to arbitration, the union and management decided to
conduct a Joint Work Sampling study. If the results of the
study were acceptable, they would be used as a bhasis for
settling allowances in the standards,

The company wes organized in a conventional line and
starlf type organization, The methods end time~study department
reported to the production manager. This group eonsisted of
nine time-study men who set rates, two college~tralined
industrial engineers who worked on methods, and a head of
department who had little formel education, The head of
the department was an e xcellent "shop man,"™ who was widely
respected in the plant,

The union was a local of a large international union
which was organized traditionally with urlon offlicers and shop
stewards, In addition, there were four time-study stewards
who had been trained in summer schools conducted by the union
and a state university.

The staff of the International union had been
participating in the renewal negotlations, It was supggested
that a college profesasor be employed as technicel advisor,
This was agreed to by both sides, It was further decided
that each side would take its own study, and that conditions
of observation would be standardized so that the two studies

should agree, Neither slde would be bound in advance by the
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study in the event of significant differences in results,
Al erlimit (two standard deviation to find 95 per cent
confidence limit within which succeeding values of P in
per cent should fall) was agreed upon as constituting
significance,

3. Ihe reason for the spplication of work sampling.
Work sampling was used in thls case for the following reasons.

8. There would be no use of a stop watehk or leveling
techniques requiring exercise of judgment,

. b. The results could be objectively tested for
reliarility,

¢s The study would be relatively lnexpensive,

d. The allowances Iin guestion could be measured
directly.

Baslcally, the union was not committing 1tself to the
present method of setting rates. Nor was management sumitting
as an lssue the machine-paced and repetitive parts of the
existing standards, The use of Work Sazpling avolded many
of the "matters of principle” over which rate disputes arise.

L4+ Organization for work samplinz, Two plant time-
study men and two unlon time-study stewards were designated
to make the observations, They all were ramiiilr with Work
Sampling, although none had had experience in it, The
college instructor tralned all abservers in sessions at
which a union staff men and the head of the methods and time=

gtudy department were present, Several rounds of practice
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observations were made, and four three-hour sessions
comprised the formal training, It was agreed that all matters
of procedure would be handled in similar secsions as the

study was made,

S. Selection of gategories. GHecause of the nature

of the study, categories were selected in such a way that
all irregularly occecurring work for which allowances were
glven would be classlified into separate categories, This
led to quite a large number of categories which were as
followst

01 Operating machine (hand paced)

10 Operating machine, machine paced, operator 1ldle

11 Operating machine, machine paced, operstor gauging
12 Operating machine, wachine paced, operator cleaning

parts
13 Operating machine, machine paced, operator getting
stock

1} Operating machine, machine paced, other than sbove
20 Gauging parts

30 Handling stock

4O Delay, btalk with supervisor

4l Delay, set up machine
h2a Delay, cleanup

3 Delay, talk with inspector

0 Tool attention, at grinders

51 Tool attention, at tool at machine

52 Tool attentliomn; resetting toocl at machine

60 Personal

0 Absent from floor (assumed personal)

0 Idle, wait for material

81 1Idle, walt for instructions

82 1Idle, wait for meintenance

83 1Idle, wait for inspection

blj 1Idle, no work available

90 COther activity
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6. Collegtion of observations. It was decided to
eollect a totel of six thousand observations 1in each study,
Time~-gtudy men and union stewards collected data independently
of each other, A table of random numbers was used, different
tizmes being drawn for each group. Eight rounds of observations
per day were made, Observers were ¢ xoused rom other dutiles,
A group of operators was observed who were felt to be typlecsal.
From 75 to 80 men comprised the group, The study extended
over a two-week period,

The collection of data proceeded without incident,

All erployees had been informed of the study, A careful
record was kept of production and other information necessary
to establish whether or not the twoeweek period was 1lndeed
typlcal of plant operations, No speciflc cost data were
made avallable, It had been ¢ alculated that six thousand
readings would be sufficient to give proper reliabllity to
the study,.

7« Results., The results of the study follow, As
gshown in Taeble 1, the ecategories are listed, followed by the
per cent observatlons in each, recorded by the union stewards
and by the time-study men, .

The expected results were substituted In the formula

0'5 = [2{i-p) for the standard devistion of p for the given

N
sample size N in order to derive probability of sasple P




TABLE 1 PERCENTAGE OF DIFFERENT OBSERVATIONS

BY CATEGORY’

Category

Operating machine, hand paced....covovecerecenes
Operating machine, machine paced, operator
tdl..l...l.Ql..l.l.l...'...l.lll.'..l...l...l.l
Operating machine, machina paced, operator
mn“ooc!anocoottooocoo-o-non-oc-c-coa..u.con
Operating machine, machins paced, operater
cluum P‘rt.'..t...-...l...........!..l.'l...
Operating machine, machine paced, operator
SOLEing BCOCK . ccesussssnenconissnnsnnanvine
Operating machine, machine paced, other than
10-13...l....'ll....lo..i‘.'l.'..l.-DO..'.I.Q..
GaUEIBE PETES. s s sarsarassnssansssinsshasansnss
n.ndlin‘ .t“k.ll.l....l.llll..l.."lll.lll!l'l
Delay, telk with supervisor.......coeaeveencase
"hy, set up T L I T T T T
Delay, Cleanup...ccosesvcneccosccsocosccsasncsns
Delay, talk with inspector.......ecoe.. Sheishas
Tool attention, at grinders.....ceccevvvevsneas
Tool attention, at tool erib.vececcesccccccccee
Tool attention, resstting tool, at machine.....
r.ml‘.-.ll..........l...l...........ll.....
Absent from floor (assumed persenal)......ccc.s
Idle, wait for material.....ccccececnccccccnses
Idl.. wait for ingtructionB..cccosevvcnsccssanss
Idle, wait for maintenancC@......ccceveessccccnn
Idle, wait for inspection.....eiivveeeersancsns
Idle, no work available....cccvsvevsnccccnnases
OEher BoLAVARY, ccorvanntscnrcresavrcenncsanacnns

"ibid., p. 205.
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value, and to use 95 per cent confidence limits for

P ¥2¢p. The P (read "p bar") represents the average value
of serple p values,

The first test which was applied to the result was e
see if the differences between the two sets of values could
have occurred by echance alone, In other words, were there
any systematic errors of observation which would have
resulted in two different "populations™ of data? The largest
difference occurred in category 10, "Operating Machine,
Machine Paced, Operator Idle,” This category amight be held
suspect in any event, because it Iinvolved one union member's
evaluation of another as being 1dle, In any event, it was
assumed that the true § was 0,1.5, or midway between the two
valued obtained, Solving the equation

2 -2m- = 2 [0s145(0,835) = o,
P N f6.ooo e

Thus, 1t can be seen that using the average of the two

proportions observed, or either one as "correet," the difference
between the two propertions could have occurred by chance,
since it has been shown that the variations could occur as
often as nine times out of a thousand by pure chance,

Production records were checked, and the two wecks
which had been studied seemed to be typical of over-xl:
operation, No particulerly unususl shop conditions had

existed, and there seemed to be no reason to belleve that
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the Work Saspling could not be used as the basis for
discussion, Both the union and manas-ment agreed that the
objective of the study had been met,

As might be expected, management was shocked by the
amount of nonproductive time, However, no one denlaed that
the conditione existed, Farther, the resulte were checked
with the totals of the "actual houre® charged to the various
time cards and found to be in agreement, In doing this,
ineidentelly, the value of s lerge number of categories was
demonatrated; 1t was possible to reassure managerent that
thelr timekeepling system was satiesfactory,

The union felt that the results of the study supported
their claim that present allowances were lnsiequate, For
example, "Tool Attention” which was observed to be about 8
per cent of the time, had been recelving an sllowance of 3
per cent., No allowence at ull had been given for the various
"j1dle" catesories becamuse the operators were supposed to
punch out when no work was avallable,

Fupther discussion of detailed results is not in order
bhere, Perhaps the nost pertinent comment of all was that of
one member of the union bargalining committee who suggested
that management should (1) thank the unlon for meking sueh a
study necessary and (2) hang their collective hesds in shame
for not doing Work Sampling themselves st an esrlier time, As
the union men said, management learned about their own operations

.th hard “y.'
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When bargaining was resumed, the quesilon of allowances
was disposed of very quickly, The allowance for tool attention
was lncreased from 3 to 8 per cent., Other allowances were
allowed to remein the same, These were a 5 per cent personel
allowance and a 2 per cent "niscellaneous™ allowance, In
the collective hargeining, the union agreed to hold off
demands for the payment of average earnings when no work
was available, Foth sides went on record as recommending
similar Work Sampling studies in the event of similar
disputes in the future,

Management instituted a thorough study of scheduling
practice and of dispatehing procedures. On the whole, they
felt that there had been too little attention glven to these
areas. Ore very satisfaciory aspect of the s tudy made itselfl
felt in the weeks following the study., Froduction increased
more than enough to pay for the Increased labor cost of the
new contract, Vanagement felt that this was due to the
union's better understanding of management's problems and to
the hetterment in morale resulting from Joint effort in
getting facte from which to make declsions aflfecting the
entire plant, This in ltself was very profitable,

In summary, ncither side gave up speclal "prerogative,"”
No one was committed in advance and an objective measure of

agreement was used, In collective bargaining, as in plant
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management, operating on the basis of fact seemed to pay off,
Particularly in wage-incentive problems, however, the "facts"

are sometimes hard to come by, This was one case where

Work Sampling provided them,



CHAPTER VI

UNION-MANAGEMENT COOPERATICN IN
EMPLCYEE SUGGESTION SYSTEM

The most wldely sccepted means of employee participation
in productivity lies in the employee suggestion system, The
benefit from 1t to management is bronondoul.l But instead
of taking advantage of this system, many large companies have
not succeeded in reallizing the potential, because the
suggestions are rejected without sufficlent investigation
or are inadequately rewarded, In order to assure the success
of the suggestion plan, union participation must be carefully
planned in advance, The union participation will prove to
employees that b helr sugpestions are adequately conslidered
in a falr and impartial manner and the employee will come to
gain confidence in the plan, Its value to the Jjolnt
committees is significant in obtaining the expression of
employee's attltude toward the program, and in developing
the employea's view regarding individuel suggestion which
may not be brought to light by the regular investigation,

It is 1nr|rlnb1y’noocllar7 to precede the inaugurstion
of joint suggestion committees with a en-paién of publieity,

1

rnest Dale, Greater Productivity through Labor=

%igggfg%¥g_ kzd"T‘EF"!?ﬁ%T‘glisiffhn Venagement
soclation,

» Pe 624
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the publication of manusl to both management and labor, and

an educational program that will teach employess how to
prepare quality mggutlm.z

I, PREREQUISITE PRIOR TO JOINT SUGGESTION COMMITTEES

For the full development of jolnt committees as
administrative machinery some careful plenning must be made,

There is the emphacls on three major pointss

1, Couplete cooperation of three parties: top
management, supervisors and labor., Top management must have

a sincere desire to install 2 sechenlism to insure employees!
attention for their ideas and for some form of adegquate
reward for adopted suggestions, CSupervisors, especially
foreren, are essentlial to the activities of the effective
suggestion program. They must give all their rank and file
workers the complete story of the plan before it is put into
operation, They must also give aid in preparing suggestions
to the employees who can present "orally"™ what they would

hesitate to put on pnpor-.3 However, there ls the tendency

2Richard N. Owens, Mena oment or Industrial Enterprises
(Homewood, Illinoist Rlchu- Inc.. 1953); Pe Eﬁ"
5 37, A. Denz, Ideas % (New Yorkt
Wagnalls Company, 194387,

Dale, Pm dugt lvity
through %ﬁ__n_{ng?ﬂ ntlon (New York erican
anagement Assoclatlon, » Do Kelth Davis, Human
%glationg in Buln.u (Hew !om MeGraw=E111l Book Company,
NCey s Do
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of the average foreman to resent employee suggestions, This
difficulty 1s overcome by the kind of higher-management
support which gives a foreman eredit for a higher suggestion
rate in his department and which can do mueh to econvince
that all employees can have good ideu.h

The union must be willing to cooperate with all the
activities of the program, The most important role of & he
union 1s to convince employees that thelr suggestions will
be considered cearefully and labor saving suggestions will
not result in layoffs, All employees must contribute to
full support and cooperation of the activities of the
suggeation plan,

2. A systematic routine snd procedure for handling

suggestions 1n joint committee meetings, To enable the joint

conmittee to fungtion efficiently in a minimum amount of
meeting time, some machinery supplementel to the joint
committee 1s needed, Without such machinery the joint
committee will waste an utterly prohinvitive arount of time
and effort in bandling hundreds of suggestions, so the
installation of a suggestion office is a necessary part of
the program,

The jJjoint committee chairmman usually has the ultimate

responsibility to insure cereful and complete investigation

geith vavis, Humen Relatiohs in Pusiness (New York:
McGraw-Hi11l Book Company, &H‘E‘S‘H. Pe 102,
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of each suggestion before the joint committee meetlings.
However, the actusl responsible man Tor each investigation
to its conclusion is the committee mecretary who, under
the direction of the comxittee chairman, has a general know
~edge of the company's business and operations, especially
in the plant, JHls conduct of an investigetion requires him
to assemble facts and figures from proper sources, to discuss
suggestions with employees whenever possible, to assist then
in securing any needed additional date, and to s ssist super-
visors in making sketches or referring to drawings or records
when necessary. He must be capable of belng diplomatic in
his personal contact with persons who are making suggestions
and of msecuring the cooperetion and confldence of supervisors
upon whom he must often ecall for actlon, opinion or help
during an 1nventigntion.5

Hies mejor funectlons are investigation, record and
report. However, a carefully planned process system in the
suggestion office is polnted outt6

&y Time-stamping of suggestions when they come into

the office.

bs An adequate filing systeu,

¢. An asccurate suggestion indexing system,

d. Acknowledgement of suggestions, .

e. Suggestion lnvestigations,
. Supgestion action,

Spenz, op. elt., ps 38.
6,!2_1_9,0.’ PPe 31"3;-
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g+ Buployee contact.

he Closing the file,

1. Docket system.

J. Awards,

ks Announcing results,

1, Publielty,

3. Adeguate rewards, Falrness and adequacy of awards
are important to the success of the suggestion plan, The
General Motors plan, which is reviewed below, is one of the
most carefully worked out and most successful of all plnni.7

Under the General lMotors plan, the employee whoge
suggestion ig adopted is granted a reward iIn the form of
U, 8, Savinge Sonds and Staups,. ﬁbrcmon and other supervisomwy
enployees are not eligible under the GM plan, nor are
employees whose regular Jutles belong to engineering,
processing, tool designing, and production planning. The
award is given equal to the value of the saving material
and/or labor for a certain period. PFlve major classes of
the award are glven as follows:?

Class At Suggestions which relate to the employee's
own job and which result in a saving of saterial and/or labor
in current use, and resulting in increased production above
the standard established for the job at the time the
suggestion was made, The minimum sward: the savings on

material and/or labor over a perlod of two months, Maximum

awerd: 950, payeble in U, &, Sevings Bonds and Stamps,

TIbid.; pps L7=48,
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Class B: Suggestions which result in a saving, as
outlined in Class A, of materials and/or labor in curr.ﬁt
use on the employee's own jJob, and, in addition, result in
a saving by other employees on duplicate operations on the
same or other shifts, The award: (1) the savings over a
period of two months on his own operation, plus (2) the
savings over a perlod of one month by other employees on
the sare operation, Maxisum award: $950, payable in
Us 8, Savings Bonds and Stamps,

Class C: Suggestions which result in improving the
quality of production, which lmprove safety conditions, or
which relate to matters not directly eoncerned with a
produective operation, The awards range from 7,50 to $23.75
and are payable in U, ¢, Savings Honds and/or Stamps., The “
speclfic amount is determined by the committee according to
its Judgment in each case,

Clases Dy Suggestions which result in a saving, as
outlined in Class A, of material and/or labor in current use,
on other than the employee's own job, The minimum award:

50% of the savings over a period of two months, Maximum award:
#950, payable in U, S, favings Bonds and/or Stamps.

Class E: Suggestlons which do not come within the
classiCication of A, B, or D, and are not adequately
compensated under Class C, award ils given upon the recommend=-

ation of the suggestion committee,
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II. TEE METHODS TO DEVELOP THE JOINT SUGGESTION COMNITTEES

The joint suggestion comunlttee should consist of an
equal mumber of representatives [Irom management and the union,
The representatives from management should be executives
representing all departments, with the head of the office
staff as chaiman, The representatives from the union should
be & locel and general chelmmen of the unions and appointed
union members from all the shlfta.e

Prequency of meetings can be determined by the volume
of ijeas submitted, but lntervals between sessions should
never be too long, Attendance at these meetings should be
the responsibility of the commitbee meubers to management
and onployon.9

All suggestions submitted guarantee careful and prompt
considerations, The major functions of the committee may be
summarizeds 10

1., Review of all suggestions from date developed in
prior investigation by the suggestion office.

2, Determine awards for adopted suggestions.

BErnest Dale, Gr%itgr P;egggtivit; tﬁ}ough Lahore
%;gggfgf%g 00 ti ew Yorks erican !anagesent
ssociation, s PPe 6L<65,
9mnl' n. w_.' Pa 31.

IOIb! d,
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3. Rejeetion of those suggestions which cannot be

used profitabdbly.

L. Recommendation of further ilanvestigation whenever

the idea warrants further study and conslderation.

Managenent of the Illinois Central fallroad where the

Joint suggestion comuittees have been applied suceesesfully

cltes improvement as follows:

There has been increased ilnterest on the part of
employees and uembers o the various labor organizations
because of the spprovel given the participation by
their general chairsan, Almost unifor=ly local and
general chalrmen of the unions have cooperated., They
soliclt and review suggestions affecting their
ecrafts and help to properly evaluate the benefits
and arrive at proper awards,...ecause employees!
suggestione are reviewed on the ground and in the shop
jointly by company foremen and union chalrmen,
employees more readily accept vsluation, slthough
no great dl{fieulty was experienced hbefore the
changeover,+1

The maln success of the joint comsittees 1s due to €t he

active participation of top management on the comulttees and

the constrmuctive administration of the joint committeecs,

SUMMARY

The nnion participation in the suggestion program results

in developing employee confidence by convineing the employees

that thelr suggestions have been consldered in a falr and

impartial manner,

113.1.. ope clt.; po 65,
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The suggestions submitted by employeer are of great
benefit to management, First of all, the well-established
suggestion program improves human relations with management
by making the employee feel that he 1s an integral part of
the company., Second, the program reduces manufacturing cost
in order to compete better in a competitive market, Third,
the suggestions give menagement the opportunity to educats
the employee in the problems of management and to give a twoe
way channel of communicetion between management and employees,

Last, adequate rewards to employees for worthwhile ideas

keep up the quality of employees to the maximum of thelr value.

Job evaluation, time messurement, and the suggestion
pystem are the basic elements of sound industrial relations
which make it easy to develop a program Tor increased
productivity, but are hardly ever accomplished, One of the
successful methods to develop them successfully is to utilize
unionemanagenent cooperation, Elaborate education and
training in the organization of cooperation must be provided
for labor and management simultaneocusly, BEmphasis on better
machinery and an ilmproved method ror preparation before
cooperation is sought has also been discussed, Thus, t he
results of the jJoint studles above mentioned give more equity
and falrness for job evaluation, time measurement, and the

lngéoltlon gystem., Both management and labor will rain mutud

T Wt R
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understending and confidence in each other, and will become
more interested in the plant as a whole, It would greatly
reduce the labor effortes at obstruction such as restriection
of output, opposition to reduced crews, resistance to changes
in methods and processes, inflexibility in transfers, slow-
downs, "feather-bedding," seniority abuses, exaggerated and
unnecessary grievances, creation of dirffiecult situations,
jurisdictional disputes and work stoppages and strikes, In
other words, there would be greater lmprovement in better
personal efforts such ast less wasted time and materisl,
more punctuality and hetter attendance, faster serviee in
the tool crib, better care and condltioning of the tools,
better quality, better working conditions and surroundings
conducive to improved norale, and better attltude of labor
such as quicker understanding of changes, easler acceptance
of the results, less resistance and a better knowledge of
and acceptance of management's point of view and the problems
of the company.

Thege cooperative forms are not limited tot he three
different kinds of joint studies, tut also enter inte the
areas of acecldent prevention, reductlon of waste, ald to
marginal fimms, technologlcal changes, apprenticeship training
and quality improvement, jolnt stabllization of minimum labor

costs and financlal advice and assistence to employers.




78
In short, the best way to get rid of the reatrictive
practices of labor is to glve labor specific responsibllities,
because by the fulfilment of these responsibilities, they

will achieve commensurate status,

——



CHAPTER VII
MANAGEMERT SECURITY

The lnitiation of union-managesent cooperation does
not come into foree untlil the mutual interests of unlon and
management are determined, Securlity mesns "confidence of
safety” of "freedom from an unfounded assumption of fear or
uneortuinty.'1 Security 1s potentlal energy which mobilizes
industrial socletles, Conflict will continue constently if
union and managcment threaten the security of the group
seeking different goals, such as securlty of unlon and
efficiency in nnnagcmont.z

Security ls maintained through the attempts of the
mutual understanding and recognition of the problem situation
on the part of each group., Under a condition of mutual
confidence there no longer exlsts the conflict between union
and management, instead a cooperative form of behavior is
generated between them, Such cooperation offers a powerful
and indlspensable instrument for the realization of the
limitless productive resources that already have made the

living standarde of the United States of America the highest
in the world,

‘gﬂ.gs.aﬂ.; ley Internationgl Dietionary (Springrield,
Yass,: . « “erriam Coupany, l1f s De .

2Ross Stagner, Psychology 3§6§gdu-tr1§1 Conflict (New
York: John Wiley & Sons, Cep s P .
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Management security is of primary importance in the
initlation of extensive union-management cooperation, but 1t
requires sympathetic union support to assure its continulty,

Management security is galned in maintalning and
developing the following four management objegctives which
are commonly recognized in the professional 11toratur0.3

A, The economie wellfare of the company,

%s Relations with ite own employees,

Ce Freedom of the right to manage,

De Masinesslike, respongible relations,

These four objectives must be recognized and insured

by the union in the initiatlon of cooperation,
I, THE ECONOMIC WELFARE OF THE COMPANY

The first objective of industriel relations is the
economic welfare of the company, It means the building and
maintaining of the competitive poesition of the company through

the unlon participation,

1., The competitive position of the cowpeany,.
Managerments and unlons of the varlous firms must compete to
meet the neede and desires of consumers, The union may insist
upon, and management =may agree to, a certain level of wages,

but the consumer has the last "say.," It is hecessary,

33. J. Lever and Franels Coodell, Lebor-Managemen
Cooperation (Wew York: Harper & Prothers, 1940), Ps 506.
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therefore, for union leadershlp to place some faith in
management 's Judgment as to what wage scale and other labor
cost provision will best promote a thriving, growing busin.al.h

Today mana-ement's concept of cheap labor, as well as
the speed-up, has been changed so that 1% no longer exlsts,
Management realizes that more efflicient, skilled and adequately
paid workers, using modern machines and mechanical power,
produce more at less cost per unit than low-paild hand workers
with primitive toelu.s

The chief concern of management for productivity
efficiency i1s the modernization of the industry by scientific
methods and technological changes, This calls for unlon
cooperation, Management understands that 1t ls lmpossible to
achieve high productivity without recognizing the safeguard
of workers against their loss, Thus, management and union
would be confronted with the complex task of meking the most
of improved productivity without reductions inwage earnings
and working force which would defeat the ultimate purpose of

the union.6 In return, managerent and labor would be able to

thurlcs R, S8ligh, Jr,, What Ma t Bxpects
anized Labor (New Ybr;: N:tIonal Ia-oofaglon o oL
anuracturers, 1955), p. 15.
SLever and Goodell, op. eit., p. 15,

6Kurt Braun, ggﬁggigiﬁgflgggi Cooperation (Washington,
Des Coet The Brookings ‘ on, 19L7)s Pe 163
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develop cooperative schemes of technological improvement
which benefit both parties, Such cooperative schemes have
reslly been practiced, The leading clothing unions which
had fought against mechanization and technological progress
for meny yeers has changed their poliecy from opposition to
bargaining about the conditions under which new machines
might be introduced, Improvements in managerial efficlency
and production techniques were thus suitable means for
accomplishing their objective,’

Consequently, the company will be adble toturn out
goods more competitively priced with higher wages to the
workers, and the security of workers will be protected as
the result of the introduction of technological improvement
under cooperative schemes,

2, Union abllity to contribute., Important to union-

management cooperation 1ls maensgement understanding of the
union's ablility to utilize the factors of production in a
more efficient mamner then by mere union participation in the
introduection of technological improvement, Today the union
believes that no union officer ls regarded as adequately
prepared unless he knows such about management, The national
union often attempts %o give educational sid to t he loecal end
national officers and to send them to speclal classes in

sumrer schools provided by the union,

TIbld. 92 Pe 162,
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e, Union contributlion as to productive efflieclency.
Some uniome provide a speelal departuent Tor produetion
efficleney. In the case of the Internstional Ladles' Uarment
Werkers' Union, it emphasized managerial efficlency as the
chief basis of competition inm the market, and then established
in 1941 & "Mansgement Engineering Department® of its own
under the direetorship of a professional industrial englincer,
It intended to protect workers from lower wages which could
be iatroduced to offset high production costes ceaused by

ine fficlency in managesent, The activity of the department

has been deseribed as rouovns

This departaent ronders assistance in efforts to
improve manulacturing tectniques and operating
methods, Furthermore, 1t furmighes ald in training
shop menbders and coxnuitiees In time-study prectices,
It also serves as @ central clesring agency for
infornation on the level of "falr plece rates” and
on manufaecturing Sechniques and production nzatm
under which these rateées ere pald, The dep ent
taken up relations with the professional ageneles in
ite rfleld end glves services to locel unicns, In
Joint request from a managesent and the unlon
concerned, stall menbers of the department have
studlied suech problems as inecentive plans, production
dirfleultlies, plent lay-out, machine loade, direct
labor coste under dilferent systems of production,
methode of setting pleece rstes and elimination of
frietion between production workers, and have made
reconmendations with respect to them,

In addition to such short-term projects, the
departuent collects data on methode of operatlion, work
standards and rates, snd new developments and trends
in Gthe women's cleothiuy lndustry.

81b8de, pe 173<he
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The services of the department are made easily avalilable

to manufacturers in the development of efficlency in production,

Each summer, the depeartment assigns one or two of its staff
members to the University of Wisconsin Summer School for
workers in order to s tudy new sclentiflc technigues and
innovations in management ou;laurins."

The attempts of union-mensgement cooperastion such as
writing in of the efficlency clause and the creation of the
Menagement Engineering Department are sc¢ unconventional that
thelir introduetion shocked aenbers of management and labor,
The efforts of the union to eliminate the misunderstanding
on both sides and the misgiving of these cooperations are
explained aes followss 10

Julius Hochman, general mansger of the New York
Joint Poard of the Dressmakers' Union, who suggested
the efflclency clause, when a new collective agree-
ment was mgotlabod in 1941, was eompolled to issue
a four-page "Explanation to Our Membership” to tell
the workers that his idea was not a betrayal as the
Paily Worker had called 1t, He set forth that in
the interest of the workers the union had to see to
it that the employees did their jobe better, since
otherwise the whole lndustry would go to ruln and
the workers would be without a livellhood,

Crganized managerent, too, hesitated to accept the
efficiency clause and its concomibants, but after
some weeks of negotistions all employers' assoclations,
with one exception, agreed to t he new polley.

9104des pe 17hs
101bid., pe 173=l.
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Union-anagement cooperation, regarding sales
promotion beyond the fleld of production efficlency, also
greatly contribute to efficlency., “ince expancion of
production will result In overproduction unless there 1z a
corresponding demand ror the product, sales practices, price
policies, and methodes of increasing the demand for eclothing
also have become & point of mutual concern to unlons and
management in several sectors of mm-tn.u Other coopera~
tive efforts are educational effort and financial ald to
management,

In return; such union efforts for the economic welfare
of industry greatly contributes to gain -nnagmnt'i
confidence 1n the unlion, The potentisl value of labor's
contributions and the possible effect on labor's own attitude

are pertinent factors.
II, RELATICNE WITH IT8 CWN EMPLOYKES

Individual liberty of employees 1ls essentlel for well
developed employee-msnagement relations, The management
accepts unionism on behalf of both ites employees and the
company, However, unions do not always gilve. first place to
the interests of the workers in the Individual enterprise.

nlbldo, Ps 178.
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Industry expects the union to emphasize and respect the
indivliduel liberty of employees in the aceivitiolalz

l, The individual employee has the inalienable right
to Jjoin or not to joln a labor union, Thus, the leader of
union has to refreln from efforts to coerce the employee
into the union against his will,

2, The unlon should cease its unremlttin: efforts
to remove or circumvent the legal proteetion of the right of
individuel liberty of workers which are contalned in the law,

3. The union should have a democratlc structure by

which 2 union mexber has a resl voice in all measures affecting

his welfare, His voice should be listened to by the leader
of the union and be fully considered before the calling of a
strike, His right of dissent should be protected and selfish
officials removed by the ranke-snd=file,

e A union member should not be required to submerge
his personal interests unduly or altogether in the lnterests
of the group, Every individual employee is entitled to
advence as far and as fast as his abllitles will teke hiwm,
and he should not be held down by group interest such as the
overly rigld seniority rules and other fbrma,

In return, management will feel more confidence in the

union 1f the union attempts to bring loyalty of employeces

12¢harles R, Sligh, Jr.,

What Sanagement E cts of
nganlseg %;bor (New York: National Assocliation o% ﬂnnd%:bturor-.
» Po ®
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to the company as well as to thelr personal benefits through
the developing end promoting of individual liberty of

employees,
I1I, 7THE FREEDCM OF RIGHTS TC YANAGE

The freedom of the right to manage 18 the golden rule
of free enterprise and 1t should not be violated by any
means of labor practices, Today many a responsibility of
one of the parties becomes the Joint responsibility of both
the union and management, However, one of the great fears of
management is whether union cooperation encroaches upon the
fundamental rights of management., Such fear is caused by two
reasons: One is the misinterpretation by both parties of
the concept of responsibllity and authority; and the other
is the exclusion of management to the rights of manngalnt.

1. The mesnings of responsibllity's and sathority's
conecepts., The argument of management in the initlation of

cooperation or a basle conflict in the administration of joint

comnittees concerns the matters of responsibility and authority.

Because responsibility and euthority have different
meanings in the different levels of organization, both union
and management are confusing the differences of the meanlings,
The characteristice of joint committees are similar to those
of the board of directors, Davis defines the differences of

— e . g
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responsibllity and suthority between e xecutive and trusteeship
on the board of directors as follows:l3

The trusteeship level in a corporation is the board

of directors, Its responsibility is to provide gulding
policy and to represent the interests of stockholders
send other groups, It is not generally "executive" in
nature, meaning that it does not day by dey decide,
direct, and "execute” the fim's activities. The
president 1s generally the top executive level in the
company. The executive enviromment is one of single,
direct, and foreceful action whereas the trusteeship
environment i1s one of group action, csutlon, and
compromise of different interests.

Exactly the same prineiple of trusteeship 1s applied
in the committee system, Or the responsibility and authority
of the committees are to provide gulding policy towards
increased productivity and to represent the common interests
of labor and management, Its environment is one of group
performance, criticism, and compromise of different interests.

The stage for conflict between union and management
will continue unless each understands the nature of the other
and unless management which is playing two roles as committee
members and oxoentivcn in the company are flexible enough to
change from one to the other, Furthermore, aathority must

be equally delegated with dutles and responsibilities,

Under the understanding of these principles of authority

and responsibllity by the union and mansgement, both parties
may enjoy joint responsibility of both,

13geith Davis Relatlons in Businese (New Lork:
HeGraw=E111 Zook coép%‘!my. Bt ety e
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2. New philosophy rpegarding the rights of management,
The general opposition of management to the joint clause often
requested in union contracts causes the boundless uncertainty
of management as to whether the joint unione-management
cooperation will prove the opening gate for furthering an
invasion of the prerogatives of management, Today unioniss,
most of management belleve, has become =0 powerful that any
concession by management will lead to further demands by
unions, Dale interestingly explainas about it, "give them
(unions) an inch and they take a nllo.'lh

Such fear of management was felt especlally in
industry where the company did not experience the extenslive
cooperation in which management shares the right of manage-
ment with the union,

The cause of the nation's blggest strike lssue of
steel industries In 1959 wae in regard to the sharing of the
rights of management, James C, Phelps, assistant to ¢t he
vice=president for industrial relations of Bethlehem Steel
Co., has said, "To the extent that management's sphere of
action is not limited by a unlon agreement, its rights are

unimpaired by the contract,"15

ligrnest Dale, Great Productiv d%gggg‘g Labor=
Hnna§¢nnuh élov York: erican 'anagement Assoclation,
s Pe 96,

159nas1c Strike Issue,” Nation's Dusiness (August,
1959” Ps tl.
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Should "Management's Prerogatives” be the exclusive
rights of management that cannot be touched by the union
today when the union 1s so powerful? Tre problem of
"ianagement's Prerogatives™ becomes less importent when union
and managenment achleve genuine cooperation with each other,
Once the parties begin to discuss thelr problems freely any
"fence around the rights and responsibllities of management
on the one band and the unions on the other” is broken down,l®
The truth of thls fact has been proved throught he long
experlence of extensive union-managesrent cooperation in the
clothing industry as followss 17

Thol (clothing manufacturers) have lost more of
thelr "management prerogatives" than employers in
other industries who--voluntarily or under statutory
compulsione-bargain on a less extensive scope. 4in
return, they have gained a considerable amount of good
will on the part of the unions and workers, If, on the
one hand, the employer can no longer do business
without, or with but 1little, in regard to his workers'
speclific interest, the union, on the other hand, cannot
and does not pursue policles which give no considera-
tion to the industry's interests., Labor has become
more industrye-minded and has s greater incentive to
coneern itself with improving efflciency and produce
tivity, In working for thelr own ende, unions bear in
mind the close lnterdependence of the welfare of the
workers and that of thelr employers, Participation
in shaping policies of individual enterprises and of
thelr industry es a whole has given them a strong sense
of responsibllity for the progress of the industry,

"imurt Sreun, Dpleniisapssnens ceoperstion (Veshington,
De Co¢t¢ The Brookings Ins on, s Pe .

17xb14,
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Consequently, with the growth of mutual understanding,
the responsibllities of one of the parties today may-ell
become the joint responsibllity of both parties tomorrow,

IV, HBUSINESSLIKE AND RESPCNSI 5LE RELATIONS

Management inclines to refuse any sort of soclialism,
All parties to industrial relations should be businesslike
and responsible, Today management feels suspiclous of the
union's entrance into (or interest in) soclalism because of
the fact that nonopoly unionisn of en irresponsible nature
has developed a new federation which enables 1t to control
the entire labor supply of an industry, has vast funds end
zanpower and means of communication at the dlsposal, and
thus enables it to seize political control of the country to
the greatest possible extent.l® Such strong concentrated
power may enable the unlon to exerciese effective control
over either or both pelitical parties,

However, George Meany, President of AFL-CI0 emphasizes
that the new federation bhas not any intention of setting up
e "labor party.," leany also stresses that the capltal needs

of a free econony are Just as important to organized lsbor

18"ynion Leaders Move into Government," Nation's
Business, (Oectober, 1959), p. 39%. '
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as they are to managl-on$.19 Sut could the gquestion be
answered by such disavowals?

The current union 1s more likely to be merely a publie
service organization to wage war on the entire soclety in
order to maximize its leverage &t the bargaining table than
to be a pure labor organization for reformist aim, and its
"free" collective bargaining is used without regard to t he
consequence to the community of the bargalining agent's
decision, Thus, the industry la inclined to view the monopoly
of unionism as intended socialism in the potentlal,

The brief studiees of the history of unionism in England
is of value for management to knowj it is the ¢t omorrow of
unionism in the United States. Unless sound unionism la
protected, the United States will go as the °ritish industry
has, At first unionlism iIn Englend was purely arn instrument
for collective bargaining between exployer and employee, then
it moved to a labor party based upon Fablan Soclalisa, Flynn
concludes that socialization takes the following procodurollao

What the radicsal labor polliticlans wanted was the

officers, the funds, the educational machinery of the

unions, And this propagandse apparatus they proceeded
to use upon their own merbers, The members of the

19¢harles R, Sligh, Jr., What ¥ ement ngggts of
Orzanized r (New Ierk: laéimI Assoclation o i
Fanuimecturers, 1955), ps 17.

20500n T, Flynn, The ad (New York: The Committee
for Constitutional Government, inc., 19.9), pp. 0283,
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unions take little part im union aiffairs, They expect
thelr leaders to fight for them for higher pay,
ghorter hours and better working condltlons, I the
leaders do thils jJob energetically and successfully,
the xembers are satisfied, The leaders have been

able to bring to bear upon the minds of thelr members
a vigorous propaganda pressure for all sorts of other
blessings which are to come, not from the bosses, but
from a benevolent government,

This immense, powerful, well-financed propaganda
apparatus of the unions 1= the (lrst goal of the foclalist
Planners, The father of Fablan Soeialisn, G, D, H., Cole,
says, "They hoped that 1 they could get the trade unions
to colleborate with them,,.the rest of what they wanted
would speedily follow,"2l

The chief emphasis of Fablan Soclielism is aimed at
welfare and reform measure in the direction of the Welfare
State, None of these welfare matters le called socialiasm,
The plan of the movement of Fablan Socialism is briefly
summarized by Flynn as rolloullzz

1, The first feature was the Fablan Soclety ltself,

which became the political plsnning machlne that made
the plans, was the training school for foclalist
leaders, schooled speakers and writers and leaders,
directed the national educational program and acted
as the general staif of the movement,

2, The Fablians began by advocating not a Soclalist
State but a Welfare State as the prologue,

2lg, D, H, Cole, British Worki Class Politics, 1832«

22311gh, op. git., ppe 1h=15,
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3. They resolved to offer their pro in small
successive sections--by means of gradualiss, as 1t
came to be known,

i. They decided against total State ownership of
lend and indastry. They proposed State ownership of
the great basic functions--credit, electric power,
transportation and basic metala, The balance of the
economic system would be left in private hands, but
operated under plans made by the State,

S« They held they must capture the mind of the working
class and to that end must take over the apparatusee
that is, the officlaldome-of the labor unions,

6. They decided to forx a political amme-a party=-
which later became the PFritish Labor Party,.

7« They dceidcd'to begin by cooperating with the
Liberal Party, which corresponded to our Demoeratic
Party, until their own Labor Party acquired strength
enough to dlsplace 1it.

8. They agreed they must penetrate and capture the
instruments of public opinion and informstione«the
writers, the churchmen and the schools,

Today some leaders of Americen unions are captured by
socialists, For example, Samuel Gompers, President of AFL,
has applied the original British concept of the unlon inte
AFL, Walter Reuther, Fresident of UAW, who saw communism in
action in Russia, belleves that planning 1s one way to avoid
the succession of booms and buste or the automoblle industry,
"planning” means submitting the entire industry to a Soclalist

Planned Economy.23

zs_x_l’-_d.u ppe 86«7,
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The main struggle of the steel industry over 1959-60
was related to the strong opposition of management concerning
the workerule provision demanded by the unlon, It 1z quite
natural that management would oppose such unlion demends
when management fears labor control of the steel industry
and when the soclalists are generally inclined to the
socialization of baslec industries.

In return, if the union has no intention of soclallsm,
it should refrein from discouregement of capitel formation
which helps industry survive and which sustalns 1lte growth
of the industry, by the attespts of the unlon to seek higher
wages and fringe benefits which the economy cannot safely
nboorb.zk It should alsc refrain from keeplng ites political
activities out of labor-management relations, and from gaining
by endlese union monopolization what cannot be justified
oeonnmioally.zs These recognitions of the union, the balance
of powers and the statesmanshlp of the union, afford two
great foreces to bulld and strengthen the extensive union=

management cooperation,

&Joh‘. m " n
gas, "Industrial Relations 197 Vital
Speeches (Aupust 15..1957). pe 631, &

25charles R, Sligh, Jr., What W . ts of
Orggglgod Labor (New York: Netlenal la-ociation o% st
anufacturers, 1955). Pe 194



CHAPTER VIII
UNION SECURITY

The integrity of unionisa which is Indispensable for
Joint union-management cooperation has been dlscassed in the
previous chapter, Todey the union has greatly changed and
grown in nature, The most lmportant single factor affecting
the growth of the union 1s the securlty of the union,
Regardless of the saying that management's attitude toward
the union is substantislly influential to unionism, 1t
depends upon the degree of management aceceptance of the
union as coexisting institutions, upon its conduct of
bargeining and upon the substance of the bargains made with
unions,

In general, the union is more constructive and more
cooperative with mansgement if the institutional needs of
the union are met, Most unions accept the concept of lree
enterprise under whlch management and union have to have a
high sense of responsibllity, not only to their stockholders,
but to thelr employees and society, Management and union
are Jointly responsible to L hem, )

The sense of the responeglibility of the union for them
does not exist without the recognizing of the union security
by management, Its security includes organizational security
and the security of the union of ficers,

¥



I, ORGANIZATIONAL SECURITY -

The firet concern of the union is for its own security.
The freedom of the unionization of workers and the »ight of
the organized labor should not be lnvaded by management, All
resources are mobilized to defend the union when management
refuses to deal with the union, or when management seeks in
various ways to undermine union's position, The union is
severely protective of itself againat encroachments by rival
unions, and tries to prevent its position from being weakened
by management discrimlnation, and to prevent & relaxing of
the interest and support of the mmborl.l Thus, management
should refrain from 1lts irresponsible denlal of unionism
simply because of political institutions, or refrain from the
attempt of company unlonization, A genuine fear of the
unions for cooperation 1s caused by the fact that cooperation
mey mean an atbtempt to exclude the union, to reduce its
influence by suspected company unionization to train union
members in managerent ldeocloglers and to [orce concessions

unfaverable to the -union-z

1Richard N, Owens, %ﬁ t Enterprise
(Homewood, Illinois: Richa . n, Inc., Yy Pe E;%.

2gmest Dale, G rFmguiiE; b h Labore
%wﬁ%g b1 ew lork: ricen lanagenent

ssoclation, s PPs 102+3,
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Consequently, the development of the security of the
union is a genuine acceptance of organized labor on the part
of management and 1ts sincere attempt to convince the union
that there is no thought of undermining it through the

union-management cooperation,
I, TEE SECURITY OF THE UNION OFFICERS

Management should recognize the union officers as a
construetive force, Many unions reported that t hey had
offered cooperation ag to increared productivity to manage-
ment, but their offers had not been accepted, These fellures
of their proposals caused the most reactlonary, selfish, and
profit-minded elements ol the 1ndustry.3 Management should
carefully study unions' proposals on the basis of rellance
end judge them on the basie of thelr economle scundness, and
should refrain from embarrassing union ofticorl.h These are
all sources for the success of the committee which directly
responds to the loyalty of the membership and the maintenance
of the membership as the securlity of the union officers,

The collaboration of the unlon officers themselves to
the success of the committee also yleld the security of the
officers, To do 8o, the membership should Bo thoroughly |

informed of the comaittee's work at each step with full faets,

31b4d., p. 106,

by, =, Pugas, "Industrial Relations--1957," Vltll
Speeches (Aupgust 1, 1957), p. 535.
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and the union representatives of the committee should report
frequently to shop stewards and educate them to pass the
information on to the rank and file, Furthemmore, the chance
of success in a major new project should be thoroughly
studied in advance before the committee explains 1t to the
rank and flle, and the matter should rest upon a membership
vote, Some turnover of the committee members could be given
to aid 1in spreading experience and so to reduce uunpieion.s

Consequently, the essence of the securlty of the
union officers is the sincere attitudes of both union and
management to supply adequete infommation and data, to
consider the proposals of each slde with care and to glve
sufflclent time,

III. THE CONSEQUENCE OF PEILOSOPHY EFETWEEN LOCAL
AND NATIONAL UNION

Intra- and lnter-union disputes may make cooperation
difficult, Several well-functioned commlttees have been
obliged to be disbanded becausge cooperation was not in
accordance with the national policy.6

The loeal union usually has to have the national

approval or face diseipline and expulsion if the local union

50!1‘. _1°_°. 21-!_.
61p1d., p. 108,
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cooperates independently from the national union, Such
approval may not be difficult to obtaln, Ilowever, cooperation
may be withdrawn at any time 1f the national officers begin
to rear chenges of "collahoration" or decide the local is
losing 1ts militancy in consequence, |

The 1issues of opposition by the national union for the
Joint unlion-management cooperation may be due to any one of
the following uunna

(a) Basic revolutionary philosophyj (b) a policy

of industry-wide disputes; (e¢) the fear of leosing
control over the local union which may become "too
loyal® to the employer; (d) the fear of intrse-union
disputes between c coperation and non-cooperation
locals or members within the local; (e) the fear of
rival unions (e.g. "absolute unwillingness on the
part of John L, Lewis' union to participate becaise it
was Phil Murray's idea"); (r) the absence of a
competent staffl at the national office to ¢ ontrol
cooperation and carry it out properly; (g) the
feeling that the union must insist on a degree of
cooperation which many firme will not grant,

The favorable and unfavorable aspects of control by
the national may be accentuated by the trend toward closer
and stronger concentration of econtrol into the hands of top
leaders, Thus, the role of shifting centers of power in

cooperation needs to be taken into account,

TIvid.
81v14., p. 109.



CHAPTER IX
UNION-MANAGCEMENT COMMUNICATICHN

A system for transmitting and recelving information up
and down through all levels is a basic requirement for any
organization that hopes for union-management cooperation,

The union and management have experienced inadequate infor-
:Qntion between them or fallure to make each other understand
the other's point of view, Improved communications tend to
improve union-managewment understanding end relations, In

turn, good union-management relations aré a helpful background
to the most satisfactory development of in-plant communications,

Good union-management relations result in the recognition
of the faet by both parties that godod intra-conpany and
intra-union communlcations are important., Murtheruore, an
attitude toward transmitting information 1s enother faector
of it. The attitude of mutuel trust and confldence is
basically important, Such mutual confidence may not exist
if top management is unwilling to share informatlion with the
union officers or if either side 1s unwilling to listen with
respect to the other,

In the case of Johnson & Johnson and iooul 630 of
Textile workiu Union of America, these officers met weekly
with company officers on an extremely friendly besils., Moreover,

the door of the chairman of the board was always open to the

159873
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union representatives, Fanagement was willing to cooperate
with union representatives at the national level insofar as
their questions involved the Johnson & Johnson plants
organized by the Textile Hork.r!.l

The employee iz conscious of being a member of both
the union and of the company organization, As the focal
point of communications from both asides, the workers strongly
desire information that has the epproval of both parties, On
a number of subjects they are often likely to be able to
secure sccurate information from either the foreman or the
otowu-d.a This joint communiecation on a cooperative bi-lateml

basis seems outstandingly desirable to the rank and file,

I, THE HETEODS CF DEVELOPING JOINT
UNION-MANAGEMENT COMMUNICATION

The objectives of the joint union-management communiceblon
is to create improved efficlency of the organization, The
joint communication makes a much closer coordination of
menagement 's and union's informational programs, The Johnson

& Johnson study showed that the union's staterent was not

lgelen Baker, John W, Ballantine and John ¥, True,
‘l'mnaggt# gfeg;tggg !E%&ﬂ an_.' nﬁne d Union
anness (Princeton: rinceton University, &9 2 Ps 61,

21bid,
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in accord with the oc-p.nv!t>pcltoy.3 Thus, more extensive
communication ie indispensable to the erficiency of the
companyes

However, there is the limitation of the jJjoint
communication because of thé fellure of departuent heads and
supervisors to understand and reflect top managenent's
policy on collective bargaining, and there is confuslon as
to the responsibllities of foreman and shop stewards in
keeping the employee informed, A fundamental obstacle was
the dirfferent objectives of union and management; the union
wag dissatisfied with the information received from
management when bargelning was ccnducted at a level below
that at which policy was dotcruinad.h

These conditions may be improved by recognition and
clarification of the roles of both parties in keeping
employees well informed, but only limited communication is
practlical, The following conslderation 1s necessary for
the achievement of even a limlted oamnunioationug

1. The total fracework within which comsunicatlons
are carried on must be taken into aceount, These are the

organization and objectives of both the company and the

3Ib16.' Pe 19,
bivid., p. 128,
slbldop PPe 128013°.
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uniony the type and edueation of individuals predominating
in the group; the ability of supervisors and shop stewards;
and company and anion relationship,

2, Management's acceptance of the importance of the
union in communications with enmployees i1s an essential element.

3¢ The union must be willing and able to fulfll ite
regponsibllity as a major chamnel of information,

i, The first-line representatives of union and manage-
ment must be well informed and willing and able to transmit
information, The foreman and the steward are an important
link in the chammel of sowmunlcations, It 1is extremely
fmportant for the improvement of communicetions in the shop
that they clearly understand the basic aims of their
respective orgenizations, and of their responsibility in
interpreting these alims,

S. Recognition of the common interest as well as the
duality in management and union communications is ilmportant,
It is evident that substantlial efforts can be
developed only along with a complete recognition of the dual
and independent functions of both parties, This is the real

success of strengthening lmproved communications,
IXI. THE TECENIQUE® OF SUCCESSFL JOINT COMMUNICATION

Well planned methods of communication keep the

organization functioning smoothly. Certain problems are
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likely to be feced by any group in developing satisfactory
procedures, The following aspects of technigues are
eonaidorubl.t6

1, The selectlion for each specific subject of the
most effective media or channels,

It 1s primarily necessary %o give information
repeatedly through several media for each specific subject
in order to keep many of the workers informed accurately.
These media include written for:s, pletographs, movies, or
the voeal form of personal explanation of supervisor, steward
or both., Fersonal chamnels are far better than printed
media in matters.

2. The need to write or speak in terms understood
by the group,

3. The need to present broad subjects in terms of
the personal interest of the individual supervisor, steward,
or worker,

lj« The value of participation ln gaining understanding,

Infomation moving upward or downward should dbe in
the fom of written messeges, or personal statements with
full discussion, Then resulting actlon would respond to
understanding,

6Ib1d.’ pp' 131-138.
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Employee knowledge of union objectives has a high
correlation with attendance at meetings, Small attendance
at union meetings suggests that workers need more then the
opportunity to participate, They need to be convinced thet
participation offers more in personal satisfaction than it
costs in effort expended,Tl

It is very important $o have carefully planned methods
of communicatione in order that the reciplent may understand
what he 1s being told.

71914‘; pe. 133.



CHAPTER X
TEE FAIR DISTRIBITION OF CAINS

The development of suceessful union-management
cooperation establishes distinet relationships between the
effort and the reward by which labor is stimulated to yleld
continuous cooperation in productivity, One of the main
fallures of cooperation is ambiguous statements or no statements
regarding the "falr" distribution of gains which would da
expected by cooperation.

. The purpose of the study in this chapter provides not
only for a possible solution to & more equlitable income
distribution, but alsc for building a cornerstone in the
extensive unionemanagement cooperation, The besle problem
of the "felr" distribution of the gaines concerns what part
of the gains that acerue from increassed productivity, s hould
go to labor and what part to menagement, CObviously, there
is no absolute standard for a "felr" distribution, The share
may be fiked most reasonably with understanding at the
collective bargalning or speeclsl union-management negotiation,
However, the subjeét of the "falr" dlstribution will have to
involve mot enly increased productivity, but; snles increase
often derived from increased productivity, The application
on the sharing for both increased productivity and the increase
of sales 1s to reach the culmination of the extensive unione

management cooperation,

——
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I, PREREQUISITES TO "PAIR" DISTRISUTION OF GAINS

The accomplishment of the satisfactory fair distribution
gains requires certain basis in advence:

1, Manegement should pay s fair wage under the job
evaluation and time measurement system already mention in
the chapter IV and V,

2., Yanagement should have the confidence and trust of
its workers, It is difficult for the principle of the falr
distribution to be installed and it has little chance of
succese 1f introduced In an environment of mutuel distrust
and intolerance.

3, Imployee comnmunicetion and education and
participation on a large scale should be offered sufficiently,
One of the malin causes of employee apathy and dissatisfaction
for the current distributlon of the gains results in the
fact that the workers are not informed about the principle
of fair distribution, With the Mll understanding of this
principle, the employee 1s then more likely to sccept with
grace the non-sharing periods or years when there is nelther
increased productivity nor sales increase. The absence of
these sharings rather serves as an ineantiv; to operate

efficlently during the next perlod.l

liawin B, Flippo, ng?% Sharing in American “usines
(Columbus, Chios The Ohio Stabte Cniversity, 195L), Ds



109

L It is important to understend in advance that the
purpose of the falr distribution of geins is intended to
establish a broader and more general type of incentive in
contraat to the speeific individual end group incentives so
effeetively created by an incentive wage system, Thus,
higher productivity iz to be achieved through the adoption
of both the falr distribution of pains and incentive weges.

furthermore, the method of incentive wages should be
group incentive rather than individual if it 1s avallabdle,
The basiec reasons for spplying the group incentive plan are
as follows:® (1) efficient adeninistration such as seving in
accounting, erediting, and inspection by the utilization of
group incentive; (2) team works (3) the community of interest
and mutual benefit; and (l) selfediseiplining,

S. The type of supervision should be the consultive
supervision, or democratic, in order tc inerease both
employee morale and productivity,

There 1s some difference between consultive and
democratic supervision, In consultive supervision the leader
brings problems to the group for their decision under hie
guldance, Thie glves a greater shift of decision-making

2R, H, Landes, "Application of Group Incentives,”

PH&E Ag_i%_g?_ggf ﬁg!“ﬁ Incentives (New York:
erican #‘Q‘BQ‘. £80clation, s PPe =il



110
responsliblility to the group, It 1s limited to be eapplied
at a present tlmo.’
The careful consideration of these five factors may
contribute to a smoother and & more complete achievement of

the purpose of the falyr distribution of gsins,
II., TEE BQ ITAELE SEARING OF IKCREASED PRODUCTIVITY

Idealistically, the distribution of the gains of
inecreased productivity should take the form of equitable
sharing which 1s commonly admltted as the direet reward
closely related to the labor effort involved in cooperation,

1, The equitable method of distribution, The finding
of an equitable method of distributlon to the group concerned
is the great difficulty in sharing the gains of inereased
productivity, because the increase in productivity is
produced by the intricately interwoven process of both
improved managerial methods and labor contribution,

An accurate and rellable formula to measure lnereased
produetivity must be set ups An aceurate formula is generally
complicated and difflcult to understand, but the simple formula

is often inaccurate and thus unsatisfactory on the ground of

3Keith Davis, £ in Business (Wew York:
MeGraw~lill Book Company, Ifnc., )s P 555.



111
inequity and unfairness, A fommula which is a compromise
between the two extremes should be designed to galn labor's
support,

To insure the sccuracy and rellability of the formmula,
necessary end full data should be furnished by the accounting
system of the firs, The validity of the data may be obtained
by measuring the changes in productivity nccuratoly.h

2., The method of sharing, The most common method of
sharing the gaine of increased productivity 1s to take this
factor into account Juring colleetive bargaining negotiations
and increase wages in proportion to the increase Iln producte
ivity, resulting from unlon-management cOOporution.S

A certain proportion of the increased productivity is
to be set aside for sueh fringe benefits as these: (1)
supplement unemployment compensation inecluding technologiecal
changes; (2) funds for retirement pensions, sickness or
disability allowancee, or vacation, In practice, such
sharings are too small to cover these benefits adequately,
therefore these sharings are reinvested to expansion or
improvement of company in order to maintain or increase job

uoeurlty.6

LErnest Dale, Groiter :iEdngiivltx throuzh Eggggn
M ent Cooperation ori: erican Managemen
ssocliatlion, Isﬁg!, Pe 117,

5Ibid., pe 116,
6Iblde, Pe 117.
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The method of the Pollak Steel Company, Marion, Ohilo,
of sharing increased productivity took the form of sharing in
labor cost reductions, A carefully thought-out method of the
gsharing was reported as followss !

1. The stendard time required to produce and ship
one net ton of steel was calculated over a period of five years,

2, For each period of four weeks the actual time
required to produce and ship one net ton of steel was
calculated,

. 3, The difference between 1 and 2 was multiplied by
a standard based wage rate per hour,

i« Of the total amount of money saved, one=half was
get aside for the employees and divided by the total number
of hours worked; the other half was retalned by the company.

S5« The result was the nuwber of cents per hour to
be added to earnings in accordance with total number of

hours worked,

Tivids, p. 118,
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Examplet (Not Actual)
Standard time of one net ton of ”..1.-...0-'.0000 gg hog”

Actunl Clo@.ssesssscsssnsssasnssoncsncasnnsnanna

Total number of hours worked in four weeks.....e 36,000 "
Total number of hours saved..sssescesssscncncasne ,.I,OOO .

Total cost of hours saved (average hourly wage
rnto--.I,OO an ..‘P)nconno-o-oo-oo thooo
Employces'! share S0Resenesassnsssnssssncrssssnne {52.000

Hourly rate increare_{ Peesesensssssssacsiee § 005} an hour

Under the Pollak.ﬁtacl FPlan the extra earninge for
12 monthe from March, 1947, to February, 1948, amounted to
646 cents per hour.

III, THE FAIR DISTRIBUTION OF SALES INCREASE

A popular method to assure & more fair distribution teo
labor 1s through the sharlng of the gains of sales increase
1inked to the increased productivity, The sharing usuelly
takes the form of profit sharing, In recent years it was
intended not only as the method of indireet reward for labor
participation, but also as the method of lmproving employee's
benefit plans,

The importance of profit sharing compared with the
sharing of increased productivity is in the recognition of
an individual velue with the company rather than mere
physical share of labor efforts in the latter, Thus, in

profit sharing, the minds and attitudes of employees are
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regarded as of equal importance with company, if not greater,
in accomplishing the specified objective of en organization
with maximums economy and ottcct!vcnoa-.a

1, The methed of the profit sharing, The profit
sharing plan 1s divided into three basic types of plans:

(1) cash or current distribution, (2) trusteed or deferred
distribution, and (3) a combination of ecurrent and deferred
dlutvibutlon.9 There are advantages and disadvantages among
these types of the ?lsnl.

However, the method of profit sharing might well take
the type of security plans, as the deferred distribution plm
type, that would yleld benefits for their employees supplemen tary
to those under the governmental systems, The range in the
per caplta amounts distributed by the profit sharing is
relatively narrow, the company's tax is rising, and the
government system for the securlty benefits such as pensions
under the Soclial Security Act and the unemployment compensation
benefits under many state laws are inadoqunto,lo This & ype

of the plan 1s also quite effective even during noneprofit

petiodl.11
8Edwin B, Flippo, Profit A;ericln Bus inoln
(Columbus, Ohio: The 0&1 e o n vor' s 1950 )s Pe

9Ibid., pe 20,

10yi111am ¥, Fox Be gorggggil ¥anagement (liew
Yorks Henry Holt and aompany, ?i;

1lF1ippo, op. cites pe 129,
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¥Most industrial pension schemes must now be revised

to adjust them to and effectively make them supplementary to
the national retirecent legislation, Thus, the share of the
profit should be met currently in the first instance to
strengthen the financial basis of these schemes, As the next
step a share of the best years can be used to the advantage
to employees if pald into the fund or 1f not necessary to
liberalize their beneflts, In fact, the most eflfective final
provirion in this diveetion would be the use of profit
sharing to subsidize employees' savings,

Sears'! stocke-ownership profit-sharing plan, which has
been in existence sinece 1916, is a highly successful and
welle-egtavlished profit-sharing plan with a record of the
longest survival of the plan end the largest mumbers of the
participants of the plans now in existence, The Sears' plan
is a deferred plan and the profits are invested with employee
contributions for the purpose of retirement,

The plen has piled up a fund valued at more than £350
million, of whiech the company has contributed some L5 per
eent and the employees 15 per cent, The balance includes
interest, dividends, and an sppreciation of #118 million in
the market value of the fears stock in the fund, The averare
investment balance for each participant in the fund accounts

for $608 in cash plus fifty-two shares of stock worth some
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§2,700 in 1956, The higher the seniority of the employee 1s,
the more he has to his credit: rfor example, a bookkeeper
with thirty years' service who has put in $3,000, has
withdrawn $5,000 for personal use, and still has $},000 in
cash and $38,000 worth of stoclk,l2
The method of the Sesrs' profit-sharing plan is
susmarized as followssld
a. Eligivility
All fulletime employees with 1 year's continuous
gervice who deposit 5% of thelr salary to a maximum of £500
per year are eligible,
b, Determination of amount available for distribution,
The company econtributes 5% of combined net profits
before deduction for any dividends or for federal income
taxes, The fund is invested in capital stock of the company,
but trustees have the privilege of investing in other
securities,
¢e Basisg of apportiomment,
The share of the profits 1s eredited to the
depositor's accounts in proportion to the employee deposits

and length of service, Depositors are divided into lj groups:

12rox, loc, gits.

Li7he Savings and Profit Sharing Pension Fund of Sears,
Roebuck and Co, Employees, Jume 16, 1953,
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Group At lers than 5 years' service, share prorated according
to deposits of previous yearjy Group 53 5-10 years' service,
share prorated according to twice deposits of previous year}
Group €t 10«15 years' service, share prorated according to
three times deposits of previous year; and Group D: 15 or
more years' service, over 50 years of age, share prorated
according to four times deposits of previous year,
ds Form and frequency of payment,.

Company paysents are deposited in the fund annually,
The entire amount to the eredit of a depositor may be withe
drawn after 5 years' service, If a depositar has not completed
5 years' contlnuous service, he may withdraw only the amount
he has deposited, plus 5% interest per annum compounded
semienmually, However, if a depositor dies or if his service
is terminated neither of his own volition nor because of
unsatisfagtory work, he or his beneficlary receives the money
and securities credited to his account,

e, Administrative agent,

The fund is managed by two agentss the board of
trustees and advisory councll, The board of trustees
consists of five delegates, These trustees are appointed by
the board of directors, ihc advisory councll consists of
nineteen delegates: ten to be'elected from and by retall

store employees; five from end by malleorder store employees;
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one from and by the Chicago Parent Urganization employees;
one from and by the New ¥ork Parent Orgenization employees;
and one from and by Allstate Insurance Company employees.

The advisory council holds regular seml-annual meetings
with the board of trustees, At other times meetings of the
ecouncil may be called by the board of trustees,

2, The eonseguence of the profit sharing with the
union, The union has combated the profit sharing as an
anti-union strategem, One of the blg problems is whether or
rnot the plan should be included in the unlon agreement, In
this respect, management's traditional a Etltude towerd this
has been one of opposition because 1t feels that profits are
not bargeinable, snd that collective bargaining would lead i
to & union !nveslion of suchsareas as sales polliecles, executive |
sslaries, and financial policles, all of which directly
affect profit and the profit share,ll

Cn the other hand, there 1s some evidence that the
union would like to make the subject bargeinable, The late
Willian Green, former President of the AFL voleed in testimony
before a Senate Committee in 1938:

It follows that we are equally unwilling to see the

scope of collective bargalning narrowed so that profit

sharing or eny other new provision affecting wo
relationship must mean an extension of collective

Wgawin 3, Fiippo :
(Gnlmml?d:é:ot& ;&&%}ﬁﬁ% %ﬁ.&?ﬂ,%l’%m
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bargaining to the new field, All the terms and
conditions of payment for work should be determined
through joint conference of representatives of
mbus) agseencub SPERSEINESS disensocty s

However, employee profite-sharing plans and labor
unionization is not incompatible, Less than one-tenth of
the 140 unionized companies recently surveyed by the Ohio
State University reported no union agreements,; Almost one=-
fourth do include either mention or detsiled deseriptions of
the employee profitesharing plan im the written agreement,lé
Three~ifths report approval and cooperation if the plan is
referred to in the contraet, indicating some measure of joint
discussion, Almost four-fifths report "recognitioneapprovale
ecooperation” of the union 1f the plan is included and spelled
out in detall, Llxmplying full discussiocn and bargsining over
its contcnt.17

Consequently, the inclusion of the subjeect in the
contract would lead to a more favorable union attltude toward

the profit-sharing plan, The eduinistration of a profite

sharing plan during a noneprofit perlod would also bhe affected
by the presence of the union,

15y,.5, Senate, "Survey of Experlences in Profit Shering

uricheu:gllit!.o;iof Inccgtt;o mtlontw !ﬁfﬂ'?b %_33&5_,_
of Committee g;aﬁa{ Congress (Was on
Tovernmen nt ;

ce, 1938), p. 105,
16F11pp°. op. gite, Pe 98.
17Ibsd.s pe 100,
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SUMMARY

The potentislities of cooperstion and the chances of

success are to develop the four basic elements adove mentiocneds

the security of management, the security of the union, jolnt
educetional communication and the equal sharing of galns
sirultaneously, For these purposes each one snculd not be
undermined or disregaried, but should he a recourse to
generate and ilncrease mutual confidence and understanding
between labor and menagement, As a result, 1t ies felt that
labor and management would be able to develop and strengthen
extensive union-management cooperation for the purpose of
the promotion and Improvement of industrial and economic

relationships between labor and nmgcmn; to the maximum,



CHAPTER XI
THE STRUCTURE OF THE COMMITTEE

The most tanglble snd distinctive element in the
union-management caoporntloh arrangement is the cooperative
comnittee, The committee provides for creative thinking by
labor and management which 1s the foundation of great
productivity, Interaction between the two groups of labor
and management in the committee accelerntes ereatlivity in
several ways, The committee members bulild up enthusiasm
for each other, competition hetween lebor and management
provides further motivation, and group pressures in the
committee develop a "permissive environment,"t In return,
the comnmittee provides m more successful performance in the
decislions reached which 1s the common goal of both labor
and manlgcmont.z

The committee is a specific type of group in which
members have equal formal authority with regard to the
problem at hend,> The successful comnittee might well

consist both of departmental end plant-wlde committees, This

lgeith Davis, Humen Relations in Pusiness (New Yorks
¥elGraw~-Hill Book Company, Inces )s Pe 270,

2iartin Kriesberg, "kxecutives Bveluste Administrative
Conferences,"” Advanced Management (March, 1950), p. 15.

3pavis, 00« cliey Pe T2
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chapter will show how to organize the committee effectively
both on the departmental and on the plant-wide basis,

I. PREREQUIESITE FCR INSTALLATION OF CO¥r ITTEE

All the matters that eare primarily vital must be
thoroughly considered in the following points before beginning
the job of organizing the committeess

1, Cooperation of top managements and bop union
efflicials, If the agreement to cooperate is reached by labor
and management, top management and top union officials must
inform all levels of both sldes of the purpose and intent of
cooperatlion, and secure their cooperstion by convineing them
of the feasibility of cooperation, Furtherrore, managerent
and union together must show the unlon members how closely
thelr own welfare depends upon that of thelr employer and
the industry., As a result, 1t becomes less difficult for
thelr leaders to avold aggressive policles, which are unwise
in periods of bad business and at no time condueive to unlione
managenent oooporabion.h

2, Cooperation of foremen and union stewards, One of
the most essentlal elements of a successful cooperstive
committee is the willing and prompt cooperation by foremen md

union stewards., The foreman is the shop production executive

l'xurt Braun, Unlon-: nt Cooperation (Washington,
De Cot The Erookings Instltution, 1947),; PPs 52«53
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and the union steward is the s hop morale executive, Without
both leaderships the workers could not be made productione
conscious, Any efflciency approach will have to be buillt
eround them.5 They must be convinced that by cooperatlon
they will not lose their own authoritles and positions but
will be strengthened by it, because cooperation will provide
for foremen and union stewards its constructive force. This
can e done by including foremen snd stewards in the meetings
and by insuring thet all recommendations are communicated to
and dlscussed with the stelfs,

Foremen and stewards are expected to lend thelr full
support and cooperation to the activities of the committee,
Thelr responsibllities to the committee are just the sane as
thelr duties to thelr own departments, Consequently, the ald
and encouracement of oremen and stewards holpl;g to improve
the committee are the sssets of extensive union-management
cooperation,

3+ BSpecific statement of purpose, A statement of
purpose must be worked out to have definlite policles regarding

what areas and degrees of coopersation are dolirnblo.é

5Ermest Dale, G ’F gactlvity Shrough Ll_b;gri_
Manapement Cooper tion ew Ilork: erican ¥anagemen

soclation, » Ps 151,

6£b1d.’ p. 11.
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The statement must also be elaborated in respeet to
the provisions of both the securitles of the parties and the
impartial machinery of arbitration for violations and
disputes,

It 1s the keystone of the success of the committee
that management understands that the chief function of the
union is to proteet its members and to win benefits for then,

Good falith on the part of both partles 1s essential,
II, DEPARTMENTAL COMMITTEE

The purpose of the departmentel committee is to improve
departmental efflclency as & key of plant efficiency through
cooperetion between management snd employees. The committee
will help employees understand each other's funections end
attitudes so that they will become more selfsinvolved, wore
ereative, and more responsible members,! The committee might
well intend to provide downward Inforuation and coordination
when the departmental committee is integrated with t he
plant-wide committee discussed in the next chapter,

The committee conslsts of the representatives of
management and the groups of employees, The management
representatives usually include foremen and superintendents,

especially in the larger companies, while in the smaller

Tsee Chepter II,
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CHART 2 DEPARPMENTAL ORGANIZATION

Single-purpose committee organization on waste reduction at
1 the Springfield, Mass,, plant of the Westinghouse
' Electric Corporation (ﬁ.ooo employees), redueing
waste by departments, coordinated by divis-
fonal committee

. DIVIEIONAL COMMITTEES

B re

" | Memberss Superintendent, divislonal echlef inspector,
chaimmen of departmental committees, foremen
and employee representatives,

Functionss Summary of progress madej review of
interdepartmental problems,

Frequency of Meetings Monthly,

DEPARTMENTAL COMNITTEES

| Members: Chalrmen (foreman of the department); secretary
(departmental inspector of waste); employee
representatives from the department; employees
concerned with the waste under dlscussionj
visitors from the industrial relatlions department
or the manager's office,

Funetionss Study of the major causes of waste; fomulatling
methods of eliminating waste,

Frequency of Meeting: Weekly or as often as seems

- ki el

Source: Ernest Dale, (Grsater

Eroductivity
Labor-anagement Cooperaticn, New York:
American Vanagement Associetion, 19L9

pe 14l.

————— e A
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companies the director of industrial relations and the plant
manager are added, OUm the labor side, hourly rated workers
from one or several departments or divisions participate
with union stovnrdl.a

The success of the committee is related to a welle-
developed structure of the committee wlth properly qualifled
personnel from both management and labor,

1, Management representationt

a, The personnel or industrial relations manager
The personnel or industrial relations manager
is quite often appointed as & man who is best able to promote
employee relationships, There is some tendency for larger
companies to prefer him to executives with a purely production
approaoh.9
be Foreman
The next lmportent management representative
in the committee is the foreman who'is often given prominence
in an attempt to restore his status in the company or et
least to give him some human relations knowledge, e speclally

in the large progressive cenpuny.lo

8

Ernest Dale gq’tgr Iﬁﬂ!ﬂ-'“l t%mh ngg:

M nt Coo ornt{on ew Iork: American Manageme
ssoclation, Isﬂgl. ps 140, '

9Ib‘.d.’ Pe 1!‘10
101hi4,, p. 142,
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¢es The superintendent
The superintendent is essentlal in the committee
while the necessity of training the foreman's superior 1s
recognized, He usually takes the part of an advisory role
in production problems,
2. Labor representatives
a, HEmployees
All employees in the department may serve, or
there may be representatives elected by the group,
by Union steward
Union shop stewards, often elected, are the men
who have a good knowledge of the shop and are able to get the

support of their constituents,
III, PLANT&WIDE COMMITTEE

The plant-wide committee emphasizes the cooperative
relationehips between the representatives of labor snd
management in a large unlt of organlzntiona. The form of
the plante-wide committee is manifold, However, there 1s
generally & central committee in the large company, and in
many cases a nunber of subcommittees are attgched to it., The
departmental committees are supplementary to the sub«committees
or the central committee.

l, The functlons of the centrel comrittes, Its

functions are a general policy formulation and ceoordination
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and supervision of the subecommlttee and the departmental
committee, It also iLnvestigates the proposals of the
subcomnittees and initlates new activities for them, The
central committee has regular meetings with jJoint union-
management represeptatives but meet separately from the
regular committee meetings. Such a procedure 1z importent
to make possible consultation with experts, discussion with
constituents, informal approaches to mamngement, and greater
freedom of discussion,ll

2. The functions of the subcommittees. Its funetione
are to deal with specifiec rields of activities concerned
with particular plant problems, The subcomzuittees may
function independently of the central committee if necessary,
In smaller companies, the wembers of the central comzittee
often form themselves into the subcomzittee, but in the
larger companies the members of the subcommittee are
appointed by the central committee,l2

3. Ihe relationships between the central gommittee
and the departmental committees. The chief importance of the
relationships 1s to secure cooperation of both employee and
union, The central committee representative. frequently serves

111bid., p. 3.
u!moo pe 143,
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as a chaiman in the departmental committee and plays the
role of coordinator between the central and the departmental
conmittees,13

he The relations between the subcommittees and the

departmental committees, The two types of the committees
‘hnve different functlions: one 1s specific and the other is
general, They coordinate the problems which ald each other,
However, the two committees simllerly function in relatlon teo
the central committee, OUne, the members lnvestigate all the
factors in an assigned prohblem and develop & tentative
solution, The other, they proceed toc arry out the plan,
reporting frequently to the central commlttee on their progress
and recommending any amendments to the origlinal plln.lk

5. The gonstituents for the successful committee., It
is extremely important to know of whom the constituents of
the plantewide committee should consiet, because it 1z directly
influential to the success of all the committees,

(1). Management representation:

’

a, The personnel or industrisl relatlions
manager

The persomnel or industrial relations manager cceuples
the most important position, especislly in the larger companies

because of his profession. UHowever, he must be careful in

131bid,, p. 1L5.
41014,
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CHART 3 PLANT-WIDE ORGANIZATION

Labor-management advisory commlttee as a central committee in
equipment plent of 5,000 employees for the purpose of
productive efficliency is representing six divie
sional committees as the subcommittees which
hold }j6 department production committees

LABOR=-MANAGEMENT ADVISORY COMMITTEE

Management Members: Superintendent of production (co-chairman);
asslistant to plant manager; manager
of industrial relatioms.

Labor Members: President of union local (co-chairman);
vice presidents of local union from
first and second shifts "Staff" services.

Functions: Supplies basic facts and considerations,
initiates programs and makes recommenda=
tions on job evaluation, time study,
communication, absenteeism, accldent
prevention, waste, training,

Prequency of Meetings: Onece every two weeks,

SIX DIVISIONAL COMMITTI ES

Each composed of a division superintendent and the chairmen
(from labor and management) of the department committees of
the division,

1 2 3 4 5 6

16 DEPARTMENT PRODUCTION COMMITTEES

Composed of foreman, union steward, inspector, production
clerk and other as needed.,

Source: Ernest Dale, Greater Productivity through
Lsbor-Mana m.ni Cooperation, New Yorx:
Amerlcan ﬁ%ﬁ:iemoni Assocliation, 1949
Pe 13,
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CHART i PLANT-WIDE ORGANIZATIONR

Multiple-purpose committee organization for increasing

productivit

employeces {

with var

at an instrument company (2,000
showing subcormittees dealing
ous aaspects of productivity,

coordinated by a central committee -

CENTRAL COv¥ ITTEE

Management Memberst

Labor Members:

Funetlons:

Director of personnel (chairman), two
dlvisional superintendents, quality
econtrol superintendent, process supers
intendent, time atudy engineer, methods
engineer, chief accountant,

President of union local (co~chairmen),
vice president of the loecal, chairman
of local's executive board, business
agent, inspector, production clerk
stock clerk, production (-ocrobnrys

Study of reports from subcommittees,
recommendations for action,

Frequency of Meetings: Once a week,

|

SUBCOMMITTEES

- Made up of one management and one labor member from the main
committees; additional members added as needed ‘

ABSENTEEISM» SUGCESTIONS «SPORTS. QU ALITY. [ HLICITY, PRODUCTION

PLANT PAFPER

Source: Ernest Dale te Pgoduﬁ§1!1t§ through
Labor-ian em.n; a ew Yo
Ame rican Eanng

aooc ntion, 19&9
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handling the committee lest he should stress the lssues of
union relations and personnel relations, such as morale,
absenteelsm safety, and health, to the exclusion of direct
production inerease and should develop conflicting pollicles
if he cannot meke distinetion between cooperation and
collective bargaining 1ssues.15

be The superintendent
The superintendent can assure significant meetings by
emphasizing the effect of the group's deliberations on
production,
¢« The plant manager and top officlale
The plant manager and top officials are importent
members, The top management's participation in the committee
digniries the committee and shows management's falth in the
cooperation with the unlon,
d, The foreman
The foreman is percentagewise only half as important
as the departmental committee, He usually serves on an
observer basis so that the supervisory status and the comm&ni-
cation lines may be safeguarded and he may be trained in
higher management, Thls practice eliminates-the danger of

circumventing the foreman and causing him te become resentful,

151014., p. 16,
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Thus, he will be better integrated, get a wider view and
better understanding of higher mlnlgemcub.16

Consequently, management is most frequently represented
by the industrisl relatione mansger, the plant superintendent
and the plant msnager in the dual cepacity of members of the
collective bargaining committee and the cooperation
comnittee, However, these dual representations are not
practicable until a high degree of unionesecurlty cxicts.r’

(1) Labor representation:
a, Top union leader

The union president and the vice president of the
local are often represented, for in the plant-wide committee
usually two top union officlels are particlpating,

be Union stewards and employees

Union stewards and employees are not represented in
the plantewide commlttee, but in the departmental committee,

In short, the union is willin: to place 1lts officials
on the committee 1f a high degree of mutual trust exists
between the two parties, However, the fear that collective
bargaining will be mixed with cooperation has not always .
been avolded, but satisfactorily adjusted, The committees

161b1d., pe 147
ITIbido
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whose membership included union officlals from the collective

bargalning committees did not differ greatly in the proportion
of failures from those that did not,1%

181h14,, p. 148,



CHAPTER XII
METHODS OF DEVELOPMENT OF THE CRGANIZATION

Unce the structure of the orgenizatlion 1s effectively
set up, the next procedure in developing ilts structure is to
plan and steer the organigetion adequately, The planning and
steering directly concerns the continuity of the organization,
For this reeason, the significance of the study in this
chapter 1s to show the method of development,

I. THE PLARNING OF THE COMMITTEE

The planning of the committee provides a certain
foundation for the harmonious and smooth conduct of the
committee in the maximum of efficlency, The subjects which
should be consldered by the planning committee are such
questions as: How big should the committee be? How are the
members selected? What should their term of office be? How
should the meeting be prepared? How often should the
conmittee meet? At what time and how long should the meeting
be held? What should be the role of leadership? Who should
be responsible for the comrittee? |

1, The size of the committee. The alze of the committee
greatly affects the efficiency of the committee's administration,
If it is too large, there 1s more argument and disagreement,

and then disputes arise, but the larger committee is wmore
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extensive 1f it is successful,l By Bales' research if the
committee has more than seven members, the communication
becomes centralized because the members lose adequate oppore
tunity to communicate directly with each other, A meeting
of five seenms to be the preferred number for the particular
task and the time limits,2 On the other hand, Dale's
research shows that most of the succesaful committees consist
of betwsen six and ten members,> 8imilarly, in Red China, six
to twelve persons make up the voluntary small study groups of
every oifice, factory, shop, school, cooperative, commune,
military or residentisl unlt.h

In practice, the permissible size of the committee 1=
a compromise between the need for a large number of
repregentatives and the preacticabllity of working with small
groups, However, if 1t 1s necessary to have a larger committee
to represent all relevant points >f view, special e flort

must be required to insure good communiecation,

lirnest Dale, Creater Productivity through Labore
FManagement Cooperation (New Yorks erican Menagenent
Assoclatlion, Igﬁgj. pe 157,

2Robert F. Pale, "In Conference," Harvard Pusiness
Review (MarcheApril, 1954), pe Lli.

3pale, loc. cit.
lgarriet €. ¥1lls, "Thought Reform: Ideologlcal

Remolding in China," The Atlantiec, vol, 204, No, 6 (December,
1959). Pe 720
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2. IThe selection of the committee members, Menagement
representatives are always chosen by menagement. However,
the method of the selection of labor representatives 1is
different from the type of union relationships. If all
employees of one plant belong to the same unlon, the union
often nominates the representatives, I there are union and
non-union members in 2 plant, representatives may be chosen
on the basis of proportionate numerical strength, If there
are many unions, each may send one representative or two
unions may joln in selecting one ropnnnntin.5

Management may request the union to nuim&to the labor
representatives who are acceptable to manegement., If 1t does
80, the best procedure may be to have the union submit a
list of candidates, and let management make the cholice from
that list, All employees should be entitled to n ominate
thelr own candidates, However, if qualified labor represen-
tatives are necessary, a similar procedure may be taken and
thus employees may be able to elect the respectlve candidate
from the list made by the uni.on.e‘ |

3. The teram of the committee. A proper termm of the

committee 1s essential for the continulty end safeguard of

59&1‘, 22- 1‘.) De 158‘
61bid., pp. 158-159.
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the comuittee, A short term ls recommended to avold diffi-
culties with incompetent people and teo insure achlevement
over a period of time, but an extension of the period of the
committee is easy. In general, the term of the committee
1s a year; however, many committees have no definite term and
no specisl method of filling vacancles, because flexibllity
is emphasized to glye an opportunity for chenging men who
have exhausted their ldeas and to give labor and management
a chence to improve the quality of committee members. |

4. Preparation, A careful preparation before the
committee meeting is vital for efficlent work in the
committee, The chairman should foresee that agreement on
what action to take may be delayed if there is disagreement
on assumptions, He should know 1in advance if 1t 1s wise to
permit this delay or 1f 1t is preferable to hasten decisions.
Therefore, 1t is important for him to go over and examine
various proposals for & minimum of general assumptions, If
he is insufficliently prepared, members may improvise factusl
evidence to excuse thelr exaggerated statements and blased
unverified bellefs, The work of the cormittee is thus often

inereased 1f he permits inexcusadble waste in money and tlmo.a

1151d., p. 161,

8ppenk valser, gg; of Conference (Wew York: Harper
& Brothers Fublishers, 193 Pe
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(1)« Preparing the outline of the discussion

Several days before the committee meeting the chaimman
should assign a problem to ¢ ach conmittee member and let him
submit hie own outline of how the problem should be divided
g0 as not to influence unduly the original thinking ol the
members, Such outlines should point equally to reasoning on
the significance of the racts collected, soc that each member
may give particular attentlon to those facts of hls own
experience and have direct personal touch with the concrete
situation di-ou-ucd.9 In return, such thoroughness of the
members' preparation may elimlnate temperamental antagonisms
and fundamental differsnces in a esumption,

a. The prineciple of developing an outline,

To develop the basis of the approach to dlscussion,
the following five pteps should be followed in the complete
procese of writing an outline for dlacusalonalo
Exploring the problem
Examining suggested solutions
{(d) Choosing the best solution
(e) Securing acceptance of the

selected solution (considering

possibility of acceptance during
the committee meeting)

(l} Location and defining the problem

9Ide., ppe. 66=67,

1°Bonr1 Lee Ewbank and J, Jeffery Auer, Ulscussion
and Debate (New York: Appleton-Century-Crofts, iﬁc.. 1941),

PPe U=D,
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The chalirman may easlly be able to lay out all the
facts and aspects of the problem to be examined both to see
its full scope at a glance and to know the successive steps
of the examination,

b, Re-evaluation of outline,

Once an outline 1s completed, 1t should be reviewed
and re-evaluated for testing a conviction resulting from the
acceptance of a proposed solution, The following tests may
be applied for the re-evaluation of an outlinctll

(a) Clsrity,.
A good conviction is unambiguous,
(b) Consisteney with t he facts,
A good conviction is founded on
extensive and accurete observation,
it is not contradicted by
experience,
(e) Consistency with other bellefs,
There 18 a presumption against a
belief that conflicts with other
bellefs well certified by
expe rience, Sometimes, however,
it is the latter beliefs rather
than the former that need to be revised
(d) Usiliey.
A good conviection is often distinguished

by its usefulnese in suggesting
farther pgood convictions,

llgolumbla Associates in Philosophy, An Intmoduction to
Reflective Thinking (New York: Houghton ml‘?ﬁ"'ﬁ’%.ﬁ any,
s P

334
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(e) Simpliecity.

Other things being equal, that belief
is best which makes fewest assumptions,

(2) Preparing the agenda of the discussion

The chairman should prepare extra coples of the agenda
to be handed in advance to each member so that each may know
what problems are to be discussed in the committee meeting,
A pood agends makes & good committee meeting, Whatever the
method of spproach, an sgenda 12 merely an orderly, logleal
sequence of items to be dlscussed and decided at the committee
meeting. For these puﬁbonoa, the following procedure should
be takensl?

a., Make a 1llst of all the ltems to come up
for consideration,

be Reduce this list to it the time limit.,

¢. Arrange in orderly seguence the ltems to
be discussed,

de OCutline the subsidlary questions involved
in each major problem to be discussed,

e, Flnally, determine the subsequent questions
which will arise from the decisions made.

By outlining the agenda of the discussion, the chairman
may secure a speedy and thorough consideration of the problens

confronting the committee meeting,

1251an H, Monroe grlsg;glol nd Types of Speech (New
Yorks Secott, Forc:nan.un onpany, 19397, pp:—h7535§5. See
also Harleigh B, Trecker and Audrey R. Trecker, How to Work
with Groups (New York: Woman's Press, 1952), pp. bl=52.
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S+ The freguency of the meetings, Regular meetings
are essential for keeping the nterest of members stimulated
and for securing the consecutive discussions of a series of
problems, Blweekly meetings are generally most sucecessful,
However, too frequent meetings may be detrimentalto success,13

6., Iime and length of meeting, The time of meetings
should be agreeable to, and convenient for, the majority of
members, In general, meetings last from one to two hours,
at a maximum three houra.lb

T« Leadership., A type of the jJoint committee requires
two leaderships: a task leader and a s=oecial lendor.15 Co=-
chalmen of the committee are considered pertinent for them,
Co=chalrmen share equal rank, decliding between themselves
which one shall preside and carry on the job of a task
leader,

A chalrman as a task leader contributer most to
achievement of the task, Sfhould 1t be hard for him to continue
his Job because of the emotional spirit of the group, it 1is

the job of co-chalrman social leader to restore and maintain

Ernest Dale, Oreater Productivity through Labors
Fanagement cOoserution (New York:s Aserican ‘anagement
sgociatlion, 779 Po 160,

irpia,

lsnobort F, Bales, "In Conference," Harv
] » arvard Business
Review (March-april, 1984), pe LTe !
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group unity and satisfaction, Seldom csn omne person rill
both the task and social roles, Farthermore, it is important
for the task leader to recognize the soclal leader and
cooperate with him,

8. Responsibiiity of the committee, In the character

committee 1s divided into two levels of responsibility:
fmmediate and ultimate responsibilities, The immedlate
responsibllity 1s usually centered In the committee's chair-
man, Top management has the ultimate responsibility for the
conduct of the plant-wlde committoo.lb

The personnel dlrector has most fregquently lmmediate
responsibility because of his separation from collective
bargaining issues, FHowever, the industrial relations manager
closely scqualnted with collective bargaining lssues 1ls also
importent as a man of lmmediate rusponalbillty.17

A top offielal of the company who is ultimately
regsponsible has a major volce in determining the funetion of
the committee, its scope, the subjects of discussion and the
procedure, If the president of a company serves as a man of

ultimate responsibility, he 1s mssociated with fallure in

16[3!10. ops cite, pe 149,
IR
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only one=«fifteenth of all committees nuruycd.m In fact,

the interest of top management is of great help in the success

of the coumittee.
II. THE CONIUCT OF TEE COMMITTEE

A harnonious environwent of the committee 1s fundamental
in the understanding of the significance of group thinking,
An inner harmony 1z a forceful resource; not only of the idea
of the progress, but of agreement as no man can ever be who
merely provides the logical valldity of an argument, The
absence of such inner peace urges men to conflicts, The
feelings of confidence and ease are great assets in the
cheirman, However, the chairman should know the members and
the technigues of uniting thelir judgments in the process of
conducting the committee meeting.

The best approach to a harmonious dlscussion is to
start slowly, following with a short pasuse the chairman's
introduction of the whole scope of the problem. A pred se
definition of the problem 1s the first step of every discusson,
It is extremely important 1ln defiming the problem for dies=-
cugsion to avoid making loglcal accuracy of the definition

IBIbld., Pe 150'
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of the main objective, MHutual understanding of just what 1s
the issue should be the purpose of the dotinition.19

A logical procedure to develop a dlscussion is essentiel
to reach agreement, There 1ls a procedure called the principle
of the situation which requires three steps: (1) assembly of
fact, (2) interpretation of fact, & step which includes
conslderation of philosophy and viewpointe of the people
involved, and (3) decision and sction on the basis of the
situation,20

2ocial scientists generally recognize that agreement
is greatly influential upon either positive or negative
feeling, The direction of feeling--positive or negative--is
determined primarily by the direction of progress toward an
acceptabtle group gonl.21 Consequently, the actual expediency
and the general desirabllity of proposals should be given
equal attention when agreement is -ought.az

Emotional tension always axaggerates incldentale 17

any difference of opinion is expressed, However, such

197 pank Walser, QE%_Eig of g%nrgronco (New York: Harper
& Brothers Publishers, 1934), pp« «10L,

20R, ¢. Davis, The g%agfggnga;! of Top Management (New
York: Harper & Sroiberu, » PPe IBTJISQ.

2lgeith Davis, Human Rg;;tionl in Pusiness (New Yorks
VeGrav=till Pook Company, ifcC., ¥s De 21he

22yalser, op. cite, Ps 113,
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emotional tension has a significence both in stimulating
thought and in bringing out by contrast the definite
differences of opinion, The sources of emotional tension are
regarded as the results onz3

1, Dirfferences in peoples' principles and desires,

2. Differences in thelr knowledpe of the faets of the

conerete situstion, and

3, Differences in interpretation of the meaning of

what 1s sald, due merely to differences in the
use of the same words,

However, these fundamental differences are generally
due to confuslon or unchecked assumption in logie, fact, or
lnnguago.zh Falth in honest listening to the speaker and
impartial invettigatlion of his stetement, tempered with
humanity, are greatly important to bring the energy of
emotional tension into rational thinking.

There are several wayes to cure this emotional tension
as 1t appears. The chalirman may direect the group back to
the facts and then begin anew from there, The process of
returning to the lacte provides the group a time to cool
orr.25 There, a real solution may be suggested,

231Ibid., pp. 111-112,
Zthido. PPe 127=128,
25pavid, loc. ecit.



7

The chairmen may (1) sum up in a qulet voice what the
spesker has said, (2) bring the latent opposition of reasoning,
and then (3) lead the members to detach themselves from
emotlional tension so that they can see it as = problcn.26
Furthermore, the ilmportant facts and the reasons for lnter=-
preting them in a certain way should be explicitly emphaslized.

The chairmen, after carefaully studying the varlous
flelds of argument touching the problem in question, may sum
up each of the opposed opinions in & few forceful words
which emphasize the valuable points, but with care to point
out the original premise or particular assumption which
distinguishes one speaker's attitude from the other,2! He
may thus introduce inte the discussion & new dignity and
respect in the unexplored possibllities of each member's
experience, In fact, the summary is baslcally effective
not only for bringing dispute back to essentials, but for
checking repetition and reglstering steps of ngroonant.za

Once the various fects and argunents have been
accumulated, further discussion may only complicate the
probler, What 1s needed is perspective, The chairman may

gently announce: "We might now sum up the opposing points

26“.1”!‘, op. 2_’;&.. De 106,
27Ibid,, ps 12},
201p14,
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of view end pause for two minutes to conslder how to combine
what is essentisl in each, These opposing points of view
are, briefly...."2? A period of sllence, tactlicslly introduced
in a deadloek, brings harmony out of existing confliet and
leads to self-awareness and purpo-ofulnoul.3°

With the second discussion the chalrmen should concene
trate the group's attention on the precise difference of
disegreement, making as clear as possible the different
assumptiona and use of facts which are back of dicugrccmont.31
It is well to emphasize points of agreement and then to
guide them to conclusion, lowever, to arrive at a conclusion,
further anslysls at some point must be checked, Comparison
of views should then lead to the recognition of a common
need, and thus, to agreement, Each member should sesk not
to defend, but to understand his resistance to acceptance of
proposed agreements, Agreement of most of the members should
be sufficient unless the decision 1s of utmost personal
importance to the dissenter,>2

When agreement finally is reached, the hypothetical

nature of any one of the basic assumptions should be reempha-
slzed, Otherwise the conclusion of the dlscussion may

imply a fallacious certainty,

29!,‘;_’_-3,-9 p. 121,

301bid., pp. 116-117.
311b14., pp. 129-130.
32pavid, op. clt., Ps 27T
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III, FOLLOW-UP AND EVALUATION

Follow-up and evaluation of the preceding committee
meeting is essentlal for the growth of the next meeting, A
measure for evaluating the velue of the meeting 1s the degree
of the feeling of the members' responsibility te the committee,

At intervals the chairman should evaluate the work of
the preceding committee and plan the next meeting on the
basis of past accomplishments, I the term of the committee
is a year, at the close of the first three monthe a critical

survey of 1ts accomplishments should be mdo.33

33Edith Vasson McElroy and Dorothy Deemer Houghton,
Clubd n (New Yorks The Roneld Press Company, 1957),
Pe »



CHAPTER XIII
CONCLUSION

THE POSSIEILITY OF IDENTIYYING LAPOR EFFPICIENCY
T APPLICATION IN JAPAN OF URION-MANAGEMENT
COOPERATIOR IN AMERICAN INDUSTRY

The experience of the union-management cooperstion 1in
American industries has proved to be an important way of
inereased productivity in an advanced stage on industrlale
ization, For this reason America today finds itself 1in a
position of leadership in the free world,

In today's Jepanese industry where the traditional
methods of patriarchalirm, despite thelr limitations, have
actually succeeded in leaunching rapid industrial expansion
of modern Japan, there iz the significence of the problem as
to whether the introdiction of extensive union-management
cooperation in the same form as American industry in Jepan
is capable of furthering labor effliciency from the existing
situation of Jepanese industry. It is of critical
importance because of two situations In Jepan: management
specialization in industrial relations end wildespread
unionien in ite enterprise~based fom, whilch are new factors
in the postwar changes of Japanese manapgement and afford a
strong basls for the development of horizontalilsm,

The patriarchel management syster is necessarily
difficult and clumsy to administer in the large scale of
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industries, especially when 1t is urgent to increase
productive efficlency. Thus, a search of an alternative is
inevitable, The solution of the Japanese proﬁsctivity
problem, which will become increasingly serious as long as
population growth continues, may rest in part upon the spread
of the "horizontal management®™l approach to the problem in
industries and in part upon the increase in "horizontal

uniont sm, "2
Is. CHARACTERISTICS OF JAPANESE INDUSTRIAL REILATICON=

The specialigzation of the management system and
enterprise unionism are the dominant characteristics of
Japanese industrial relations, The brief study of these

characterlstics provides for us a clue to the application in

lgorizontal m ement means & managerial type or
method 1in which people cach level are viewed as independent
units, Thus horizontal mansgerent emphasizes st
encouragement of individualism compared with little drive
for self-determination in vertical mansgement, 8ee Solomon
B, Levine, Indus 1 Relationsg in Postwar Japan (Urbana,
Illinois: versity o is Press, 1958), pps 36=37.

Zuorizontul unionism includes employees in one or a
single group of processes, as in automobile manufaecturing or
steel making in the United States. In contrast, vertical
unionism stands ready to admlt to membership all those employed
in en industry, regardless of their job or skill, It may be
noted that popular usage often confuses the terms, seeking to
make horizontal unionism with trade-unionism and
vertlical unionism the game as . trial unionism, See Dale

Yoder, Manpower Econow bor Problems (New York:
McGn;-ﬂ{'ﬁWk Company, %.. ﬂfo), PP. L12-413,
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Japan of union-mansgement cooperation such as 1s found in
the United States,

1. Speci tion of menage;ent systex., The growth
of the industrisl relations speclalist in the postwer Japanese
industry bhas helped to influence horizontallsm throughout the
whole management structure, However, in the speclelist's
attempt to introduce horizontal relatlonshipas, particularly
those ldentified with mansgerial efficiency in Amerlcan
industry, he has been obliged to retain an attribute of the
old patriarchal system which characterizes the soclal
responsibility of the traditionsl family ayatou.3

There are two reasons for the resurrection of
patriarchism, The first, the necessity of strengthening a
sense of mutual obligetion, is considered by management the
essence of increased productive efficiency in the present
gituation of Japenese industry. It is not an unusual phen-
omenon since workers out of their sense of duty rely upon

managenent's beneficence rather than seek any lasting

Sthe Japanese express the relationshlp botwnu mpu-ie
nnd mbordhuto ehmgh tgo various concepts of "on," “gimu,"
81r1, and "ninjo," is the 1nourr1ng of obli tiom;
"gimu,™ the performance ot' dnu.o-; "giri," a type of reciproecity
in the performance; and "ninjo bumsn feelings which are
suppressed when In confliect vl‘b "gimu," BSee Robert S,

seh:;i"';" (T:E%# Wﬁécw %
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nolr-dotormination.h The second, a chief function of the
enterprise unions lies in providing menagerent with a constant
reminder to garry out its responsibllities toward workers who
are permanent members of the company, Vanagement's fallure
in this respect calls severe protests from the union, The
role of the industrial relations speclalist is to guard
management againat such rnilure-.s Consequently, working out
the welfare programs rather than introduelng sudden
innovations in managing the work force, is & wise way of
nanagenent and thus takes on a character more in the trade
itional patriarchal vein,

For these reasons, the supervisory structure has
especlally been qlnborgtod to carry out the patriarchal
approach effectively, In any large industry menagement has
utilized dependable assistants as channels of communication
and donors of welfare beneflts by subdividing the work force
into emall group units with ite own "oyabun" who ie a boss
with a parental rolatlonahip.6

hJIleOCO wage system 1ls primerlly composed on the
casls of life~long securlty rather than job classificatlion,
See Yoohlo Okocbii "Increased Productivity and Labor Union,"

Productivltfsggﬁ ndustrial Relations (Tokyo: Daiyamondo=-sha,
s PPe =2l

58olomon B. Levine ‘ Rogtgggi P :
Japen (Urbanas Univereity m. ress, 9ﬁ)o Pe 50

61v1d., p. 38.
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The function of the Japanese "foreman" is most pertinent
to the patriarchal approaches., He dirfereg from & foreman foind
in American imdustry, The Japanese "foreman" who has the
highest post of rankeand-flle workers is considered less a
management representative, and more a symbol of the reward
for wage workers who devote thelr lives to the company,
Thus he has identified himself almost completely with the
working class and his authority of imrmedlate supervision has
been extremely limited., He has played the role of an "eyabun"
ministering to the personal needs of employses under him and
has served as a link of strengthening the ldentification of
the workers with manag-mcnt.7

2. Enterprise unionism, The emergence of labor
unionien in postwar Japan has led to a type of enterprise
unionism which is different from a Western counterpart, The
enterprise union includes all plants of a flrm whether
engaged in the production of single or multiple unoa.s

It resembles the local union of the United States,
However, there 1s an essentiael distinction between the entere

prise union eand the local union, The former 1s not an

7&&9_0. Pe 5T

8bivision of Labor Statlstice and Research, %g‘
White Paper (Tokyos Minletry of Lebor, 1957), pe 27Le
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edministrati ve component of a national union, but especlally
in the most important cases, 1t formelly jolns with other
enterprise unigns in the national union,?

The relationships between the national and loeal unions
are functionally separable, The national union relies upon
the political asctivitles of the labor movement end the local
union concentrates on the economic, This is not purposive,
but is the resultant of forces. The lack of personnel
stalfs and funde of the national unions is the main failure
of the enterprise union to rely upon the national union for
carrying out economle functions,10

It 1s not surprising that the enterprise unionism and
the preoccupation of upper union organs with political aection
heve contributed Lo the decentralization of thecollective
bargalning negotiation, A= a result, not only has there been
the lack of coordination in collective bargaining activity,
but also there is the fallure in full development of negotiating
machinery,

The lack of grlevance and arbitration procedures has
typlecally resulted in the general orlentation of the enterprise
union toward the membership, but the patriapechel role played

IKeizo Majibayashi, "Increased Froduetivity and Industrial
Relations," Productévggl gﬁ% Industrial Relations (Tokyos
.

Daiyamondo~sha, s Do

lohvino, ope. clte, Pe 99
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by the manageriasl staffs, especlally the industrial relations
specialist, has been greatly influential in checking the
development of the grievence machinery, The first-line union
representatives :nn had simply a "watchedog"” and reporting
funetion, At the same time, the managesent's attempt to
speclalize the firsteline supervisors which means to identify
them with the work ing class intensely loyel to management
has reduced their willingness to act as a spokesman for either
side, Thus, top union negotiators have taken up grievances
only when they become widuproad.ll

In the arbitration procedure, the union and managenent
decline to depend upon their representatives in disputes,
Both parties are likely to regard arbitration as the sube
mission of one side to the other rather than the affirmation
of their indepmdenue. of one anobther, Thus, disagreement
has often led to warfare or to mediation and coneiliation,12

3. Summary. Traditional patriarchal authoritarianism
of Japanese management has typlcally checked the development
of sound industrial relations, Yanagement's encouragement
of the isolation of the enterprise union r rom the national
union has typleally contributed to restriet the scope of
collective bargalning and has finally succeeded in initiating

nIde,'. ps 113,
21p14,, p. 11,
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joint unione-management consultation within the company,
whereby the enterprise union seems to have transformed the
coxpeny union et a glanee,

In thfse elrcumetsnces, the nationsl unions, even
though the Japanese Productivity Center has invited them to
participate on an equal baslis, have refused to Joln, fearing
thelr participation would further undercut efforts at
eolleetive bargaining, If collective bargaining were more
firmly rooted in Japanese industrial relations, the natlioneal
u‘nionn might have joined the arrangement of the Japanese
Produetive cenbex-.n

II, THE METHODS OF DEVELOPMENT OF COCPERATION

The urgency of the parties to extensive unlon-management
cooperation in Japan greatly depende upon three elements: the
exaet undoueandfné of both parties for the meanings of
union-management cooperationy the new changes of their
philosophies in the industrial relations; and tne develope

ment of errooéivo grievance and arbitration machineries, The

13phe initiation of the Japanese Progductivity Center
originated in the Japan ILO Assoclation which was established
in 1949 by the major unions and Nikkeiren (the Japanese
Federation of Employera' Assoclation), It collapsed early in
1955 and the Japanese Froductivity Center was established in
Mareh, 1955, under the prineiple of ILO by Nikkeiren and other
managerent groupe with the backing of the Japanese government
and funds derived from the American Foreign Operation
Aduinistration program, 8ee Ibid,
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initiative of management to understend and introduce these
values in dynamic industrial relations on the natlion-wlde
basis is primarily important for opening the door of the union
to a new spirit and new cooperative practice. Such cooperation
is generally informal and functions through e joint committee,
Agreement s rarely contain detalled plans for effectuating
such cooperation,

1, Heanings of union-managenent cooperation, Union-

management cooperation connotes sn active policy on the part

of unions in coopersting with msnagement under a collective
bargaining relationship for the purpose of promeoting the
plant or industry. It usually invelves participation by
labor and management through joint committees in the elimina-
tion of wasteful methods of operation and plant inefficlency
in general; in the introduction of new machinery or processes}
in the formulation of programs to stimulate sales end in
improving the competitive position of the plant, Less
frequently it may inveolve the loan of union funds to the
conmpany, the n.u'v!.cu of union speclelists in production
problems, or collaboration for legislstion favorable to the
industry. Some cooperation clauses are general, providing
for joint discussion of mutual problems outside the scope of
grievance procedure, Uthers reflect some partic:lar facet

of & production, manpower, or allied problem,
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Union-management cooperatlion in improving productive
efficlency is predigated on acceptance by the employer of the
principle that the workers' jobs, earmnings, and standards of
working conditions will be safeguarded, Through such
cooperation, unilons and employers have stterpted to remove
from the sphere of %eollective bargaining opposition to
technological change, by providing an opportunity for the
workers to share in any resulting economies,

2, Chenge of philosophles of union and management,

It 1s essential for the partles to recognize that new changes
of philosophies create a new enviromment for motivation
cooperation, There are ten changes of the philosophies that
are fundamental in initieting extensive unlon-managexzent
cooperation, The first three apply primarily to management,
the next three primarily to labor and the remailning four to
both,

a, Management should accept the union as permanent
end heving posltive value, If the union is a permenent
institution, 1t.w111 beecome more responsible, So instead of
remaining entagonistic, menagement should encourage the union
in its efforts to recrult new mexbers, Ferhgps the president
of the company may write a new employee a letter suggesting ‘
that he joln the unlon, The experience of these companies
indlcates clearly that & formal "unlon shop" or a "eclosed

shop" 1s not necessary for good relstions,
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b. Management should recognize the union as a
political institution responsible to the rank and file. The
labor union is typleally organized as a politicel institution
today. Labor leaders are elscted by the rank and file and
are responsible to those below, If they do not protect what
the rank and file believes to be 1ts interests, sooner or
later they will " tossed out, literally spesking. Management
accordingly cannot deal with union leader executives with
power like its own,

¢. Management should accept the dynamle concept of
human relations, 0ood human relations are effective in
supervision, A foreman should be pglven prominence as a key
man in management and a human relation specialist,

It 1s essential to recognize that high morale and high
productivity m not absolutely related to e ach othu',n‘ The
patriarchal supervision is of no value in this theory., Good
humen relations that bring out desirable high morale and
high productivity require an employee-centered supervision,
suitable 1cndo£|hlp elimate provided by higher manesgement,

and the use of adequate human relations skills, Furthersore,

liRensis Likert, 'B‘tclsp Patterns 1n Hun:gsnont.

ral ¥ erent lG. (Vew York:
qmguonﬁ ineo!ut :p. 32-51; and Arthur H,
Brn{riald and Walter B, croctlt "Euployee Attitudes and
oyee Porfbrnanco.' : eal “ulletin (September,

1955). ppe 396=L2h.
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adequate human relations training of a foresman in unlon |
relation 1s extremely important to improve his leadership,

de The union should unreservedly accept the necessity
of the company to operate at a profit, The union's first
concern should be to preserve the economic welfare of the
enterprise., The union leaders should also help its members
recognize that higher wapges, more security and better
welfares all depend upon the prosperity of the company,

e« The union should accept managenment's responsibility
to run the business freely. In the American firms with union
cooperation union leaders now assuxe that management 1s made
up of ordinary decent human belngs, Ordinary decent human
being, however, need to be checked up frox time to time, and
s0 the union exercises a review functlon, In return, the
worker is leyni to both union and management, It seexs to
be a matter of confidence,

f. The union should rodernize the organization itself
in adrninistration and function, The solid slate of Incumbents
for ro-oloction,.ih' infrequent and ceremonial conventione
end similar institutions all should be abandoned and
effectively discouraged from within the union,

A union steward should be instelled to exprese the
member's view sufficiently., He should not be a "wateh dog"
or a reporter, but a key man of the union just like t he

foreman, A union steward should understsnd union policice
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and human relations toward members and the foreman, This
should be the training of s steward,

Zs FPoth union end management s=hould subordinate drives
for power, and search for a way to acecommodate their differ-
ences, Zoth partlies realize that they have many differences
and some of them are tough; however, lnstead of fighting
against eech other for a viectory they should expeet that a
mutually helpful solution cam be found,

Hanagexnent generally wente a free hand to run the
business; unlon leaders want control of jobs, Here is one of
the most dangerous problesms in industrial relations, Howcvqn
the problem 1s negotlable =zince there are no deep ldeological
differences., Management finds to t he great relief that most
union lnadorg.do not want the headaches of running the
business, The union finds that managerent is willing to
listen to reason on policy affecting jobs,

he Foth union and management use the problem-solving
approach rether than the legallistic approach. Since human
beings 1live in the complicated environment of psychology and
soclology, the satisfactory problem solution depends only
upon harmonious relations that pramote ‘ndustriasl reletiona,

1, “oth union and managewent should keep communication
lines open and be ready to dlscuse enything, eny time,
anywhere, To management from the workere goes a steady

stream of suggestions, grlevances, srbitration cases, and
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ideasj from management through the unlo; leaders comes a
continuous explanation of company policy and facts about new
machines, new processes, new products, the competitive
situation, proflts, rumors to be corrscted, and changes
conterplated which affect the rank end file, This two-way
street communication constitutes perheps management's greatest
help trom‘colloetiu bargaining. The union officisls get
the company story across to the rank and flle, Meanwhlle,
union officisls gain prestige by being "in the know." In
turn an open communication line builds co:;ridonce in the
fairness of the company,

J+ TPoth union and management should ecentralize the
collective bargai-ning negotiation, The multi-company
- bargaining helps avoid the danger of unfair deallings with
managerent end takes ons less personal character, The role
of the union negotlator contributes to statesmanship. In
fact, collective bargalning itself becomes a soclal drama
enacted to convince the membership that the results were
"falr" or at least "all that could be gotten,"”

3, Development of grigvance and l;bitgﬁg; machineries.
It is fundanental ﬁu- extensive union-mansgezent cooperation
to develop an effective procedure for settling employee
grievances to produce harmmonious labor relations,



2. Orievance procedure,

All difficulties, if possible, are to be settled
through direct cooperation between the union and management
rather than through declsions by outeiders, In the regent
American industry most contracts include the proviaion of
formmal grievance procedures, 1t heas helped in preventing
strikes end other work stoppages, The detalls of such
procedures vary, but a series of steps ls usually provided
through which grievancesmay be assured of full conslderation
and settlement,

In the first step, generally the employee snd his
shop steward take the complaint to the lforeman., If they do
not secure satisfaction, they make teke 1t to a formal,
ph!;t-uido grievence committee, then to a higher level of
authority in the firn and in the union, snd psrhaps
ultimately to arbitration by a neutrel third party. Iy such
means infomsal effort is made to assure employees that they
need never strike to secure an egquitable settlement of
grievances,

The foreran's attitude toward grievance is extremely
important for the effective and satisfactory settlement
wischort bwosdening eny grievance unnecessarily. XNeny workers
fear retribution 1f they present a grievence to their foreman,
The best way is to let the foreman convince his workers that
he is gled to hear grievences and to settle them, His -
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in an

approach should be/attitude of mutuel Interest and
probleme=solving instesd of argument, All possible facte
including how people feel should be gathered before makin: a
deelaion.ls

b. Arbitration procedures,

fhould the partielpants in direct nepotiations fail
to reach mutually satirnsfactory settlerentes of rny disputes,
they may be referred to an arbitration board or an individual
arbitrator, usually cnlled the "impartial chalrwen," In
extensive cooperation, only a srall proportion of dlisputes
are decided in formal arbitration procedures, In the nost
common procedure, both parties to the collective agreesent
pay and select an impartial chael man, who nay rerve on a
permsnent, instead of the usual ed hoc arbitration or panel.
In general, the impartial chaimman will slways heve power to
interpret 1t. e may also build up rules of industrial jurise
prudence by u!.nhtniug a close consirtency in dececlsions and
relating esch one to those that have gone boton.“ Howvever,
the many complexities, upuiall: of wage settlerent, put the
difficultice on the arbitration of the impartial chalrsan,

rooraer a1t Doviey Susey Belatices in Jigimes (New Yorks
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Some special arbltration machinery i1s needed to be
established., Ffuch machinery 1s seen In the clothing industry
where the most extensive union-managerent cooperation is
practised, Here 1s sn e xample of the elaborated special
arbitration machinerys

Agreements in the Chicage men'e clothing market
established two arbitration agencles., A "trade board"
adjusted complaints and grievances which the represen-
tatives of the parties could not settle in direct
negotiations, The chalman of this board was chosen
by the partiee toc the collective agreement, If
deemed necessary, an equal number of representatives
of these parties, not to exceed "ive from each side,
formed a panel under the chalrman's presidency, From
the awards of the trade board an appeal could be taken
to the second agency, a "board of arbitration" which
has two additional members, For some time the board
of arbitration was more than merely an appeal board,
It aleso had original jJjurisdiction in controversies
of general importance, such as disputes involving the
general wage structure, while the trudo board handled
chilefly every-day grievances.l17

¢e Ad hoc impartial machinery,

Ad hoc impartial machinery ies most highly elaborated
for special cases and necessities, fince & no-strike clause
in agreements 1s contracted, such machinery is provided to
assure each other of compliance with agreements. Such
_ machinery has final suthority to supervise the portomheo
of agreerments »y all the parties concerned and to enforce
compliance “y all the parties conecerned and to enforce

17t Bra %gnnain “ashington,
Ds Coet The mn%qcymh s De . ‘:
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compliance by unions and management as well, Such machinery
for supervision and enforcement takes a form of Joint boards
or other joint action by the participating organizations of
employers and of employees, with the impartial chalirmen beling
the last resort in case the orgenizations cannot agree upon
whether or what measures should be taken, In any agreement
by either party, the head of the employers' assoclation and
the top=leader of the national union or the impartial
chaiman may have the right and duty to lssue mandatory
direction, prohibitions, or orders to persons or organizations
not living up to the contract. Such orfers may be enforeced
through fines, other penalties, or court actions as provided
ander arbitretion laws.)® The possibility of the enforeement
greatly relies upon the advancement of the principle and the
technique of adjudicating dlsputes, However, since the scope
of potential disputes is correspondingly unlimited, the
harmonious attitudes of both management and unlon to adjust
all sorts of disputes by peaceful means and to leave as little
as possible to settlement by strife iz ultimately necessary.

III, SUMMARY

These factors of lnnovation in industriel relations
are fundamental for initiating extensive union-management

181b1d., pe 90, .




168
cooperation in the Japanese industry. Under the ilngrained
traditions of Jepanese management system all these new changes
may be suspect and unacceptable for menagement when it feels
that such extensive unlon-management cooperation in the
broadest meaning of the term would unlimitedly permilt losing
"prerogatives of management" that hes led them to resist
first collective bargaining and subsequently cooperation,

It is true in the experiences of Axerican industry
that American managerent indeed has lost a considerable
portion of its former power toc rake and enforce unilateral
decisions, As mentioned before, union-nmanagement cooperation
tends to reduce even further the area of management
prerogatives. However, increasing numbers of Aserican
managerent have reallized that once unlon and menagement decides
the areas of joint functioms snd responsibvilities on the
mutual understanding basls, the question of "management's
prerogatives™ becomes less lmportant, Now 1z the time to
investigate and expeet possibllities of change in the
Japenese industry., Should this big determination of
Japanese managoment walt for the future when productivity
problems are urgent for its own enterprise?-






PIBLICGRAPHY

A, PBOOKs
Abruzzl, Adanm wgn! !!%!l- York Yeasurement, New York:
coh'mbh an!.nro ty o8, ﬁ;‘&

PFaker, Helen, and True, John ¥ dJ.
m. Prlﬂ“.tﬂl' no.;ol%m 'ﬁit,. 19"70
Baumback, Clifford i, Arbdi tlon of Job Ev t ‘ .
; Eysloasion Disputes

lowat Mureau of Labor and llenagement,

Braun, Kurt, Ug&on—b‘-#gonont Cooperation, Washington,
De Cot The Erooking titution, 19L7e

Mubin, Robert, I n.;iu?_. 0 Aduinigtrotion. New York:
P&nﬁle.—énﬁo.. o L *

Cerame, Charles A, Iow So;P Mmgoﬁﬁ PFQQ&E.
h;lmd Oufflnozs.l rentice s +0C4 957.

Chase, Stuart, AM%Q industrial Peace. N. J.¢
pany, .

Standard 011
Cole, G, D, H British Wo Class rolitics, D .
ow Yorks P‘.umlﬁln'._% 1022391

Columbla Assoclates in Philosophy. Int 1%1

Reflective Thinking. New York: oughton
Company, *9 N
Dale, Ernest, G t?ﬁ%“i&f’ gg;o_ggh g#ﬁﬁﬁ
¢ [ ti.o?ma" ] rican Fanagemen ciation,

Davis, Kelth, Human Buginess, lNew York: McGrawe
ﬂhl ook Company, .y #o g

Davis, R, C. Th Venagement, New Yorks
K:rp.x- e B‘zﬁh.wﬂ, of Zop

Denz, Fs A wmm. New Yorks Funk & Wagnalls
cmp‘n’l .

Ewbank, Henry Lee, and Auer, J. Jerfery, g*uig v
9.-&&-"!“ iottl m&.i:n-;on:n"ry-cn 8, Ar .mlo




170

o Eon G S B depsiem e

Flynn, Jobn T, Road e« JNew York: The Committee for
Constituti Oovernment, Inc., 1949.

Fox, William ¥, d n sgnom; Usnagement, New York:s
'Honry Holt an pnny',L'l . :

Fujibayeshl, Kelzo, The Inecrease of ng_x_otgvgti
Indugtr’g; chbiﬁgg. okyo: Dalyamondo-s .%&57.
Golden, Olinton 8,, and Ruttenberg, Harold J, T m* lce

ﬁ;‘lndu & ‘I.J_a_nm. New Yorks Bn;nr‘?'m ers,

-

Gomberg, William, ggtgg_r_i o romoim'i %
Burg.nuil_lé. Personne '!'o:r es No, . ew York:

erlcan “anagement Associatiom, 1946.

Hauser, J, D. What t% ?;gzgr Thinks, Cambridge: Harverd
Un '0"1;1 ress, * S

Helland, Robert E.,, and Richardson, Wallace J, w::;; Sempling,
New York: loGraw-i1ll Book Company, Inc., 1957«

Juelus, Michael I, g;rsom% M ement., Homewood, Illinois:
!u;hnrd Dy Irwin, .y 95;. ;

Karger, Delamar W,, and Bayha, "renklin H, ineered Word
Measuremant, New York: The Industrial Press, Te

Kennedy, Van Dusen, SEF [*) d entive Wage Methods,
New York: Columbla nlvonﬂy*cu, .
Landes, R, H, D/ vest : r
d Mﬁﬁ‘ww% :
eriecen "anagemen rsoclation, .
~Lever, Buill J., and Goodell, Framels, W
Seoperation and How to Ashieve It. Tew York: v &
r8ss 948,
Levine, “Solomon &, : ‘;Fm Japan.
Ur;lnu U.".W..&l "o

Lidert, Rensis. W’ Gene ral
anagenent feries, No, . :
{anagezent Association, 1955, ¥ :




in

et owaras. Ferecumal serler Wo. Y13 Wev York: ™ fusrlomn

anagement Assoelatlon, 1947.

Mayo, Elton, Humal blems of an Industrial Civilization.
Cambri dges ﬁuwnrs vers t% 1933.

McElroy, Edith Vasson, and Houghton, Dorothy Deemer, Clubwomen.
llov.'!ork: The Ronald Press Company, 1957.

Miller, Delbert C., and Williem H. Form, Induntag;
Sociology. New York: Harper & Erothers, .

Monroe, Alan H, Principles and 8 of Speech, New York:
Scott, Foresman a ompany, .

Okochi, Yoshio., Increased Productivity and Labor Union,
Productivity and Industrial ioﬁt!onn. Tokyo:
Dalyamondo-sha, 1957.

Oliver, Ell1 L., What the WPB Ha Dligxeﬁg AF& Joing

o:nlt es, roduction urhc O N ew York:
can Venagerent Assoclation, 1942,

Otis, Jay T. Job Evaluations nnel Function, New
York: AmerIcen anagement Enoafnﬁen. 1958,

Owens, Richard N, Man nt of W.
Homewood, Illinoist Ec&'ﬂ' . s inc., 1953.

| Mnbtcrlon, C. B, Morale, ﬁ‘%nr, ausorv;ii?.

Ann Arbor, Michlgan: e Institute for Soclal Research
of the University of Michigen, 1955.

Reaveley, Constance, end Winnington, John, Democraey and
Industry. London: Chatto and Windus, 1917,

Riegel, John W EM _l_ﬁﬁr and Technologil Change.
Anz.n Arbor,.!ue gans e versity o an Frese,

19)2.

Roethlisberger, F, J. H’mmm. Cembridges
Harvard University 88, .

Roethlirharger, P, J, Mgg ¥orale. Oambridget
Harvard University ss, .

Schwantes, Robert 8. \ %giggu
Oultn:'ll Relations, oﬁ rper Brétg%%;g*9§§.



172

8imon, Herbert A. t ati zi
Dogii;%ﬁ%% .
ew Yo un company, Iﬂi’

Slichter, “umner H, Unlun Policles In&g EQ Elm
waabington, D. C.1 The Pro &ig

8ligh, Charles R, M§ Efegt! of Orgenized gn;
l:v Yorks Nati Isaoc!aﬁon 2) Tlobu rers, 19

Smith, Elliett Dunlap, and Nymen, R. C., Technology end Labom
New Haven, Comn.,! Yale University Fress, 1535

Stagner, Ross, quggloﬁl f Industrial Confliet. New York:
Joh; Wiley & ESons, c.%-l .

Trecker, Harleight 2,, and 'rrooko:- Audrey R, 52! Work
\d.t!'x Groups, lw'!orm Haun s Press, 19 te

Walker, Charles R., and Robert H., Guest, The F
ﬁ#ﬁh Lin g.. Cembridges Barvn‘d.ﬂn ll.

Walser, Frank. Art ﬁgromg. New Yorkk: Harper &
Brothers Pub By 234.

Wayte, Willlam F, Pattern for Industrial Peace. New York:
B:rpu- & Brothers 1'55'1

Weod, L. A Unicnc sn the Rallroads.

New Havens vers ty
e st s 2 g s

3« PERIODICALS

rorat %.%#M

Axiere, Cherles B, "Demoerac 1n Induetry and Labor Unions,"
Vital Specches, July 15,

Bale, Robert F. "In Conference,"
Rearn L I » Harvard Susiness Review,




173

"Basle Strike Issue," Nation's Pusiness, August, 1959.

Bergen, Harold 3, "Union Participation in Job Evaluations
A Case History," Personnel (Americen Management Assoclationm),
Hll‘ch. 19h20

Prayfield, Arthur H,, and Crockett, w<alter H, "HEmployer
Attitudes and Euployee Performance," M
Zulletin, September, 1955.

Bagas, Johns, "Industrial Relatlons 1957," Vital Speeches,
August 15, 1957.

Chase, Stuart. "Why Some Companies Have No Labor Trouble,”

Readers Digest, June 1952,

chnu.ssmm. "Paths to Labor Peace," The Nation, Mareh 17,
1951,

Chase, Stuart., "Five Roads to Agreement," The Rotarlen,
February, 195k,

Congress of Industriael Organization, d gggg Have
%_’2%: M e LA Washi on, De % | a
pa ne 5 ﬂﬁcn&u and Research, 1946.

Cooper, Lyle W, "Profit-Sharing," Encyclopedis of the
m Bglgnggl, vol, 12,

Division of Labor Statlistics and Research g!g' r White
Paper. Tokyo: Xinistry of Laver, 1957.

DeYong, John H., Budinger, Francls J,, Farmmham, Charles A.,
Greenwood, Clyde, and Johnson, Stenley L, "Wen in
Industry: How to Humanlze thelr Relatlionships,” The

Botarian, March 1953.

Dubin, Robert., "UnioneM nt Cooperation and Productivity,"
Induet mm R.“!!. vol, 2, No, 2,
January, *9 .

Golden, Clinton S, "Union Edueation Worker in Menagement
Procedure,” Advenced lMansgement, September, 1947.

Knickerbocker, Irving, and MeGregor, Douglas, "Union-
“anagement Cooperationt A Psychologocal sis,"
Personnel (American Management Associntion), November, 19)2,

Kriesberg, Martin, "Executives Hvaluate Administrative
Conferences," Advanced Management, March, 1950.



17y

Yeany, Ceorge. "Hasle Concepts for Peaceful Labor-Vanagement
Relations," Vital Speeches, February 15, 1956.

Marmaduke, H, C. "Developing end Operating an Employee

Suggestion Progran,” Pe el (Anericen Menagerent
Auﬂchtion), July, 1942,

Maslow, A, H, "A Theory of Human Motivation," Psychologicel
Review, vel. 50, 195L.

Master A between gont%untal Cen C Inc., and

agioi Egugwx&ou of ca, October 1, 1956=
eptember » .

Mills, Harriet C. "Thought Reformi Ideologicll Remolding
in Cbina," The Atlantle, vol, 204, No. 6, December, 1959.

Pigors, P, "Communiecstion in Industry:s A Cure of Conflict?"
Industry and Labor Relations, July, 1953.

"Security," Webster's New Int%muaué Digtionary. Springfleld,
Mass,t O, & C, Ferriam pany, .

Spauldings, Charles B, "The Psychosociel Dynamics of Union-

Vanagerent Cooperation,” foclology and foclal Research,
H.Nh“p’ll, 1955.

Steinkraus, Herman W, "“The Future of American Labor<Management
Relations," Vital Speeches, Febmuary 15, 1956,

The Seviges guo Procit Sharims Fengion Pum of Ssers, Soowuok

"Union Leaders Yoves into Govermment," Nation's Pusiness,
October, 1959. N A —

U, 8, Senate, Sui of Exp BNge s P S
commitbee o : pance, 75th Congreess
Weshington, D, €yt OGovermment Printing Office, 1935.

Wallinstein, L. 2, "foeclolegy as an Area of Industrial

Relations Research," Soglo: d Soglal Research,
soptmbon-ouom,.n o dhan

Wanderlick, F, "Labor<Management Production Committeess
%mhiué?tlu in German Industry," Soclal Research,
April, 1953, '



