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‘NOTE TO EDITOR

Pregented below is a news summary of the highlights of the latest
Twentieth Century Fund survey, How Colleotive Bargaining Workss This re=
port analyzes actual methods and procedures of f colleotive bargaining in
sixtoen major industriesj points out successes, failures, and lessons to be
drawn; and oontains a great deal of factual matter on the day to day work=
-ings of oolleotive bergaining in Ameriocs.s

The Foreword by Evang Clark, Exeoutive Director of the Fund, saysas
"Like other surveys of The Twentieth Century Fund this one is the joint
product of three partiest The Fund Trustees, who have chosen the subject
and finanged the undertaking; a speoclal committee appointed by the Trustees,
which has had general supervision of the project; and a special research
staff under the directorship of Harry A. Millis, whioh has provided the
faotual findingses This volume conbtains the full text of the reports of the
menbers of the researoh staff, each of whom has accepted full responsibllity
for his own texte The Committee, however; reviewed the first drafts of the
manusoripts of these reports and gave the authora the beneflt of their adm
vice and oriticism."

The Fund!s Labor Committee

William He Davls, how Chairman of the National Wer Labor Board, hes
besn Chairman of the Fund's special Labor Committee. The other Committes
members ares Willlam Le Chenery, Editor, Collierts Weeklys; Howard Coonley,
Chairman of the Board, Walworth Company, Incey Chalrman, Finanoe Committoe
and formerly President, National Associatlon of Manufacturersy Clinton Se
Golden, Assistant to the President, United Steelworkers of Amerioa, affiliated
with the Congress of Industrial Organiszationsy William M, Leiserson, member,
National Labor Relations Board, formerly Chalrman, National Mediation Boards
Frazler Maclver, Vice President, Phoenix Hosiery Companys Summer Hs, Slichter,
Lamdnt Universlty Professor, Harvard University; Robert Je Watt, Intere
national Representative, Amerloan Federatlon of lLabory and Edwin E, Witte,
Profesgor and Chalrmen, Department of Eoonomios, Unlversity of Wisoonsin,
former member, Wisconsin Labor Relatlons Boarde

THE TWENTIETH CENTURY FUND, an institute for scientific research in current economic problems, was founded
in 1919 and endowed by the late Edward A. Filene. The Fund’s income, administered as a public trust by a Board of Trustees,
is devoted entirely to its own research activities,



Researoh

Most of the research work wes done under the direct supervision of
Dre Harry Ae Millis, who seleoted the staff, outlined the agsignments, and
edited the findings until his departure for Washington in November 1940 to
become Cheirman of the Natlonal Labor Relations Boarde Natalie Pannes, his
agsistant, took on mich of the responsibility of seeing the volume through
its final stagese. She also rewrote or revised some of the manusoripts to
bring them up to dates Dre Je Frederio Dewhurst, the Fund's Economist, ro=
viewed the manusorlipts in ell their stages of development, and gave the staff
the benefit of his advice and oritiocism. Louise Field assisted him in reviews
ing the mamusoripts and prepared them for publioatlion.

On the basis of the information in the research findings, -a.nd of

such other kmowledge as they may have, tho members of the Gommittee will pre=

- pare a report which will contain the Committee's enalysis of the problems of
oolleotive bargaining and a program of aotlon to deal with theme It 1s hoped
that this second volume will suggest policies useful both for the war effort
end for the hardly less prodigious task of postwar reconstruction.

The following nows summary beging with some of the gemeral findings,
Next is a somewhet detalled treatment of three of the main industries covered:
stoel, automobiles, and railrocadse Final portions contain very brief excerpts
from the findings of other industries treated in the surveye A brief table
of contents is given below for guick references .

Beoause of the timely interest in the material, we offer this sume-
mary for your editorial informatlon or for any use you .mey care to make of it
in the columms of your publication.

THE TWENTIETH CENTURY FUND

HOW COLLECTIVE BARGAINING WORKSw-=A survey of experience in leading American

industriess Faotual findings by the resecarch steffy Harry As Millis, Direotore
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GENERAL CONCLUSIONS

With more than one quarter of this country's mearly 40 million workers
covered by oollet‘:t:l.ve bargaining oontracts and with trade-union membership now
at an alletime high of around 11 million, recent defvelopmenfa show a tendency
toward regional end national ooverage in collective bargaining ocontracts,
greater organization of employeré. sand ultimate evolution of industrye-wide
colleotive bargeining.

These are central findings of the new suwéy; How Collective Bargaining

¥Works, published by The Twentieth Century Funde The survey desoribes collective
bargainingrmethods in sixteen major Azﬁerioa.n industries, ranging from longe
wionized industrles, such as railroads, through more turbulent, newlyeorganized
ones, .such as automobiles, x:gbber and steel,

Williem He Davis, now Cheirman of the National War Labor Bo;.rd, has
boeen Chalrman of the speolal Labor Committes of the Fund whioh helped to ocutline
the soope of the survey and supervised the work of the research staffe The
Committee, however, bears no responsibllity for the findings themselves.

* Statement by William H, Davis

"Industry-wide oolleotive bargaining seems a logloal next de;elop-
ment,” said Chalrmsn Devis in a special statement issued in oonneotion with pube
lication of the survey. "It makes for greater stability throughout an industry,
more responsible unions, and puts inanagemen'b on e more falr and equitable competi-
tive basis so far as wage costs are conserned.

"It seems to me that what we prinocipally need now is more orgenization
among employer and management grm.xpa. Suoch orgenization would do much to promc<te
an equality of bargaining power between management and labors As this Twentieth

Century Fund survey abundantly shows, colleotive bargaining in Amerloa is coming
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of ages We can gein mich by examining methods and practices, industry by indus=
try, to see what proctices have failed here, what methods have succeeded there,
and using this experlence to build a sound and mature structure of colleotive:
bargaining in this country." |

Foreword
In a Foreword to the survey, Evans Clark, Executive Director of The
Twentieth Century Fund, says: "Since this report was writben the United Statos
hos been catapulted into the most gigentio war of all historye Collectlve bare
gaining is likely to ohange its form and prooedure under the pressure of war,
but the e_:ép-erienoe of the last war, at least, indicates that the basioc prolilems
of industrial rolations remain after the end of hostilities. It also showed that

during the conflict sound labor polioi.esr are esgsential elements of victorye o o o"

Recent Growth of Union Membership

Some measure of the growth of trade=union membership since 1933 1s
glven in an opening chapter which disousses the lnorease in unionization of
workers under the New Deals "Between 1933 end 1938 total trade-union memmbership
rose from an anmnuel average of slightly less than S million to ebout 8 millions
With business revival in 1939, following the recession of 1937=1938, it continued
to expends By early 1940, betweeﬁ 845 and 9 million workers in the United States
end Canada ware attached to the AF of L, the CI0, or unaffiliated toutside!
unions, The following year totel membership approached 11 million." These
figures are given by Phillp Taft; of the Eoonomics Department of Brown University,

who wrote this chaptere

Membership in Older ‘Unions

A very few of the older unions have actually lost membership since 1933.
Among these have been the Wood Carvers, the Metal Engravers, the Slesping Car

Condugtors, the Rural Letter Carriors, the Plasterers, end the Stonecutters,



_For the :nosi; part the membership curve has run upward, "Membership‘in
such old and stvongly. entrenched @rgenizations &8s the Brotherhood of Railway
Carmen, the Yhoto Enéravers' end Pressmon's unlong inoreasged ra.tﬁer slowlye=-from
10 to 30 per oent from 1933 to 1941, & ho same was true of the Internationsal
Typographiocal Union, the Sheet Motal Workers! Union and the Natlional Federation

of Post Office Glerks."

Rise of Newer Unions

"But wnicns in oosl mining, olothing, baking and other industries grew
by leaps and bounds, Between 1933 and 1941 the United Mine Workers! membership
rose from 300,000 to 600,000, the Amalgamated Clothing Workers from 125,000 to
275,000, eand "bhe Brotherhood of Eleotrioal Workers from 94,000 to 201,000, The
Machinists more then triplede=from 65,000 to 222,000 The Bakery Workers, with
some 84,000 members in 1941, showed about a fivefold inorease, and 'l:he-'l'eamsters_,
with over 400,000, almost a sixfold inorease."

The report stresses speotaoular gainsg "in hitherto unorgenized, or
practicelly unorganized, trades and industries." For example, the Steel Workers
Organizing Committes (now the United Steslworkers of America) claimed in 19541 &
total of 600,000 menbers «wperhaps 400,000 of them in the basic iron and steel
industry, which emgloys.;.bwt 5§00, 000 workers eligible for union memberships +he
United Automobile, Airoraft and Agrioultural Implememt Workers, 600,000 and the
United Eleotrioal, Radio and Machine Workers, around 300,000 Additlonal thousands
of wion members were in the rubber, aluminum and flat glasa :lﬁdustries. Other
fields of eoonamie sotivity, such as office and professional work, agrioulture and
eanning, and editorial end commercial work on newspapers, have rlso been reached

by the organized lsbor movemente

Poeroentage of Unionigation

In terms of percentage of ooverage, the report says: "In 1940 only two



gient A.merican :I.ndustries were almost 100 per cent covered by union agreementsew
- the railruads, with about a million employees, and coal mining, with half a
million, But about three fourths of the 500,000 auto workers wore under contract;
8o were over three fifths both of the steel workers and the 400,000 employees in
electriocal manufacturing together with well over lhalf of the nearly two million in
construction.

"The addition of such industries as rubber, privete shipbuilding, men's
end women's clothing and meat packing, each employing over e; hundred thousand and
from half.: to almost 100 per ocent covered by labor agreements, mokes clear the vital

role that collective bargaining plays in the United States."

Workers Still Unorganized

On 'i:he other side of the pioture, the report says: "Yet in spite of this
rapid progress since 1933, nearly three quarters of ‘Amarioan woge and salary
workers are not members ¢f trade-unions or oovered by collective agreements,
Colleotive bargaining has made little headway among the 6.5 million wholesale
and retail trede employees, the more then 4 million in the financial and service
tredes, the 4 million govermment employees or the 3 million agricultural workerse
In addition, hundreds of thousands in textiles, in chemicals and in other impor=

tant industries are without wnion agreementse"

Industrial Unions and Industry-Wide Bargaining

Surveying the entire field of collective bargalning, as revealed in a
detalled study-of practices in sixteen industries, the repbr’b sayss "The rise of
indus'brlallunionism o ¢ o Wag partly, if not largely, responsible for the exten-
sion of ocollective bargaining. T.oday indugtrial or semi-industrial unions provide
the dominant organizational and bargaining patterns.”

Looking ehead, the report notes a strong "tendency for agreeaments to

cover a wider geographloal area s« ¢ » regional and rational agrecments are inorease-



ings They are found, for example, in stoves, hosiery, ooal., shipping, paper and
pulp, olothing, glass containers and pottery.

"'Such agreemants usually result in standerdization of labor conditions
over wider areas=-often an important contribuilon to the stability of collective
bargaininge In the face of large wage differences, the standerds in any one
firm or plant may be subject to severs pressure, and the union's position
Jeopardizeds During the lest decade such pressure was intensifieds unions were
foroed to give greater attention to the relationship between wage retes in dif=
ferent plantsj and, except in such ceses as the building trades and cleaning end
dyeing, where the market is looal, they have increasingly sough‘h' industry=-wide

agroements or ipdustry-wide uniformity of agreementse"

Dafinitions of Union Status

A besic finding of the survey is that unlon status varies throughout
Amerlcen industry largely acoording to the length of time colleotive bargaining
hag been practiced in each industry. Union status takes one or more of the
following forms, and it is importent to keep the distinctions between these forms

clearly in mind:

Closed Shopt - Only union members can be hired and workers must
remain union members te retain employment. ‘

Thion Shop: Non~members may be hired, but to retain employment
st become union members after a certain period,

Proferential Shopt Union members are given preference in hiring
or layoif, or bothe

Maintenanoce of Membership Shops No one is foroed to Join the
wion, but all present or future members must remain in good

standing as a condition of omployment.

Exolusive Bargaining Shops The union is recognized as the
exclusive bargaining egent for all employees, whether union

members or not,

Bargaining for Members Only: The union is recognirzed as the
bargaining agent only for its own memberse




¢
Number of Workers in Closed or Union Shép

In ten of the largest industries covered by The Twentieth Century Fund's
colleotive bargaining survey, about 34 per eent, or more than a third of the emw
ployees work in closed or union shopse According to the latest comparsble figures,
these ten industries employ nearly 6,000,000 workers (9'.1most one sixth of ell wage
earners in the country)s Some 4,000,000 are union members, who ocomprise about 40
per oent of the total union hﬁmbarship in the Unlted States, None of these lnduse
tries 1s completely oloséd shop, but this status is dominant in printing (245,000
employees; 140,000 union members); oclothing (368,000 employeess 329,000 union
members)e It is common in boots and shoes (220,000 employees; 80,000 union members)
and congtruotion (almost 2,000,000 émplo'yees,, g.nd. over 1,000,000 union members).
The union shdp prevails in the coal mining industry, covering nearly 100 per cent

of all workers,

Exolusive Bargaining Rights

Exolusive bargaining rights prevail :l.n the five remaining big industries
whioh are covered by the survey, They ares eutomobiles (500,000 workerss more
then 460,000 union members)s rubber (120,000 workers; 64,000 wion members);
eleotrical manufacturing (400,000 workers) 218,000 union members)s irom end steel

{500,000 workerss 400,000 wnion members)s and railroads (1,000,000 workerss

900,000 union members)s

The Problem of Union Seocurity '

It may be observed from these fligures that olosed and wnion shops prevail
in industries where unionism has been long aoccepted, such as printing, building
oonstruction and coel mininge Railways, another veteran among unionized industry,
is, however, the outstonding exoeptione In retent years the trend has been to sub-
stitute the exclusive bargaining shop for inltial agroementé oalling for bargaining

for members onlyweand once this step has been gained to press for preferential,

union and closed shopss



Most wnlons seek closed, union or preferential shops, chiefly to
strengthen the organization, prevent diserimination, aid in enforoement of standards
and gain greater control over their membershipe They hold that since all employees
share beneflts won by oollectlve bargaining, all should contributes They also
hold that closed shops make unions more responsible bargeaining agents, eliminate
fr!:ction between union and nonunion employees, and proteot both employers and
recognized unions against rival unions.

Employers opposed to closed and union shops maintain that their choice
of workers 1s limited and that they are required to dischargs those who have
resigned or have been expelled from unions, yet whose wﬁrk has been satlsfactory,
They further claim that some of their workers do not wish to Join unionss and that
since employers are fofbiddecn by law to prevent their workers from Joining unions,
they should not be forced to campel workers ‘o do soe. Some employra' hold that

olosed shops are in effeot monopolies, whereas they themselves are forbiddem by

antitrust laws to engage in monopolistio practices.

Fedorel and State Lawy

An analysis of the attitude of government shows that federal statutes
both. uphold and outlew the olosed shope The National Labor Relations Aot (the
Wagner Act) specifioally allows agreements with oclosed=or uniocn-shop olauses,
The Rallway Labor Act disellows the closed shop by forbidding the carriers to
compel their employees to join unionss State oourts have both upheld and outlawed
strikes for the closed shope Strikes for this purpese have besn upheld by court
decisions in Californie, Colorado, Connectiocut, Florlda, Idaho, Illinols, Maryland,
Missouri, Montana, Neﬁr Jersey, New York, Oklahoma, Rhode Island and Wisconsine
They ha.ve been declared 1llegal in courts of Delaware, Georgla, Maine, Massachusetts,

Mississippi, New Hampshire, Oregom, Pemnsylvania, Texas and Vormonte



10
SPECIFIC INDUSTRIES

STEEL

Behind recent wage controversies in the steel industry is a record of
steadlly rising output per worker, so that in 1939 .the labor cost of producing s
given amount of steel was approximately the same &as in 1936, “even though hourly
wego rates rose nearly 25 per cent during thet periods Improved production methods
are largely responsible for the inoreesed ocutput per workere.

These findings regarding the steel industry are set forth in a chapter
written by Frederick He Harbison, of the Economica Department of the University

of Chlioago, who is now on duty with the War Preductlion Board in Washingtons

. Teo}mologioal Advences

Setting forth some of the important technical developments that affeot
wage negotiations, past and present, the report says: | “Rece.nt managerial and
technological advances have enabled tﬁe steel industry to offset higher wage rates
by eoonomies in the use of lebore In 1940, theo major steel companies produced a
10 per oent larger tormage than in 1937, yet the total mumber of man hours worked
wog 7 per oent lesse Total pay rolls were 3 per oent lesse In 1939 the labor oost
of producing steel was approximately the same (for ocomparable periods of operations)

&3 it was in 1936, although wage rates were nearly 25 per oent highere"

Management and Produotlion Methods

On the business msnagement side, "less spectaocular, though equally ime
portant, are farereaching improvements in indusirial menagement, just begimning to
bear frulte Industrial engineering departments have studied and reccmmended better
produotion methods which have eliminateq the need for one or two workers here and
there over a wide range of operations. Job analysis and classifioation have pro=
oceeded at a rapid rate in recent years. Persomnel departments have been developing

more careful procedures of seleotion and training of employeese To what extent
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savings 4n lebo® are attributable to these measures is problematical, but steel
exeoutlves apparently sgree that suoh managerial improvements have perhaps beem ss

important as technologloal changese"

The Unlon's Attitude

Labor has been "alarmed by the extent of technological unemployments e o .e
Yot thé union never attempted to press its demends through collective bargaining,
Orlzl the contrary, P!iil:lp Murray mede it clear that 'in the sbsence of universal cole
leotive bargaining, Congressional regulation of the lntroduction of large techno=

logical changes 15 necessaryes's ¢ s The defense boom had since mads the issue of

teochnological unemployment a tdead lettert! for the time beinge"

Present Conditlons
At the present time, the steel warkers' union "bargains with each stesl

" company separatelye At the outset, its ain was to establish collective bargalning
on an industry-wide basis, for the major eoonomio problems in steel are common to
the industry as a whole an'd beyond the soope of the existing type of collective
'b.argaining.“ The report stresses the fact that the union stlll hopes to achieve
industry-wide collective bargaining at some time in the futures

"Wa\'ges have been raised, hours reduced, qualified senlorify rights
recognized, and grieﬁan;:e machinery establisheds » o ®  The wnion has temded to
look upon a colleotive bargaining contract as "fa iletter of introduotiont or opene
ing wedge for broadening the noopé of the relationships" whereas the company regards
"s wnion contract as fixing the bounds of colleotive bargaininge « « o To the large
steel omp@es, in short, collective bargaining revolves mainly about the settlo=

ment of grievanoese"



AUTOMOBILES

More thon half a million autoﬁobile workers are now members of tradew
wions and this once turbulent industry, at present 100 per cent converted to war
produotion,. has reached relatively steble labor-management relationse. Almost the
entlire growth of trade-union membership has “taken place within the past ten yearse

In the automobile industry, says the report: "The rapid evolution of
uﬁionism has been eccompanied by equelly atfiking change in the attitudes and
tactics of both management and unione Auto managers, long known for their unw
compromising resistance to labor organization, are now for the most part sincerely
aettempting to develop working relationships with the wmion, while union polioy,
which was sharply belligerent three years ago, 1s now merked by a more definite

acoeptence of responsibility.”
The automobile report was written by William He MoPherson, who is on the

staff of the Cammittee on Social Security of the Sociel Science Research Council,

assisted by Anthony luchek, member of the staff of the Institute of Human Relations

at Yale Universitye

Early Opposition to Unionization

"During its first three decades the auto industry greanted almost no
formal reocognition to unionisme Management strongly opposed labor organization,
end wage earners showed little interest in lte Managers were technical experts
concerned chiefly with meeting produotion schedules to satisfy an ever-expanding
market, They paid relatively high wages to attreot sufflclent workers, and set
'bhéir produotion rates high énough to get their money's worth."

"Ag for employeos wWages wore high enough to compensate for seasonal lay-

offs. Since the aubto centers wore boom towns, the worker who lost or disliked his

job had little diffioulty in finding anothere”
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Rise of the UAWewand the Split in Its Renks

This condition was rudely shattered by the depression which set in
efter 1929, Management was faced with a sharply decliniag market, snd workers
found jobs becoming harder and harder to gete These conditions fostered the
growth of unionism, which got its first bi.g Impetus when the NRA was esteblished
- in 1933, The authors trace the turbulent years of union organization, the gradual
emergence of the United Automobile Workers as the dominant wmion, leading up to
the ¢limeotle quarrel in 1939 beiéween faotions led by Re Je Thomas and by Homer
Martin.

_ "The UAW was now irrevocably splite At the two conventions held sarly
in 1939, each group established a complete union orgenization. The anti=Martin
group was offioially recognized by the CIO, while Martin's group in June Jjoined
the AF of Le." The UAW=AF of L claimed a total membership of 26,100 in 1941, |

Present Strongth of the UAW=CIO

Sinoe the split the UAW-CIO has conducted a strong organizing aainpaigl
and has had marked success in the numerous Labor Board elections. The union now
estimates its total membership at 600,000. In August 1941 the wnion changed its

nome to Internmational Union, United Automobile, Aireraft and Agricultural Implement

Workers of America, but retained its old initialse

Current Problems of +the UAW-CIO

"The union's outstanding problem of wider organization has now been al=
most solved by recognition in all Ford plantse This gain without a serious strike
is a tribute to the influence of the National Labor Relations Aot on industriel

peace and evidence of the bemefits aoccruing under the Act to unions which have the

patience to amit its orderly proceduress”
"Avoidance of faotional strife is & problem still facing the union,

Although the chief gource of internal dissension has been eliminated with the
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i

separation of the UAW into two groups, the CIO branch is so large that it still
oontains many divergent elements,"

"Another major union problem is maintenance of the internmal diselpline
essentiel to the enforcement of union responsibilitys" and a further problem conw
fronting the UAW=CIO is that of avolding Jurisdictional disputes with the UAW=AF

of L. and other unions,

Management Problems

On the other side of the equation, "msnagement has a problem in its
lesser officlelse In gemeral, top executives have made a more rapid adjustment
t0 unionized oonditions than their subordinates, who are more directly involved
in the disputese The union olaims, with some Justificatlon, that many of the
unauthorized stoppages of 1937 and 1938 resulted from the provocative aotions of
féremen. Menagers with the most successful records in labor relations are those
who gave the most attention to educating foremen 1n this fleld,

"Another outstanding problem of menagement is maintenance of labor
officiencys Several of the changes introduoced at the :I.nsi-stenoe of the union=e
seniority, reduwed use of piece rates, lower differentials between skilled and
unskilled, uniformity of wage rates on any particular job in a plant, and ocontrol
of diaoharge-;have inoreased the security of the wage earners at the expense of
effioienc;'r incontlvoge ¢ ¢ o

“"Mony employers report that they no longer get such exoeptional producs
tion from their outstanding employees as they did before the advent of union con=
tracts. Some state that they mow find it impossible to get average standard output
from their labor force, while others say Hat they have restored production which

feoll ’below normal in any depertment by using time studles to persuade employees of

the remsonableness of the standards This diversity of experience leads to the con=

olusion that ‘1abor efficienoy depends not only upon the method of wage payment and

other specifio incentives, but also upon the effeot of local labor relations on



15

employee moralee”

-

Joint Responsibility end Grievance Procedure

"A1) knotty points in industriel relations 2re .. tjoint® problemse « ¢ o
Sound lebor relations end high morale can be maintained only when grievances ares e
promptly handleds Auto agreements detail elaborate prosedures, but their success
~depends not only on the machinery but elso on the spirit of those who jointly
operate it. More and more, mmgeﬁ ere expediting grievance settlement and union
offioials are proventing direct eotion as o substitute for the grievence procedure,®

In the hendling of grievances, tho Gemeral Motors agreement sinoe 1940
has provided for arbitration of unsettled grievances, under a permanent umpire.
"The outoome of this experiment remains to e seen, but « « ¢ 1f the step succeeds,
other compenies and their local unions may adopt ite In that case a few years may
see the grisvance machinery of all the vehicle plants headed by a single umpire,
with enother arbitrator for the parte manufacturers and their unions."”

¢ % * *

RUBBER
In the chapter on the rubber industry, Donald Anthony of the Economios
Department of Kent State University, degcribes the situatlion in whioh unionism is

new and in whioh efforts at organization have been acoompenied by bitter strikes

and turbulent industriel strugglese In summarizing his findings, the author says:

"It is plain that colleotive bargaining is st41X in 1ts initial stage in the rubber
industry and 'l;hat the future is not yet oleare Management is adjusting itself to

the reality of the union, foremen Brd learning how to dsol with of fight sgainst an

organized labor force, new ipdustriel relations departments are springing up, hire

ing procedures and disoiplinary polioles are gradutlly being reworkeds On the union

side, there is the arduous tesk of oonsolidation and expansion, of developing

skilled and mature leaders, of treining the membership to be sontent wlth slow gains,
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of clarifying ideas and policiess Owing to the strong spirit of local autonomy,
these tasks of the union have been attacked with varying success in different

plants,”

Problem of Adjustment

"In plants where collective bargaining has gained a foothold, managew
ment and union now face a ﬁm@amanhal problem of learning to live together, whether
they like each other or nots That would 20t be an easy problem even if management
fully accepted wnionisme Considerable adjusiment 4s necessary on both sidese As
long as the union is wocertain of its position and. distrusts employerst intentions,
however, management cammot expeot it to adopt a cooperative ettitudes The failure
of ma.nageinent representatives to glve speedy Mws to grievences is alweys a
source of future troubles In refusing to discuss a new polioy or an important
step with the union leaders before putting it into effect, management has often
made for diffiocult situations. Unwillingness to yleld on minor issues, such as
union use of the oompany bulletin board, has made for unneoeséary friotion,

"On the other ha;ld, where the union has gained a strong hold and is no
longer fighting for its life, it is evident that it camnot expeot endless conocese
sions from the oompany without contributing something in returne The union has
often taken an unduly rigid position on seniority, fearing to give way on an
ocoasional exoeption or demanding a wider epplioation than is desirable for the

plants Disposal of trivial membership grievances is also a delioate problem for

wion leaders to solve, The indispensable first step in satisfactory collective

bargaining 1s unqualified reoognition of unionism by manegement and then & willing=

neps on both sides e 'play ball? under fair rules."
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. RATLROADS

Rallroads as a whole have one of the best records for indugtrial pee;oe
of exy of the major industries in the United Stetes. The findings show that there
has been no major rallroad strike sinoce the shopmen's strike of 1922,

Upon some nineteen oocasions since the pagsege of the Railway Labor Aot
in 1926, existing disputes were sufficiently serious to warrant the eppointment
of emergency boards of investigation. With ‘two ‘exceptions, the recommendations
of the boards were asccepted by both sides end _th'e disputes ended, although accept=
ance is in no sense mandatorys |

The strike record shows that in ten of the fifteen years since the enact-
ment of the Railwoy Labor Act there have been no strikes at alle In each of three
years, 1928, 1929 and 1936, there was one small strike. In 1937 there was one
smoll strike, one that was somewhat more serious end two minor stoppagess The

years 1938 and 1939 were entirely free from strikes and stoppagese

Reagong for the Peeceful Record

In these findings, Harry D. Wolf of the University of North Carolina, |
au'bh& of the research report on the railroad industry, oites ma.ny reasons for
the peaceful records "Beoause all seotions of the country depend on railroad
service, any interruption immediately oocmes to public attentlons And since both
the roads and the employees are almost contimously seeking legislative favors from
Gongress:; and from the statas, thoy are partioularly sensitlve to publio opinion,
The maturity of the industry end that of the organiszations also are factorse Like
the reilroad industry itself, many of its labor orgonizations are among the oldest
in the country. Collective bargaining for them has passed through its period of
'growing pains.! The two gides have long li.v.ad. together, and each understands and
respects the other pretty thoroughly.”

. On the reilroads a "suspemsion of operations ordinarily affects the publie
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‘more direotly and to. a grea:ber dogree than do similar interruptions in most other
industries," Because of this both menagement and labor are under great and oon-
stant publio pressure to settle industrial disputes peacesbly end meintain services
Another fq.otor meking for peace is, of course, that railroads are public utilities
engaged in interstate oémmeroe and henoce subjoct 'to regulations and leglslation
that affect all phases of operations, inoluding methods and conditions of colleo=

tive bargalning, .

Business Diffioulties of the Rallroads

The pemce record of the railroads was made during & perlod of "drastie
decline in the demand for fail transportation." The year 1938 was one of the
worst im railroad history. Opera.ti.o_na improved subatantially in 1939 and 1940,
but reverme oarloadings of 36 million last year were stlll far below the figure
of 46 million in 1930, Revenus passenger miles reached thelr peak of 4648
billion in 1920, oontrasting with the 1940 figure which was jJust short of

24 blllion.
"The déoline in the volume of railroed business has been accompanied

by en even greater deoline in employments Railroad employment reached a peek of
8lightly over 2 million in 1920, The muaber of employees fell sharply to about |

. 1e8 million in 1921, and remained fairly constant until 1930, when 1t further
deolined to about 1.4 millions It fell below a million in 1933 end has fluctuated

narrowly around that figure sinoce. Thus the reilroads in 1940 had only half the

employees of two decades agoe"

Broadening the Soop'o of Colleotive Bargaining

In regent decades, the raeilwey labor unions have been forced to go beyond
[
thelr traditional conoern with wages, hours end working oconditions and give inoreas=
ing attention to the problem of unemployment. ' YAs jobs ocontinued to decline, the

unemployment situation foroed itself into the foregrounds. The finanoiel plight of
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meny of the carriers, brought about by the same forces that wore eliminating
Jobs, compelled the orga.nization;s to broaden both their objectives and their
methoc':ls. Collective bargaining alomg traditionsl lines was not enovughe To safee
guard jobs, wages, hours and working conditions, something nﬁre had to be done.
And any program which falled to include measures to improve the position of the

ronds oould scarcely hope to succeed."

Working Rules ‘

An example of still unsolved problems in the railrcad industry +to whioh
both management and labor mist give consideration if the position of railroads in
general is to improve, is the question of uniform working rules on a£ll roads.
"Aporopriate once, some of them ere almogt certainly obsolete now. There is little
doubt- thet some of them are hmeke work! dovicess They fall in the same ocategory
with much of the train-length and fulle-orew legislation, and are not conduoive to
egonomy nor alwaira necessary for effioclent operations A thoroughgoing revision
and modernigation of agreements, whioh. would eliminate all uneconomiocel and obsolete
rules, and bring others into line with technical developments Iin the industry, 1s

a joint responsibility of both management and employeess"

Present Status of Collective Bargaining

"Management end employees have repeatedly end consistently demonstreted
thelr willingnes.s and ebility to work togethere. Joint negotiations have been
successfully extended to meny problems common to the whole industrys. The logisla=
tion recently passed by Congress, embodyiné, in pert, the findings and recommendae
tions of the Committee of Six, & Joint conmittee representing the carriers and the
organizations, is an outs’canding- example of cooperatlve effort to rehabi_.libe.te the
Industrye But that will not be sufficient in ‘itself. Haturity of the railroad
industry has brought with it problems which ere absent or of less importance in

young and expanding industriese. If the railroads are to be genmuinely rehabilitated,
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both management and employees will have +to mske some read justments end some gaorie-
ficese Colleotive bargaining has accomplished a great deal on the rallroads,
Much remains to be done," |

BITUMINOUS COAL -~

“"The history of lebor relations in bituminous coal shows the utter hepo-
lessness of the individual employeé and empioy'er in the face of eo;momié forces and
oonditions arising from an overdeveloped industrys. Particularly wha:‘e‘ the estaba
lighments arpg many, widely decentralized and supply the same merkets, collective |
bargaining under oapaeble leadership is necessary not only to prc;tect workers and
maintain decent standards of living but also to safeguard mpl@rs ¥ investments."
. This was one of the many oonplusions reached by Waldo Ee Fisher, of the Whartom
School of Finance and Commerce, U‘nivefsity of Pennsylvenia, in his survey of lsbor

relations in this basic indusiry-

Need for Wider Union Covernge
"Bituminous coal labor rﬁat:lons also support the contention of labor

eoonomists that suocoessful colleotive bargaining mist embrace substantially all
produocing fields serﬁng oommon parketse The failure of the Contral Competitive
Field Compact must be laid largely to union lnability to organize the southern -
fields, No antem of collective bargﬁining ocan long work if one group of employers
ﬁ:st pay rigld mage soales snd mest unlon standards of employment while snother
group condusts its business under flexible wage soales and working conditions ar
rived -at through individual bargalninge Under such oonditions nomumion operators

oontroi both cosks and prices and osn therefore dominate merkets,"

i&j:bitude of Operators
"Even in union areas ‘fhe attitude of the two partles towards colleotive
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-

bergaining has left much to be desireds The cooperation of the operators has been
ocharacterized by reluctence and confined in the main to the meking and enforosment
of wage contraots, Undue stress has been placed on the shortcomings of the union
-and on enforoing the letter of the sgreemont. The operators have been comoerned
with ourbing the mbuses of the unione-not with helping its leaders to deal more
1ntell;.gent1y with the difficult tasks which confronted thems The union has been
recognized as an a.genojr for collective i:argaining but has not been ‘regarded elto=
gether as a constructive force in the lndustry, nor has lts aid been 'sought in
solving the many economic conditions which disrupted the mining end delivery of

bituminous coale"

AtHtude of the' Union

"The union leaders have f‘requéntly been uncompromising exd at times
wnduly arrogent in dealing with union operators. Until the -collaése of the intere
state movement in 1927 they cox:;oentra:bed ohiefly upon buildiﬁg up their organizé.- _
tion, improving their bargaining position, and gaining objectivea even &t the -
expense of the economic well-being of the operators with whom they had been deal=
ing for many yeerss More recently they have widened thelr field of activity and
have’ ooﬁo;}ned themselves greatly with governmental regulation of coal, soclal
legislation and the extemsion of industria) unionism to ‘the mass prdduotio'n ine

dustries, The wilon's theory of bargaining has been based largeJ:y on force and

on the re'l:ention of gains no matter what the coste Strikes in violatlon of wage

oontracts and general suspensions when agreoments expired heve beon of too ooummon

ooourrenoe. Arbitration has been unacoeptablew~the resort of the '\_mderdog.'“

H

Eaminga of Miners
UIn defense of militant und

oonditions of the industry and the attltudes of the operators toward wnionism and

onism its apologlsts point to the economie

0olleotive bargainings The lot of the Wage SAruers who have jobs has been greatly
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1mp1foved undér collective bargaining, especially since 1933+ o » o The ﬁners'
deily earnings averaged $6.16 in 1940 and their stendird working hours now stend
ot seven per dey end thirty-five per woeks Moreover, union contracts protect the
miners in their jobs, guarantee them improved working 6ond1tions, and insure theﬁ

greater personal freedome=all noteble achievementss"

ANTHRACITE .
In addition to his chapter on the bituminous coal industry, Dre Fisher
surveys labor orgenization and collective bargaining experience in the anthracité

dndus try=-an experience dating back to the 1860%s.

Bargaining Power Based on Economio -Conditions

"Colleotive bargeining in this 1ﬁdustry suggests that equality of barw
galining pm;rer is not attained merely by glving workers the right to organizes « »
How bargaining power will be distributed between the wmion and the employers in a
given industry will be determined by general bu.siness conditions, the leadership
of both sides, the type and degree of orgsnizatlon of the employees, the attitude
;af the publio aend of government agencies towards unionism, and partioularly by. the
economio conditions prevalling in the ﬁdustry. These in turn depend on such
faotor§ as the demand for the preoduct, that is, whether elastie or inelastis, the
relation of cepacity to demand, the presence or ebsence of competition betwsen pro-
duoers or from subétituta products, and the relative importance of labor costs,"

"The experience in anthracite substantiates economists! contentions that
wage end hour levels mist be related to lsbor productivity, end that ettempts to

force demands whioh place too heavy a burden upon the industry or the oonsumer

will ultimately result in lower produotion, employment and pay rollse"
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Effect of Unequal Barpaining Power

"Experiénca in anthracite sh&ws that a preponderance of bargaining
power on either side does not meke for sa.tisfaotory.‘indush-ial relations, Ur;de:"
these conditions the party in power tends to forget that rights also cerry respon=
sib:l.lliti.es. As a result it is pzjone‘to_disregard 1e.g;.timate_ interests of the
other side end not lnfrequently of the public. Both operators and unions have
abused their fower. Ii' collectlve bargaining ;Ii.s to work 1n' the interest of all
comoerned, rules of the geme must be established that will 'goﬁm the aotions of

both labor and capitals" )

DAILY NEWSPAFERS

Robert Ke Burns, Co-Direotor of Science Research Aasbéiates, _con'bributes'
a chapter disouasing-unionizﬁtibn and collective'ba.rgaining in the dail;ir newspapei'
industry~=both in the mechenical departments and in the relatively'z{ewly-orga.ni:ed
editorial end commercial departmentse
Eis conclusion regarding collective bargeining experience as 1t has
worked out in the pressrcoms and othef méchanioal departments of dally newspapers -
15 thot it "hus contribubed to industrial peaces Conciliation and arbitration ’

methods which have been developed a‘re.of exemplary significance. Mony groupse=-

b

wnions and government--have drawn lessons from the industry's experience,"

employers,

Workers! Gains

nder collective bargaining one of the most important galns for workers

in the newspaper trades has been the establishment of definite demooratic rights

in industrye. The former arbltrexy management of lebor relatlons hes been replaced
L

by repregentetive managemente IR part this has been limited by arbitrary appli=-

oation of certsin union laws. On the whole, however, the working enviromment and

relationshins have both improveds Moreover, the responsibility of participating
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in self-government in industry has imporbant implications for selfegoverrment in
a democre.cy. ‘ ’ ‘

“The standard of living of the crafismen in the mdustry has unquestion=
‘ably been improved through collective ba.rgaining. - Wage _rabes heve risen and
Vannual earnings have inoreaseds Iours have deélined. to a point ;where in many
instances union membex:s themselves oppose rm-ther reduotions, Working conditions
also have been improved. Health end aocident hazards are no longer a serious probe
leme Job gecurity has been safeguarded to an extent unapéroaohed_in most o'l:h.er'
industries. Through the olosed shop and the operation‘of wi.on rules, workers

are proteoted against disorimination end fevoritism in hiring and discha_rge.“

Evaluation of Publishers? Gains

®Sublishers have enjoyed relative freedom from strikeg and other 1n'ber-
ruptions to productlons Recognition of the closed shop guarantees the publishers
an adequate suppiy of traine;d and efficlient workers, ea:oep-l: in their photo=
engraving departmontse Pressmen. with their engineering service and technioal
trade sohéol. and photoengravers, with their technioal bureau, have made speoia.l

ofi‘orts to reige effiolencys and all unions have contributed to efficiency through

their regulation and training of apprenticesa. In addition, union policies on

hiring and discharge have ;-edﬁoed costs of labor tqrnoyer. The unions have alse

supervisory and disciplinary duties in their

assumed respc\ansi.bility for certain
| "Finally, through

departmenﬁ, the burden of which msnagement would otherwise bears

orderly colleotive bargaining the publishers have won employee good will and a more
favorsble publie opinion."

tpyblighers have not gainad these adventages without peying a price, In

the depression yearg from 1930 to 1940, union organization and wage policies not \

only blooked wage reductions but drought inereases in hourly rates, both of whieh

caused hardships end seve're readjustments for some nmpaperg.l In many loocalities
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the enforsement of certain union rules has raised costs and prevented needed

economies,™

Orpgenization of Editorial and Commercial Employees |

"The years since 1933 have witnessed one of the most interesting
developments in the history of the American labor movemente=the first widespread
unionization of white collar workers in a major industrye.

"In a little more than seven years, thé Amerioan Newspaper Guild has
organized '« o ¢ more than 40 per cent of the employees in editorial de;‘nrtnents,:
and « s o about one ninth of those employed in the commercial deparhnénts of daily
papers.”

"In the fow years of its existence the Guild has achieved a rather re=-
markable susoess for & white collar wnione If organization is extended in the
future it will probably be chiefly in the smaller cities and in commerciel depart~
mentse It is possible that diverse interests o? members in the editorial end come
meroial departments, end -of highei' and lower paid workers, msy becoms problemse -
At present there is a deep organirzation cleavage in :bhe membership between those
who favor & striet trade-union program and those who support Guild declarations
end action on the natlion's domest:lo and foreign policles. As & comsequence,
growth in membership and effectiveness in collective bargain.’gng have been checkeds

"Desplte its short h:lstdry, the Guild has helped to raise wages in news
and commerolal departments and has introduced ﬁew issues for collective bai-ge.ining
in the iﬁdustry. 1t has forged & chain lof nm'v demands such as siock leave g.nd
veocationg with pay, .guaran'l:eed employment and dismigsel ocompensations Because
many of 1ts members by their very training have a broad grasp of sooial, economio
and political affairs, the Guild, if ably led, may have an important influence on

organized labor and ocolleotive bargaining in Americas"
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BOOK AND JOB PRINTING

Colleotive bargaining experience in the book hd Job printing industry
is aralyzed by Emily Co Brown, of the Economics Depﬁfﬁpent at Vassar College. .
In summarizing the chapter she seys that ™mion-employer relationships in this
.’mdustry. with their long experience and their well-established t.raditions, are a

gulde post ei‘bher to point the way or to warn of dangar spotse”

Results for Labor

"To labor the system means a clearly"esta‘blished status in the industry,
proteotion of individual rights, ‘adjustment of differences by peaceful means, and
participation iz a demooratic prooess thr;mgh which matters of vital concern are
decided, Workers gain a comsiderable meaSuré_ of security through protection of
their jobs, as well as through union financial benefits and improvements in their

wages, hours and working oonditionse™-

For Employing=Printers

"To employing=printers colleotive bargaining means a well-esteblished,
funotioning systom for the adjustment of differences, which promotes a gelfw
respeoting, friendly rélationahi‘;: between workers end menagemente It gives security
agalnst interruption of operations; and stability of labor costs for definite
perlods. By equalizing labor conditions in the looal merket, it promotes a sound
basis for cmnpetiti.on in a highly competitive industryee e o Further, the unions
.make available to employers a supply of skilled labor, and mske 1t unnecessary for
the plant .to meintain its own ﬁbor reservoe The union aiaprentioeship systoms ocon-
tribute to the replmislment of this supplye Firally, union pressure, which foroes
_employers to becoms nore effi.cient, is a salutary if not ean ent:lrely woloome :Lni‘lu-_

ence in the industry."

Problems Still Resisting Solution
"But thare are serious problems for both groups in the industry, whioh in

*
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spite of long experience, collective bargeining has es yot been unable to sol¥e.
The flrst set oomprises unemploymenf and individual ingecurity, erising from
depression, geogrephical shifts of the industry and, for some groups, technological
changes Union efforts to deal with these problems lead at times to such uneconomio
action as unduly rigid application of the priority law end excessive complements

of men., Increased costs, competitive Inequalities, 1935 of business and increased
local unemployment are inevitable results. Only an expansion of volume in the 1n;l
dustry could solve this problem of insecurlty. No methﬁd of joint attack upon this
baslc problem has been found.

A second set of problems affects relatlons emong the workerse Tradi-
tional oraft unionism which binds the common interests of one group, has not
solved the problems of how to insure harmony and cooperation between different
orafts, or of how to extend the protection of unionism to less skilled workers.
Where there are large groups of the unskilled without organization, the situation
is wnmstable.

"Pinally, there are questions as to the effect of collective bargaining
on the economic position of the industry as a whole==0n costs, prices, the volume
of production end employment, end the %ncomas of employers and wage earnerss
There is some basis for oharges of eoongmic irresponsibility in the maintenance of
wnion stepdards in the larger cities fﬁr above those in competing areas while work

Qontinued to leawe these citiess A disproportionate unemployment burden in New

York, for instance, is comnected with such policiese"

GLASS

In summarizing & report on the glass industry, Milton Derber, now a

Trial Examiner for tﬁe National Labor Relations Board, says: "The history of labor

relations in the glass industry olearly shows that the settlement of grievances is
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chiefly a matter -of lpersonali.iw and attitude rether than of formal procedure or
written rulose It is the 'will to pease! that counts, but this Wwill! mist be
mtual and oefnnot be one-sideds A strong comviction exists throughout the industry
that no problem need remain upsettled and that no cutsider settles it es well as |
those intimately conneoted with the industry."

_ "The unique system of wion president erbitration in the container .
industry is merely a refleotion of the trust and responsibility on both sides,.

The system of\ oonoiliation or joint conference, ﬁhioh hes worked so eiffac-bively

in the flint glass industry and vhioh is beodming inoreasingly sucoessful in the
newly organized flat glass industry, is further evidence that thess factors are

fundamentals It is obvious, however, that unionism and collective bargaining must

be sincerely acoepted end recognized by management,"

Taion Attitude on Technologioal Changes T

"The experlence of glass shows that unionism can be a positive force of
velue to the industry as well as to its worker-members. It can stebilize or helﬁ
\

to sfa.bilize competitive conditions; it can eliminate strife and lessen discontents

it oan be a valuable political agent, Those unions in the window glass branoh
which opposed technologloal changes without qua‘a.l.’g.fioation eventually sucoumbed,
The unions which survived, the Americean F;l:’tn'b Glass Workers! Union and the Glass
Bottle Blowers! Association,' 51151 not i:ight mochanization but they did try, with
considerable swcessgy to oushio_n the blow for their membership, The cooperation
of management was of great importance heres Méreovpr. the unions hmre1 been will=
ﬁg %0 socept wage redustions when really needeéd, end both parties always undere

stood that any redustions were 1o be restored &s soon as practicables The fai;-

appliocation of this polioy has cemented the relationship.”

Exverience with Industry<Wide Colleotivo Bargaining
r "Phe yalue of ocollectlve bargaining on an industry-wide scale 1s also
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shown by experlence in -the m-mﬂwo. The anznml.mge conferences have emnabled
the best talent s.nd breins in the industry~to foous.their ettention upon unione
manegement problemse The less intelligent company end wnion leaders are guided
by the wiser; men new to the system are scclimated by the experiencedes At the
same time, young blood has prevented atagna‘biong By ocentralizing collective bare
gaining, a plentiful eu:lehange of ideas and practlces has been attained, allowing
the more backward plante to benefit from the more advenced. |

“Industry-mide collective bargeining has been signifioa.nt on the economio
front as welle One of unionism's major goals is uni:['om labor standarde through=
out the competitive mrke-b-wi-bh due exceptlions, of course, for peculiar local
conditionse I:; this way standards are not undermined_by competlitive iinderoutbingo
The jJoint industry conferences have supplied this uniformity far more effectively
than would be possible through local or company negotlationse They‘ha.ve also
made collective ‘bergaining more o pen, 'honest‘ and effiolente Both sides can ,
mershal and present all of the faots at thelr commands neither side oan easily
play one member of the opposition off ageinst another; thefe is little likelihood
of important points belng omltted er overlookeds The |pr:|.mary denger in the system
is that indivi,dual' conoerns or local ‘unions may be inadvertently injured in the
) oonoentration upon industry policye. This appaears, however, to have been overoome
satisfeotorily by the faot that ell mamfaeturere attond the meetings to defend

i

thelr cagses end that, likewise, union delegates are present from almost every

compeny either ag spokesmen or as watoherse"

MEN'S CLOTHING

'In a chapter on th.e- me:';'e olothing indusiry, the suthors, Robert Je
Myers end Joseph W Bloch, present a striking pioture of an industry in which the

union is the dominant factor at all stages of operation. "The dominant faotor in
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collectdive bargaind.ng has been the Amalgamated Cbtﬁihg Workers of Ameriocas Far
surpassing the employers, whose inebility to form a strong national organization
has limited their eff-eot:lirsness. the union now de'bei'mi_nes the industry's ma‘;]of
policiess Its ohief‘adversar'y is the stubbom nature of the trades Under other
oiroumstanoes. it might be seriously ques‘bioned whe'bher a union's possession of.
sush pmr is qonsistent with wise publio polioy.

 “Mppg a_ecre"b of the Amalgemated!s strength, however, lies in the modepe
| ation, impertielity and good judgment with which it has been useds The employers
" have, to a le:.rgeja extent, voluntarily eccepted thé Amalgemated®s oontrol because
they are oonvinoced of its prudences It is almost unbhinkable that this oompe'bi-
tive and moblile industry could be so controlled by a union whi.oh, unlike the

Amalgamated, was erbitrary and oppressive,”

What Colleotive Bargaining Hns Meant to the Worker

“Considering the strength of his union, the gains 6f the olothing worker
' mde;r oolleotive bargaining have been surprisingly mederatee. Moreover, the most
‘notable of them are of tﬁe intanglble quality ym;l.qh an eocountant calls fgood
wWAll,t

"Pi'obably his éreatest nohievoment of all .;l.B inoreased ssouritye fhe
olothing worker need fear nelither disoriminatiﬁn nor arbitrary discharges XHe 1s
protected ‘\‘against loss of time through ‘strikes and lookquts. If he works for a

' contractor, & manufaoturer guaerantees the payment of his wagese If new maohinery

reduces cmployment in his shop, ﬁe knows that the loss will be ghared by all

workers and that he is unlikely to dbe displaoedo"

Whnt Collective Barpaining Has Meant to the Employer
"o the employer, colleotive bargaining has meent many gains and few

lossess Among the Amporvant gaing is freedom from strikes, for the umion has been

remarkebly swoeessful in holding its members to thelr agreéments. The orderly
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control of wages has also been especlally helpful, because the manufacturer cen
determine his labor costs acourately and with confidence that they will not be

abruptly changed. |
_"Cc;llecti.ve 'barga.’n.ning' has brought no seriocus restriction of'_output or

-7 .

interference with improved equipment or methodse The mion has cooperated in

the extension of the piece payment system and application of production standardse

. In oonsequence, the relai;,ive 1ﬁpbrtanoe of laebor as a cost item has not inoreased

apprec.’;.ably over & quarter of a cemtury, in épi’oé of the rise of hourly earnings.

Moreover, oollective bargaining has made possible real savings in items other

than direct labore=partioularly Jin supervision, reoruitment and lsbor training,
"Employer dissatisfaction frequently results from suspic;ion of discrime

ination or persecution. Some employers regret the loss of their former dictatorial

: powe;. Soms dislike collective bargaining because they have lost personnl contact

with their employees, and because the union rather than the company is the object

of workers! loyaltye. Most employers, mevertheless, strongly support collective
bargaining and would not willingly retuwrn to the old methods of industriel con-

flict."

Public Geins
"The public hes probably gained as much from the industry's collestive

bargaining as elther the worker or employe;-.
%Great olties have been rid of the industrial warfare which once raged

‘periodically in thoir streetse ¢ o« o+The 1ndu.stry's unusuel efforts to sa.fegmzfd
the welfare of its workers, moreover, have lightened considerably the problems of
publio and pr:l.va;'ba welfaere organisations. Improvement of working conditlons has
removed & public health hazarde The consumer has benefited from effloient pro=

duotioni; For an equal proportion of his inocme he can buy a better sullt todey

than in 1910 or 1914,"
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HOSIERY
—,
'The full-fashioned hosiery industry is an example of how collective
bargaining can be keyed to meet changing conditions. George W, Taylor, now Vice;-
Chairmen of the National War Labor Board, desoribes the joint effort by the union

and management to work out a rehabilitation program for the hosiery industry,

Rehabilitation Program

"By 1938 inventive efforts of the past decade had oreated merked ime
provements in knitting equipments If this equipment were installed only in the.
South, then the days of the North as an important producing aree were numbereds
But if new ocapitel oould be attracted to upion mills, then high wages could be
compatible with low, labor costse The American Féderaﬁ.on of Hoéiery Workers and
the manufecturers! association were equally anxious to induse the installation of
the newest machines in union plantse

"After long negotiations, the mamzfa.otui-ers' group wes ready to install
new machines :.I.i‘ the Federation would revise rates on the older _equipment to a
oompetitive basis until the rehabilitation program had been completeds This meant,
in some plants, acceptance of hourly earnings on a par witI{. or even belbw, those

of southern mills peying 'good?! wages for that distriote"- |

A Faotual Approach to Colleotlve Bargaining
"Collootive bargaining hes finally centered about the task of establishing

eoonomically sound wage rates that will provide employment, profits and a flow of
new and modern equipment to union millse A 'factual approach to collective bargain=-
ing! 13 now taken by the parties as their guide. Ne\go’ciations for a2 new agresment
havIe become more and more a joint appraisal of a host of facts bearing upon the
otate of the industry end the wages thab oen be paids In recent yeers, this

laPProaoh has nerrowed the differcnoos between the parties emough to bring either

mutual understanding or egreement to arbitratee”

» " ¥ *
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BUILDING CONSTRUCTION

This chapter wes written by William Haber, Gfﬂ.ef of the Planmning and
Progregs Roports Divislon of the War Manpower Commission, Robert Win’cérs asé:l.sted
him as fleld agente It discusses some of the problems of an industry b-ase’c by
fluotunting demands high bullding costs to the oonéuﬁer, combined w:l.tix g;rea-l; risk
to management and investors) ohronic ingecurity to workers; and often hi.gh hourly
rates oontraa'bed with low annuel wages. '

For the industry as a whole, the authors say: "Wege rates are only one |
factor responsible for high oosté. General ]:abor efficiency and working rules -
are additional factors, but finsnoce charges and pe.rti.oularly material prices,
'ﬂhen pegged by monopolistic practloes, are also elements of axoeasive costse .
These oonaiderat:lona not only suggest the diffioulties in solving the construction
industry's wnmemployment problem 'but also indicate that a ;joint effort by all |
elements in the industry, as weoll as 'bhe general public. is required for a guscess=

-

ful attack on the problem.

Interunion Confliects

“Jurisdiotioml disputes and failure of unions to adjust such differe .
ences penoei‘ully are major causes of unstable industrial relations in the building
tredes. Employers and the public are, in the main, innocent bya'ba.nders. As these
struggles involve the right of a oraft to perform ‘a specific type of work, they
are apt to beoome long and bitter, | )

"A solution of the problem has been sought veinly for more than half a -
century. . Until key unions pubordinate their interests to the good of the industry,

these controversies are likely to oontinue and even multiply with more technologioal

ol'aangéo"
]

Loint Problems
. *Obviously the unions alone csn do very little to improve the methods in
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the industry and 4o provide more steble conditions, - Contrastors, materdals
produsers and distributors, finance companies ﬁ:nd agencies, also ere respon/éil;le. ’
Moreover, labor organizationsg would not relex many of their rules or ocut theipr -
‘rates .of pay wlthout some guarantee against the hazards -and ingeocurity faced by
~the workers in the industry." | |

ELECTRICAL PRODUCTS

'
Effeots of the economic depression are set forth in a chapter o the

electriocal prodwots Industry written by Milton Derbers Speaking of ons of the
largest mamifaoturers, the author says: MAlthough management acoepted u:#onism

" without reservation at 'l.:he start and the wnion was firmly estat;lished! the system
I:Eroke dom at tho first economlc depression. The breakdown was pazjtly due to the
wion's unwdllingness to lower its standards even temporerilys Also it came parbly
fmﬁ the oompanyt!s failure to reoognizé labor as worthy of equal attention with
production aﬁd saless Butb perhaps most of all it was due to the inexperience of

both sides inthe art of colleotive bargaining e.nd a -fallure to reoognize‘ that it

18 a two=sided, glve~and=-taks process." x

Management Adjustment
"Management in newly organized industries faces problems of readjustment

as complex as thoge of lts employeese The quast!.qn is not pim;_n‘ly-, as is oomonly -
thought, & matter of top management's being willing to sit down at the table with
union representatives, though this is an—:lndi:spensa'ble first stepe In one plont
the manager could not adjust himself to the new céndit.‘,.ops and had to be removed..
In two other plants labor experts were ocalled in to restors peece after violent
oonflict had disrupted production. In three of the five plents disoussed in the
survey tﬁe c;)m'punles found it esa‘ex;{:ial to set up new industriel relations departw

mentse Labor beoame a plentwwlde problem rether than a subject of purely depart=
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‘mental concerns The industriasl relatlons direstor became an important figure in

the plants"

Importance of Personalities _
<

. "The etxperienae of the five plants indicates clearly that the method of
a.d;}usting grievances is relatively secondarys the personalities involved _de'bermine
_iﬁ the end whetheﬂr meny grievances will arise aLnd how serious they will become.

‘An’ acoumulation of minor nomplaints“ mey oreate as muchr difficulty as somo pf the
so=called major 1ssuese The main problem has been the training of foremen. a.ndr
59110p' stewards in the .'.beohniquels of griaval.nqe settlemant. Slaw progress in thia :
has led to ixvmraased.oentralization of- responsibility and guthority. Thus fe.r,
-.'bop u.nion a.nd cmt;pany officlals spend too much time on minor casess All agree

that men in the departments should solve as meny of their own ‘problems as passible.
Although the agreemen’cs contain arbitration provisions, outside par'l;ies are almost |

never called in," .

CHICAGO SERVICE THADES - - s .

JL chapter by Ce Lawrence Christenson, formerly of the Economics Depar'h-
ment of Indiana University, discusses three service trades in the City of Chicagol |
cleaning end dyeing, motion picture machline operators, e.nd musicians o The record
of these unions contains much of violence, but the author '!;ries t0 evaluate im=- -
partially the principles of wionism 3.1-1v'olv?ad.. In his sumary he sayss "This
review of the cdlleotive' detefminatioﬁ of labor standards for three grozips of
Ch:l.cag;q 's workers thrusts into sharp relief an obsemtion-mde yoars a.g;o' by an
eariy student of ‘tre.d.a wionisms 'there is unionism and unionisme! All three of
the groups examined in this chapter are affi.lia.‘bied witl;x the Ameriaa.:_i Federation of
_ Labors There aré soma similarities in their policiess yet their control devioeé' |

are distinotly different,"
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"For all -three groups praotioeé end activities appear in the nature of
adjustments to the specific economic ard industrial fo_ro_es surrounding thems
Any rational reoo:mnenda‘bions conoerning a publis program for regulation of co].-
lective bargaining, tharafore. ought to begin with an appreciation of trade-union

aotlon as a product of the market end industry in which it is founds"

Oleanixig and Dyeing _
"ion orgenization in the Chicago cleaning and dyeing industry is set

up along mixed industrial and oraft liness ome wnion claims all employees ins:l.de‘
the plants, while the other asserts oontrol over & single oooupation, collection
and delivery servicoes ¢ o ,'. Standards‘ have oi'ten‘been enforced by violence, but
resort to force in the clesning industry has rarely been instigated by worﬁeré |
alones Rather it has been a Joint instrument of employers a.nd wnions in attempis
to guarantee stability in e h:lghly ccmpetiti.ve markots o o » The_dominant oharao-.
teristio of colleotive bargaining in the oleaning and dyeing industry is clearlir

t joint prioce controle!"

Motlon Pioture Operators

. "Contrasted with the cleaners and dyers, the mo-b:lrn ploture machine
operators are a small group of techni.oians organized striotly a‘.l.ong oraft l:lnes in
en Indvstry of oompo.ratively high overhead cogtse The strategy of their union i.s
to 1imit the number of eliglible workers and teke full advantage of the employera'

necessity for ocontinuous operations There is elmost no element of ;]oint price

oontrol."

Musiclans

N “c::lleotive bargaining procedure for the highly spaoialized oraf't of
msiolans has some elements in oommon with each of the other two end some dis-
tinotive features of 1ts owne o e o Limlited ;]ob opporbuniti.ea serve to maintain an

imdulv laree reserve of musioal talent, ' Here the musiolans! union goes beyond the
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o0leaners and dyers, for it req\;ires union membership of the dontractors, who are
subemployers, and thus retains control over the jobs of the individual musiclanse
But from another angle, muslcians! unlon policy parallels the projectionists! in
seeking to segregaﬁe the locations, such as radic studios, where employers' demsnd
for muslcal service 1s relatively inelastioe Here it achioves its most Impres=
slve effectss Then by more deteiled Job classifioation and by selective protec=
tlon at different levels, it se;ks to m;nbniza the weakness which the economic

force of excess numbers imposes upon ite"

* * * *

OTHER INDUSTRIES

In addition to the industries elready mentioned in this news summary,

the Fund's survey of How Collective Bargaining Works includes two appendices In

which Philip Taft traces the history of collective bargaining before the New Deal
end in which he gives thumbnail comments on thirteen other industries in such
fields st olay, chemloal and allied industries; olothing; food end liquor;
hotels 'and. restaurantsy lumber, pulp and peper; machinist and related tradess |
maritime industrys meroe.ntile- ogtablishments metal mining, smelting and febrica=-
tion; office works petroleum production; publio utilitless and textiles. Another
appendix gilves tables of tradewunion membership, as of 1941, in Amerlcan Fedex;a-
tion of Labor Unions, Congress of Industrial Organizations Unions, and Unaffiliated

Nationals and Internationalse



