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HUM AN RE SO UR CE S DE VE LO PM EN T ACT  OF 1977

TUESD AY, SEPTEMBER 27, 1977

U.S . S en at e,
Subcomm itt ee  on E mp lo ym en t, P overty, and 

M igratory L abor of the Com mit tee  on H um an  R esources,
Wa shington , D.C .

The subcomm ittee  met,  p ur su an t t o notice, at  9 :40 a.m. in room 1114 
* Di rksen Senat e Office Bu ild ing , Se na tor Jaco b K.  Ja vi ts , pr es id ing

pro tem pore .
P re se nt: Sen ato rs J av it s,  and  Chafee.
Also p re se nt : Rep resentati ve  Lun din e.
Sta ff presen t: Ja mes  J . O’Connell , minor ity  counse l, Scott  K . Gin s- 

bu rgh and  Diane Ka mino , pro fessional  staff members.
Se na tor  J avit s. The  he ar ing wi ll come to order.
We meet th is  morning  as the Sub com mittee  on Em plo ym ent, 

Po ve rty  and M ig ra to ry  Labor to con sider th e Hu man  Resources 
Developm ent  Ac t, S. 533, which is spo nsored here in the Senate by 
myself, Se na tor  Math ias, and  Se na tor Hatha way , and in the othe r 
body by Re prese nta tive L undin e of  Jam est ow n, N . Y.

Our  effort here is to  forge  an othe r means by which to impro ve 
Am erican  pr od uc tiv ity , which is serious ly lag ging , and general ly to  
dea l with mo rale  pro blems, and com parab le problems,  such as ab ­
senteeism, th e excessive  use  o f alcohol, or  shop  level decis ions or  m an ­
agement decisions. W e are looking fo r technique s th at  w ill be tte r con ­
tr ib ut e to an overh aul of  the  A me rican in du st rial  system to dea l wi th  
the  deep p roblem  of ende mic  inflation and endem ic unem ployment .

[A  copy of the  bill  S . 533 fo llo ws :]
(1)
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95th CONGRESS 
1st Session S. 533

IN  TH E SENA TE  OF TH E UN ITED  STATES

J anuary 31 (legislative (lay, J anuary 19), 1977
Mr. J avits introduced the following bill; which was read twice and referred 

to the Committee on Labor and Public W elfare

A BILL
To provide for a program, to be carried out through the Secre­

tary of Labor, of projects and an advisory council to pro­
mote economic stability  by increasing productiv ity, im­
proving job security, encouraging retention of jobs in lieu 
of cyclical layoffs, and promoting the better use of human 
resources in employment.

1 Be  it enacted by the Sena te and  House of Bepresenta -

2 fives of the Un ited Sta tes  o f Ame rica  in Congress assembled,

3 That this Act may be cited as the “Human Resources De-

4 velopment Ac t of 1977” .

5 Sec. 2. I t is the purpose of this Act to promote economic

6 stability through the better  use of human resources, to in-

7 crease productiv ity, to improve job security, to encourage

8 the retention of employees by employers as a policy with

I I
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respect to countercyclical unemployment, to enhance the 

quality of working life, and to increase employment oppor­

tunities.

Sec . 3. (a) (1) In order to carry  out the purposes 

specified in section 2, the President, through the Secretary 

of Labor, shall carry out, from funds appropria ted under 

section 4, a program of projects which meet the requirement 

of paragraph (2 ),  through contracts with States, units of 

general local government , institutions of higher education 

as defined in section 1201 (a) of the Hig her  Education Act 

of 1965, and other employers including labor organizations 

as defined in section 2 (5) of the Nationa l Labor Relations 

Act. In  entering into contracts under this section, the Sec­

retary of Labor shall give priority  to projects which involve 

labor-management  cooperation. Such cooperation may in­

clude the advice, technical assistance, and moderation of an 

organization or agency independent of both labor and man­

agement, such as the Federal Mediation and Conciliation 

Service, or a labor-management cooperative committee, es­

tablished or designated for that purpose by the party  con­

tracting with the Secretary of Labor.

(2) Each  project assisted under a contract under this 

section shall be—

(A) a project, involving (i) increased participa­

tion of employees in problem solving and the decision-



4

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

3

making process, (ii) increased participat ion of employ­

ees, through compensation, or other benefits, in the 

gains associated with increased productivity by employ­

ees, (iii) redesign of the tasks, responsibilities, and time 

patte rns connected within particular units of employ­

ment, or •

(B) a demonstration project designed to clearly 

demonstrate specific programs, or guidelines under  which 

employment  can be maintained at prescribed levels for 

a specific period of time and advances can be made in 

productiv ity and quality of working life including a grant, 

to an employer in any area where the average rate of 

unemployment for a period of three consecutive months, 

as determined by the Secre tary, for employees retained 

as employees who would, but for such grants, be laid 

off during periods of cyclical unemployment. Funds  

received under any such g rant  shall be used only for im­

proving  the design of the plant or workplace or of the 

tasks, responsibilities, and time patterns connected with 

particular jobs, for improving the level or type of skills 

of employees, or for solving' job-related problems.

(3) The Secretary shall promulgate regulations, con­

sistent with the purposes and requirements of this Act, as 

well as the National Labor Relations Act, under which 

applications may be made for assistance under this section.

r

♦
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(4) A contract under this section may be made for any 

fiscal year, and payments thereunder  may be made in ad­

vance or by way or reimbursement.

(5) The Human Resources Advisory Council estab­

lished under section 4 shall make recommendations with 

respect to the administration of the projects assisted under 

this section and with respect to whether or not such projects 

achieve the purposes specified in section 2. Such Advisory 

Council shall conduct a specific evaluation of each project 

assisted under a contract under this section.

(6) When  requested by the Secre tary of Labor, the 

Federal  Mediation and Conciliation Service shall—

(A) advise the Secretary of Labor  with respect to 

the priorities to he established for purposes of deter­

mining the projects to be assisted under contract under 

this sect ion;

(B) provide technical assistance to labor and man­

agement during  the period of operation of any project  

so assist ed; and

(C) provide followup technical assistance, where 

such assistance is merited, after the completion of any 

such projec t.

(7) When requested by the Secretary of Labor, the Na­

tional Cente r for Product ivity and Quality of Working Life

2324
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shall provide technical assistance to any project assisted un­

der a contract under this section.

(8) The President shall submit to the Congress a semi­

annual report which shall contain a description of the proj­

ects assisted under this section and the specific contracts 

entered into thereunder  and the results of the evaluations con­

ducted under paragraph  (5 ).

Sec. 4. (a) To furnish advice and assistance in the 

administration of the projects assisted under section 3, there 

is established a Human Resources Advisory Council (herein­

after in this section referred  to as the “Council” ) which shall 

consist of—

(1) the Secretary of Labo r;

(2) the Secretary of Commerce;

(3) the Secretary of the Treasury;

(4) two Senators appointed by the President  pro 

tempore of the Senate;

(5) two Representatives appointed by the Speaker 

of the House of Representatives; and

(6) six public members, appointed by the Presi­

dent.

(b) The Council shall elect a Chairman, and shall 

meet at the call of the Chairman, but not less than twice a 

year. The members of the Council shall be appointed  for

r
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terms of two years,  except that the term of the first Coun­

cil appointed under this Act shall end on December 31, 

1978. The public members of the Council shall be ap­

pointed from among representatives of labor, industry, 

agriculture, consumers, and the public at large, who are 

especially compe tent by virtue of background and expe­

rience to furnish advice on the views and opinions of broad 

segments of the public on matters  related to the purposes 

specified in section 2.

(c) Each public member of the Council shall be en­

titled to be compensated at a rate  equal to the per diem 

equivalent of the rate  for an individual occupying a position 

at level I I I  of the Executive Schedule under  section 5314 

of title 5, United States Code, when engaged in the actual 

performance of his or her duties as such a member, and 

each member shall be entitled to reimbursement for travel, 

subsistence, and other  necessary expenses incurred in the 

performance of his or her duties.

(d) The Secre tary of Labor shall furnish the Council 

with such personnel, facilities, and services as he or she 

deems necessary to enable the Council to perform its func­

tions under this Act .

(e) The provisions of section 14 (a ) of the Federal 

Advisory Committee Act  shall not apply to the Council.
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1 Sec . 5. Nothing in this Act  shall affect the rights guar-

2 anteed under the National Labor Relations Act.

3 Sec . 6. There are authorized to be appropriated such

4 sums as may be necessary to carry out the provisions of

5 this Act. <

4*



Senator J avits. My opening statement will go into the record at 
this point, without objection.

Opening Statement of Senator J avits

Senator J avits. Mr. Cha irman, the Human Resources Development 
Act has been introduced by Representative Lundine,  of Jamestown, 
N. Y., and me, with Senators Mathias and Ha thaway in the Senate and 
numerous cosponsors in the House.

We have developed and introduced this bill because of our con­
cern tha t additional approaches are required to deal with the serious 
economic problems tha t beset our country. The economic outlook, at 
least as i t can be foretold by th e various indica tors is, in my judgment, 
a cause of  grave concern. Productiv ity in the priva te business sector 
of our economy has been stagnant in recent months, and declined 
actually in the second qua rter of 1977. Unemployment continues to 
plague at least 7 percent of our labor force, which means th at some­
thin g near 7 million workers are unemployed. Finally, Mr. Chairman, 
the spector of inflation looms large on the horizon, and may be re­
ignited  at any time, leading possibly to a new recession.

Given this dangerous set of circumstances, the sponsors of the 
Human Resources Development Act have set for th a bill which is 
designed to afford us still  another weapon in our arsenal for fighting 
these severe and profound economic problems. If  enacted, it would 
help in the achievement of price stabil ity and full employment by 
stimulating  improved productivity and job security—not through 
“speed ups” or the substitution of machinery for labor—but through  
worker participation in decisionmaking and in the gains of produc­
tivi ty improvement. Our  bill would make it possible fo r our country 
to embark upon a new’ plate au in labor-management relations, in which 
the formation of labor-management, cooperative committees would be 
encouraged, so tha t mutually beneficial two-way communication could 
take place and the dignity and  creative genius ol the U.S. w’orker could 
be enhanced.

Mr. Chairman, I believe tha t it is possible to enlarge  further the 
community of interests of labor and management without  dividing 
the allegiance of workers, supplant ing the  trad ition al role of the trade 
union or vitiating the collective barga ining process—the hallmark  
of our system of labor relations. Furthermore, Mr. Chairman, I be­
lieve the  results of our efforts along these lines can include improved 
produc tivity, job security, better worker morale and, more impor­
tant ly, full partnership for  the U.S. w orker in our system of economic 
and political democracy.

The Human Resources Development Act, S. 533, would bring  us 
nearer these goals by encouraging the establishment of plant, indus­
try,  or areawide labor-management cooperative committees, in which 
workers and management meet together to discuss common problems 
and other matters in an atmosphere of mutual trus t, harmony, and 
equality. Under our b ill, the  Secretary of Labor would be authorized 
to carry out a program o f projects—through  contracts—of two ty pe s: 
(1) Projects involving: (a)  increased employee participatio n in deci­
sionmaking;  (b) productiv ity gainsharing ; (c) job redesign, and (2) 
Demonstration projects in employment maintenance concepts, during 
periods of high unemployment, through job and plan t redesign and 
expanded training.
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Under our bill, prior ity would be given to projects which involve 
labor-management cooperation, such as with a plan t labor-manage­
ment cooperative committee. I would like to emphasize th ree major 
points about our b ill :

1. We would not mandate or superimpose labor-management com­
mittees from the top—I believe tha t only where the process is initiated 
locally, in area, industry, or  plant committees, can the maximum bene­
fits of communication and cooperation occur;

2. Labor-management, committees provided for under our bill would 
in no way undermine the U.S. system of free collective bargaining 
between adversaries—the cornerstone of our system of labor-manage­
ment relations. In my judgment, labor-management committees can 
supplement and even elevate our collective barga ining system. If  ade­
quate safeguards are installed, such as limiting  the deliberations of 
committees to noncontract subjects like problem solving, productivi ty
gain sharing, and day-to-day plan t and shop-floor decisionmaking, *
there need be no vitiation of our tradit ional  approaches;

3. Our bill underscores the importance of discussing productivity  
improvement only in conjunction with job security. We must convince 
workers tha t productivity  growth can be in their  own self interest : 
tha t there can be a payoff in the form of increased job security and 
higher wages; and that, conversely, stagnant productivity leads u lti­
mately to economic decline and unemployment.

Now, Mr. Chairman, I don't pretend for a minute tha t S. 533 con­
tains all the answers to our coun try’s profound economic problems.
But, it does offer a positive and creative new approach; perhaps the 
beginning of a new way of looking at the worker’s role in a modern 
indus trial society.

Recently, I  have said much about my belief tha t the U.S. economy 
is at a gr eat  watershed in its development : I am convinced there will 
be a great need for enlightened new approaches to our economic and 
social problems in the coming months and years; and the problems 
associated with unemployment, stagnant productiv ity and the organi­
zation of work and production  in our high technology economy are 
all of major importance.

We have witnesses before us today—from government, unions, the 
universities and from actual labor-management committees who are 
all people of vision. I hope they will tell us from the ir own knowledge 
and experience whether or not the programs of enhanced worker par- •
ticipation and employment maintenance we have set fo rth in th is bill 
are efficacious approaches to the problems of our system and our 
society.

Perhaps this bill does not contain the needed ingredients; certainly *"
it is no panacea for all our problems; and none of its provisions is 
immutable. But we are anxious to consider ways to help stimulate 
produc tivity, overcome worker dissatisfaction and alienation, and 
improve job security. I look forward to having the benefit of this 
testimony today.

I would like to express my deep appreciation to the witnesses. We 
would like to announce also tha t William Winpisinger, the president 
of the TAM. who has other commitments, will follow’ immediately after 
our first witness, who comes from the Labor Department, Mr. Peter 
Henle.

So, Mr. Henle, come forward. Do you have a prepared statement?
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Afr H enle . Y'es * I  do.
Se na tor J avits. All righ t, we w ill include  the s ta temen t in  the record 

in ful l. And  if  you wou ld be goo d enough  to  sum marize , th at  would 
help .

STA TEM ENT OF PE TE R HE NL E, DEPUTY  UNDER  SEC RET ARY FOR

ECONOMIC POLICY RE VIE W , DEPAR TMENT OF LABOR, ACCOM­

PA NIED  BY RICHARD SHORE

Mr. H enl e. Senator , we ap prec ia te  the  opp or tuni ty  to  app ea r before  
you. I  m ight  men tion  th at  ap pe ar in g wi th me th is morning  is Mr. 
Ri ch ard Shore  of  the  Dep ar tm en t’s staff, who has been  involve d in 
th is t yp e of  issue f or  ma ny year s.

Th is leg islation  is concern ed with  an  impo rtan t b ut  som etim es over­
looked aspe ct o f American l ife , th e m anner in  wh ich Am eri can w orkers  

n  can contr ibute  to the  im proved  perfo rmance of  the Am eri can econ­
omy. Th e bil l opens  an ap proa ch  whereby the Fe de ra l Gover nm ent  
can  assi st manag ement  a nd  lab or  in  work ing  toge ther  to  prom ote  more 
effective use of  the  ski lls an d tal en ts of  the  work force whi le at  the  
same t im e en hancing  the  secu rity a nd  wo rking  cond itio ns of  employees .

Le t me say  a t the  outset, Mr . Ch air man , that  th e La bo r De pa rtm en t 
does g enera lly  sup po rt the in tent  and  broa d p urp ose s o f the  leg islation 
th at  you have intr odu ced .

I  th ink,  in  accordance  with  yo ur  sugg estion,  I  wi ll n ot  read  my enti re 
sta tem ent, bu t l et me tr y  and  p ick  out some o f i ts mos t p er tin en t p ar ts.

I  wan t to  ta lk  just brie fly ab ou t th is  p hrase whi ch is of ten  uti lized  
in t hi s co nnection, “ the  qu al ity  of w orkin g li fe .”

As we see i t, thi s is no t nec essari ly a brandnew  issue  fo r the  1970's, 
as m uch  as it  is a new t erm th a t has been added to  th e st an da rd  lex ion 
pe rtaini ng  to work and  em plo yment .

At  the same time, the  p hrase “q ua lity o f w orkin g li fe ” f or  1977 does 
no t have prec isely the  same meaning  as it  w ould have ha d in 1927 o r 
1957. We hav e ch angin g conditio ns , and there for e, wo rk ing life and  
its qu al ity  obv iously ch ang e a s well.

Some  o f the  changes inc lude, and some o f t he  issues involved in th is 
ph ras e are , such th ings  as th e op po rtu ni ty  avail able to  worke rs to  
uti lize th ei r t ale nts  mo re fu lly , t he  op po rtu ni ty  to  in tro du ce  an d enjoy 
some g re at er  degree o f flexib ilit y in th ei r pa tte rn s of  w ork , educ atio n, 
and leisure, and the  op po rtun ity to exercise  gr ea te r contr ol over the  
way in which  workers pe rfo rm  th ei r jobs, and also  the  condit ion s u n­
de r which th ey  work .

View ed in th is  lig ht,  the qu al ity  of  wo rk ing lif e is no t som eth ing  
new fo r the La bo r De pa rtm en t. I  will  n ot  go  into  a ny  d eta ile d discus­
sion of  La bo r De pa rtm en t prog rams, because you are  ce rta in ly  very 
fa m ili ar  wi th the ran ge  of  ac tiv itie s. Bu t when you th in k of  em ploy­
ment an d tra in ing,  safe ty  and healt h, lab or  s tand ards , lab or- ma nage­
ment rel ati ons, all of  th at  is involv ed in the  qua lity of  w orking  life.

We do, however, wa nt  to  ca ll yo ur  at tent ion to a few o f the  resea rch  
and demo nstra tio n ac tiv itie s th at  are more  di rec tly  pe rt in en t to  the 
sub jec t of  your  leg isla tion . F o r example, we now have  in progress, 
unde r a contr ac t to the  Unive rs ity  of  Mich iga n’s Su rv ey  Research 
Cente r, the th ird in a co nt inuing  prog ram  of  na tio na l surv eys  of  
Am erican  workers . We call  th is  t he  q ua lity of  emp loy me nt survey. I t 
invo lves  in terviews  with  a represen tat ive c ross- sect ion of  the em ploy ed
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labor force, and it covers a wide variety  of issues such as physical 
working conditions and health problems, wages and fringe benefits, 
working hours and work schedules, union activities, and worker in­
volvement in workplace decisions.

Since this is the thir d such survey, we will be able to make some 
judgments about changes and trends. The previous surveys were in 
1969 and 1973.

We have also supported a limited number of action research proj­
ects testing the feasibili ty and utili ty of innovative approaches to 
improving organizational effectiveness, as well as the quality of work­
ing life. For  example, there is a project now underway which was 
financed initially by the Employment and Training Adminis tration *
dealing with labor-management cooperation, and the evaluation of a 
Labor-Management Committee in the city of San Diego.

Now, in these activities it is impor tant tha t we proceed without 
making  unrealistic assumptions about working people, management, e
and, the nature of the employment relations. For  example, we know 
tha t the importance of life on the job will vary a grea t deal among 
workers. For some, the job is first and foremost a means to an adequate 
income, so that activities outside work—family life, leisure time, com­
munity  programs, or just plain  loafing—can be more fully enjoyed.
But for others, the  job is the focal point of life’s energies, and thus 
offers the opportunity to learn, to develop, and to realize the indi­
vidual' s full potential.

Now, of course, these are illustrative. Most people fall  somewhere in 
between such extremes. We must keep in mind the fact tha t attitudes 
toward  work are not necessarily fixed, but they are also shaped by the 
person’s experiences and the circumstances he will encounter. In  short, 
we must proceed with a clear understanding of and appreciation for 
the variety  and complexity of human nature, and on tha t basis set 
about to develop ways of joint ly working toward common goals and, 
if necessary, be prepared to make compromises tha t are equitable to 
all concerned.

I think we are all familiar  with the fact there has been a growing 
interest and consensus rega rding the need to develop innovative ap­
proaches to improving the economic and social effectiveness of our 
work ins titutions. We have had some imaginative and adventuresome 
experiments, but in the main i t seems to us th at such efforts have been 
sporadic, unsystematic, and somewhat inconclusive.

As a result, the sum total of these efforts, although they are quite 
useful, offer only limited guidance to managers and union leaders, and 
others who want to build their own join t ventures on a firm founda­
tion of past experience. ”

As f ar  as the Federal Government is concerned, obviously we must 
remain strictly  neutral in labor-management relations, avoiding pres­
sure on employers or unions to adopt any part icula r concept on the job, 
or any particular set of goals for employee-employer relations. But 
at the same time we can provide some encouragement and some assist­
ance in working jointly toward  goals tha t labor and management 
themselves have selected.

To some extent the kinds of programs I  have mentioned in the Labor 
Department, Mr. Chairman, have moved in this  direction. Other Gov-
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ern men t agenc ies, of  course,  inc lud ing  the  Na tio na l Cente r fo r P ro ­
du ct ivity  and  Qu ali ty  of  Working  For ce,  and th e Comm erce Dep ar t­
ment, h ave a lso been a ctive  in such activ itie s.

For th is reason we w elcome the  concerns  e xpressed in S. 533. M ore 
spec ifica lly, we en dorse t he  bi ll’s emph asis on wo rke r p ar tic ipat ion and 
lab or-manag ement  coo peratio n. There  is a gr ea t dea l to comm end in 
th e str ate gy  of  un de rta ki ng  new experim ental  pro jec ts wi thin the 
fra me wo rk of lab or- ma nageme nt relations, as  an  ad jun ct,  and no t a 
subs titute for  the  colle ctive b arga in ing process.

W ork er pa rt ic ip at io n in defi ning problem s a nd  deve lop ing  solutions  
sho uld  sta nd  as a  bas ic element  in t hi s effort. While pa rt ic ip ator y prac- 

w tice s of  var ious kin ds  can be and have been incorporata ed  int o in-
num ber able ma nageme nt systems, there are  s ound reasons fo r loo kin g 
wi th  pa rti cu la r favo r on those where  ma nageme nt and workers  are  
pa rt ie s jo in tly  to a colle ctiv e ba rgaining  relati onship.

•  I do no t wa nt to deny  the valu e of  dem ocr atic styl es of ma nage­
me nt in iti ated  by em plo yers with inc rea sin g freque ncy  in recent  ye ars , 
bu t at  the  same tim e we must reco gnize th at  the pa rti cipa tio n of 
worke rs in the  wo rkpla ce  decisions, th ro ug h th ei r unio ns, helps to  in ­
sure th at  the pa rti cipa tio n is leg itim ate  and dir ec ted  to im po rta nt  is­
sues, ra th er  tha n pro fo rm a practic es inv olv ing  mat ters  o f lesse r c on­
cern . P ar tic ipat io n a lso h elp s gu ara ntee  th at  the p ayo ff of  prod uc tiv ity  
imp rov ement  wi ll be e qu ita bly  s hared.  Fi na lly , pr od uc tiv ity  i mp rov e­
ment wi tho ut wi thou t an  acc om pan ying increase in the dem and  for 
produc ts o r services can p res en t the pros pect o f job loss. I t  seems hig hly 
un likely  t hat  employees will fu lly  su pp or t wor k imp rov ement  ac tiv i­
ties wi tho ut the  ass ura nce of  con tinu ed job  sec ur ity  th aa t unions  can 
pro vide.

Le t me just mentio n th aa t a lth ough  it may  app ea r to some that  labor-  
manag ement  coo perat ion  is kind  of  a new’ ph ras e and  a new’ th in g on t he  
labor-manag ement  scene , it  rea lly  has  a much  lon ger his tor y in th is 
coun try  than  is of ten  reco gnized.

I remember my self read ing,  many years  ago,  abo ut the  B & O and 
the Ra ilroad Sh op cr af t uni ons o f t he  1920’s as a conspicuous example 
of  labor-manag ement  coop era tion .

Dur ing Worl d W ar  I I , when we had more th an  5,000 L abor-M an­
agement  Com mitt ees,  th a t was an era  when labor- ma nageme nt were  
coo peratin g to tr y  and save costs and imp rove produc tio n du ring  the  
war  effort. Since th at  tim e there  have been new’ concepts of labor-  
manag ement  coopera tion th at  hav e con tinued  to  deve lop and ga in 
acceptance,  albeit  on a re la tiv ely  modest scale.

In  reviewin g th is hi stor y of labor-manag ement  cooperatio n, it seems
* cle ar  th at  the  prac tic e ha s produc ed som ewh at uneven resu lts. There  

have been both con spic uous successes and di sapp oint ing fai lures.  
W he ther  these coo perat ive  effor ts, which tak e place wi thin the  con ­
text  of  a his tor ica lly  ad ve rsar ia l rel ati on sh ip,  lead to good or  ill de ­
pen ds on a hos t of  considerat ion s, inclu din g the pa st  rel ati on sh ip be­
tween the  pa rti es , the  na tu re  of the indu str y,  and the  economic  con ­
di tio ns  of the day.

St ill , th is experience does  suggest t ha t the  p oten tia l fo r mu tua l ga in 
is th ere , and  th at  its  rea liz ati on  can be faci lit ated  thr ou gh  a pp ro pr ia te  
encourage ment, su pp or t, an d mu tua l tru st . I f  th is  pro posit ion  is ac-

9 9 -7 55  0  -  78  - 2
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cepted, then the Government can provide a useful service by helping 
nurtu re the conditions that are favorable to such joint efforts.

I have a few additional comments on particular items of the bill.
Section 3 (B ), for example, provides for a somewhat different type  of 
project than those in 3(A)—3(B ) deals with somewhat cyclical and 
also seasonal unemployment, which certainly  has been an issue chal­
lenging the ingenuity of everyone who has addressed it.

For  thi s reason, I think tha t the concept presented in section 3(B) 
deserves careful consideration, but  I  think  it should be quite cautiously 
developed. F or this reason we are  not prepared to support this  provi­
sion of the bill at  this time.

Finally, the bill provides for a human resources advisory council *
with representa tion from both the executive and legislative branches.
We are not at all convinced that such a consultative group is necessary, 
and the establishment of an advisory  council, as you undoubtedly 
know, would not be in keeping with the admin istrat ion’s effort to •reduce such groups.

In closing, let me reiterate my support  for the purposes underlying 
S. 533, and I hope that  these comments have done justice to their 
importance.

Senator  J avits. Well, they cer tainly have done justice to the concept 
and we apprecia te very much your appearing. I have jus t a few 
questions.

First, what is the admin istrat ion’s plan for dealing with the Na­
tional Center on Productivity and Quality of Working Life in view of 
the fact it has been such a long time since any Board members were 
appointed ?

Have you any idea as to what is proposed ?
Mr. Henle. Y ou are quite righ t, Senato r; it has been an extended 

period of time. At the present time, as you know, among other things, 
the General Accounting Office is involved in an evaluation of the 
Center.

That evaluation is mandated by the legislation. In addition, I can 
report to you tha t both the Labor  and the Commerce Departments are 
now intensively involved in examining the work o f the Center.

We know it has done many constructive things. We want to  try and 
work out a way in which the Center can be integrated  with the admin­
istra tion’s goals in the labor and business fields.

We have been talking to many of the former members of the Board of ’
Directors and others concerned with the Center, and we hope very 
much to be able to report to the Congress the results of tha t study 
within a few weeks.

Senator J avits. In other words, the task force is expected to  com- *
plete its work in a few weeks.

Is it also considering the desirability of how to set up labor-man­
agement committees like the ones we have in this bi ll; tha t is, the 
same task force ?

Mr. H enle. Well, of course, that is a pa rt of the Center’s activities.
So that definitely would be considered in the report.

You may be interested, Senator, and you mav or  may not know, but 
in the construction industry,  for  example, the Department is quite
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proud of the accomplishments of the labor-management committee in 
the Chicago area tha t has helped to stabilize employment in the con­
struction  industry  by bring ing together the union people, the con­
struction employers, and the Federal agencies concerned with con­
struction, to try  and provide  a more regular flow of Federa l con­
struction for the city of Chicago—to even out some of the very 
destructive seasonal ups and downs. I just cite that as one example of 
the kind of thing the Depar tment  has been involved in.

Senator J avits. Now, can you tell us if the report will cover the 
labor-management committee ?

Mr. Henle. Yes; I th ink I  can give you that  assurance.
* Senator J avits. You can give us that assurance ?

Are there any other plans tha t labor or, as f ar as you know, Com­
merce has in mind for dealing with the decline in productivity at  this 
time, which was so marked in the September second quarter, and was

* the first time since 1975?
Mr. H enle. Well, the produc tivity  issue continues to  be a t rouble­

some one and w’e certainly will agree to that. I am not so sure, Senator, 
tha t you should focus in on th e product ivity figures fo r a particular 
quarter. I have spent some time  talking  to the productivity  people in 
the BLS, who follow those ; and you must remember a productivity fig­
ure is the result of the movement of output and w’orktime. And these 
two series of output and worktime are independently derived from 
different sets of data. They are not necessarily completely consistent. 
The measurement problem has always been one to plague that particu­
lar set of data, particularly  in an inflationary period w here prices play 
havoc wdth the value of output.

So th at those of us who look at it really prefer to have more than 
just one-quarter of data before we get concerned about a trend.

Senator J avits. But it is a fact, is it not, tha t you are not thinking 
about or looking at an upward rising product ivity curb?

Mr. H enle. Well, the figures in 1975 and the first quarter  of 1976 
were quite good. I would be surprised if the downward trend  in the 
second quarter  was continued the rest of the year.

Senator  J avits. But you don’t draw’ any comfort from th at-----
Mr. Henle. No.
Senator J avits [continuing]. In  terms of what we need to do about 

our industrial  system ?
’ Mr. H enle. Well, I think as you know’, the administration is work­

ing quite seriously on a series of tax reform measures. And the busi­
ness tax recommendations w ill be designed, it is my understanding, to 
meet this kind of a situation.

* Senator J avits. Well, thank you very much, Mr. Henle. We will 
look forward to get ting that  task force repor t with g reat  expectation. 
And if you would be good enough to see tha t we get it  promptly. My 
staff w ill be in close touch with you.

We appreciate  your testimony and having your colleague with  us. 
Mr. Henle. We hope to be able to do that.
[The prepared statement of Mr. Henle follows:]



16

STATEMENT OF PETER HENLE 
DEPUTY UNDER SECRETARY OF LABOR 

FOR ECONOMIC POLICY REVIEW 
ON S . 533

HUMAN RESOURCES DEVELOPMENT ACT OF 1977 
BEFORE THE .
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Mr. C hai rm an  and Membe rs o f th e  S ubcom m it te e :

Th an k yo u f o r  t h i s  o p p o r tu n i ty  t o  ap p e ar b e fo re

yo u to d ay  to  d is c u s s  S. 53 3,  th e  Human R e so u rc e s  D ev e lo p - 

men t A ct  o f  197 7, in tr o d u c e d  by S e n a to rs  J a v i t s  an d H at ha w ay .

T h is  l e g i s l a t i o n  i s  c o n c e rn e d  w it h  an  im p o r ta n t,  

b u t so m eti m es o v e rl o o k e d  a s p e c t  o f A m er ic an  l i f e :  th e  

man ne r in  w hic h A m er ic an  w o rk e rs  ca n  c o n t r i b u t e  to  th e  

im pr ov ed  p e rf o rm an ce  o f th e  A m er ic an  ec on om y.  The b i l l  

opens an  ap p ro a ch  whe reby  th e  F e d e r a l G ov er nm en t ca n

a s s i s t  man ag em en t and la b o r  in  w ork in g  to g e th e r  to  p ro m ote  

mo re e f f e c t i v e  use  of th e  s k i l l s  and t a l e n t s  o f th e  w o rk fo rc e  

w h il e  a t  th e  sam e ti m e e n h a n c in g  th e  s e c u r i t y  an d w ork in g  

c o n d i t io n s  o f em plo yees.

In  a p p ro a c h in g  th e  s u b j e c t  o f t h i s  b i l l ,  l e t  me 

sa y  a t  th e  o u t s e t  t h a t  th e  L ab or D epart m en t g e n e r a l ly  

s u p p o r ts  i t s  i n t e n t  and  b ro ad  p u rp o s e s . B e fo re  exam in in g

e

*
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its provisions, I think it will be useful to discuss 

a now common phrase that is often misunderstood and is 

more controversial than it need be. It is "the quality 

of working life."
As I see it, the quality of working life is not 

the brand new issue that some exponents claim it to be, 

so much as a new term which has been added to the standard 

lexicon pertaining to work and employment. At the risk 

of glossing over some legitimate nuances of difference,

I think this expression could be used synonomously with 

other, more common terms used to characterize the general 

well-being of workers. If "quality of working life" 

is to become a useful descriptive label, it must be broad 

enough to encompass the full range of established concerns 

about such basic needs as economic security, wage and 

income sufficiency, and occupational safety and health.

At the same time, I think it is important to recognize 

that the quality of working life in 1977 does not have 

precisely the same meaning as it had in 1927 or even 

1957. Times change, conditions change, and people change. 

Consequently, we have witnessed in recent years the emergence 

of issues that have added some new dimensions to what 

has been called the quality of working life. These are
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the issues that I think impart a rather distinctive flavor 
to this now popular expression. They include such matters 

as the opportunities available to workers to utilize their 
talents more fully, the opportunity to introduce and 

enjoy some greater degree of flexibility in their patterns 
of work, education, and leisure, and the opportunity 
to exercise greater control over the way in which they 
perform their jobs and the conditions under which they 
work.

Viewed in this light, the quality of working life 
is not a new topic for the Labor Department. I won't 
try your patience with a detailed oral inventory of per­
tinent Department programs in the areas of employment 

and training, occupational safety and health, labor stan­
dards, and labor-management relations. It should go 
without saying that, as a result of numerous Congressional 

mandates, the Department operates an abundance of programs 
that, in various ways, serve to improve not only the 
welfare of workers, but also the efficient functioning 
of the private economy. I also want to call attention 
to a few of its research and demonstration activities 

since they are germane to the purposes of this bill.

We must pay attention to the workers' own expressions 

of needs and goals, and resist the temptation to project



our own values into them. We now have in progress, under 

a contract to the University of Michigan's Survey Research 

Center, the third in a continuing program of national 

surveys of American workers. This "Quality of Employment 

Survey," involving interviews with a representative cross- 

section of the employed labor force, is designed expressly 

for the purpose of giving workers still another opportunity 

to articulate their views about themselves and their 

work. The survey covers a wide array of important issues, 

including physical working conditions and health problems, 

wages and fringe benefits, working hours and work schedules 

union activities, and worker involvement in workplace 

decisions. In addition, since this is the third such 

survey, we also will be able to make some judgments about 

changes and trends in work attitudes, working conditions, 

and the frequency and severity of employment problems. 

Information from the current survey should become available 

next spring and will help guide us in developing future 

policies.
We also have supported a limited number of action 

research projects testing the feasibility and utility 

of innovative approaches to improving organizational 

effectiveness as well as the quality of working life.
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Only recently, the Employment and Training Administration 
awarded an initial grant to support the development of 
an experimental project involving labor-management cooperation 
in the city of San Diego. Our role in this project is 
to assist city managers and the union in question to 
establish and evaluate a joint labor-management committee 
whose purpose it is to uncover and remedy workplace problems, 
thereby achieving benefits for both parties as well as 
better services to residents of the community.

In both our research and policy analysis work, we 
have tried to avoid making unrealistic assumptions about 
working people and the nature of the employment relationship. 
We know, for example, that the importance of life on 
the job varies a great deal among workers. For some, 
the. job is first and foremost a means to an adequate 
income so that activities outside work— family life, 
leisure time activities, community programs, or just 
plain loafing— can be more fully enjoyed.
For others, the job is the focal point of life’s energies 
offering the opprotunity to learn, to develop, and to 
realize their full potential. These are merely illus­
trative cases, of course, since most people are at neither 
extreme. In addition, these work attitudes or motives
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are not fixed throughout life, but are shaped by a person's 

experiences and life circumstances.

In short, we must proceed with a clear understanding 

of and appreciation for the variety and complexity of 

human nature and, on that basis, set about to develop 

ways of jointly working toward common goals and, as necessary, 

be prepared to make compromises that are equitable to 

all concerned!

There has been a growing interest and consensus 

regarding the need to develop innovative approaches to 

improving the economic and social effectiveness of our 

work institutions. Notwithstanding some more imaginative 

and adventuresome experiments, in the main, efforts to 

date have been too sporadic, unsystematic, and incon­

clusive. As a result, the sum total of these individual, 

though quite useful studies offer only limited guidance 

to those managers and union leaders who want to build 

their own joint ventures on a firm foundation of past 

experience.
While the Federal Government must remain strictly 

neutral in labor-management relations, avoiding any pressure 

on employers and unions to adopt any particular concept 

of the job, or any particular set of goals for employee- 

employer relations, it can provide encouragement and
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assistance in working jointly toward goals they have
selected. To some extent, the Government has begun to
play such a facilitative role by stimulating and supporting

various kinds of experiments and demonstration projects
through the programs of the Labor Department, the Commerce

Department, the National Center for Productivity and
Quality of Working Life, and other concerned agencies. —

In conjunction with these projects, the Government also
has been encouraging and supporting comprehensive and

nJ
critical evaluations of experience, and taking steps 
to insure that the data and insights produced are dissemi­

nated in order to encourage its application in new situations.
What is needed is a more systematic focus on these issues.

For this reason, we welcome the concerns expressed 
in S. 533. More specifically, we endorse the bill's 

emphasis on worker participation and labor-management 

cooperation. There is a great deal to commend in the 
strategy of undertaking new experimental projects within 
the framework of labor-managment relations and as an 
adjunct of the collective bargaining process.

Worker participation in defining problems and develop­
ing solutions to them should stand as a basic element 

in this effort. While participatory practices of various <

kinds can be and have been incorporated into innumerable
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m an ag em en t sy s te m s , th e r e  a r e  so un d re a s o n s  f o r  lo o k in g  

w it h  p a r t i c u l a r  fa v o r  on  th o s e  w he re  man ag em en t an d 

w o rk e rs  a r e  p a r t i e s  to  a c o l l e c t i v e  b a r g a in in g  r e l a t i o n s h i p .

T h is  i s  n o t t o  de ny  th e  v a lu e  o f d e m o c ra ti c  s t y l e s  

o f  m an ag em en t i n i t i a t e d  by em p lo y ers  w it h  in c r e a s in g  

f re q u e n c y  in  r e c e n t  y e a r s .  B ut  we m ust  r e c o g n iz e  t h a t  

th e  p a r t i c i p a t i o n  o f w o rk e rs  in  w o rk p la ce  d e c i s io n s  th ro u g h  

t h e i r  u n io n s  h e lp s  to  in s u r e  t h a t  th e  p a r t i c i p a t i o n  i s  

l e g i t i m a t e  and d i r e c te d  to  im p o r ta n t i s s u e s ,  r a t h e r  th a n
>«

p ro  fo rm a p r a c t i c e s  in v o lv in g  m a t te r s  o f  l e s s e r  c o n c e rn . 

P a r t i c i p a t i o n  w it h in  th e  fr am ew or k o f un io n-m anag em en t 

r e l a t i o n s  a l s o  h e lp s  g u a r a n te e  t h a t  th e  p a y o f f s  o f  p r o ­

d u c t i v i t y  im pr ov em en t r e s u l t i n g  from  in n o v a ti o n s  in  work 

p r a c t i c e s  w i l l  be e q u i t a b l y  sh a re d  by w o rk e rs  an d e m p lo y e rs . 

How to  c u t  th e  p ie  o f p r o d u c t i v i t y  g a in s  i s  a d e c is io n  

b e s t  ma de j o i n t l y  by m an ag em en t and l a b o r .  F i n a l l y ,  

p r o d u c t i v i t y  im pr ov em en t w it h o u t  an  ac co m pan yin g in c r e a s e  

in  th e  dem and  f o r  p ro d u c ts  o r  s e r v ic e s  ca n  p r e s e n t  th e  

p r o s p e c t  o f jo b  l o s s .  I t  se em s h ig h ly  u n l ik e ly  t h a t  

em p lo yees w i l l  f u l l y  s u p p o r t  wo rk im pr ov em en t a c t i v i t i e s  

w it h o u t th e  a s s u ra n c e  o f c o n t in u e d  jo b  s e c u r i t y  t h a t  

u n io n s  can  p r o v id e .

* C o n tr a ry  to  i t s  a p p e a ra n c e  o f n o v e l ty ,  la b o r- m an ag em en t

c o o p e r a t io n ,  p r i n c i p a l l y  th ro u g h  j o i n t  c o m m it te e s , h a s

4
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had a much longer history in this country than is often 
recognized. Taking root perhaps 50 years ago (the B & 0 
Railroad shopcrafts being a conspicuous example of the 
1920's) cooperation literally flowered during the years 
of World War II, when more than 5,000 labor-management 
committees operated in production plants. Although this 
was the high point of committee development, since then 
new concepts of labor-management cooperation have continued 
to develop and gain acceptance, albeit on a relatively 
modest scale.

Examples include the Scanlon Plan that provides for 
both worker participation for greater efficiency as well 
as sharing in the gains of productivity improvement and 
recent developments of joint labor-management efforts 
in the steel industry.

In reviewing the history of labor-management cooperation, 
it seems clear that the practice has produced uneven 
results. There have been both conspicuous successes 
and disappointing failures. Whether these cooperative 
efforts, which take place within the context of an histori­
cally adversarial relationship, lead to good or ill depends 
on a host of considerations, including the past relation­
ship between the parties, the nature of the industry, 4.

and the economic conditions of the day. Still, this



experience to date does suggest that the potential for 

mutual gain is there and that its realization can be 

facilitated through appropriate encouragement, support, 

and mutual trust. If this proposition is accepted, then 

the Government can provide a useful service by helping 

nurture the conditions that are favorable to joint efforts.

Let me turn now to Section 3(B) of the bill which 

provides for a quite different type of project than those 

of Paragraph (A). The two, as I see them, merit separate 

attention and could be treated independently of one another 

if so desired.
Cyclical and seasonal unemployment has been a persis­

tent problem that has challenged the ingenuity of everyone 

who has addressed it. For this reason, I believe that 

remedies such as the concept presented in Section(B) 

of the bill merits careful consideration. However, I 

also think that the idea should be cautiously developed, 

even in a limited demonstrated effort.

If Federal funds were to be allocated to projects 

of the kind described, I suggest that great care be exercised 

lest they be misperceived as a government wage subsidy, 

which I ’m sure is not the intent of the bill. The explicit 

purpose of government funding should be to test the feasi-
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bility of the proposal, a limited demonstration program 
with provision made for a full assessment of its costs 
and benefits. We are not therefore prepared to support 
this provision of the bill at this time.

My final comments concern the bill's provision for 
establishing a Human Resources Advisory Council with 
representation from the Executive and Legislative branches 
of Government as well as the public.

We are not at all convinced that such a consultative 
group is necessary and the establishment of an Advisory 
Council would not be in keeping with the Administration's 

effort to reduce such groups.
In closing, I again want to reiterate my support 

for the purposes underlying the introduction of S. 533, 
and my hope that these comments have done justice to 

their importance.

*



Senator J avits. Thank you.
Next, Mr. Winpisinger.
Thank you very much for  appearing and helping us in deliberat ing 

on this problem.
Your whole s tatement will go into the record. We would appreciate 

it if you would summarize it, if you can, in 10 minutes.

STATEMENT OF WILLIAM  W. WIN PISINGE R, INTERNATIONAL
PRESIDENT, INTERNATIONAL ASSOCIATION OF MACHINISTS AND
AEROSPACE WORKERS, AFI^C IO

Mr. Winpisinger. I will do my best, Senator.
Thank  you very much for the opportunity to submit this  statement 

and especially for helping me accommodate a busy schedule this 
morning.

Senator J avits. I understand you have to leave.
Mr. W inpisinger. I  th ink it is important in terms of our testimony, 

Senator, to note tha t the machinists’ union is one of the five or six 
of the very largest in our country and probably is among the most 
diversified in all of its many activities.

We have contracts with over 12,000 employers. Our members are 
employed in establishments ranging from five to the g iants  like Con­
tinenta l Can, Lockheed Air line, Boeing Airline, United Airlines, and 
so on, rig ht down to the small one-, two-, five-man shops in auto repair  
garages and similar establishments all over the country.

And although we started out originally as a craf t organiza tion many 
years ago, today we count among our members everything from the 
most unskil led to semiskilled production  workers r igh t on up to tool 
and die makers and technicians and professionals in some 300 indus­
tries in o ur country.

I think on tha t basis and given the problems tha t this  legislation 
attempts to address, you and your subcommittee and the members 
of our organization have a great deal in common. I think, however, 
there might  be some differences in perspective when we look a t the 
objectives of the legislation, Senator, with regard to where we sit when 
we look at it.

I would like to make a few general observations about worker 
apprehension, therefore, with rega rd to these many efforts to increase 
produc tivity  and job satisfaction.

I think over the long run everybody agrees that  worker productivity 
is the key to a high s tandard of living ; but increased ou tput  per man­
hour by its very definition causes unemployment. And tha t is especially 
true in the short, run. And a lot of workingmen and women simply 
cannot wait  for the long run.

And a lo t th at I know personally, that  I see regularly, have a g reat 
deal of trouble  of getting  by from payday to payday. So for them i t 
is a matter of immediacy, and what the ir immediate situation  would be.

We found in a recent survey th at  the average wage rate of our mem­
bers is $6.11 an hour. Quickly stated, tha t means that the average 
member of our union works 40 hours a week, 52 weeks a year, and 
winds up with an income of $12,729, which is about $3,000 less than 
our own B LS tells us is necessary to maintain a moderate standard  of 
health and decency for a family of four.
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So, even i f our average member is fu lly employed, he or she winds 
up substan tially lower than what is considered th at modest standard 
of living. And a lot of them, of course, do not get  those kinds of em­
ployment breaks.

When we talk about unemployment levels of 7 or 8 percent, we tend 
to fo rget tha t not only that 7 or 8 percent of the workers in our coun­
try  is affected, but the totaL impact on unemployment embraces 25 
percent of the balance of the work force whose annual income is dis­
commoded because one in four  American workers get some shortages 
in thei r incomes throughout the year by layoffs or some other inter ­
ruption in the ir employment.

So you have fully 25 percent of the work force partia lly unemployed.
And it is a very serious consequence to them as to what happens. ,

When laborsaving devices or techniques are introduced, these work­
ers almost always assume, based on the  past primar ily, or thei r own 
experience, that something is going to go. And they know it is usually, 
at the very least, their overtime, and at the  very worst, the ir jobs. And 
tha t is all  tha t ever stands between them and a constantly advancing 
inflation which reduces their st andard of living.

I guess the point I  am try ing  to make is tha t increased productivity , 
which is the thrust of all of this, does not necessarily stimula te full 
employment. In fact, I thin k in a lot of places, unemployment is di­
rectly traceable to much of the automation, computerization,  and so 
forth tha t has already been introduced into the Nation’s factories and 
offices.

I guess that  is why in the final analysis the workers jus t do not share 
Government’s and the management’s enthusiasm sometimes for such 
concepts as are embraced by the legislation.

And when management talks  about job sat isfaction as a method to 
increase production, a worker is prone to look at it  in terms of it being 
just a device for what we used to call a speedup many years ago.

I thin k it is true, too, t ha t in labor-intensive industries there is not 
very much tha t can be done to increase product ivity with current 
methods. “Work harder” is often the exhortation used by management, 
but I thin k we all agree the human body has its limitations. There 
is a limit to how hard  people can work. And where labor is the 
major determinant of cost of production, the principal means to 
lower uni t costs, and therefore increase profits, is to reduce wage 
costs, increase the outpu t per worker, or some combination of both.
And I thin k that  is exactly why so many light  manufacturing firms, *
which are very labor intensive, have found it profitable to leave 
America and go overseas with thei r operations.

And I think it goes without  saying tha t those workers overseas 
tha t take those exported jobs. Senator, cannot be any more pro- *
ductive under the same conditions than  those tha t were abandoned 
here in America. They work of ten longer hours, and always at lower 
wages, and for the most par t without the benefit of safety and health, 
or work standards,  o r fringe benefits comparable to our own.

And I think productivi ty has very little, therefore, to do with the 
flight of light  industry tha t we see from our country.

Now, in the case of capital-intensive indust ry going overseas, as 
many of them are also going, I think  it produces a fur the r drag on 
the indigenous economy, and makes less and less capital available
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to increase, with capital improvements, the  ability of the work force 
to produce more. And I thin k all of tha t just boils down to the 
appropriate role that  management has enjoyed, to maximize profits.

So I think internat ional trad e has to be one aspect when we look 
at this whole problem.

I should make it clear, though, lest I sound too negative at this 
point, tha t we never have opposed technological progress. In fact, 
we have felt tha t our members and the country as a whole have been 
the beneficiary of it. And we are equally not against the idea of 
more worker satisfaction. I like to think tha t has been what we 
have been trying to do since our founding nearly a century ago.

We have tried  to do it by tradit iona l means of job safety, seniority 
rights, grievance procedures, and so on. But today when manage­
ment begins to talk about some of these rath er esoteric schemes, a 
lot of workers do not really know what they have in mind, and are 
prone to jump to the conclusion that the purpose of job enrichment 
is the same as tha t of automation, to get more product ion with less 
labor. And in the old days they used to call tha t time and motion 
study and did i t with stopwatches.

Today a lot of them are doing it essentially with questionnaires, 
but with equally identical objectives. And I thin k that workers have 
the legitimate  fear tha t the rewards of any increases in productivi ty 
are not always equitably shared. They therefore, on tha t account, 
lack some enthusiasm shared by others.

I thin k our union is very, very famil iar with the entire Jamestown 
experience, which was founded basically on the initia tive of then 
Mayor Lundine, and now Representa tive Lundine. And there is no 
need to burden the record with the details of that.  O ur members have 
been deeply involved in it. And indeed, a business representative of 
our union is the labor cochairman of tha t effort.

And wdiile th at effort has not been totally free of problems, there 
is no doubt whatsoever tha t it has generated a new spir it of coopera­
tion between labor and management. Strikes have been substantially 
reduced, and the skills of the work force have been upgraded , and 
productivity has risen. And there are some instances where some of 
our members have tied thei r wage rates di rectly to their  productivity. 
And I think probably most notable of all, the climate of tha t area for 
indus try has brightened considerably.

One large in itial employer has moved into the area,  and tw’o existing 
firms have made major expansions, which is in direct contradiction 
to the  exodus that w’as in effect prior to the experiment beginning.

So, as a participant of t ha t success, as w-ell as many other projects 
of a s imilar type all over the country—and I learned about some addi­
tional projects this morning from the folks in the National Center, 
which I was not even aware of—it could be said th at  w*e are fully in 
favor  and in agreement wi th the objectives of the bil l.

We believe that a Federal program administered by the Secretary 
of Labor—and I  want to drive tha t one home, because there has been 
some propensity in some quarte rs, I understand, to consider the  Com­
merce Department for the repository of this legislation, and I would 
think it  properly belongs in the Department of Labor—and a program 
thus conceived, which fosters higher product ivity th roug h the coopera-
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tive efforts of labor and management, can help a lot of  other communi­
ties in this country to  achieve what was achieved in Jamestown.

And we especially favor  the prior ity for gran ts for supporting  
projects  tha t are designed to keep workers employed, who otherwise 
would have been laid  off durin g periods of cyclical unemployment.

I thin k we are all aware of the cost of suppor ting the unemployed 
as being very, very great. And to the extent tha t we can channel some 
of tha t horrendous current cost into the kinds of efforts that  will keep 
people on the job, and working, as opposed to helping them survive 
being unemployed, we will all benefit, and the communities will benefit.

Job  maintenance of tha t kind certainly has some very firm roots 
in other countries, notably Jap an.  There are some projects  right here 
in our country  where it  has proved very beneficial. And I understand 
from some of the work th at  the Japanese corporations have done,
Senator,  that when workers are put on problem-solving kinds of exer­
cises during periods of what  otherwise would be cyclical unemploy­
ment, tha t there is a direc t return to the management in terms of «
product quality, job safety, energy conservation, and so on, which 
actually  is incrementally gre ater  than  the dol lars that are spent on the 
job maintenance projects.

In  concluding, I  would simply call attention to three  precautionary 
observations. First, I thin k it needs to be made clear, either in the bill 
itself, or for sure, in the legislative history, which will serve as the 
ultimate guide to the Secretary of Labor in its adminis tration, that  
labor-management committees established under the authority of S.
533 should be considered as a supplement to, rather than a substitute 
for, collective bargaining. I think that ought to be made very clear.

Second, I  think we need to  have some firm assurance tha t Federal 
gran ts will not be made in a manner tha t gives nonunion plants or 
areas a competitive edge over union plants  or areas. I think tha t is 
very impor tant, because we have had some very bad experiences with 
plan t improvement loans reported to us over the past few years, 
plan t improvement loans under the Rural Development Act of 1972.

And we have had some—primar ily Northern  industria l establish­
ments, which are organized, and with whom we deal in collective 
barga ining—they had the ir No. 1 competitor located somewhere in 
the South, and it was the recipient of a rath er substantial Federal 
gran t, and competing unfa irly  as a consequence of all of  that. And we 
would prefe r no law at all to one giving entrepreneurs in right-to- 
work-for-less States any more of a competitive edge tha n they already *
enjoy due to their lower wage rates.

And lastly, I want to express a concern tha t I thin k is shared by 
many people in the labor movement. There seems to be a real fear 
tha t some Congressmen and  Senators may view this bill as a way of *
bypassing H.R. 50, otherwise known as the Humphrey-Hawkins bal­
anced growth and full employment bill. And if those two pieces of 
legislation were being considered on an eith er/o r basis, we would, of 
course, much prefer  the Humphrey-Hawkins solution.

I do not personally believe, and my testimony over on the House 
side indicates that  I do not believe that such an either /or  approach 
is necessary. The enactment o f th is legislation along with Humphrey- 
Hawkins would, in  my judgment, entail no irreconcilable conflicts,



because both are aimed at the same problem, which is basically the 
problem of unemployment, and both offer solutions that are com­
plementary ra ther  than  contradic tory.

Wi th those few observations, Mr. Chairman, I  appreciate very much 
the opportuni ty to put  them in the record, and would be happy to 
respond, if I can, to any questions t hat  you may have.

Senator J avits. Well, tha nk you very much.
You are a very sophisticated man, and I need not emphasize to you 

the value of such an importa nt and large a union as the IAM ex­
pressing itself favorably to this  bill. While I  appreciate al l the caveats 
you mentioned about the union's concerns—including the drain ing 
away of jobs by either highly automated processes, or the activities 
of major corporations abroad—you do come down on the side of the 
bill on balance. And after all, tha t is w’hat  life  is all about. And it is 
based not only on theory, but  from your hard  experience, especially 
with Jamestown.

I might tell you tha t Congressman Lundine, who was then the 
mayor, was one of the very few people in the country,  let alone my 
own State , who latched onto my own campaign for  labor-management 
committees, and made a great thing of it.

As a m atter  of fact, I had a lot to  do with getting Cummins Engine 
Co. to take over a plan t in Jamestown, precisely because he was in the 
fore fron t of the  thinking. And I tell you tha t my fellow Republicans 
in New York were not too happy  about that, but I believe in i t, and 
it is critical ly important.

I jus t have one or two things  I  would like to ask you. One, I will no t 
belabor the obvious, but  because we are living in the real and not the  
imaginary world we have to be careful that no t rade union member 
has any fear of the labor-management technique as in any way weak­
ening his collective barga ining s tand and his  dependence upon collec­
tive bargaining.

So, first, I w’ould like to assure you that tha t is th e furthes t th ing 
from my mind. On the cont rary,  I  see it as a st rong technique to lend 
new credibility  to union leadership, because it is another dimension, 
and another expansion of the  workers’ participation and opportuni ty.

And I w’ould be very gra tefu l if you would give us your feeling on 
w’hat is the effect, as you see it, Mr. Winpisinger, of the labor-manage­
ment technique, such as Jamestown, on the efficacy and strength of the 
collective bargain ing position of  trade unions.

Mr. Winpisinger. I thin k, wi thout question, Senator, as an extension 
of collective bargaining it  has been a very rewarding and very valuable 
tool, because I think the prim ary thin g it has done is open up com­
munications between the w’hole community of labor and the whole 
community of management. And when you have the rather  warlike 
atmosphere that  seemed to prevail in Jamestown—and I worked up 
there myself as a fledgling representative  many years ago, and am 
familiar  wfith it, and I w*as in some of tha t guer rilla  fighting, and 
know’ about some of the rough and tumble type things tha t went 
on-----

Senator J avits. I  would say i t was one of the toughest towns in the 
country,  let alone New York.
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Mr. W inp isin ger. H os til iti es  w ere  h igh, and we spent a di sp ropo r­
tio na te part  o f our  time, Sena tor , p lann in g t he  ne xt att ack,  o r the  nex t 
defense,  as opposed to  d oin g some thi ng  rea lly  const ruc tive abou t the 
advancing  of  th e int ere st of the wo rkers  and, consequ ent ly, the com­
mu nity. So it  did open  up com municatio ns.  And  as a consequence o f 
th at , people  find  out th at  nobody  bites the hand  th at  feeds them in 
rea lity.

An d th e dialo g go t s tar ted . And  you begin t o emphasize , you know, 
those th in gs  on whi ch you agree , ra th er  t ha n constan tly  dram at iz ing 
to the nt h deg ree  those  th ings  th a t you  disagree on. An d slow ly, bu t 
ine vit ably,  w ith  the  h elp of some resource ful  folks—and th at is a role 
I  th ink the Na tio na l Cente r can pl ay  a very cr itica l and vi ta l role  in 
fu rn ishing  com petent  t hi rd  pa rti es  who are  t ru sted  m utua lly  by both 
manag ement  a nd  labor, to  begin th e nu ts  a nd  bo lts par t of  t he  ope ra­
tio n of ge tt in g it  sta rte d—b ut  com municatio ns is the bes t th in g th at  
open s it  al l u p.

An d it  has been invaluable as to  all  the fal lout  th at  comes in the  
dir ec t lab or-manag ement  re la tio ns hip in  collective  ba rgaining , Sen ­
ato r, because you begin  to  u nd erstan d the othe r man’s pro blems, you 
beg in to  ta lk  about them , a nd  yo u beg in to  pe rhap s make some accom­
mo dat ions t hat are  mu tua lly  benefic ial. An d th at  is wh at b arga in ing is 
rea lly  all  abo ut  in t he  final a nalysis.

Second,  he can  have  an effect  on all kin ds of rew ard s from his  
sized  w ha t you should em phasize , yo ur  solic itud e for  the  wo rkers ’ ove r­
all  position in the shor t term . An d you  are  rig ht . Th e wo rke rs hav e a 
tou gh eno ugh tim e ge tting  from p ay da y to pa yday.

We  high-leve l th ink ers ha d bett er remember th at  up  here . So I  
ap prec iat e tha t very much, b ut  I  would  ask yo u thi s.

Is  is no t a fact  th at  we do have  an op po rtu ni ty—an d I  emphasize  
th at  word. I  hav e no illusion s ab ou t thes e things. An d I  am sure you 
know t ha t.

We  do  ha ve  an  op po rtu ni ty , very  m ate ria lly  to  broad en the worke rs’ 
enjoy me nt o f li fe. Th at  is really w ha t I  ha d in  mind.

In  th e fir st place, we know the wo rker get s a  k ick ou t of  p ar ti ci pa t­
ing  in the hi gh er  level dec isionma kin g a t his  workbench .

Second, he can have an effect on all  kin ds of rew ard s from his 
broth er  worke rs. There  are  plen ty  of peop le, you know, th a t need a 
ha nd —whe ther  i t is excessive use  o f alcohol, or  excessive absenteei sm, 
or to hav e a ra p session wi th a fr ie nd —th is being an org anize d way of 
doing  th at  ki nd  of  th ing .

I  notic ed yo ur  emp has is on prod uc tiv ity . An d I  th ink whi le produc­
tiv ity  is cr iti ca l, we both rea lize th a t prod uc tiv ity  mu st be coupled 
wi th ma rkets , an d th at  pr od uc tiv ity  has a very heav y re latio nship  to 
morale,  w ha t t he  Center call s th e qu al ity  of  w ork ing  life.

An d t he  th in g t hat  I  would li ke  to  emp has ize is that  wha t I  am  look­
ing  to wa rd , an a wh at th is bil l is loo kin g tow ard , i s to real ly make the  
worke r a pa rtne r. Tha t does no t mean he can not fight fo r his  rig ht s 
th roug h the unions , e t cetera. We  kno w t hat  t h a t tension  is wh at  p ro ­
duces  jus tic e in  any f ree society.  B ut i t does mean th at  he w ill also have  
a bet te r outlook on  where h e is  goi ng , and  where his em plo yer  is going, 
how mu ch of  a pie  he is ge tting , an d wh eth er it  is a  f ai r one.
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I t  wi ll give him  a much be tter  ins igh t. Ju st  like  we find  th at  most 
people are honest, and eve ry Am erican  experience  indic ate s th at the  
ove rwhelming m ajo rity of peo ple  a re very hones t in  money  terms, so I  
th ink one  of t he gr ea t v irt ue s of  our  co untry  is th at  our  w orkin g force 
is n ot  res en tfu l. Th ey do not mind  t he  boss ge tti ng  $250,000 a year  i f 
he i s pr od uc ing th e goods,  an d s ell ing  the  merchandi se, an d h as a  clean, 
hon ora ble  p lan t.

Also , people have  to look a li tt le  bi t beyond the end  of  th ei r noses, 
wh eth er th at  relate s to ex po rts  an d imports , or  wh eth er it  rela tes  to 
autom ation . A ft er  all,  where  did you get  the  8-hour  day an d the 40- 
hour  w orkwee k ?

You  know, our ancesto rs worked 72 hou rs, and they  were  lucky 
enough  no t to  sta rve  to de ath . Al l of  those th in gs  a re,  an d should  be 
kept in m ind . I  cannot te ll y ou the g reat  grati fication , the re fore , I  have 
th at  a trad e union lea der like yourself should  hav e some fee lings fo r 
the  same concept.

Now, as to the  wo rry  ab ou t Hu mph rey-Ha wk ins , Hu mp hrey- 
Ha wk ins  is an  enormous pl an ni ng  concept  th at  call s fo r bil lions of  
do lla rs in  exp enditure s or  cre di ts.  Th ere  is no doub t ab ou t the need 
fo r im ple me nti ng  the  Emplo ym en t Act o f 1946, an d t hat is w ha t H um ­
ph rey-Ha wkins  is a ll a bout.

Hum ph rey and I also hav e a plan ning  bill , a nd  you may know  this , 
which  Hu mph rey-Ha wk ins  is very heavily  draw n from.  Le t me as­
sure y ou th at it  is rea lly  a pp les  a nd  oranges. Th e measure, we a re c on­
sid er ing  today has  no such  pre ten sions.  I t  p roposes essen tia lly  an ap ­
proach  to  a  new dimen sion  o f labo r p owe r and  m anagem ent power fo r 
when  a tow n i s in  troub le like  Ja mestown .

Th e othe r is a vas t na tio na l eff or t to dea l mu ch more in de tai l with 
ou r g reates t resource, which is th e hum an resource. So I  wa nt to  g ive 
you eve ry assu rance th at  wh ile  some people may tr y  to  preten d th at  
th is rep res ents wh at Hu mph rey-Ha wkins  does, there is absolu tely  no 
re latio nship  o f one to an othe r—except one o f fac ili ta tio n.

Mr. W intisinger . We ll, le t me say, Sena tor , pe rhap s a s a final com­
ment on the reco rd, t hat wh at  is  in  my s tat em en t on t hat score is p rob­
ably m ore  in  the natu re  of se lf-d efense , Se na tor , in  ter ms o f convincing 
some of  my  colleagues  the y ou gh t to come out of  the woo dwo rk and  
su pp or t t his, th an  i t i s in  l im iti ng  any advocacy  o f th e l egi sla tion. Bu t 
I  am confide nt th at  y ou, Mr.  Ch airm an , as the  ch air ma n of  thi s com­
mittee, do no t in ten d t o w ate r d own o r demean, o r in  an y respec t dete r, 
the course of  Hum ph rey-Ha wkins  and the im po rtan t asp ect s th at  it  
has.

I  m ight  say , as well, that p robably the  prin cipa l r eason th at we come 
down in  ou r shop  on the  side  of  su pp or tin g th is  kind  of  end eav or is 
the lessons of  the pas t. We  were one of  the foremost  org aniza tio ns  
stan ding  on the  thr esho ld of  the gr ea t autom ati on  push a few yea rs 
ago.

In  fact , we financed a jo in t in sti tu tio n up in New Yo rk  to ana lyze  
the  im pacts  of  autom ation, an d the  final res ult  on employment . We 
fou nd i t was very benefic ial, th at more  a nd  bet te r jobs  were created, in 
lar ge  par t,  a t leas t in th at er a,  by th at  so rt of  in tro du ct ion of  new 
tech nology .



34

On th is occasion I am less than  convinced that in th is city, for ex­
ample, th at job enrichment really  will achieve all the lofty  goals tha t 
its proponents expect for it. I think it  is, to some extent, still a mythical 
sort of a  jungle out there. B ut since we already have the mechanism in 
place for gain sharing , which is really the bottom line of all of this, and 
we can look out for ourselves, as they say, in the ga in-sharing aspects, 
and we do not develop any distor tion there if we bargain  effectively, 
then why not experiment and see what we can do.

I am impressed with some of what I have seen. I stal led off full 
circle, and I  have come, I guess, ha lf circle now. And i f we continue to 
enjoy some of the successes I  have seen, I  will come fu ll circle on the question.

I am delighted to say tha t because we have fostered experimentation 
from the top, we have probably more local unions in the country en­
gaged in it right now than any other organization, with the UAW, I  
guess, running just about neck and neck.

Senator J avits. I am very grateful  to you, and I would like to 
affirm the leadership example given by the Internat iona l Association of Machinists.

Congressman Lundine has sent me a copy of a letter addressed 
to him by Howard Pas ter, the legislative director of the United  Auto­
mobile Workers, in which he states th a t:

“The Organization is prepared to support, wi th some changes”—just 
like your statement—essentially the thrust of th is bill, he says.

And without objection, Congressman Lundine’s le tter will go into the record.
Mr. Winpisinger. Thank you very much.
[The prepared statement of Mr. Winp isinger and the lett er referred to follows:]

*
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Mr. Chairman, distinguished members of this subcommittee.

Mz name is William W. Winpisinger. I am President of the Inter­

national Association of Maehln - ints and Aerospace Workers.

Without burdening the subcommittee with detailed documentation let 

me note for the record that the Machinists Union is not only one of the 

five or six largest organizations of workingmen and women on the North 

American continent, but is also one of the most diversified. We have 

contracts with more than 12,000 employers. Our members are employed 

in enterprises that range in size from such well known business names 

as Lockheed, Continental Can and United Airlines to small mar-hina shops 

and auto repair garages in every corner of the country.

Although we started out in 1888 as an organization limited primarily 

to skilled journeymen on the railroads, today we represent everything 

from unskilled floor sweepers to semi-skilled production workers to 

highly skilled tool and die makers to white-coated technicians and 

professionals in some 300 industries.

I have provided this brief thumbnail sketch of the Machinists Union 

to indicate that this committee's objectives, both generally and • in  the 

specific legislation before us today, are matters of everyday concern 

to those for whom I am privileged to speak.

Mr. Chairman, when you invited me to come here today and comment on 

S. 533, the Human Resources Development Act of 1977, you stated that 

members of your subcommittee are especially interested in finding fresh 

approaches to improve economic performance, prevent cyclical layoffs 

and enhance job satisfaction. Let me say that in this respect members
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of your subcommittee and members of my union have a lot in common.

However, there are some differences in the perspective from which these 

objectives are viewed. So before I address myself to the specific pro­

visions of S. 533, I would like to make a few general observations that 

will, I hope, help to explain some common worker apprehensions about 

efforts to increase productivity and job satisfaction.

Everyone agrees that over the long run increased worker productivity 

is the key to higher standards of living. Increased output per man hour 

of input, though, by definition, causes unemployment at least in the short 

run. But workingmen and women cannot always wait for the long run. In 

fact most of the ones I know seem to have trouble getting by from pay day 

to pay day.

It may interest you to know, for example, that we recently ran a 

union-wide survey of the hourly wage rates of our members. We know that 

on the whole these members are better compensated, both in wages and in 

fringe benefits, than non-union members in similar occupations. We found 

that the weighted average hourly wage of our membership amounts to $6.11.

That means that if an average member is fully employed UO hours a week,

52 weeks a year, that member's annual income will come to $12,729 —  

which is about $3,000 less than the Bureau of Labor Statistics says a 

family of four needs to maintain a moderate standard of health and decency 

in an average American city. Thus, even if our average member is fully 

employed, he or she is substantially below what is considered a modest 

standard cf living in the United States today. The fact is, however, 

that the odds on an average worker's being employed 40 hours a week, 52 

weeks a year are none too good. When people talk about rates of unemployment

*
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ranging between 7 and 8%, they tend to forget that unemployment ia a 

scourge that afflicts many more than 7 or 8% of the total work force. 

Much more significant, in terms of unemployment's total impact is the 

fact that during the course of any given year one worker out of every 

four suffers a layoff of one kind or another. Such a layoff may last 

no more than a few days or a few weeks, but the result is that each 

year the already inadequate incomes of 25% of the industrial work force 

are further diluted by layoffs.

Though it is easy for business men and economists, and even union 

leaders, to rhapsodize on the virtues of increased productivity, the 

people who are most directly affected, those down on the factory floor, 

have reason to be skeptical. When labor-saving devices or techniques 

are introduced, factory workers can generally assume that something's 

going to go. It may only be their overtime, which helps them keep up 

with the cost-of-living, or it may be their job, which is all that 

stands between them and a long wait in the unemployment compensation, 

or the welfare, line.

The point I am trying to make, Mr. Chairman, is that increased 

productivity does not necessarily stimulate full employment. In fact, 

much of today's unemployment is directly traceable to the automation 

and computerization that has already been introduced into the nation's 

factories and offices. And that is why working people, in the shop, 

do not necessarily share government's and management's enthusiasm for 

such concepts as job enrichment and worker participation. To management 

job enrichment may seem to be a good way to motivate more production.

To workers it is just as likely to be a code word for the speed-up.
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Other pointe need to be made with respect to productivity. In labor 

intensive industries there is precious little that can be done to increase 

productivity. "Work harder," is often the exhortation, but the human body 

is capable of just so much physical exertion. Where labor is the major 

determinant of cost of production, the principal means to lower unit costs, 

and therefore increase profits, is to reduce-wage costs, increase output 

per worker or effect a combination of both. This is precisely why so many 

light manufacturing firms, which are labor intensive, have found it profitable 

to leave America and export their operations to Third World nations.

The garment, textile, leather, fur and glove, shoe and electronic 

assembly industries illustrate the point. Once exported, workers overseas 

have no greater productivity than those abandoned in America. They work 

longer hours, at much lower wages, without benefit of comparable safety, 

health, and work standards or fringes. Productivity has little or nothing 

to do with American light industry's flight overseas.

In the case of capital intensive industry relocating overseas, the 

export of capital and technology produces a drag on our overall national 

productivity figures. Working people in America have less capital to work 

with to improve productivity. The recipient nation of American capital 

and technology gains. Again, though, the motive for moving abroad is 

not productivity improvement; it Is profit maximization. That exported 

capital and technology could be employed just as efficiently and 

productively here in the United States, but it would return less profit, 

due to higher wage, work, living and social benefit standards.

Mr. Chairman, the impact of international trade on domestic employ­

ment and productivity cannot be ignored in your consideration of S. 533 •

*
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Let me make it clear, Mr. Chairman, that just as we do not oppose 

technological progress, we are not against the idea of job satisfaction. 

That's what unions have been trying to achieve for several generations.

We have tried to enrich the jobs of our members by increasing their 

safety, seniority rights, grievance procedures and compensation on 

the job. But when management begins to talk to our members about job 

enrichment, we know this is not what they have in mind. Basically the 

purpose of job enrichment is the same as automation: to get more 

production with less labor. In the old days they U3ed to call it time 

and motion study and they did it with stop watches. Today they call 

it job enrichment and do it with questionnaires. But the objective 

is identical. As the noted labor historian and author, Thnmnp Brooks, 

pointed out some time ago in the American Federationist. "Substituting 

the sociologists' questionnaire for the stop watch is likely to be no 

gain for the workers. While workers have a stake in productivity, it 

is not always identical with that of management. Job enrichment programs 

have cut jobs just as effectively as automation and stop watches. And 

the rewards of productivity are not always equitably shared."

I think it is appropriate to note that the main thrust of this M i l , 

which is to provido federal financing for productivity improvement projects 

carried on by local labor-management committees, got its initial impetus 

from an experiment in labor-management relations which involved a goodly 

number of our members in Representative Lundine's home district, Jamestown, 

New York. He is sponsor of a companion bill, H. R. 2596, on which I 

testified before the House Economic Stabilization Subcommittee on Apri1 5 

of this year.
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The Machinists Union is quite familiar with the Jamestown experience 

We have 15 local lodges with 4,ll6 members in that city. Wage rates for 

our m m  locals range between $3.24 and $6.02 an hour with the bulk of 

our members earning between $4.50 and $5-50 an hour. For many years 

Jamestown has been a depressed area and until 1971 it had a reputation 

as a tough and somewhat strike-happy labor town. Through Mr. Lundine's 

efforts when he was mayor, management and labor agreed to try to work 

together to stem what had become an outflow of jobs from the area.

They set up a Jamestown Labor-Management Committee to achieve four 

prinrHpal goals! An improved climate of industrial relations, the 

training of skilled manpower, more industrial development and increased 

productivity.

Of these goals, increased productivity was considered the most 

essential if companies located in Jamestown were to iecome more 

competitive. Recognizing, as I have previously indicated, that union 

members equate the word "productivity" with speed ups and time and 

motion techniques, management agreed that in exchange for any higher 

productivity resulting from worker cooperation, there would be no 

resulting loss of jobs.

This experiment in labor-management cooperation has not been totally 

free of problems. But there can be no doubt that it has generated a new 

spirit of cooperation between labor and management. Strikes have been 

reduced substantially, the skills of the work force have been upgraded 

and productivity has risen. In at least one case, workers have agreed 

to a wage rate tied directly to their productivity increases. The 

climate for industry has become so favorable that companies are no
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longer moving out. To the contrary, one large concern has moved in 

and two existing firms have made major expansions.

What the Jamestown plan has done for one city in up-state New York, 

S. 533 proposes to make possible for cities and towns throughout the 

United States. As a participant in the success of the labor-management 

cooperation that has turned Jamestown around, the Machinists Union is in 

full agreement with the objectives of this bill. We believe that a 

federal program, administered by the Secretary of Labor, which fosters 

higher productivity through cooperative labor-management committees non 

help other communities to achieve what Jamestown has achieved. We 

especially favor the priority for grants supporting projects designed 

to keep workers employed who would otherwise be laid off during periods 

of cyclical unemployment.

As we all know, supporting the unemployed is costly. Federal, state 

and local governments pay out billions of dollars every year in unemploy­

ment compensation, welfare relief, food stamps, etc. Management spends 

millions of dollars in support of collectively bargained supplemental 

unemployment benefits and severance payments. Society, as a whole, and 

the affected workers in particular, pay the indirect costs related to 

alcoholism, family breakups, crime, suicides, mental illness and all the 

other known by-products of unemployment. All elements of society would 

benefit if we could divert a portion of this national expenditure into 

keeping people on the job, rather than merely to help them survive being 

off the job.

*
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In authorizing federal grants for projects designed to keep people 

employed during slack periods, S. 533 is not proposing mere busy work 

or make work. It is drawing upon a concept, known as job maintenance, 

which is fairly common in Japan and which has been tested in pilot 

programs conducted by various companies in New Jersey, West Virginia and

New York. To put it very simply, jobs maintenance works like this:

Instead of laying off a certain percentage of the work force during 

periods of low market demand, those not needed for production are shifted 

to training and problem-solving activities. As Sidney Rubinstein, 

president of Participative Systems, Incorporated of Princeton, New 

Jersey has testified before a subcommittee of the House Committee on 

Education and Labor, "Under the joint and equal control of an organi­

zation's management and its.. .unions, workers are organized into 

problem-solving teams, given appropriate training in behavioral and 

technical aspects of problem-solving, and proceed to deal with such 

work area problems as methods, processes, materials, morale, equipment, 

quality, etc."

Although it might initially cost more to keep people employed than 

to put them on the unemployment compensation or welfare rolls, there is 

evidence to indicate that the long-term cost would be substantially 

lower. I understand, for example, that Toyota of Japan figures that 

worker solutions of such problems as job safety, product quality and 

energy conservation result in a saving of from to $5«00 for

every dollar spent on job maintenance projects.

Mr. Chairman, let me begin to wrap up my remarks by saying that 

despite our general reservations about job enrichment schemes, we 

believe that the experience of our members in Jamestown warrants our quali­

fied support for S. 533* We especially urge the enactment of those
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provisions authorizing federal grants for Job maintenance during 

periods of economic down turn. I would, however, like to put three 

precautionary observations into the record. First, it must be made 
clear, either in the bill itself or in the legislative history which 

will serve as a guide to the Secretary of Labor, that labor-management 

committees, established under the authority of S. 533, shall be 

considered as a supplement to, rather than a substitute for, collective 
bargaining.

Second, we need to have some firm assurance that federal grants will 
not be made in a manner that gives non-union plants or areas a competitive 
edge over union plants or areas. This is a very important consideration.

We are having some very bad experiences with plant improvement loans made 

under the Rural Development Act of 1972. Very recently, for example, an 

Illinois company with whom we have a contract informed us that its chief 

competitor, a large non-'nion operation, has applied for an $800,000 Federal 
Rural Development loan to expand one of its plants in Tennessee. According 

to the management of the Illinois company, the granting of this loan will 

have a seriously adverse effect on its Illinois employees and thus on the 

jobs of our Illinois members. We would prefer no law to one giving non­

union employers in right-to-work-for-less states any more of a competitive 
edge than they already enjoy due to their lower wage rates.

Finally, I want to express a concern that is shared by many people 

I've talked to in the rest of the labor movement. Quite frankly there 

is a real fear that some Congressmen and Senators may view S. 533 as a 

way of bypassing H.R. 50, the Humphrey-Hawkins Balanced Growth and Full 
Employment Bill.

If these two bills were being considered on an either/or basis, we 

would much prefer the Humphrey-Hawkins solution. I personally do not 
believe such an either/or approach is necessary. The enactment of
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S. 533 along with H.R. 50 would entail no irreconcilable conflicts.

Both are aimed at the same problem, the problem of unemployment, and 

both offer solutions that are complementary rather than contradictory.

I believe it is important to make this point, because there are 

some in the labor movement, who are withholding support from S. 533 

on the basis that its enactment would preclude passage of the Humphrey- 

Hawkins Bill. As I have just indicated, if this committee determines 

that only one of these bills can be passed, then I would have to stand 

with the rest of the labor movement in wholehearted support of the 

Humphrey-Hawkins approach.

Mr. Chairman, this concludes my prepared testimony. I want to 

thank all the members of this committee for their courtesy in permitting 

me to appear here today. If it is the desire of this committee, I am 

now ready to answer any questions you may have.

99-7 55 0  - 78 - 4
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2 .
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Senator J avits. Our next witness is Mr. George Kuper,  executive 
director, National Center on Produ ctivity  and Qual ity of Working  

Life.
Mr. Kuper, could you w ait a few minutes ?
Our next witness is Prof. J ohn  Dunlop, professor o f economics, Har­

vard University, and fo rmer Secretary of  Labor.
Professor Dunlop, I know what a job it has been for you to take 

time out to testify. I want  to express my gra titude , along with Senator 
Nelson, the chairman of this  subcommittee, and the chairman of the 
full committee’s gra titude for your willingness to appear and present 
this testimony, however it may go, respecting this bill.

Will you, sir, proceed as you wish? Your whole statement, of  course, 
*  will go into the record.

STATEM ENT OF J OH N DUNLOP, PROFESSOR OF ECONOMICS, 
HA RV AR D UN IVER SIT Y

Professor Dunlop. Well, thank you very kind ly, Mr. Chairman, for 

those ki nd remarks.
Wh at I would like to do is tr y to be b rief, because I  know tha t you 

would prefe r discourse. However, there are one or  two parts of this 

tha t I would like to re ad very briefly.
This  statement is divided into three parts , Mr. Chairman. The first 

constitutes a typology and a classification of various types of commit­

tees and their  characteristics.
The second is a sum mary of the experience with labor-management 

committees in this country. And finally, I have some comments, thir d, 
on the principles a nd objectives of the legislation.

And I would comment that these remarks deal with the United 
States, and do not deal with  the vast experience in different indust rial 

relations settings abroad.
Now, I cannot too s trongly , perhaps, exercise my pedagogical back­

ground by startin g with emphasizing the variety of labor-management 
committees. I say th at the ir different approaches show more diversity 
than  the animal kingdom. An d I  am not proposing to use classical cate­
gories such as phylum, class, order, genera, and species, or to develop 
Latin  forms of nomenclature for the various divisions in the labor- 
management committee world. But I thin k a sense of the types of 

» distinguishing character istics is essential even fo r common discourse.
Now, I first indicate t he level of committees which are most common. 

There is the level of the workplace, or p lant  level. There is the level of 
the locality. There is the level of the indust ry committee in a locality. 

< There is an ind ustry or a committee on a national  basis.
And  finally, there is a committee on an economywide basis. And I 

have set forth illustrations  of each of those, includin g a number of 
them, Mr. Chairman, which I have been involved in, or a t the present 
time might be involved in. And I  think  the variety and richness of those 
is impor tant as a base to star t.

Now, these committees, as I indicate, also vary enormously by the 
scope of the issues with which they deal. They do not grow out of a 
desire fo r a committee. They do not grow out of a desire to  have good 
relations. They grow out of a concern, as I shall summarize later on, 
with part icular problems and complex issues t hat  trouble  people.
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Tho se problem s m ay be w age  s tru ctu re , t hey may  be v acation s, they  
may  be h ealth , sen iori ty, im po rts , t he  issues of economic surviv al, and  
so on.

Now,  these committees also  d iffer very much, Mr. Ch air ma n, on the  
role  of  neutr als . In  some of  these the re are  ne ut ra ls th at  play very  
decis ive roles,  and in some of  them  th ey play  no roles  a t all. Sometimes  
the  role of  neutr als  have a governm ental  affili ation , an d sometimes 
the y do not.

I- can  go on abo ut th is  cl ass ification them e, and  t al k  a lo t about an ­
oth er set of  defin ition s depend ing  on methods of financ ing , and oth er 
variable s in  thi s pictu re.

In  c los ing  th is  fi rst five p ages,  Mr.  Ch air man , I wou ld also empha­
size th at from the  po int  of view of  the  economy, fro m the point  of 
view of  labor peace, or prod uc tiv ity , t hat  these  c omm ittee s are  n ot all 
equ ally  imp or tan t. Some of  th em  made contr ibu tions  in  one field, and 
some in ano the r. An d we mu st, I th ink,  my th ru st  is, we must be sure  
of t hat  diver sity. W ha t is true  o f some comm ittee s is n ot  tru e of others.

Now,  in  order to keep to  th e very shor t t im efr am e I  w anted , I  would 
like  t o pre sen t to you ou t of  my expe rience, Mr.  Ch air man , 10 or 11 
po int s here  th at  I  th in k sum ma rize w ha t I  know abo ut committ ees and  
thei r h ist or y in  th is coun try.

De spite  the  vas t differen ces amo ng committees, there are  cer tain 
general iza tions  th at  cut across ma ny of these. An d they  a re as follows, 
in my  m in d :

F ir st , comm ittees often ari se out o f a  serious cris is wh ich  challenges  
the  surviva l of the  p art ies , o r t hr ea tens  the conti nu ity  o f th ei r normal  
policies. A wartim e eme rgen cy, dram atic  tech nological  and ma rke t 
change , a lo ng work s top page , a re  all  i llu str ati ve . T hese  a re all changes 
th at  make peop le ge t t og ethe r and do something.  Seldom  do commit­
tees, in  my exper ience , aris e w ith ou t such a challenge.

Second, comm ittees  do not or dina ril y ari se ou t of th e gen era l view 
that, they  are  a good idea , alt ho ug h in some circum stance s an im ita ­
tion a nd  fa d e lement is p res ent. Com mit tees  ari se t o deal  w ith  very spe­
cific problems which va ry  widely fro m one sit ua tio n to  anoth er,  and  
at  vari ous levels.

Thi rd , pa rti cu la r com mit tees ten d to have a sh or t life . They pass 
away. Th e circums tanc es may have change d, oft en  the lea der ship of 
one side  or  the  other, or  a ne ut ra l, th at  played a decis ive role may 
cease to  be  active. Few  of  t he  more than  5,000 p rod uctio n comm ittees  
establ ished in World  W ar  I I  surviv ed any len gth  of  time.

Fo ur th , committees are  no t a rec ent  phenomenon . Th ey  go back to 
the  ea rly  da ys  of collect ive b arga in ing.  Th ey hav e not  had a signif ican t 
grow th,  and  th ey are  conf ined t o a very  few s itu ati on s ov era ll.

F if th , committees exist  in bo th pr ivate and publi c employme nt ; in 
Fe de ra l, S tat e, and  local gov ernments .

Si xth,  t he  Federal  Governm ent, throug h the var iou s agencies, have  
played a role  in encoura gin g some labor-manag ement  committees,  but  
the  overa ll impac t of  th ese agencie s has been rel ati ve ly minor, tak ing 
the  rang e o f com mittees as a whole.

Seventh , comm ittees  on th e whole have  been able  to  finance the m­
selves fro m pr iva te  sources , or  in the  case of  comm ittee s in the publ ic 
sector, fro m regu lar bud gets .
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Eig ht h,  in  comm ittee s t ha t o perate ov er a p eriod , t ha t a re conce rned  
wi th  costs and efficiency—I am ta lk in g about ess entia lly  pl an t level 
com mit tees—unions ofte n c on fro nt  the  ha rd  prob lem s of  co ntr ad ict ory  
dema nds on th em fo r econom ic re spo nsi bil ity  and  ra nk-an d-f ile  democ­
rac y. I t  is the  busin ess of  sayin g let  us be efficient, bu t let us also be 
dem ocratic , which cons titutes  a real cha llenge to  union lea dersh ip.  
Th ey  do n ot a lwa ys m ix well . M anagem ents  in  tu rn  f ind changes in the 
na tu re  of trad iti on al  prerog ati ve s, some time s ve ry ha rd  to deal  with.

Ni nth,  as General Pr es id en t W inpisin ge r o f the  M ach ini sts  po int ed  
ou t in the House he ar ings —and  a ga in toda y—“ wh ile  ev eryone agrees  
th a t over  the  long  run increa sed  prod uc tiv ity  is the  key to h ighe r stan d­
ards  o f liv ing ,” t hat at  the  w ork place fo r the individu al  wor ker  “ pr o­
du ct iv ity ” is not  a  p op ul ar  te rm, bein g eq uated too  of ten  w ith  speedu p 
an d loss of  jobs.

Te nth,  th e role o f the  th ir d  p ar ty  in  a lab or-manag ement  com mitt ee, 
whe n inv ited by the  pa rti es , in any  level of  a  co mm ittee i s l ikely to  be 
most frui tful  when  con cer ned  with im ag ina tiv e me dia tio n and wi th 
the dev elopment of  da ta  fo r the  considera tion of  th e partie s.

Eleventh,  many  o f t he  m ost  sig nif icant res ult s o f labor-manag ement  
com mit tees  are  in dir ect , g rowi ng  ou t of  im pro ved  comm unicat ions and  
be tte r relations w hich come t o be ap pl ied to othe r problems th an  th ose 
which  i ni tia ted  the  committee s.

Now, fina lly, Mr. Ch ai rm an , and I wil l be th ro ug h in a mi nute or  
two, th e th ird p ar t o f th is  was  some general  com ments on the  legis lation.

One , the  lab or- ma nageme nt committ ees ten d to  deve lop in response  
to  p ar tic ul ar  u rge nt need s a nd  u nd er  the  imp etu s o f d ist inc tiv e lea der­
ship. I do not believe the y can  be or  sh ould be mass produced. Fa ds  in  
th is  area  are as  likely to  setbac k as  advance c on str uc tiv e developments.

Two, some e nco ura geme nt from some hig hly  qual ified pers onnel as ­
soc iate d with a few Go vernme nt agencies may  be h elpful  in some c ir ­
cumstances.  But the  scope for  Gov ern ment is  not  large , an d th e need fo r 
fund s is quite lim ited, but it  is no t zero.

Th ree, one of  the  contr ibuti on s th e G overn ment sho uld  make t o com­
mittees is to im prove the q ua lity and reduce  the d elay in  the  ava ila bi lit y 
of  sta tis tic al  da ta  a t the reques t of  pa rti es , an d in response  t o th ei r 
view  of  categories and  def init ions.

Le t me give  you one ill us tra tio n th at influences y ou r State pa rt ic u­
la rly,  Mr.  C hai rman.

I  am prese ntly wo rking , as the  s tat em ent ind ica tes , wi th the  lad ies ’ 
ga rm en t indu str y an d th e men ’s clothin g indu st ry —bro ug ht  to  a head  
over the  im po rt prob lem.

Now, the  simple fa ct  is th at  at  t he  p resent  t im e in th is  c ountry the 
stat ist ics of  prod uctio n of  a ll these ty pes o f c lot hin g, and the  s ta tis tic s 
on forei gn  t rad e, ju st  d o no t mix, I mean, the  categories a nd  n umber s 
do no t rea lly  pe rm it an y of  us to do a good job  in be ing  a ble  t o say  
real ly  w ha t th e im po rt si tuat ion is by produc tio n u ni t.

We  need, and I  a m ho pi ng  to  get, th at  pro blem pu t tog ether.  T he re 
is a  p lace  w here the  Govern ment ought to  be w orking  wi th the p ar tie s. 
Th e needs o f the  G overn me nt up to now fo r g enera l na tio na l sta tis tic s 
are  n ot  help ful to the peo ple  in  solv ing  th ei r problems, a nd som eth ing  
can  be done abo ut t ha t.

Now,  I  use th at only as  an illus tra tio n.
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Al thou gh  i t is diff icult to  make  a  qu an tit at ive assessment, some com­
mi ttees do make  a co nt rib ut ion to indu st ria l peace  and to imp roved 
pr od uc tiv ity , bu t th ei r overa ll po ten tia l co ntr ibuti on  t o the  tota l pr o­
du ct iv ity  prob lems of  the economy are  no t large , exc ept  at  the  top  
policy  level. Bu t thes e com mit tees do have value in them selves as an 
extens ion  of collective  ba rg ai ni ng  and , where is develop s na tura lly , 
fo r fu rthe ring  of demo cra tic  p rin cip les  a t the workp lace.

Fi na lly,  I cannot  close wi thou t expre ssing some serious  concern 
abou t a gr an t pro gra m wh ich  involves the Fe de ral Government  issu ­
ing reg ula tions def inin g th e typ es of  committees, th ei r composition, 
pur poses , scope of  ac tiv iti es  which  w’ill receive su pp or t, and  those 
which  will  not.

I  can  see bu rea ucrat ic def ini tion s of  “p ar tic ip at io n, ” “redesign of  
tas ks ,” and  “produ cti vit y ga in s” to the de trime nt  o f t he  la uda ble  p ur ­
poses  of  the  legisla tion . Th e regu lator y syn drome has no place in 
labor-manag ement  com mit tees , and ye t I  recognize how difficult it is 
fo r the Federal  Go vernm ent to give  awa y money wi thou t in trud ing 
more and more  in to pr iv at e decisions.

An d at  the end, Mr.  Ch ai rm an  and mem bers  of  the comm ittee,  I 
have specified  what I  r eg ar d as some o f the more  im po rtan t scholarly  
works  in the  a rea,  and one or  tw o o the r documen ts de ali ng  with  labor - 
ma nag ement  committ ees in th is  cou ntry from an acad emic, and  from 
a basic po int of  view. T ha nk  you.

Se na tor J avits. We  c er ta in ly  a pprec iat e very m uch  y ou r t estimony,  
Pr ofes so r Dun lop , which is so inform ative , and based upon so m uch 
exp erie nce  and  so much convict ion.  We will  tak e it  all very much to  
he ar t.

Now, one of  the  t hing s I  wou ld like  to ask you ab ou t is on pag e 8 
you  spe ak of  labor- ma nageme nt committ ees as tend in g to develop in 
respon se to  pa rt icul ar  urge nt  needs.

Now,  would urge nt  needs incl ude  a tow n or  a cit y th at  is economi­
ca lly  depressed, an d is se eking  to rev ive its elf  ?

Pr ofessor D unlop. Yes; I  meant  th at  sta tem en t to  ap ply rea lly  to 
alm ost  a ll of the five or  six levels and  scopes, and so on. Le t us take— 
and I  am going by memory now—the  first im po rtan t com mun ity in 
rec ent  times in the  U ni ted St ates  which developed such a committee 
on a locali ty basis  was Toledo. An d th at  grew  ou t of  the  very  bad  
labo r re lat ion s si tua tio n th ere .

I t  was not the  dev elopment  problem , Sena tor , it  was  the  fac t th at  
labo r an d manag ement  str ikes  were very bi tte r. An d in th at  comm u­
ni ty  there developed the so-called Toledo plan. And  Lou isv ille  devel­
ope d th at , an d New Yo rk develo ped  tha t.

Jam est ow n, N.Y.,  as I  un de rs tand  it,  has gro wn much more  o ut of 
an economic crisis, an d th er e were  some elements  of  st rif e,  bu t the y 
were  not as im po rta nt  in  th e New Yo rk sit ua tio n as the y had  been 
hi sto ric all y in Toledo a nd  Loui svi lle.  B ut  that  is a k ind of  cri sis at  the 
local level.

I f  you have a crisis in  a pl an t, the  ma nageme nt says, “We are  
go ing to  shu t down, and t he  cos ts ar e too  high ,” o r yo u have  some o the r 
dev elopment , the n th at  tend s to  lead  the  sit ua tio n. I t  has to be com­
bin ed fina lly, in my judg men t, Mr. Ch air ma n, wi th the kin d of lea d­
ers hip, and not  every collective ba rgaining  agr eem ent  has  the  kin d 
of  matur ity , the kind  of lea dersh ip,  th at  is go ing  to  produc e this.
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Now an d then  you ge t it. And  in New Yo rk  you ha d such a case.
Se na to r J avits. Of  course, we have  many  in  New Yo rk, a nd  m any  in 

othe r S tat es .
Se na tor C hafee ?
Pr ofes so r Dunlop. I  do no t me an to say  t hat  the re  c an  be only  1 in 

1,000, o r 1 in  100, bu t it  tak es  an  extr eme kind  of  si tuat ion to have 
a gr ow th.

Se na tor J avits. Now, the seco nd th ing I  wou ld like to  e mph asize to 
you is th is  concept of money , whi ch you rai sed in yo ur  sta tem ent . 
In  othe r words, why  Fe de ra l money? And  if  Fe de ra l money, to 
wh at e xte nt  ?

to Pr ofes so r D unlop. Th at  is ri gh t.
Se na to r J avits. I wou ld lik e to  deal  wi th  th at , because it  lays the  

fund am en ta l leg isla tive in tent . I t  is to be noted  th at  no specific  sum 
is me ntioned in the bil l.

*  Pr ofesso r D unlop . Cor rec t.
Se na tor J avits. An d th at is int en tio na l. Th e only sum  discussed,  

on occasion , has  been $50 mil lio n, a nd  th at  is no t neces sar ily in concre te, 
it  cou ld be a very ina dequate  figu re, or  it  cou ld be mo re th an  ade ­
quate. I t  de pen ds on wh at th ru st  we take in the leg islation .

Th erefo re,  my money purposes  a re subsumed very sepa ra te ly  under 
(a) an d (b ).

Now, (a ),  which is conta ine d here unde r section 3, pa ra gr ap h 2, 
which is fou nd on pag e 2 an d line  22 o f the bill , as to  faci lit at ion of  
lab or- ma nageme nt com mit tees , t he re  I  w ould  t hi nk  t hat  money wou ld 
be used  ext rem ely  spar ingly,  an d solely as seed money, or  a way  to  
hav e it  so you do no t have  to  go and  scrounge fo r $1,000 to  have 
a meet ing , an d ge t som eth ing  off the  ground .

As a m at te r of fac t, even in  Jame sto wn  I had to go there and ad ­
dress a dinn er  meetin g so th a t Con gressm an Lu nd ine  cou ld get  th at  
first lit tle  s ta rt  to  even ge t his  m eet ing  together.  A nd  so th a t is wh at I 
had in m ind .

I also h ave in mind some spe cia lis ts of the Government  and I  th or ­
oughly agree  w ith  you about th e De pa rtm en t of  Labor, who  would be 
avail able with exp erti se and knowledge , and the fee ling th a t the  G ov­
ern men t was blessing the  e ffor t. Tha t is all  I  see the money  the re  fo r;  
th at is, st rict ly  as a po int of  en try , and  no th ing else, st ri ct ly  to pay 
the ca rf ar e of  th e L ab or  D ep ar tm en t official i f he is g oing  to be ther e,

*  and to f ac ili ta te  a meet ing , or  some thi ng  like th at .
Now, un de r item (b ),  wh ich  deal s wi th de mon str at ion  pro jec ts 

th at  affects continuing  em plo ym ent , I th ink th at  is a ra th er  big ger  
concept.

* My guess is—and I th in k I  t ho roug hly agree wi th the previo us wi t­
ness—t hat al l th at  would  be used fo r tempo raril y is a few  demo nstra ­
tio n pro jec ts,  t o see if  d ur ing perio ds  o f slack, when emp loyees would 
be la id  off, if  it would be possible to uti lize those same employees— 
pa ying  the m pr et ty  much wh at  une mploy ment com pen sat ion  would 
pay th em.

Th at  has always  to rtu red me abo ut une mp loy ment com pensation.  
An d, you kn ow, I  have been t he  pr im e spo nsor of  most of  these  bills, but  
you pa y $18 billion or  $19 bil lio n, and wh at do you  ge t fo r it?

I mean, it  ju st  kil ls me to see all  of th is  go out, and th is  working 
pow er absolu tely  unused.  So I  would suggest  some demo nstra tion
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proje cts  respec ting  pl an t impro veme nt,  tech nology  improvem ent , in ­
creased trai ni ng  to ind uce  th e pl an t ma nager, as it  were , to let  the  
pla nt serve as a schoolhouse, as a un ive rsi ty,  or  fo r pl an t imp rove­
ment,  as  aga ins t a  be tte r day. And  that  need no t n ecessa rily  be  gran ts.  
I t  could  also be loans. But  th a t is som eth ing  we ou gh t to exp eriment 
with.

I have no fancy  am ounts  of  mon ey in m ind  in  ei ther  case. I  ju st  want 
th at  c lea r fo r the  r ecord. B ut  I do th in k th at  the movement ought to 
go fo rw ard.

Now,  the las t th ing------
Professo r Dunlop . May  I  ju st  m ake one comment abou t t ha t, Sena­

to r J  av its  ?
W ha t you  say  is he lpfu l to  me. Und er  t he  first re la tiv ely small, as 

the  Con gress thi nk s of  money  an y way, there are tw o othe r pa rt s of 
Fe de ra l exp enditure s th at  I  th in k  are use ful  ove r an d above the two 
item s th at  you mentione d.

One  is a kin d of  d issem ina tion of  re po rts  ab out w ha t h as  been done  
so th a t the people , who  a re  c onsid eri ng  w he ther  to  h ave a committee,  
wil l have th at  knowledge, o r ha ve some factua l base to  review th ei r own 
sit ua tio n,  an d have some body  to  ta lk  to  t hem , and then  of course let  
them ma ke up  th ei r ow n m ind .

Th e second element, I th in k,  is da ta.  You  see, o fte n you ge t a good 
com mit tee go ing  by say ing , “ Well , g entl eme n, let  us look  at  o ur prob­
lem, lets us find out wha t it  rea lly  am ounts  to, an d wha t are the  
na tu re  an d dimensions of  it .” An d th at  does tak e some money some­
time s, because it  invo lves  sub catego ries of  da ta  an d avail ab ili ty  of  
da ta  that are  not general ly publi she d.

And  tho se tw o purposes  ar e very im po rta nt .
Se na tor J avits. I  thorou gh ly  agree with  th at . And  I  would also 

like t o add, in my own re th in ki ng  of wh at I  ju st  sa id,  Profe ssor,  th at 
I th in k a fa r more continuous rel ati on sh ip of  who eve r th e Federal  
Go vernm ent gro up advis er should be in th is  t ha n we no rm all y th ink 
about. An d I th in k there m ight  be room—perh aps th e Ce nter can do 
it— fo r a service, which wi ll be ava ilable  on a co nt inuing  basi s and  
th at  service  would be to  give  each  labor-m anagem ent com mit tee  a w in­
dow on the wor ld, as it were , as  well as the wo rld  o f gov ernment.

Th e last th in g I wou ld lik e to  ask you is kind  o f a  dou ble  ques tion. 
Do you th in k ou r argu men t th a t the lab or- ma nageme nt comm ittee 
techniqu e wil l res ult  in less st ri fe  and a fa ir er  div ision of  business 
than  is now presen t in the s tr ic tly adve rsa ry  rela tio ns hip of  collective 
ba rgaining —-do  you th in k th a t is v alid?

Pr ofes so r Dunlop. We ll, Mr . Ch air ma n, I  hav e no  hesitation  in 
say ing , ou t of  my own exp erie nce , as well as rea din g, th a t where the  
com mit tees  are  fo r rea l, if  I  can  use th at  phrase, wh ere  the y grow  
out of  a  self-n eed, no m at te r 5vhat th at  need is, it  can be a dozen dif ­
fe rent  th ings  to which the spe cia l committ ees concentra te on, bu t in 
my experie nce  a by prod uc t of  th at  is alw ays  a mo re con stru ctiv e 
rel ati on sh ip,  a be tte r un de rs tand ing of  each othe r’s position.

One  is tryi ng  t o do business  out side of  the  normal confrontat ion s, 
and  n egotiations or g rievance h an dl in g;  one is  tr yin g a jo in t consu lta­
tive at tit ud e,  so to speak. An d in m y view it  a lwa ys mak es some ad di-
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resolutions. .
So, fro m th at point of view, if  i t is f or real, and not artificial, then 

I have no hesitation in saying t ha t it is in that sense terribly  important. 

In fact, it is one of the most important ways in  which problems get 

solved.
Now, one other aspect of that.  I happen to thin k that many times 

those developments and discussions are more important and more sig­

nificant if done on an indu stry  basis in a locality, or on an industry  

of sector basis nationally  tha n at the plant  level. Those are separate 
kinds of attitu dinal  problems and management problems on all sides. 

And therefore , the level a t which tha t discussion takes place becomes 

very critic al for the future .
Senat or J avits. I think my attitud e, and then I would like to 

yield to Senator Chafee, can be summed up in terms of a cooperative 

democracy for mutual profit.  Th at is the way I feel.
Senator Chafee. Thank you, Mr. Chairman.
Professor, I would like to  get into p art  of your testimony here. Not 

long ago, under Senator Ja vi ts’ aegis, we met with a rath er distin ­

guished group of economists and industrialists —actually it was on 

Tuesday afte r Labor Day. One of the problems th at was presented to 

us was what can we do to improve produc tivity in the United States. 
And there were various techniques, or schemes, if you want to call 

them that , t hat  were suggested.
One of the major industrial ists there said tha t it  had been his 

experience tha t this cooperation amongst a g roup really had to spring  

from th e local lev el; tha t when they t ried to impose it  from on high, it 

just did n ot seem to work.
I am not talkin g stric tly of improved productivity now. They said 

it h ad to be amongst a group  th at was small enough so tha t each worker 

felt there was some reward from tha t improved productivity.
For instance, in his company, which was a nationa l company, they 

had given up profit sharing. They felt the incentive really was not 

there.
So I  would like yo ur reactions to th at comment, based on your con­

siderable experience. You know, we always hear about what they are 
doing over in the Swedish automobile manu facturing company, and 

tha t it has all worked in wonderful style, and tha t Volvo manufac­

tur ing —although I notice the price of the Volvo is going right  through 

the ceiling, and I do not know if tha t is cause and effect—but could 

you give me some comments on that ?
Professo r D unlop. Yes; I would make two observations perhaps.

The first is th at, as you have quoted him, I find the statement  con­

sonant with my experience in the sense that decreeing committees, or 

some top people getting togeth er to deal with level problems, is not a 

good way to do it. So with  th at  kind of an idea, yes, I  am in sympathy.
On the  other hand, there is a role, because the problems are different 

at subsequent levels in the hierarchies of companies and unions tha t is 

important,  if for no oth er reason t han to shape the establishments of 

those committees—in other  words, for example, as is well known, in 

the steel industry in the  la st 3 or 4 years there were a number of p lant
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level committees established. They were established pursuant  to a na ­
tional union and national company’s discretion of thing s and agree­
ment to do it, se tting the grou nd rules and so forth and setting  them up.

If  you would have let committees in basic steel be established in each 
company and each plant and so in an individual way, I  do not  th ink 
it would have worked so well.

In  other words, one must go at these problems, in my judgment, 
cooperatively, Senator, at the level at wliich is the most successful 
entry point.

Now, if one is dealing with worker attitu de problems, with safety, 
with efficiency, with those kinds of issues, then you have to get it down 
to the plan t level or you do not have anything . On the other hand, 
there are other issues having to do with the structure of bargaining  
and certain  kinds of statist ical work and so on, which can be done a t 
a sectoral level or even an economy-wide level.

If  you are talking  about wha t can p arties  do, for example, to deal 
with health care costs, you do not want to start to deal with tha t prob­
lem with people working at  the  immediate machine. You may want to 
sta rt an agreement at the national level which devises policies which 
then people in the p artic ular  pla nt in each collective-bargaining rela­
tionship, you know, make the ir contribution to reduce the amount of 
surgery and all of the rest of things we can talk about.

So one must go in at the level th at the problem is, in  my judgment. 
But if you are going to deal with efficiency, with safety, with those 
kinds of plan t level problems, you must get to tha t level o r you will 
have very little  impact.

Senator C iiafee. One of the points tha t you made here on page (8 ),  
point No. 3, is that  one of the contributions  the Government can make 
is to improve the quality and reduce delay in the availabi lity of 
statistical data.

Now, is not tha t data cu rrent ly available somewhere ?
Professor Dunlop. Well-----
Senat or Chafee. I am not against the bill but-----
Professor Dunlop. Well, yes and no. You see, as I mentioned to 

Senator  Ja vit s earlier—and the only reason I  mentioned it is because 
his State  has a good deal of garment and clothing indus try in it—we 
have one set of data tha t deals with production, and t ha t comes out of 
the Commerce Department. We have another set of data  geared up to 
the categories of the tariff.

Now, nobody has ever put those together. You cannot know which 
items th at are subject to these kinds of importants are related to our 
production since you do not know where the impacts o f various kinds 
of imports  are on part icul ar sub-branches of an industry. Or take 
anothe r problem, the level of generali ty at which the Government 
publishes its figures is often inadequate to the needs of the parties 
because they deal with specific company or pla nt situations.

Mr. Peter Henle mentioned the Chicago Construction Committee 
tha t was established a fter  some studies we made on seasonality. Well, 
the Government does not regularly publish da ta about seasonality. The 
only way you can deal with th at  problem is to go and find out what the 
experiences are in various localities. We found out. in tha t matter, 
Senator Chafee, that there was more seasonality in Chicago than there 
was in the  colder temperatures of Minnesota And then you star t won-
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dering  why. Well, it has to do with the contract lett ing procedures of 
those agencies.

Well, tha t kind of da ta is not readily available. You have to go and 
look for  it. It  is that kind of pinpointing of work th at I had in mind.

Senat or Chafee. Wh at is yo ur overall view on this proposed legis­
lation ? Are you for it  ?

Profe ssor Dunlop. Well, let me say this to you. Fir st, I am very 
much in favor of the growth, the development, even the n urtu ring  and 
feeding tha t can be done for  labor-management committees. I  happen 
to spend a good part of my time, even currently , in this  matte r and have 
a number of these operations which I have the honor to work with. And 
so I  am devoted to them, not only for the ir stated purposes, b ut for 
the indirec t consequences I mentioned. So t ha t is very clear.

Second, I think  in the way Senator Jav its and I exchanged views 
about fundin g purposes, I am not in favor of a large-scale Govern­
ment program in this area. I am in favor  of the nur tur ing  and the 
development of promising situations with modest financing. Now, 
tha t would be with people from Government agencies who have some 
sensitivi ty and some und erstan ding of this problem, of course.

Senator Chafee. I thin k also i t seems to  me th at in yo ur statement 
you rat her  frequently refe r to collective bargaining. But  it seems to 
me that this could be help ful in areas where there is no collective bar­
gainin g whatsoever.

Professor Dunlop. Yes ; except, Senator, t ha t you have got to have 
some leadership on all sides tha t are dealing with the problem. And 
the way you get workers involved is through the ir organizations. If  
they are not organized I  do not quite see how you can ge t the workers 
involved as a group unless you have thei r representative.  And when 
you en ter tha t area, you also ru n into the  problem t ha t i f you are  now 
setting up an organization for  th is purpose, you confro nt representa­
tional questions and the like, which seems to me to be running the 
danger of having a program which will be opposed f or those reasons.

Senator Chafee. Thank you very much.
Senat or J avits. Thank you very much.
Profes sor Dunlop. Thank you, Senator.
[The pr epared  statement of Professor D unlop follow s:]
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STATEMENT TO THE U.S. SENATE COMMITTEE ON HUMAN RESOURCES,
SUB-COMMITTEE ON EMPLOYMENT, POVERTY, AND MIGRATORY LABOR

September 27, 1977 
by John T. Dunlop

Mr. Chairman, it is an honor again to be asked to testify 
before a Sub-Committee and to respond to your questions regarding
S. 533.

At the outset it should be made clear that I am speaking 
today as an individual and represent no organization.

This brief statement is divided into three parts: Part I 
constitutes a typology and classification of various types of 
committees and their characteristics. The phrase "labor-management 
committees" encompasses a vast diversity of situations, and the 
main types of relationships and their characteristics need to be 
distinguished for purposes of public policy making. Part II is 
a summary of the experience with labor-management committees over 
a period of years. Part III constitutes some comments on the 
principles and objectives of the proposed legislation.

The discussion is concerned solely with committees in the 
United States. No reference is made to the substantially different
situation in other countries.

I. TYPES AND FEATURES OF COMMITTEES

The variety of labor-management committees approaches the 
diversity of the animal kingdom. I am not proposing to use such
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classical categories as phylum, class, order, genera and species 

or to develop Latin forms of nomenclature for various divisions in 

the labor-management committee world. But a sense of types of 

distinguishing features is essential even for common discourse.*

1. Level of Committees. Committees range from the immediate 

work place, through the plant level, an industry in the locality, 

the locality as a whole, a sector regionally or nationally to an 

economy-wide labor-management committee. The concerns and interests, 

methods of operation and relations to particular collective bar- 

A  gaining agreements are very different. A few comments and

illustrations will better convey the experience in this country.

(a) Work place or plant committees. Such committees are the 

most numerous form; they are closest to the involvement of 

individual workers and supervisors, and they tend currently to be 
authorized and circumscribed by the provisions of the collective 

bargaining agreements directly applicable to the work place. They 

tend to be focused on particular issues such as production, cost 

savings, safety and training. More recently there have been a 

few committees concerned with quality of work and job restructuring. 

There are potentials for conflict with the representation and 

grievance procedure functions that must be avoided if such committees 

are to be effective and to survive. Committees in the basic steel 

industry, without neutrals, are one illustrative. The Kaiser Steel

1-----------------------------------------------------------------------------------------------------------------------------------------------------------Some appreciation of this diversity is evident from, National 
Center for Productivity and Quality of Working Life, Directory 
of Labor-Management Committees, October 1976, Washington, D.C.
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Corporation - United Steelworkers of America Long Range Committee, 
on which I served as a neutral with George Taylor and David L.
Cole throughout the 1960's had such departmental committees 
involving workers, union stewards and supervisors. The Scanlon 
plans are another illustration.
(b) Locality committees. These committees tend to involve many or 
all parties to collective bargaining agreements in a locality.
They have been concerned with mediation plans to settle disputes 
and reduce work stoppages, promote economic development and 
mitigate economic crises. Such groups have at one time or another 
been operative, for instance, in Toledo, Louisville, Jamestown,
New York City; but the number of communities has never been large.
(c) Industry committees in a locality. Labor-management committees 
have been established to deal with rather specific problems in an 
industry in a locality, at times governed by a common collective 
bargaining agreement. The Cleveland Ladies' Garment industry 
during the period 1919-31 introduced standards of production and 
earnings through a board of referees. The Chicago Construction 
Coordinating Committee in construction, financed by government, 
with government procurement agencies established in 1973 to be 
concerned originally with seasonality and related issues is another 
illustration.
(d) Industry or company committees on a national basis. The
parties to collective bargaining in a sector have on occasion set >

up committees to consider issues on a nation-wide basis. Some­
times these committees have related to governmental agencies on

*
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some questions. The Construction Industry Joint Conference 

operated in the period 1960-68; it was not involved in dispute 

settlement of collective agreements. I served as its impartial 

chairman. The Joint Labor Management Committee of the Retail 

Food Industry was established in April 1974 as a part of under­

standings related to decontrol. Wayne Horvitz served as chairman 

until he became Director of the Federal Mediation and Conciliation 

Service this year. The Armour Progress Sharing Agreement in the 

meat packing industry facilitiated the shut-down of some plants 

and the adjustments of the work force. A recent joint Committee 

has been established in the men's clothing and ladies' garment 

industries to consider means to improve their competitiveness in 

the face of rising imports; the parties have asked me to work

with them.
(e) An economy-wide committee. Such a committee has been drawn 

from national labor and industry leaders. Their concerns may be 

a variety of national economic policy issues - job creation, 

inflation, energy policy, housing, medical care, etc. On occasion 

in the past they have considered industrial relations issues. In 

our history such committees in most cases have been established by 

the President, as in the Kennedy and Johnson administrations. A 

committee established by President Ford in September, 1974 has 

continued itself as a private labor-management group since 

February 1976.
2. Scope of Issues. The above classification concerned the

99-755 0  - 78 -5
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level of committees, but the discussion has also indicated in a 
preliminary way how diversified have been the interests and 
substantive concerns of committees. Committees have not been 
established, nor do they continue, for their own sake; they are 
designed to deal with a particular range of problems that concern 
the parties.

Some committees are designed to deal with complex issues 
which cannot readily be handled across the negotiating table, as 
committees design to study wage structure alignment, vacation 
plans, pension and health and welfare programs, seniority 
questions, imports, and the like. Such committees are designed to 
prepare for subsequent negotiations.

Other committees focus on short-term legislative programs 
or questions of local or national governmental administration and 
regulation.

3. Role of Neutrals. Some of these committees have no 
private or governmental third-party representative, while others 
have a third-party private chairman or a relationship to some level 
of government. Some committees may have been encouraged by 
governmental suggestion while in other cases the initiative has 
been entirely with the parties. In some cases the role of a neutral 
is confirmed to making a study while in others an active mediating 
or even a limited arbitration role may be involved.
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II. SOME GENERALIZATIONS FROM THE 
HISTORY OF COMMITTEES

Despite the vast variety of committees, differences in the 

scope of their work and the role of third-parties, it may be 

appropriate to attempt a few generalizations based upon a personal 

, assessment. The following propositions reflect my experience

and reading of the work of others.

1. Committees often arise out of a serious crisis which 

challenges the survival of the parties or threatens the continuation 

of their normal policies. A wartime emergency, dramatic tech­

nological and market change, a long work stoppage, imports, etc., 

are illustrative. Seldom do committees arise without such a 

challenge.
2. Committees do not ordinarily arise out of the general 

view that they are a good idea, although in some circumstances an 

imitation or fad element may be present. Committees arise to 

deal with very specific problems which vary widely from one 

situation to another.
3. Particular committees tend to have a short life. They 

pass away. The circumstances may have changed; often the leader­

ship of one side or the other, or a neutral, that played a 

decisive role may have ceased to be active. Few of the more than 

5,000 production committees established in World War II remain.
«

4. Committees are not a recent phenomenon. They go back 

to the early days of collective bargaining. They have not had a

• significant growth and they are confined to a very few situations.
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5. Committees exist in both private and public employment, 
in federal, state and local governments.

6. The Federal Government, through various agencies, has 
played a role in encouraging some labor-management committees, 
but the overall impact of these Agencies has been relatively minor 
taking the range of committees as a whole.

7. Committees on the whole, have been able to finance 
themselves from private sources, or in the case of committees in 
the public sector, from regular budgets.

8. I n  committees, that operate over a period, that are 
concerned with costs and efficiency, unions often confront the 
hard problems of contradictory demands on them for economic 
responsibility and rank and file democracy. They do not always 
mix well. Managements in turn find changes in the nature of 
traditional prerogatives.

9. As General President Winpsioger of the Machinists 
pointed out in the House hearings,,"while everyone agrees that over 
the long run increased productivity is the key to higher standards 
°f living,” that at the work place for the individual worker 
"productivity" is not a popular term, being equated too often
with speed-up and loss of jobs.

10. The role of the third-party in a Labor-Management Committee 
when invited by the parties, in any level of a committee is likely 
to be most fruitful when concerned with imaginative mediation and 
with the development of data for the consideration of the parties.
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11. Many of the most significant results of labor-management 

committees are indirect, growing out of improved communications and 

better relations which come to be applied co other problems than 

those which initiated the committees.

III. SOME COMMENTS ON THE PROPOSED LEGISLATION

The preceeding discussion suggests to me the following 

comment's on the principles and objectives of the proposed legislation.

1. Labor-management committees tend to develop in response 

to particular urgent needs and under the impetus of distinctive 

leadership. I do not believe they can be or should be mass 

produced. Fads in this area are as likely to set back as to 

advance constructive developments.

2. Some encouragement from some highly qualified personnel 

associated with a few government agencies may be helpful in some 

circumstances. But the scope for government is not large and the 

need for funds is quite limited.

3. One of the contributions the government should make to 

committees is to improve the quality and reduce delay in the 

availability of statistical data at the request of the parties 

and in response to their view of categories and definitions.

Although it is difficult to make a quantative assessment, 

some committees do make a contribution to industrial p i a r e and 

to improved productivity, but their overall potential contribution 

to the total productivity problems of the economy are not large,



66

- 9 -

except at the top policy level. But these committees do have value 
in themselves as an extension of collective bargaining and, where 
it develops naturally, or furthering of democratic principles as 
the work place.

5. I cannot close without expressing some serious concern 
about a grant program which involves the federal government 
issuing regulations defining the types of committees, their 
composition, purposes, scope of activities which will receive 
support and those which will not. I can see bureaucratic de­
finitions of "participation," "redesign of tasks" and "productivity 
gains" to the detriment of the laudable purposes of the legislation 
The regulatory syndrome has no place in labor-management committees 
and yet I recognize how difficult it is for the Federal Government 
to give away money without intruding more and more into private
decisions.
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Th e N a t io n a l  C om m is si on f o r  I n d u s t r i a l  P e a c e , R e p o r t an d 
R eco m m en d a ti o n s, May 1974 .
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Se na to r J avits. Nex t we hav e Mr. Ge orge  Ku per.
Yo ur  whole sta tem ent will be include d in the record . As  it is qui te 

extens ive, if  you would be good enough to sum marize  i t wi thi n 10 min­
utes , we would appre cia te i t.

STA TEM ENT  OF GEORGE H. KU PER, EX EC UT IVE DIRECTOR,
NATIONAL  CE NTE R FOR P RODUCTIVITY AND Q UALITY OF WORK­
IN G LIF E

Mr.  K uper . I would be d eli gh ted  to, Mr.  Ch airma n.
I  a m here tod ay to prese nt the views and experiences of  the  Cen ter  

in th e whole area of lab or- ma nagem ent committ ees in an  att em pt  to 
respon d, Mr. Ch airma n, to  yo ur  dir ec t ma ndate  and the mandate  of 
oth ers  in  the cre atio n of  our organiz ation .

I  wo uld  like  to make a  poi nt  at  the outse t, however, th a t a lthough  we 
are  ta lk in g he re abou t one asp ec t o f the prod uc tiv ity  eq uat ion —th at  is, 
labor-manag ement  commit tees  as they p er ta in  to p rodu ct iv ity  improve­
ment— I th ink it  is essent ial to  bear in mind th at  the  more tra di tio na l 
appro aches t o p rodu cti vit y gr ow th  employed i n the  pa st by American 
indu st ry —th at  is, cap ita l inv est me nt,  technology,  t ra in in g,  education, 
an d so on —have n ot  di mi nis hed in importance  but,  ra th er , the  hum an 
reso urces aspect  of the  soluti on  has  become more  ap pa re nt  as we at ­
tempt  to  rel ate  the benefits of  p rodu cti vit y impro vem ent  more directly  
to those responsible for  ach iev ing ------

Se na tor Chafee. Mr.  Kup er , I  must confess I am no t aware  of the  
Na tio na l Cent er f or  Pr od uc tiv ity  and Q ua lit y o f W orking  Life. Is  th at  
a priv at ely funded  organiza tio n ?

Mr.  K uper . S enato r, it  was created by Pu bl ic Law 94—136, the Na ­
tio na l Pr od uc tiv ity  and  Qua lit y of  Working  L ife  Act  o f 1975 which 
came ou t of  the  Senate Go vernm ent Op era tions  Com mit tee.  I t  is an 
organiza tio n with lim ited fund ing.  We cu rre nt ly  op erate at  $2.9 m il­
lion  a year.  We have  a 3-yea r li fe  w ith  a 27-member  B oa rd  of D irecto rs 
made up  equa lly of  rep res entat ive s of  the  lab or  com munity , business, 
and Govern ment leaders .

Se na tor Chafee. So you re po rt  to your  B oa rd  of  Direc tor s?
Mr.  K uper . Yes, sir.
Se na tor Chafee. But  yo ur  fu nd ing is en tir ely  fro m the Federal  

Go vernm ent ?
Mr.  K uper . Yes ; al thou gh  there  are  pro vis ions in ou r law which 

allow us to  receive fu nd ing fro m o utside sources , and we do, alth ough 
the  fu nd s ar e f rom ot he r Governm ent agencies.

Se na tor Chafee. Tha nk  you.
Mr.  K uper . I will continue .
W ha t I  am tryi ng  to say  here is th at  improved  labor-manag ement  

rel ati ons is a  route, bu t n ot  th e exclusive rou te, by whi ch pro ductivit y 
has  been achieved  and  will  be achieved  in the fu tur e.

Th e Bo ard  was qui te eloquent  du rin g its  exis tence  an d sta ted  some 
issues in the h um an resources a rea in th ei r memorandum  s ent  to  P resi­
dent  Car te r on Ja nu ar y 28 of  th is  yea r. Th e memo randum sta ted  as 
fo llo ws:

First , improved cooperat ive arrange ments  between labor  and management need 
to be worked out to allow the  ingenuity  and know-how of employees to be utilized 
more fu lly  in the productive process.
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Second, we need more effective public and priva te policies to assu re workers 
th at  thei r cooperation in produc tivi ty enhancing changes  will  not  unduly affect 
the ir job secu rity  and self inte res t.

Third , we need to define an app rop ria te role for the  Fed era l Government in 
responding to the growing interest in improving job sat isfact ion  and the quality 
of the  work ing environment.

And  I see the  de lib era tio ns  on th is  pa rt icul ar  piece of  leg isla tion  
to be di rectl y wi thi n the  pu rv iew  of t he ir  desires.

I hav e tri ed  in my tes tim ony, Mr. Ch air man , to respond direc tly  to  
three questions posed  by yo ur  let ter  o f invi ta tio n to  t es tif y.  Ju st  very  
briefly, I will  su mm ariz e m y prep ared  state me nt  in answer to a ll three.

F ir st , the Go vernm ent’s role in the  e stabli shm ent of  lab or-manag e­
me nt committees, and on th a t I hav e att em pted —a lth ou gh  less elo­
quently  than  Professor Du nlop  and  oth ers  before  me—I  have a t­
tem pte d to define the  type s of  committ ees th at  you might  wa nt to 
th in k abo ut, Mr. Ch airm an , th at  are  now in  exis tence . I chose to use 
three  type s.

In du str yw ide com mit tees which  dea l with  st ru ct ur al  issues wi th in  
the  indu str y,  both  in ter ms of  labor-manag ement  re lat ions  and othe r 
st ru ctur al ly  rel ate d issues.

Co mm unity  or are aw ide  councils which  deal  pr im ar ily , now in 
cu rren t experience, wi th economic  deve lopment issues,  such as J am es ­
town, N.Y.

An d, th ird,  in-p lant  com mit tees  which dea l pr im ar ily  wi th issues 
of efficiency and effec tiveness at  the  job site —wh ich  migh t include 
he alt h and saf ety , bu t would  also incl ude  scra p reducti on  and ene rgy  
con servat ion  and so on.

I  have gone  in some de pth,  I hope, to demo ns tra te to  you ou r in ­
volvement and wh at we believe  to be an ap pr op riate g overn me nta l role 
th at  the C ent er h as been pursu ing.

I  sho uld  also add th at  in  ou r stimu lat ion  of  these committ ees,  we 
hav e aim ed very  much at  t he  role  that  was des crib ed du ring  prev ious 
tes tim on y;  th at  is, we at te m pt  to document  the exp eriences of  others  
so th a t those who are int ere ste d can lea rn d ire ctl y fro m them.  We have 
publi shed  a dir ectory of  tho se peop le who are  will ing to  ta lk  abo ut 
th ei r labor-manag ement  committee s. We tr y  to  give a ssis tance to those  
who reques t it. An d, very im po rta nt ly , we tr y  to bu ild  local in st itu­
tio ns  so th at  the y have the ab ili ty  to respon d th ro ug h th is  jo int ,co n­
su lta tiv e process to th e needs of  local plan ts,  com pan ies,  ind ust rie s, 
and employment  regions.

You wil l hear in-dep th some examples fro m othe r test ifiers.
In  response  t o the second question, the effects of  labor-manag ement  

com mit tees  on the  deg ree  of  worke r pa rti cipa tio n an d prod uc tiv ity  
impro vem ent  and  on wo rker  at tit ud e and morale , I have tri ed  to say 
sev era l th ing s here.

One , as has  been said alr eady , these com mit tees  are  ext rem ely  
fra gi le.  They exis t fo r spec ific purp oses . Wh en act ion  str ay s from 
those purpo ses  the re is som etim es a des ire on the part  of  one side  o r 
the  othe r, or  b oth , th at  th e committ ee sho uld  go out of  business. An d 
the y do.

Second , the re is very lim ite d ha rd  da ta  th at su pp or ts  the achieve ­
ments  of  these committ ees.  I th ink the  safest posit ion  to  take is t hat 
thes e effo rts have h ad  sufficient success, o r a sufficient deg ree  of  accept-
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ab ili ty , so th at  the  peo ple  who have pa rti cipa ted in  the  effort are 
wi lling  to  te ll oth ers  ab ou t them , and t ry  to p ers uade  othe rs to  do it.

Se na tor Chafee. W ha t di d you  say ? You say  th ey  do w ish t o spre ad 
the g ospel o r they do not  ?

Mr . K uper . I t appe ars th a t the y are  a  p art  of  a movement and  th ey 
do ind eed  want to sprea d t he  gospel . T here i s a c aveat to t ha t, however.

Th ere are  some com pan ies an d industr ies  th at  feel th ei r col labora ­
tiv e appro ach es given the m a com pet itiv e advanta ge . Some  whom we 
have tr ie d to list  i n ou r dir ector ies , fo r inst ance, have said  th ey would  
pr ef er  no t to  be li sted because they were c onducting  a prog ram  of  the ir  
own a nd  for  th ei r own ad vanta ge . H oweve r, t ha t is ano ther  exam ple, I  
th ink,  of  th ei r acceptance  of  the p henomena.

I  th en  go on to  describe some of  th e o rig ins o f th ese  committees , a nd  
to  spe ll ou t wh at some of  th ei r specific objectives might  be. My basic 
po in t he re is  th at  the re  is a g re at  dea l of  div ers ity .

In  response, Se na tor  Chafe e, to your  q ues tion  to Pr ofes so r Dunlo p 
of  the  ag end a th at  these c ommittee s can p urs ue,  we hav e been w ork ing  
on a very in ter es tin g pr oj ec t in the  St ate an d local gov ern me nt area, 
Se na tor , where a na tio na l leve l gro up  of lab or  a nd  manag ement  le ad ­
ers  ha s esta blis hed  an agenda  of  some 29 dif fer ent item s th at  wou ld 
have  to  be add ressed if  S ta te  and  local gov ernments  were  real ly goi ng 
to  do  som eth ing  about th ei r own prod uc tiv ity . We  hav e sha red  th at  
agenda  with a numb er of  loca l lab or  an d ma nageme nt leaders, Sena­
to r, askin g them if  any  one item , or  a com binatio n of  these  item s 
would  be of  intere st to  the m to  pursu e a t some de pth with in  th ei r loca l­
ity . W e a re now ge tti ng  th ei r answ ers  back.

And  we hope to  be able  t o bu ild  a ne twork  o f th ese  g rou ps,  w ork ing  
on wha t is essen tial ly a n at io na l age nda o f p ro du ct iv ity  issues in  S ta te  
an d local go vern ments,  bu t w orking  at  the  loca l level.

You will  also note  th a t I  hav e lis ted  some specif ic examples in the 
hop e th at  it will br ing to  yo ur  mind  circumstance s of  which you are  
probably conside rably mo re di rec tly  aware  th an  I,  bu t which I feel 
are  reflective of  the ob jec tives o f th is  leg isla tion .

Th e final question was, “I s  t he re  a signif icant po tent ia l fo r pr ol if ­
erat ion of  jo int com mittees? ” In  response  to th at  I said the re is a 
po tent ia l fo r sp rea ding  th e con cep t o f labor- ma nageme nt coopera tion , 
bu t I  do not believe it neces sar ily  depend s upo n a lar ge  infusion of 
Fe de ra l dol lars . I t  req uir es an in ter es t on the par t of  th e pa rti es  con­
cerned . I th in k t hat  in ter es t exis ts. We  rec ent ly were  briefly  mentioned 
in a na tio na l busin ess ne ws let ter  th at  sa id the  Pr od uc tiv ity  Cente r 
ha d ma ter ial s ava ilab le on how  to  st art  labor-m anagem ent co operative 
effo rts. We were flooded with  some 3,000 responses,  w hich, to me, indi ­
cates a la tent  int ere st th at  is now com ing to the sur fac e. So I  do feel 
th at  the re is a need to enc ourag e prol ife ra tio n,  bu t prol ife ra tio n has 
to be in response to  a dema nd  that  is fel t by t he  p rin cipa ls  involved.

In  the  four th  pa rt  of my  tes tim ony I comment on the  provisions  
of  S. 533 th at  are aimed at m ini mi zin g cyclical layoffs . I  have a tte mpt ­
ed— and  I am af ra id  i t c ame out ra th er  sim pli sti ca lly —to  discuss some 
of  the issues associated with  cycl ical typ es  of  layoffs. Th e conclusion 
I  w ould like to convey is th a t it  is a very complex  set of  issues. An d 
some solu tion s th at  hav e been tri ed , and are  in the process of being 
tr ie d e lsewhere throu gh ou t th e world , are  very a ttr ac tiv e.
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My sense of it, however, is that we need to pay a lot more attention 
to the parameters under which some of those other solutions have 
been tried. And I think we ought to give closer scrutiny to how they 
would affect the way we operate as an economic system before we go 
into any major effort on our own.

In summary, I have five poin ts t ha t I would like to make about the 
administration of S. 533—and I am on page 22 now.

Firs t, it is clear tha t the innovative  objectives of S. 533 could be 
best advanced under the oversight of a join t labor-management com­
mittee made up of leaders of the major private  sector institu tions of 
our society. In the Center’s experience, a high level group would be 

» useful to establish criteria  and monito r developments as sensitive as
those proposed, if the effort is to have credibility and lasting impact, 
to avoid the term “fad” being applied to this movement.

Second, i t would be advisable in the expenditure of funds that  pri -
• ority be given to assisting joint labor-mangement committees which 

can show evidence of significant bonafide commitment tha t includes 
local resources and planning, and which generally indicate the  oppor­
tuni ty for jo int accomplishment.

Third , it is essential tha t the admin istrato rs of the program avoid 
any infringement on the collective barga ining process—a point made 
regularly throughout  the testimony th is morning—and any possibility 
tha t the projects could be used to oppose unionization. The program 
would be quickly discredited if labor-management committees are used 
to weaken collective bargaining.

Four th, resources must be available to disseminate the results of 
joint  cooperative efforts. Because of  the nature of the activi ty, it is 
essential to stimulate a demand rather  than force a product.

And finally, the  role of third  part ies can be quite impor tant. I feel 
tha t more support will be needed fo r the tra inin g of professional p rac­
titioners wdio are committed to join t labor-management cooperation 
and collective bargaining. I feel th at any large-scale program, as en­
visioned by S. 533, would require a significnat number of professional 
specialists who can act as advisers, educators, researchers, mediators, 
sources of information, and in other useful roles.

And with that , I am a fraid I have taken slightly  more time than 
you asked, but I  hope I made my point clearly.

Senator  J avits. You have.
We are very grateful fo r these insights. I  have some questions.
You said you got 3,000 responses from people interested in labor- 

management committees. Were you able to handle all of those?
# Mr. Kuper. Not as well as I would have liked to, Mr. Chairman. 

We responded by sending the published material  we have and pub­
lished material of others. We told them to call us if  they wanted fur­
ther help.

As you know, we have Mr. Batt  and Mr. Weinberg in our organiza­
tion, who are eloquent in this field and who have been helpful in a 
number of situations across the country,  not primarily in terms of 
rolling  up the ir sleeves and helping with individua l situations, but 
in getting those people who can roll up their sleeves to do so.

Senator J avits. Will you furnish the committee with a schedule of 
what it would take in the way o f personnel, and how much it would
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cost in or de r to servic e th is  effort —combinin g your po in ts 1 and 5— 
wi th th e necessary  tec hnica l person nel  whi ch could sta y wi th indi­
vid ual lab or-ma nag em ent  or ga ni zing  effor ts on the bas is of  ou tre ach ?

T h at is, those who ap ply to  yo u, and whe re you saw such op po rtu ni­
ties.  Giv e us an esti mat e, please , of wh at it  wou ld take  in personne l 
an d ho w m uch it  woul d cost. Co uld  you d o th at  ?

Mr.  K uper. I would be de lig hte d to, Mr.  Ch air ma n. I  woul d like 
to offe r two  opt ion s in resp ons e to yo ur  reque st. One wou ld be a pr o­
gram  th at  wou ld be m oun ted  a nd  op era ted  exclusiv ely fro m th e F ede ral 
Gover nm ent ; and  second , an d I th in k fa r more des ira ble , one th at  
wou ld inc lud e a network  of  local  an d reg ion al in sti tut ion s th at  could  
resp ond . w

Se na to r J avits. Le t us do it  any way  you wan t. O f course , our pr e­
fer red way  here  is by Sta tes . My own con cept of  fed era lism is th at  
State s sho uld  do ev erythin g th a t it  is poss ible to do in tra sta te , pr o­
vided it  does it in tim e. B ut  if  it  does no t, my con cep t is th at  the  
Fe de ra l Go ver nm ent  sh ould pic k it  u p, even on a St atc -by- State  bas is.

T hat  is my own conc ept,  an d I hope  very muc h th a t you would  
have  th a t in mind .

Th e ot he r th in g I  am  go in g to  sug ges t to you is very pra ctical , 
and th a t is if  you wou ld divid e up  yo ur  lis t of  lab or-ma nag em ent  
committ ees by State s an d con gres sion al dis tri cts , I belie ve I can get  
Se na tor  Nelso n to joi n wi th  me, as the  rank in g member of  th is sub ­
com mitt ee, to com mun icate wi th not only  the  Senator s, because th at  is 
easy, b ut  w ith  the Congress men involved , a nd  to  add res s t he ir  att en tio n 
to wha t is goi ng on, and  to  ur ge  the m to tak e an  in terest in assi stin g 
in the se activitie s.

My office and the  office of  Se na tor Nelson—a nd  I  cann ot comm it 
him , bu t I  am sur e he wou ld wish to coopera te, and  with  the su pp or t 
of ou r sub com mitt ee here , w ill coo perate with you.

So pe rhap s in each case we m igh t have , you kno w, two senten ces 
abo ut w hat  is a ctu ally  go ing  on.

I see a gr ea t op po rtu ni ty , wi thou t it  cos ting any  mon ey, and  wi th ­
out even pas sin g th is bill , to  fac ili ta te  and accelerate  the se efforts.
Would y ou agre e w ith  th at ?

Mr. K uper . Abs olutely , Mr. Ch air ma n. We  have , in  fac t, over the  
yea rs discover ed a g re at  n eed fo r lea dersh ip to pu ll to ge th er  la bor  and 
ma nag em ent  effor ts a t th e reg ion al and local level.

As  you so ably  d em onstr ate d in Jam est ow n, a key figu re who is w ill- »
ing  to go on the  line and  say , “W ha t we n eed to do is g et  t ogeth er and  
wor k o n thes e prob lems,” is a bso lutely  essent ial. An d in th at  re ga rd  we 
hav e been wo rki ng  wi th sev era l Mem bers of  Con gress in th ei r local 
distr ict s, Mr. Ch air ma n, conveni ng g roup s of  local lab or and man age-  *
me nt lea ders fo r th is e xpress pur pose.

Yo ur  help in pu shing  th at fo rw ard wou ld be gr ea tly  app rec iated.
Se na to r J avits. We  wil l coo per ate  wi th  you  closely . I  certa inl y 

will.  A nd  as I  say , I  ha ve eve ry confidence that  S en ato r Nelso n a nd  th e 
subcom mit tee will. Bu t I  th ou gh t t hat  was  a good wa y o f g et tin g some­
th in g g oi n^  ri gh t away.

I  ap prec iat e yo ur  te stim ony . I t  is very  in tel lig en t a nd  well desig ned.
I t  wi ll, o f course, go in  th e r eco rd in ful l.



And, o f course, this  is not a mat ter of money, this is a matter of will. 

The money is very incidental.  But we have to realize the potential 

which is involved here, even on so simple a matt er of exports and 

imports.
This  highly simplistic and highly prejudic ial tag  of exporting  

jobs” is one of the most sho rtsighted  things  I know of, yet Mr. Wra- 

pisinger  is absolutely right.  The worker is looking a t his paycheck and 

what is going to happen next  week. The  worker is not think ing ahead, 

you know, to the balance of payments, or to expansion in some other  

line of activity, other than his own.
All of tha t can be reconciled, but it takes real thou ght and orga­

nization, and the knowledge of what buttons to touch in order to 

satisfy immediate local demands, and at the same time not to stulti fy 

the national policy. .
Mr. K uper. In addition to the  labor-management cooperative efforts, 

Senator, our experience has been tha t a consensus between labor and 

management is absolutely essential if the industries  are going to deal 

with the basic problems they face in international trade.
Professor Dunlop mentioned his work in the appar el industry. We 

have been working with him in tha t industry, and we are gettin g an 

articu lation  of what the produc tivity issues are within the apparel 

industry .
The Center’s role will become one o f t ryin g to c oordinate the Gov­

ernment’s response where appropriate , Mr. Chairman , to respond to 

the needs of the indust ry to  the  extent th at the in dustry wants to help.

I see th at the final work will apply to the whole apparel industry,  

and will make a significant difference in their competitive stance. This 

work is being undertaken completely independent of the ir trade 

agreement.
We have made that very clear, Senator. Th at is th eir own business. 

We are looking a t the healt h of the industry , and we are relying on 

labor and management in  t ha t industry to set the agenda, to work on 

the agenda themselves, and  to determine the Government's participa­

tion and the Government’s p artnersh ip in h elping the industry.
Senator J avits. How long do you want, Air. Kuper, to supply for 

the record what I have requested as to added personnel costs?

Mr. Kuper. I think  by the end of th e week, Senator.
Senator J avits. Let us say 1 week, for the record.
Senator Chafee?
Senator Chafee. Thank you, Mr. Chairman.
I jus t have a quick question, Mr. Kuper. I am no t exactly clear on 

how you envision this proposal to work. I gather it  has to be com­

pletely voluntary, but let me quote a specific to you.
A couple of years ago the U.S. automobile indus try was in the 

dumps. The imports—well, w hat is considered a satisfac tory margin 

is 15 percent, and now they are up to 20 percent in some months. And 

as I  say, the stocks of  all the  major automobile companies were down. 

We were not making money. Things  were bad, but yet we pick up the 

paper,  and we read tha t amongst the young workers—those who 

should be most eager to keep their  jobs—they are the ones who had 

the highest instances of tak ing  off Fridays, and taki ng off Mondays.
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And this was a frus trat ing and confusing sta tistic to me, and appar­
ently it  was fr ustrating to General Motors, and to th e UAW, too, but 
nothing seemed to be done about that.

Now, there we had a s ituation with product ivity down, people not 
showing up on Fridays and Mondays, and not caring tha t this was 
looked upon askance by the corporation. Now what can we do in a 
situation like that? Is there anyth ing we can do, or do we sit around 
and wait until General Motors and UAW come to you and say hey, 
is there any way you might be helpful in  a situation like this in stimu­
lating the productivity  of these young people ?

Mr. Kuper. I think the response to that,  Senator, is a step-by-step 
process. One is the realization on the part of management first, Sen- •*
ator, that it is costing them and needs to be responded to in imagina­
tive and perhaps risky ways.

Senator Chafee. Perhaps what,  risky ways ?
Mr. Kuper. Perhaps risky to the institution of management, as *

they understand it. And second, a realization on the part of labor 
leadership tha t it is in the ir interest  to worry about these problems 
from the standpoint of the economic health  of the organization tha t 
provides employment, and from the standpoint of the basic societal 
needs of their membership. And once that realization takes place there 
are a number of routes that  an organization can take.

They can go to more than  a dozen organizations around the country 
aimed specifically at these kinds o f issues, Senator, in addition to ours, 
and they can do it on the ir own. They can themselves hire a third 
party d irectly to try  and bring them together. They can try to analyze 
the sources of the unrest within  their  organization as it  relates to the 
organization’s ability to respond to those kinds of problems.

There are a number of d ifferent ways of going about it.  I  think the 
critical par t is the rea lization, however, at the outset, th at it is a prob­
lem that  bears dealing with. And, as I  say, there may, in the process 
of dealing with it, be some sacrifice to the institu tion of management 
or labor leadership, as they now understand it.

Senator Chafee. Well, it just  seems to me that under  this legislation 
it is helpfu l, as is your Center, in making people aware tha t there are 
techniques available to stimulate production. But at the same time 
there is no way of running this stuff down anybody’s throat. If  they 
are prepared to go along with  thei r situation, and are not caring, or 
sticking to the traditional collective-bargaining methods of handling 
it, well, tha t is that.

And then, of course, they see their productivity decline, and the im­
ports go up, and then they come and complain about the imports steal­
ing the jobs. *

Mr. K uper. In my testimony, Senator, on page 1 3,1 re fer to  an ex­
ample of the Carborundum Co. and the International Brotherhood 
of Firement and Oilers, local 27, and the International Association 
of Machinists, local 2420. The issue there was one of  productivi ty im­
provement. The commitment on behalf of management was over a $5 
million capital investment in plan t redesign, not new plant construc­
tion, but redesign of an old plan t, and that  was based on ideas and 
innovations t hat  came out of joint  collaborative process.
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Historica lly, tha t is a responsibility  t ha t management has taken to 
itself. Therefore, this represented a shif t in attitude toward its re­
sponsibilities on the part of management.

Senator Chafee. What issues particularly  do you address in the 
so-called “Quality of Life?” Would tha t mean making the job more 
attrac tive, and thus i t translates into productivity, I  suppose? Would 
tha t be giving  everybody a sense of participation ?

Mr. Kuper. I think  the latter. The quality of working life is an 
umbrella term tha t attempts to respond to an increasing phenomenon 
in our county, namely, the lack of the indiv idual ’s opportunity to 
unders tand his or her own contribution to the overall purpose of 
what is being done.

I see the quality of work life experiments as being an effort to 
share that responsibility in a fashion which allows the individual to 
unders tand his or her role in the operation, and have a meaningful 
contribut ion to make in the improvement of tha t role.

Senator Chafee. Can you cite any company where your objectives 
are being realized ?

Mr. Kuper. Well, in response to your example of the automobile 
indus try, I  think that  General Motors, and the United Auto Workers, 
togethe r have come to a rather  imaginative and ambitious progam 
in the quality of working life area. There are several examples in 
assembly plants within the General Motors struc ture, where attempts 
have truly  been made to get at these issues.

Senator  Chafee. With any success ?
Mr. K uper. The real problem is how do you assess the success ? The 

advocates of quality of working life innovation feel th at the need for 
quality  of working life should be separated  from produc tivity  im­
provement. Therefore, they are unwilling to assess the effectiveness of 
the quality  of working life experiments in terms of profitabili ty or 
produc tivity of the firm.

Senator Chafee. I suppose it can be assessed, not necessarily in 
terms of productivity, but I suppose it could be addressed in 
absenteeism-----

Mr. Kuper. Surely.
Senator C hafee [continuing].  And reduced use of health facilities, 

probably reduced alcoholism.
Mr. K uper. Indeed. And in  many of the experiments the symptoms 

of counterproductive behavior have been significantly reduced.
Senator Chafee. You cited the automobile industry.  And I  thought 

from what I have read, that there is not a worker who does not take 
his pension and grab it and run, and never want to see the place again. 
Maybe that is an exaggeration.

Well, thank  you very much, Mr. Kuper.
Mr. Kuper. Thank you for the opportunity  to appear.
[The prepared statement of Mr. Kupe r and additional material 

requested follows:]
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It is an honor to appear before this Subcommittee today 
and attempt to represent the views and experience of the 
National Center for Productivity and Quality of Working Life 
as that experience relates to issues raised by the proposed 
Human Resources Development Act of 1977 (S.533).

The general objectives of the draft legislation are 
parallel to part of those of the National Center, and many 
of our programs have been designed to achieve these goals.
We have been mindful of the direct charge by Senator Javits
and others to our Center over three years ago, that we foster
the development of labor-management committees as a stimulant

to productivity improvement, and I assure him, as I do the
other members of this subcommittee, that a large share of our •-
effort and our resources has gone toward that end.

As you are aware, the former Board of Directors of the 
.national Center and its predecessor Commission felt the need
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to identify and define the nature of the barriers to produc­

tivity growth in our Nation so that we have a better chance 

of marshalling the complex and interdependent sources of 

improvement. Although we are here today to discuss labor 

and management relations as they pertain to productivity 

♦ improvement, I would ask you to bear in mind that the more

traditional approaches to productivity growth employed in the 

past by American industry--that is capital investment, tech- 

nology, training, education, etc.--have not diminished in 

importance. Rather, the human resources aspect of the solution 

has become more apparent as we attempt to relate the benefits 

of productivity improvement more directly to those responsible 

for achieving it. However, while improved labor-management 

relations is not an exclusive route to responding to our 

productivity improvement needs - neither is it the only way 

to satisfy the ever-growing expectations for a better quality 

of life in our society - it is a critical part of the complicated 

equation. The position of the National Center on the specific 

Human Resources issue was outlined by the Board of Directors in 

a memorandum to President Carter on January 28, 1977 as follows: 

"First, improved cooperative arrangements

between labor and management need to be 

worked out to allow the ingenuity and know­

how of employees to be utilized more fully 

in the productive process.

"Second we need more effective public and 

private policies to assure workers that

9 9 -7 55  0  - 78  - 6
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their cooperation in productivity enhancing 
changes will not unduly affect their job 
security and self interest.
"Third, we need to define an appropriate role 
for the Federal government in responding to

♦
the growing interest in improving job satis­
faction and the quality of the working
environment." «

I feel that legislative response to these needs will be 
helpful and I see the deliberations on the Bill before you 
today as an important first step.

My invitation from the Chairman to appear before this 
distinguished Subcommittee raised three questions, and 
although the responses are interrelated I will address myself 
to each of them in turn.

I. The initial question calls for my views on the 
desirability of the Federal government’s encouraging the 
establishment of labor-management committees in accordance 
with the provisions of S.533;

II. Second, what effects could labor-management commit­
tees have on the degree of productivity improvement and on 
worker attitudes and morale:; and,

III. Thirdly, I will comment on the potential for the 
spread of the concept of joint labor-management committees 
throughout the American economy should S.533 become law.
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Subsequently I would like to comment briefly on the 

cyclical unemployment provisions of the draft legislation.

I

In response to the first question regarding the

* government’s role in the establishment of labor-management 

committees, it might be helpful to look at the labor-manage­

ment committees that now exist. They vary widely in their 

origins, goals, and procedures, each responding to a par­

ticular set of circumstances. It's important to remember 

that under our free collective bargaining system, the 

initiative originates with the parties themselves. The point 

of common interest with the Government then is goals of these 

joint efforts.
We can distinguish three basic types:

1. industry-wide committees;
2. community or area-wide councils; and
3. in-plant committees.

1. A few labor-management committees have been estab­

lished at the industry level to improve relationships and 

strengthen economic structures. In such joint committees, 

labor and management discuss broad issues and try to develop 

general guidelines that could improve collective bargaining

• between individual firms and unions.

The Government can encourage such industry efforts by 

supporting, when requested, those activities jointly carried 

out by labor and management which are aimed at improving
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cooperation within the industry and therefore improving 
productivity. The National Center has attempted, with 
some success, to draw on management and labor leaders from 
individual industries (including state and local government) 
in the formulation of a productivity improvement agenda for 
the industry to pursue with its own resources. The credi­
bility of issues jointly established adds to the probability 
of real improvement. It also provides an opportunity for a 
useful partnership with government where assistance is ren­
dered in areas of need, at a pace determined by the 
industry itself.

2. The second basic type of labor-management structure 
is the community council. Communities with over-age plants 
and equipment have established joint committees whose aim
is to make their area more attractive to investment capital 
by improving the industrial relations climate and the skills 
of the workforce. These community programs offer a unique 
stimulus to joint union-management action at the firm and 
plant levels. Over the past several years the Center along 
with the FMCS, EDA, the Department of Labor and the Appalachian 
Regional Commission has assisted a number of cities in developing 
programs for joint communitywide cooperation.

3. The third type of labor-management cooperation is the 
in-plant committee where companies and unions recognize common 
problems.

*

4
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As the scope and maturity of industrial relations 

have increased, many unions and managers have established 

committees on issues that may not be dealt with at the 

bargaining table, such as health and safety, pre-retirement 

planning, alcoholism, drug abuse, and worker training.

In some situations joint committees have been founded 

to improve the company's competitive position through joint 

efforts to conserve materials and energy or improve work 

methods. Although examples of this type of in-plant com­

mittee go back 50 years to the BfjO Plan and the joint 

production committees of World War II, the concept was given 

support recently in the historic 1971 agreement between the 

Steel industry and the United Steel Workers.

In plants where a high degree of mutual trust and confi­

dence has been established, labor and management have expanded 

the scope of cooperative efforts to cover issues that usually 

have been the exclusive province of managers. These are 

concerned with enlarging the decision-making role of the 

worker in the production process and giving workers a "say" 

about work structure, job content, supervision, plant layout, 

and other working conditions that are covered by the broad 

term "quality of working life." These latter-named actions 

are in response to what has been described as the malaise of 

the American worker whose higher level of education and 

greater expectations for a better life have encouraged a 

demand for improvements in the workplace environment.4
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The Center over the past years has tried to encourage 
understanding of and support for labor-management cooperation 
through conferences, the publication and distribution of 
popularly written reports and pamphlets, and by providing 
information and advice to those seeking assistance. It is 
also working with state universities and community colleges 
and various non-profit centers to hold workshops where 
successful practitioners can share their experiences. Over 
5,000 people have attended these conferences and workshops.

In addition, it has been trying to help build state 
and local institutions or centers which can provide technical 
assistance to local business and labor organizations. Many 
of its activities are carried out in cooperation with the 
Federal Mediation and Conciliation Service, the Economic 
Development Administration of the Department of Commerce and 
more recently the Department of Labor and the Department of 
Housing and Urban Development. Center and state funding were 
used to establish the Massachusetts Quality of Working Life 
Center, which has a board of directors made up of government, 
labor and business leaders. A Center-supported workshop at 
Utah State University has led not only to a program for the 
entire Rocky Mountain States region, but the Utah State Univer­
sity has established a Center for Productivity and Quality of 
Working Life which now receives university and foundation 
funding. With Center encouragement and counsel the State 
of Maryland has also set up a university-based center, and
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the possibility of similar centers is being discussed in 

Michigan, Rhode Island, Connecticut, and Pennsylvania.

It is apparent, therefore, that the Federal government 

has been involved in stimulating labor-management cooper­

ative efforts throughout the country. However, if the 

government’s role is to be modified it must be clearly 

understood by everyone concerned that committees are in 

no way a substitute for collective bargaining, but are 

formed to address mutual problems that are not taken up 

in the collective bargaining process but can advance their 

common interest. Where employees have chosen a union an 

essential ingredient of the success of these joint efforts, 

is full acceptance of the union in the workplace. That 

caveat, I respectfully suggest, should be made clear by 

the legislation before you today.

II

On the Chairman’s question to me on what ’’effects labor- 

management committees could have on the degree of worker 

participation, on productivity improvement, and on worker 

attitudes and morale should S.533 become law?" I would like 

to emphasize that labor-management committees are fragile.

The quantifiable data on their impact is not yet sufficient 

to persuade doubters. However, it is important to take into 

account that, in spite of the limited hard data, many of those who
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have embarked on joint labor-management cooperation have 
found sufficient benefits to encourage others to embark 
on a similar course.

Some of the accomplishments of the various types of 
committees now functioning are impressive.

*

Although it is a relative newcomer in the history of 
labor-management committees, Jamestown, New York has become 
a classic model of community labor-management cooperation, a 
model which is being copied by a number of other jurisdictions. 
Representative Stanley Lundine, now the Congressman from the 
district which includes Jamestown and the author of a com­
panion bill to S.533 in the House, was the initial organizer 
of the Jamestown effort. Along with several members of this 
committee he is an unflagging supporter of the joint labor- 
management concept.

Here is an impressive example of how an industrial com­
munity reversed a trend toward industrial decadence, and 
restored business and employment by establishing a greatly 
improved climate of labor-management relations after 18 years 
of employment decline. Jamestown's conversion from an indus­
trially eroded area to a healthy, revived city began with the 
establishment of the Labor-Management Committee of Jamestown. *
The committee established four principal goal's:

1. to improve labor relations;
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2. develop manpower;
3. assist industrial development programs; and

. 4. achieve productivity gains in existing industries.

Then it set about organizing labor-management committees in 

various industrial plants in the area. A recent report of 

the Jamestown Area Committee said: "The in-plant committees 

are the strength of the area committee."

While community committees such as in Toledo, Ohio and 

Louisville, Kentucky, existed long before the formation of 

the Jamestown committee, Jamestown, as an example of the 

current effort to establish in-plant committees, has been 

used as a model by a number of other recently established 

community committees, including Buffalo, New York, Cumberland, 

Maryland, Lock Haven, Pennsylvania, Muskegon and Bay City, 

Michigan, Evansville, Indiana and others.

It should be noted that the Jamestown Area Committee 

singled out productivity improvement as its most important 

objective. Many community labor-management committees endorse 

the goal of improved productivity, and espouse with equal 

fervor the need for harmonious labor-management relations 

and better communication between management and labor to 

achieve that objective.
Community labor-management committees are also concerned 

with the migration of labor away from their community due to a 

shortage of jobs, and they seek to retain and expand their
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employment base both as a means of maintaining the economic 
well-being of the area as well as job opportunities. Com­
munity committees have become involved with providing 
skilled workers for both existing industry and for attracting 
new ventures. In some communities a close working relation­
ship has developed with the vocational schools and community 
colleges which seek to tailor training programs to meet the 
recruitment needs of prospective employers. "*

As labor-management relations in their areas become more 
sophisticated, the committees by and large tend to be concerned 
with structural issues, and as in the case of Toledo, to play 
a major role as a public mediator to bring about peaceful labor 
and management co-existence.

Industry-wide committees have a different origin. They 
are mainly the outgrowth of problems which are peculiar to an 
entire industry, and not responsive to the efforts or solutions 
of a single or several companies. The problems are generally 
of such magnitude that they involve the concern of the entire 
industry.

Probably the most outstanding example is the retail food 
industry which has sought to develop a more rational bargaining 
pattern in that industry. The efforts of the Joint Labor- 
Management Committee of the Retail Food Industry formerly 
chaired by Wayne Horvitz, now Director of the FMCS, are mainly *■
directed toward achieving fair and equitable noninflationary 

wage settlements in the industry.
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The Center is now trying to launch an interesting 

variant of the industry-wide approach by building a 

network among local government labor-management 

committees. These local committees are pursuing 

productivity issues identified by a national level 

labor-management committee, and their program will be 

monitored by the National Committee.

A third type of labor-management committee, and the 

one closest to the individual worker, is the in-plant 

committee, where labor and management have developed a 

structure for joint consideration of problems that 

cannot be adequately handled in the framework of 

bargaining.
There are several hundred of these committees in 

both the public and private sectors, and the number is 

growing. The National Center has published a Directory 

of the various in-plant committees throughout the 

country to provide a means for people interested in the 

concept to make contact with people who are a part of a 

successful joint committee operation. Some of the 

committees are based on a gains-sharing plan, others 

seek to improve communication between labor and manage­

ment, and still others focus on an effort to improve the 

quality of working life.
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As to the effectiveness of in-plant labor-manage­
ment committee operation, there are a number of examples 
of mutual benefit.

The Carborundum Company, at its Monofrax Plant in 
Falconer, New York, which is in the Jamestown area, has 
an active in-plant labor-management committed established 
jointly with the International Brotherhood of Firemen 
and Oilers, Local 27, and the International Association 
of Machinists, Local 2420, which is the improvement of 
productivity. When a major redesign of the plant was 
considered, a subcommittee of the joint committee was 
established, and the entire workforce was involved in 
the redesign project. Some 167 ideas were volunteered 
by workers, some of which were put into effect 
immediately even before the redesign. Groundbreaking 
ceremonies for the new facility--some 5.1 million 
dollars worth--were held recently, with due credit given 
to the workers.

The 1976 annual report of the Carborundum Company 
gives unequivocal support for worker input in solving 
plant problems. The report reads: "We are convinced 
that productivity can be increased by labor-management 

cooperation, and that this can be achieved only through 
consistent two-way communication of both the good and 
the bad."
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Productivity has been improved and other operating 

economies have been achieved at the Midland-Ross 

Corporation's Athens, Tennessee plant with the 

International Brotherhood of Electrical Workers, Local 175 

under the Scanlon Plan which provides for sharing 

productivity gains on a group basis through gains sharing. 

The plan is credited with a 16 percent increase in plant 

productivity.
Members of this Subcommittee may have a special 

interest in committees which have been operating 

successfully in their State, as for example the labor and 

management cooperation in the five separate "business 

teams" which have been formed in the Fisher Body Plant 

No. 2 of the General Motors Corporation with the 

United Auto Workers, Local 1231, in Grand Rapids,

Michigan, the joint committee operating, with the Detroit 

Newspaper Printing and Graphics Communication Union,

Local 13, at the Detroit Free Press, and the joint 

committee in the City of Detroit government and the 

American Federation of State, County and Municipal 

Employees, District Council 77.
There are two area labor-management committees in 

Wisconsin, one in the Green Bay area, and another in 

the Fox Cities area. In-plant committees in Wisconsin 

include committees at the Tempo stores, with the 

Retail Clerks International Association, Local 214, the
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Gilman Engineering and Manufacturing Company and the 
International Association of Machinists, Local Lodge 1266, 
The Parker Pen Company and the United Rubber Workers,
Local 663 and the International Association of Machinists, 
Local Lodge 1266, with a Scanlon Plan, Niagara of 
Wisconsin Paper Company and the United Paperworkers 
International Union, Local 1166, the Menominee Indian 

Tribal Enterprises and the International Woodworkers of 
America, Local 4-302, the Dana Corporation and the United 
Automobile Workers, Local 1838.

In Maine the Georgia-Pacific Corporation, Pulp and 
Paper Operations, and the United Paperworkers International 
Union Local 27, and other unions, established a joint 
labor-management committee to improve their relationship.

Obviously there are many more examples which would 
add to our understanding of the effect of the committees 
on productivity and quality of working life. The 
important point, however, is that the people who have 
gone to the trouble of establishing joint consultative 
approaches have, by and large, found them effective at 
addressing their needs.

Ill

As to the final question, whether there is a 
significant potential for a proliferation of joint

committees:
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In my view, and based on the experience of the 

National Center, there is a great potential for spreading the 

concept of labor-management cooperation, but I do not 

believe that proliferation necessarily depends upon the 

expenditure of large amounts of Federal dollars. As I 

have pointed out, many joint committees have been 

established at the initiative of the parties themselves. 

Many were formed to solve problems as they arose in the 

workplace. And most of them are operated without 

government assistance, although important demonstration 

projects have been helped by Federal agencies.

As an indication of the degree of interest in 

in-plant joint labor-management committees, the Kiplinger 

Washington Letter recently ran a few lines about how such 

committees concentrate on plant waste and inefficiencies, 

work schedules and absenteeism, and advised those 

interested to write to the National Center for information. 

The responses--well over 3,000--were from a cross section 

of American industry--some of the giants, the medium size 

companies and from smaller companies.

I have already mentioned the interest in community 

labor-management committees the Center has been trying to 

service.
So I would say, encourage proliferation, yes; but 

measured in relation to needs or demands as they arise,
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encouraged and assisted by creditable agents, but not 

forced into a uniform pattern. The Federal effort should 

be directed to helping employers, employees, and unions 

understand the process, learn from the experience of 

those who have been engaged in cooperative activities 

and adapt these concepts to their own circumstances. A 

major problem in disseminating is to demonstrate that 

there are advantages on balance to all parties, that 

profitability, job security, and work satisfaction are 

interrelated with the survival of the firm. More

information and research are needed on the benefits as 

well as the problem, more exchange of case experiences 

and practical how-to-do-it information need to be 

developed so that self help can be encouraged.

Furthermore, while large organizations often have 

the internal resources to launch projects involving work 

restructuring, retraining and job upgrading, gains sharing, 

and other human development programs envisaged by S.533, 

small businesses and unions, community labor-management 

groups and local governments usually lack the capability 

and need outside assistance, such as trained third party 

consultation. Federal assistance could be helpful first 

in ensuring adequately trained third parties as well as 

providing the type of expert assistance, where desired, 

needed for such innovative projects.
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IV

Since S.533 proposes to support projects to minimize 

cyclical layoffs by firms, I would like to comment on 

♦ this issue, both from a national perspective and from the

viewpoint of the firm.
The issue of job security and productivity improve-

ment is one the Board of Directors of the National

Center has dwelled upon in some length. In their memo

to President Carter they said:

"Nationwide, productivity improvement and employment 
are interdependent. Other things being equal, productivity 
improvements generally come about by changes in workflow 
or by the introduction of new equipment which yield 
greater or equal output with the same or less amount of 
labor. At each point where such a change is introduced 
there is a potential threat to the job security of the 
employees involved and in these cases the changes may be 
understandably resisted. Even where changes are not 
resisted, there is little net benefit to the economy if 
the labor saved in one place cannot be put back to work 
productively somewhere else. Thus, unless jobs are 
widely available, productivity growth is retarded.

In a time of economic recession and high unemployment, 
there is considerable pressure for strong measures to 
increase employment throughout the economy. From a 
productivity standpoint, the goal of increasing employment 
is essential because high levels of employment are a 
prerequisite for long-term productivity growth. There 
is also a risk that some methods of increasing employment 
will undermine productivity. In the private sector, for 
example, one method suggested by some to increase 
employment in the short-run is to retard or even reverse 
the normal progress of technological change, thereby using 
more labor-intensive processes that would otherwise be the 
case. In the public sector, various forms of direct job 

- sponsorship or emergency employment may be considered.

99-755 0  - 78 - 7
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Solutions of this type contain significant risks and 
should be viewed with caution. The use of more labor- 
intensive production methods would result in less output 
per worker and thus less total income; in effect, this 
solution simply redistributes the burden of unemployment 
without remedying the underlying cause. Similarly, 
unless government-sponsored jobs are designed to be 
productive, or at least to provide the training which will 
lead to productive work, there is a danger that unemployed 
workers will simply be made permanently unproductive at 
public expense.

Therefore, long-term productivity is best served by 
policies which stimulate demand and provide a stable 
investment climate, in conjunction with policies which 
insure that all members of the workforce have the appro­
priate skills, training, and unrestricted entry to 
participate in the resulting job opportunities."

While the objectives of the Center and the proposed 

legislation are similar, there is some possibility of 

disagreement over the means of achieving greater job 

security. A basic assumption is that it is more desirable 

to have employees remain in work status rather than draw­

ing unemployment insurance but the method of protecting 

job security as far as possible should not result in 

reducing the productivity of the firm. For this reason 

it may be helpful to review briefly--and hopefully not 

too simplistically--several underlying causes of layoffs 

by firms and some possible preventative measures that 

might be considered in addition to the program envisaged 

by S.533. For the purpose of this discussion two sources 

of layoffs are considered: (1) a downturn'in demand; (2) 

modifications to the production function.
*
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(1) One source of layoffs is a downturn in demand 

for products or services caused by the general business 

cycle or seasonal fluctuations. In the goods producing 

sector this is either a time for reducing variable costs-- 

i.e., labor--or building for inventory. With the costs

of materials in manufacturing now representing over 57$ 

of the value of shipments, the high cost and commensurate 

risk of inventory maintenance make it attractive to lay 

off workers.
Under these circumstances, some governments abroad 

provide some type of inventory maintenance support to 

avoid layoffs. There are problems, however, in insuring 

that production levels are maintained at some median rate 

rather than at peak levels. From the point of view of 

organized labor in the industry, smoothing out its 

employment cycle is very desirable but doing so in a 

fashion which strengthens management's bargaining 

position--as finished goods inventories do--is consider­

ably less so.

Another approach to dealing with this form of layoff 

is to make an effort to modify demand so that the 

influences causing the fluctuations in demand are reduced.

(2) A second source of layoffs is a shift in demand 

for various skills and trades caused by changes in product 

mix and/or manufacturing technology. This form of layoff
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severely affects the individuals laid off because of the 

threat to individual competence it represents and 

unfortunately is most usually blamed on productivity 

improvements. Because displacement can generate resistance 

to change, it potentially has the greatest impact on our 

economic viability. The National Center has endeavored 

to encourage innovative and cooperative approaches to 

dealing constructively with this problem through 

dissemination of models of successful practices. Studies 

have been made covering ways of protecting job security 

through retraining, attrition, relocation and manpower 

planning. A major examination of job security protection 

will be undertaken in the coming year.

There is a need in our country today to upgrade 

the skills of workers for new, projected jobs. In some 

instances we have not avoided losses associated with 

worker retraining, such as loss of seniority or job status. 

The Center is studying ways by which continuing education 

programs in industry can assist professional and technical 

employees adjust to technological changes.

Obviously these are extremely complex issues facing 

our Nation which I have only touched on. We have 

historically chosen to address these problems in ways 

that are oriented to the individual. More study 

and research should be given to the range of possibilities



97

-22-

including the subsidized payroll approach in S.533, 

before launching a program as the legislation now 

implies.

* * * * * * * *

In summary, I would like to make several obser­

vations about the administration of the program envisaged 

by 3.533, again based on the experience of the Center.

First, it is clear that the innovative objectives 

of S.533 could be best advanced under the oversight of a 

joint labor-management committee made up of leaders of 

the major private sector institutions of our society.

In e u r  -e-xper-ience, a m gn level group would be useful to 

establish criteria and monitor developments as sensitive 

as those proposed, if the effort is to have credability 

and lasting impact.
Second, it would be advisable in the expenditure of 

funds that priority be given to assisting joint labor- 

management committees which can show evidence of 

significant, bona fide commitment that includes local 

resources, planning and generally indicate the opportunity 

for joint accomplishment.
Third, it is essential that the administrators of 

the program avoid any infringement of the collective
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b a rg a in in g  p ro c e s s  an d any p o s s i b i l i t y  th a t  th e  p r o j e c t s  

c o u ld  be  use d to  oppose  u n io n i z a t i o n .  The  pro gra m  wou ld  

be  q u ic k ly  d i s c r e d i t e d  i f  la bor- m anagem ent co m m it te es a re  

u se d  to  we aken  c o l l e c t i v e  b a rg a in in g .

F o u r th , r e s o u rc e s  m ust  be  a v a i l a b le  to  d is s e m in a te  

th e  r e s u l t s  o f j o i n t  c o o p e r a t iv e  e f f o r t s .  B ecause  o f  th e  

n a tu r e  o f th e  a c t i v i t y ,  i t  i s  e s s e n t i a l  to  s t im u la t e  a 

dema nd  r a t h e r  th a n  fo r c e  a p ro d u c t .

F in a l ly ,  g iv e n  th e  v i t a l  r o l e  t h i r d  p a r t i e s  can  p la y  

in  work im pr ov em en t p r o j e c t s ,  mo re  su p p o r t w i l l  be  nee ded  

f o r  t r a in i n g  o f p r o f e s s i o n a l  p r a c t i t i o n e r s  who a r e  

com m it te d  to  j o i n t  la bo r- m anagem en t c o o p e ra ti o n  an d 

c o l l e c t i v e  b a rg a in in g . A la r g e  s c a le  pr og ra m  w i l l  r e q u i r e  

p r o f e s s io n a l  s p e c i a l i s t s  who ca n a c t  as  a d v i s o r s ,  e d u c a to r s , 

r e s e a r c h e r s ,  m e d ia to r s , so u rc e s  o f  in fo rm a t io n , an d in  

o th e r  u s e f u l r o l e s .

* * * * * * *

I ho pe  i t  has been  c l e a r  t h a t  no m a t te r  how c r i t i c a l  

I may a p p e a r on p o r t io n s  o f  S .5 3 3 , t h a t  th e  o b je c t iv e s  

t h a t  ha ve  be en  s e t  f o r t h  m us t be  accom pli shed  i f  we a re  

to  d e l i v e r  on th e  e x p e c ta t io n  o u r ec on om ic  s o c i e ty  ha s 

c r e a t e d .  I w i l l  be  g la d  to  comment on an y q u e s t io n s  th e  

com m it te e  mem bers  hav e in  e i t h e r  v e rb a l o r w r i t t e n  re s p o n s e .

Th ank you f o r  th e  o p p o r tu n it y  to  t e s t i f y  t h i s  

m orn in g .
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National Center for Productivity and Quality of Working Life
Washington, D.C. 20036

October 3, 1977

Dear Senators:

In response to the Subcommittee's September 27 request at
* hearings on S.533, we have prepared a budget plan covering programs 

and activities designed to achieve more fully the objectives of
PL 94-136 which are consistent with Section 3 (a)(2)(A) of the 
Human Resources Development Act. We have been guided by  your 
emphasis and our experience on the need to use funds sparingly and

*  to provide "seed" money for the startup of projects.

The prime objective o f the program would be to help labor 
and management groups establish in-plant joint labor-management 
committees to improve productivity and the quality of working life. 
The plan is based on the Center's experience in trying to build 
institutions that can conduct regional or local outreach programs 
to stimulate in-plant joint consultation and cooperation, such 
as the Utah State Center for Productivity and Quality of Working 
Life and the Massachusetts Quality of Work Center.

Three types of assistance would be offered:

First, three-year grants or contracts with state university 
institutes of labor relations and/or other appropriate government 
or non-profit institutions for the purpose of organizing centers 
of information, technical consultation and assistance, training, and 
research. Funds would be used on a statewide or regional basis for 
the following types of services:

a. Technical assistance and consultation with plant and com­
munity labor-management committees on joint projects for 
work-life improvements, including experiments and demon­
stration of work restructuring, gains sharing plans, 
employee problem-solving, flextime, and similar techniques.

b. Preparation and dissemination of information about labor- 
management committees and other quality of working life 
innovations.

c. Conferences and workshops on labor-management cooperation 
and related worklife issues for business, labor, and

*  government groups.
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d. Training courses for union, management, and community 
representatives on techniques of employee problem-solving, 
etc, and for development of knowledge and skills of 
coordinators and other third parties.

e. Research and evaluation of major innovative projects in 
labor-management cooperation to improve productivity 
and quality of working life.

Requirements for such grants would include: (1) matching 
contributions (in funds or services) from the state or private 
institution; (2) oversight of the program by a state appointed 
labor-management advisory board, and (3) contributions from clients, 
where possible. Priority would be given to projects in state and 
local governments and small and medium size businesses.

Second, three-year grants and contracts with community joint 
labor-management committees for technical assistance and consultation 
with local plants and unions; conferences, workshops; information, 
education and training programs. For example, grants would be 
available to labor-management committees for the services of a full­
time professional coordinator who would assist labor and management 
in the community to form in-plant joint projects for work improvement. 
Matching funds would be required.

Third, three-year grants and contracts would be made with 
joint labor-management industry committees for data, studies and 
analyses which could help the parties deal with appropriate mutual 
problems at the industry level, to improve productivity among firms.

The attached table summarizes the estimated annual program 
costs and possible impact in terms of the number of plant committees 
and special projects assisted. No adjustment has been made for 
inflation. These estimates are based on the Center’s best judge­
ment of the current state, of the art and a realistic assessment of 
the potential for expansion. Funding levels off after three years 
when hopefully Federal financial assistance would be replaced by funds 
from the states, localities and users to sustain individual programs 
over the long-run.

This program outline is more conservative in terms of resources 
than some methods of more direct support which have been suggested.
It also should not be construed as representing the Administration's 
desires in this area. It simply is our estimate as to how best to 
achieve our commonly held objective of greater labor/management 
cooperation for improvements in productivity and the quality of 
working life.
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It should also be noted that authorization for the National 
Center for Productivity and Quality of Working Life expires on 
September 30, 1978, so that any role envisaged for the Center by 
the proposed program would be contingent on decisions by the 
Legislative and Executive Branches regarding the future of this 
Center.

We hope this information will be useful in your deliberations. 
We would welcome the opportunity to be of further assistance 
should you so desire. In the meantime, with many thanks, I 
remain,

Enclosure

The Honorable Gaylord Nelson 
Chairman

The Honorable Jacob K. Javits 
Ranking Minority Member

Human Resources Subcommittee on 
Employment, Poverty, and 
Migratory Labor
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ESTIMATED ANNUAL FEDERAL COST OF PROPOSED FIVE YEAR PROGRAM
in Support of Joint Labor-Management Committees

Typ e
of

P r o j e c t
F i r s t
T ea r

Sec on d
Y ear

T h ir d
Yea r

F o u rt h
Yea r

F i f t h
Yea r

( i n  m i l l i o n s ) $ 3 .0 2 5 ? 5 .0 6 0 £ 7 .0 95 $ 7 .0 9 5 $ 7 .0 9 5

S ta t e  C e n te r s

A v e ra g e  C e n te r  G ra n t $100 ,0 00 $ 1 0 0 ,0 00 $100,0 00 $100,0 00 $100 ,0 00

No.  o f  C e n te r s 10 20 30 30 30

E s t .  T o ta l  No . o f  L ab o r-  
Man ag em en t C om m it te es  
A s s i s t e d  (com m un ity 
an d p l a n t ) 10 0 200 300 300 300

T o ta l  C o st ( m i l l i o n s ) L 1 .0 0 0 $ 2 .0 0 0 1 3 .0 0 0 $ 3 .0 0 0 $ 3 .0 00

Co mm unity  L ab o r- 
M an ag em en t Com m it te es

A vera ge  Com m it te e G ra n t $ 7 5 ,0 00 $ 75 ,0 0 0 $ 75 ,0 00 $ 7 5 ,0 0 0 $ 75 ,0 00

No.  o f  G ra n ts 20 30 40 40 40

E s t .  T o ta l  No . o f  I n - P la n t  
Lab or- M an ag em en t C om m it te es
A s s i s te d 200 30 0 40 0 40 0 400

T o ta l  C o s t ( m i l l i o n s ) $ 1 .5 0 0 $ 2 .2 5 0 $ 3 .0 0 0 $ 3 .0 0 0 $ 3 .0 00

J o i n t  I n d u s t r y
C om m it te es

A vera ge  I n d u s t r y  
G ra n t

No . o f  C om m it te es  
A s s i s t e d

$ 5 0 ,0 0 0

5

$ 5 0 ,0 0 0

7

$ 5 0 ,0 0 0

9

$ 5 0 ,0 0 0

9

$ 50 ,0 0 0

T o ta l  C o st ( m i l l i o n s )  $ .2 5 0

C e n te r  A d m in is t r a t io n  $ .2 75
(1 02  o f g r a n ts )

$ .3 5 0

$ .4 6 0

$ .4 5 0

$ .6 4 5

5 .4 5 0

$ .6 4 5

5 .4 5 0

$ .6 45
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Senator Ciiafee. I  thin k next we will have Mr. Fran cis and Mr. Wessel.

STATEM ENT OF GEORGE L. WESSEL, PR ES IDEN T, BUFFALO AREA
AFL-C IO COUNCIL, ACCOM PANIED BY IR VIN G C. FRANCIS, PR ESI ­
DENT, JOHN W. COW PER CONSTRUCTION CO., AND ROBERT
AHEARN

Mr. W essel. Than k you, Senator. We are cochairmen so we have to 
work together.

Senator  Chafee. OK.
Now, would you explain a li ttle bit about w hat your group is? Did 

you explain tha t in you r statement ?
Mr. Wessel. We did present 1% years—what was that,  Bob, we 

turne d in before ?
Mr. Francis. It  is a performance record, and that has been entered 

into the record.
Senator  Ciiafee. Ju st  for my benefit and perhap s the benefit of the 

group and the staff, could you just briefly run over wThat your group is, 
or is that  all in your statem ent ? Just  touch on it.

Mr. Wessel. All righ t, just briefly. I was just going to introduce 
myself, George Wessel. Our council in Buffalo is an—we are an active 
labor-management committee. And we have gotten involved in this 
thing.  We have been in existence since February  of 1976. And we 
found the council and we have found t ha t i t is an  effective tool f or im­
proving the economic health  of our community.

Now, you have before you, as I said before, a repo rt on all our  efforts 
in the past 1% years. We would like to have you make t hat  a pa rt of 
the record.

Senator  Ciiafee. Fine.
Mr. Wessel. An essential element in our approach is tha t both par ­

ties, labor and management, share the ownership of the cooperative 
process and in its products. In this spir it, I  will have Mr. F rancis  speak 
at thi s point.

Senator  Chafee. All righ t. Mr. Francis .
Mr. F rancis. Senator Chafee, I am Irv Francis. I represent Dan 

Roblin, cochairman o f the  original committee. However, I  am a mem­
ber of the Buffalo Labor-Management Council. I am president of a 
construction company in Buffalo, N.Y., which is not the smallest and 
not the la rgest in the country.  However, our in dustry does represent a 
very substantial par t of the working force of the country, as you well 
know. And p roductivity  is and always has been the name of the game 
in our industry. So I thin k it is something that I personally am in­
volved in as well as being involved in the labor-management committee.

We urge the subcommittee—and I  will read now from the  prepared 
text  we have—we urge the subcommittee to supp ort the funding of 
areawide labor-management committees. We have found our council 
an excellent vehicle for improving the labor relations  climate in specific 
barga ining relationships throug hout the community.

Our general approa ch is to assist the parties in establishing where 
they are on the conflict—cooperation continuum and then, using a 
variety  of techniques in moving the relatio nship away from conflict 
and toward cooperation. Our techniques include plan t labor-manage-
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ment committees, industrywide labor management committees griev­
ance mediation, prenegotiat ion studies, t rain ing in cooperative labor 
relations and, in some cris is situations, working behind the  scenes to 
resolve long-term strikes. I n  contras t to some other areawide efforts, 
our focus is on the bargaining relationship rather than  on one specific 
technique such as a plant  committee.

However, the plant  committee is one of our most powerful  tools. It  is 
a superlative  device for encouraging, nurturing, and implementing the 
ideas flowing from increased employee participation.

The agendas of our committees range from safety and environ­
mental concerns to some very modern produc tivity improvement 
programs. #One of the major issues of the next decade in the personnel field in 
general and labor relations in p artic ular  will be the demand for dignity 
in the workplace from all classifications of workers. Personnel methods 
of the  past are crude and outdated. And, as leaders, we must open <
doors and minds and recognize th at all of our people want to  be in­
volved in the successes and th e problems of the ir companies.

Senator Chafee, the minds of our hourly workers are  perhaps one 
of our greatest unused na tura l resources. And with th e deep involve­
ment of  workers in the business comes a purpose, a dedication, a win­
ning spiri t, and a strong sense of dignity. This  drive  fo r dignity will 
not be denied and it is essential that union and management leaders 
alike develop tools to broaden and deepen employee participation.
Plant and industrywide LCM’s are excellent tools for employee in­
volvement.

One of the most important things we have learned from our com­
mittees is how they break throu gh the institutional barriers  of the rigid 
barga ining relationship we call armed truce and build  the kind of 
trus t and understanding necessary for the  working harmony of more 
mature labor relations. I am sure Dr. Dunlop is familiar  with our 
terminology since it derives from work he had some part in, the 
“Causes of Indus trial Peace” study done in the late 1940’s and early 
1950’s. We are now working activelv with 18 bargatining relationships,
14 have labor management committees. We hope to be working with 
more than 50 bargaining relationships by th e end of 1978. We have 
the technology, all we need is the resources to do the job.

George, do you want to take  over?
Mr. Wessel. Senator, our first concern is the host of hangers-on *

and panacea pushers that are always to be found around any Federal 
honeypot.

Senator Chafee. Well, that is the general experience.
Mr. Wessel. This  is one of our concerns about this  present relation­

ship. There is no doubt-----
Senator Chafee. You think $50 million is attractive and-----
Mr. Wessel. Tha t is right . Let me finish this now. This is very 

important.
We are afra id-----
Senator Chafee. You see, with  the $50 million, we usually round i t 

off to the nearest 100 million.
Mr. Wessel. That is right . This is a cheapy.
There are no doubt competent people around to aid  LMCs in their 

employee participation and produc tivity efforts. But while they are
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valuable, they are few an d the charlatans are legion. We would hate 
to see these funds, which can be wisely used to foster labor manage­
ment cooperation throughout the United States, end up in the hands 
of phoney consultants, research oriented academics, and secondary 
level “institutes,” “projects,” and other cover names for  collections of 
incompetents dedicated only to their own enrichment and survival. W e 
need these funds at the grassroots where the action is.

Senator Chafee. You made your point very well.
Mr. Wessel. A second concern is that these funds could be used as a 

Federal carrot to induce the parties to sta rt labor-management com­
mittees where no real local commitment exists. Believe me, Mr. Chai r-

• man, building mutual tru st and commitment in a large city like 
Buffalo is no easy job.

Especially, if I  may be personal, for a union leader who must answer 
to 130,000 members, some of whom oppose anything  new, much less

* union-management cooperation. Without tha t local commitment, a 
LMC is not only a politica l time bomb for union leaders, but an 
empty exercise which will last only until the first controversial issue 
comes along. I t also seems to us that local commitment is a good test 
of the potential viability  and effectiveness of an area wide LMC. Cer­
tainly it was in our case. We spent almost a year developing the sup­
port,  not only of labor and management, but public officials, political 
leaders, and the  media. There is no such thin g as instant credibility, 
especially for something as unique and star tling  as an area wide LMC.

One answer to both these concerns would be to channel funds only to 
established areawide LMCs. In this way, moneys going to  academics 
and consultants would be under local control and I can assure you 
tha t, with our panel of experienced management executives and labor 
leaders, it would be very tigh t control.

Senator Chafee. Excuse me 1 minute, if you might, Mr. Wessel. I  
have got to go over and vote.

Does everybody understand how t ha t clock works? And so what I 
would like to do is go over and then come back. So, if everybody would 
just take a break for 10 minutes, I will be right  back.

r Shor t recess.]
Mr. Francis. Sorrv for  being late, Senator.
Senator J avits. That is all right. It  is very important  to have the  

local media ret. a crack at you, too.
Was Mr. Wessel or Mr. Francis te stifying ?
Mr. Wessel. I  was in the middle of a sentence, Senator.
Senator  J avits. I apologize for being absent a minute, but I have 

four  committee meetings this morning and I  just had to look in on two 
others while the last witness was on. You go right ahead.

Mr. Wessel. Senator, to pick up here, the only exception to this 
channeling through  areawide committees would be a small portion of 
the funds which could be distributed from Washing ton to finance 
hands-on field research in cooperative labor relations, employee p ar­
ticipation. and productivity improvement.

Presently , we have a jumble of fads and nebulous terms such as 
quali ty of working life. We need a clear understand ing of how coop­
eration  and employee parti cipation integra te with the ongoing collec­
tive bargaining  process.
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By insisting tha t the committee be well established before it re­
ceived Federal funds, local commitment would have to be up front 
where it belongs. O ur suggestion is tha t a committee be in existence 
for at least a year, be funded locally for tha t period and be able to 
show a clear record of progress before it be considered established.
Fur ther , there should be a substantial and continuing  local match for 
funding support. I n our view, this  match should be at  least 20 percent 
of the budget.

Unless there is this kind of local commitment and control, the pass­
age of the bill would spawn another Federa l bureaucracy, another set 
of guidelines written by the uninit iated and uninformed, and another 
feeding of the panacea piranha. •

Now, Mr. Francis has another  suggestion to make.
Mr. F rancis. We have not been able to develop a consensus in favor 

of the employment maintenance section of the bill, section 3(a )(2) (B ).
Indeed, no consensus was achieved even among the labor members *

of the Council. We feel tha t, whatever the  merits  of the idea, its time 
has not yet come. Fur ther , we fear that its inclusion in i ts present form 
may de tract support from the more critical elements of the bill.

However, we cannot preach innovation and hold new steps and then 
throw out the first one we have a chance to comment on. We would 
therefore strongly support the inclusion of projects like that  in the 
words of the marked-up companion bill in the House. I f it is all right,
I wil l exclude the quotation from the bill.

You asked, Air. Chairman , for our assessment of the probability of 
the proliferation of  areawide committees throughout the United States.
We think the probabi lity very high. We have a small city model in 
place in Jamestown and, in the last year, several similar communities 
have s tarted areawide committees—Evansville, Ind., Lockhaven, Pa., 
and Cumberland, Md., come to mind. On our  own p art  of the world—
New York State—Elm ira and Batavia, N.Y., have committees in 
formation.

A year and a ha lf ago, two of the people wTho started Jamestown told 
us, because of the very reasons Jamestown was a success, we would be a 
failure. Jamestown w’as small, we were large. Jamestown had a sense 
of community, we did not. Jamestown had few political problems, ours 
were enormous, et cetera, et cetera.

Clearly, they  were wrong, and we now have in Buffalo a large city, 
areawide LMC model which works. Other cities, such as Philadelphia, 
Pittsburgh, and Dayton, have committees in some phase of formation.
With  a large c ity model in place, northeaste rn c ities which share our 
pletho ra of problems can set up effective areawide LMC’s if  they de­
velop the one essential element: Broad-based local commitment.

If  they do, I can assure them of a high adventure on seas which are 
still largely uncharted. We learned from Jamestown, but built  our 
own program. Every day we find other tasks to be accomplished.

If  anyone had told us 6 months ago our LMC would actually recruit 
firms to come to Buffalo, we would have laughed off the idea. But such 
a firm will open its doors November 1. We are fascinated by the Phil a­
delphia  approach, which is entirely different from ours, and await with 
eagerness the record on the statewide effort in Rhode Is land. You get 
bruised and battered on the leading edge of a technology, but there are 
compensating rewards. I t  is essential, however, tha t established com-



mit tees no t have to  devote 50 per cent of  th ei r tim e on th e hu nt  fo r 
fund ing . There for e, we str on gly endorse  S. 533 an d can  assu re you 
th at  it  wil l have the  fu ll su pp or t of  o ur  various  c ons titue ncie s.

We  w ould be ve ry plea sed  to  ans we r any questions  you and th e com­
mi ttee hav e, Mr. Ch air ma n, on ou r repo rt  o r ou r tes tim ony.

However , since I  am un fa m il ia r wi th leg islative proceedings, and 
since I  hav e no t been to  W ash ington  before , I made a few notes on 
othe r mat ters  discussed th is  mo rning . I wou ld like  t o take  a moment 
to com ment on them,  because, in m y mind,  the y are  ve ry im po rta nt .

As I  ment ioned b efore to  Se na te Chafee, I  re presen t th e constru ctio n 
indu str y in Buffalo. And  we have lea rne d, because th e con stru ctio n 
indu st ry  in Buffalo is very har d  pres sed,  ha ving  betw een 50 and 60 
perce nt une mploy ment fo r 3 yea rs, we know wha t une mploy ment 
means. And  we go t down to  th e tas k of  seeing wh at  we cou ld do to  
tu rn  t h a t aro und. We  foun d th a t the m at te r of  p rodu ct iv ity , which is 
an essent ial  par t of ou r bus iness, is s imp ly edu cat ion . I t  is  get tin g t he  
wo rke r to u nd ers tan d t hat by h is pro ducin g m ore it  he lps  his  job.

Th erefo re,  I  disagree with one sta tem ent th at  was  made th is 
morning  tha t a m an is in ter es ted pr im ar ily  in his  pay che ck and wh at 
it will  buy and not  th e ne xt  payc heck . On a shor t-t erm basis, th at  
may be tru e, bu t wi th a pr op er  enlightened  lab or  lea dersh ip,  which 
I  th in k is more  and more comm on in the lab or  rel ati on s field, and  
an active pa rti cipa tio n in ma nagem ent , I  t hi nk  we ca n ge t t hi s edu ca­
tio n dow n to the  wo rker ’s level where he wil l un de rst an d wh at 
pr od uc tiv ity  rea lly  will mean to  him.

To  an swer your question, Se na tor Chafee, abou t th e F rid ay -M on day 
syn drome , we ha ve the  same  th in g  in  t he  construc tion indu str y.  I  was 
alw ays  a firm beli ever th at  th e more  you pa id  a ma n, the ha rd er  he 
wou ld work. There for e, I  was not in dir ec t opposit ion  to a 5-, 6-, 7- 
perce nt wage  inc rease  a year,  because I th ou gh t a m an would , when he 
ear ned $10 a n hour,  be more anx ious to come to work an d wor k than  
he d id  when he e arned $5 an  hour. I fou nd ou t, ho wev er, th a t t he  a ve r­
age  tra de u nion w ork er in the  const ruc tion indu str y is used to working  
abo ut 900 hou rs a ye ar  and, there for e, he was conte nt wi th  liv ing on 
a re gu la r sma ll income. Th erefo re,  when he earne d $10 an hour,  he 
did  no t h ave  to work as  many  h ours t o earn  it . T he refore , he developed 
the  Fr iday -M on da y syn dro me , or  he wou ld work th ro ug h the  sum ­
mer m onths  and  w ant to take  off th roug h the win ter months .

We  w ere  able to tu rn  th at  aro und in ou r indu st ry  by sho win g how 
bad  it was  ac tua lly  fo r the in du st ry ; how it  drove up  costs  and how 
it, b y d rivi ng  up  costs, ke pt indu st ry  f rom  w an tin g t o b ui ld  in  Buffalo . 
I t has tak en  a long  tim e to  tu rn  it around , bu t it  is a m at te r of 
edu cat ion .

I f  you  can get the  man to  un de rst an d th at , it  can be accompli shed .
An d th a t I  th in k th at  is a key i ng red ien t to the  success of  th e labo r- 

ma nagement committ ee, th is  tr ust  between ma nageme nt and labor, 
th at  whe n the man who wo rke d wi th his  ha nd s comes to  the  com­
mi ttee an d ta lks to manageme nt,  he is there no t because he is tryi ng  
to ge t a new item in his  co nt ract,  bu t because he is try in g to ge t a 
be tte r prod uc t made fo r a cheap er pric e. An d we foun d some good 
idea s th at come from th e man  who worked  wi th th ei r hand s in our 
indu str y.  The best idea  of  ch an ging  the  form system has come from 
the ca rpen ters  an d no t fro m m yse lf, the pres iden t o f t he  o rga niz ation.
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And quite often we found tha t produc tivity was tried  to be estab­
lished by the president of the  outfit saying, “ I want better productiv­
ity,” and then going to the golf course. It  cannot be done there. It  
has to be done by the president gett ing  down to the jobsite with the 
man and developing this trus t the  two of them have and saying, “Now, 
what can we do to better this produc t ?”

And we fou nd a high degree of  success in our indust ry in Buffalo 
doing it tha t way, but it is localized. Therefore, I do not see this 
being able to  be legislated from Washington.  I thin k if the funds can 
be made available to q ualify local committees so tha t the ir time does 
not have to be spent going out on a search for funds, I thin k that 
they bring  enough interest from the local community to star t the »
funding and keep i t going every year and tha t matching funds  with 
some ratio developed from W ashington will allow us to build a very 
productive labor-management progr am within given areas—state­
wide or whatever or congressional distric ts or whatever. *

Senator J avits. Mr. Francis, I thank you very much, and you, too,
Mr. Wessel and Mr. Ahearn, for being here. My staff has been working 
with you an d we know a good deal about what you are doing. I would 
like to express, on the par t of the State,  the grati tude tha t you have 
every right to feel in the construction industry.

I have a few’ questions I  want to  ask. No. 1 ,1 gather that you are not 
too hap py about the demonstration project dealing with keeping peo­
ple on the  job, which is pa rt (d ) of section 32 of this bill. I am in­
terested in listening  to tha t and I would like to ask you this. If  we 
made it c rystal clear tha t this  is str ictly to be a handful or a relatively 
small number of  strictly demonstration projects, would you still have 
objection to it, or is your objection based on the concern tha t it is 
some kind of broad scale economic development project of which this 
is the camel’s nose under the tent ?

Mr. Francis. May I answer tha t, Senator ?
Senator  J avits. Please.
Mr. Francis. Our concern in tha t is th at all types  of program s w’ould 

be lumped tog eth er; in other words, the problems of  the auto indus­
try  w’ould be considered the same as the construction indus try and 
the same as the garment industry. We see them all entirely different.
Some of them are subjected to seasonal variations, for instance, and 
we would like you to take a specific look-see to see whether or not 
fundin g for a specific project, and not an industry, would be effective.

As a case in point—and I thin k a project w’hich you are familia r 
with, S enator—a case in point is Rich Stadium in Buffalo. T hat  pro­
gram, tha t project had to be built  through the wintertime. We also .
started hard  on the rear end of a 7-week labor strike. So the whole 
program looked like it would be out the window as far as bringi ng 
it in  when the  builders wanted to sta rt playing football.

Our organization,  the Cow’per Co., was lucky enough to be building 
the s tadium. And we went to the county with the proposition tha t we 
would continue to work through the winter on a project tha t was 90 
percent concrete. And you know the  winters in Buffalo are generally 
very difficult to work in. And it was a carrot type of a situation. We
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offered for, I think  i t was, $126,000 to work through the winter. And 

that  money was to be verified in the spring  as having  been spent to 
keep the men on the job, to keep the job moving, and to maintain a 

pace that w’ould bring the projec t onboard at a specific time. We got 

tha t money if we got the job done in order for the Bills to play a 

specific exhibition game in the stadium.
We went to labor and asked i f they could make this  a success. They 

guaranteed they would cooperate with us. And we brough t it in a 
month ahead of schedule, afte r a 7-week strike and h aving to deal with 

the winter.
Now, that is a specific pro ject where this would have worked. And 

« ' tha t perhaps would have called for  funding. But to say that the full

construction industry  could qual ify would not necessarily happen. It  

could be worked more successfully phasing projects th at  have F ederal 

money in them, Senator, in such a way th at the peaks and valleys of

* the construction industry are taken  care of. This can be done just by 

lettin g contracts at  the righ t time.
So it does not necessarily fall in a, you know, we have to pay you 

to do something. That is why we are apprehensive.
Mr. Wessel. Senator, I have to be a little careful about what I am 

saying here because I do represe nt the central body in Buffalo. In  

Jamestown, I do not think there was full parti cipat ion by the central 

body. And I, as president of the AF L-C IO Council, represent 216 

local unions. And tha t is w hat really gives us the involvement in our 

county, Senator, because I represent  all of the county. And we can 

go to any one of these locals and ask them to  get involved.
And when I do say something, I  am speaking on behalf of the A FL - 

CIO. And I have to make it very clear here t ha t I am not speaking on 
behalf of the national AF L- CI O,  bu t the  local. Their opinion is thei r 

own on this legislation.
Now, wTe have discussed it  with them, but  I  am not at liberty to say 

what the ir opinion is going to be on this because the y have reserved 

that. I am only speaking from my own area and our own participation 

in this.
Senator J avits. I was going to ask you about the AF L-C IO.

Mr. Wessel. I am glad I told you ahead of time, because I have 

already spoken to Andy Freedman on it, and I jus t have to be careful  

or otherw ise I will wind up on the outside looking in.
* Senator J avits. I noticed a strong recommendation that Federal 

assistance only go to established labor-management committees.
Mr. Wessel. I  think  tha t is the way the  Senator and Congressman 

did it in Jamestown, and th at  is the way we are doing it  in western

* New York. We have proven ourselves first before we are asking for 

any money.
Senator J avits. Are you suggesting a year?
Mr. F rancis. We suggested a year, yes. But we actually  are jus t 

suggesting tha t some form at be established for determ ining when a 

committee, an existing committee, has the record of performance.
Senator J avits. Yes. B ut what I am get ting to is will that , in y our 

opinion, assist us, w’ho are sponsors o f the bill, with the AF L-C IO ? 

In other words, is this  a fac tor tha t is worrying  them ?

99 -7 55  0  - 78 - 8



Mr. Wessel. I think  it could, but  again I am Lit tle George. Big 
George sits down in Washington. I am Little George up in Buffalo. 
I do not have the righ t to say too much.

Senator J avits. I unders tand.
Mr. Wessel. But I th ink they lean tha t way.
Senator J avits. That would be your opinion ?
Mr. Wessel. Yes.
Senator J avits. And i t would be, of course, a major inducement for 

us to see if we could a ttra ct the ir support, which would be extremely 
critical.

Mr. W essel. Tha t is something I want to work on myself.
Senator J avits. Very good.
Well, please feel free, both in addition  to this suggestion, to make 

any o ther suggestions th at you think  would he lp us. Now, we may or 
may not be able to offer them, but at least we ought to know what 
would help us to win the support of the AFL -CIO.

Mr. Wessel. Well, we hope to meet with your staff people and 
discuss these people and find their objections, and maybe submit them 
to Congressman Lundine and yourself and anyone else that  is involved.

Senator J avits. Well, you do that.  This legislation could be one of 
the greatest things tha t happened to American labor and would rep­
resent a breakthrough to another plateau of critical importance to 
this Nation—let alone to the  working people. I feel this way very 
strongly. I think  Congressman Lundine feels the same way.

Senator Chafee.
Senator Chafee. Thank you, Mr. Wessel and Mr. Francis. I want 

to ask one question.
You talked quite a bit about funding. Now, just take your own 

operation up there. It  would seem to me the amount of money in­
volved in any of these operations must be relatively small.

What is your total budget? I mean how big  a staff?
Air. Wessel. Could I defer  this to Mr. Aheam on th is as to what 

we would like to do for the futu re ?
Senator Chafee. What is your total budget ?
Nfr. A hearn. Our to tal budget for the first year was $50,000, Sen­

ator—$30,000 of that  came from the county and $7,000 from the city 
and $13,000 from the private sector, both labor and management.

Senator Ciiafee. I see.
Now, you have yourself and the Secretary of H ealth  and so for th?
Mr. Ahearx. Our first year’s staff is myself and one secretary.
Senator Chafee. Now, see if I understand exactly what this group 

does. For instance, when there is a big st rike going to  come about in 
the construction industry, fo r example, then do you become involved or 
is it more of a continuing effort to see tha t workers have a sense of 
fulfillment on their  jobs?

Mr. Ahearx. I t is both. Our major t hrust is setting  up the kind of 
inplant committees that were sponsored in Jamestowm. And we have 
both the plant variety and the industrywide variety there. However, 
we found tha t we could be helpful in ending long-term strikes. And in 
the last year we have been involved in the final steps of two very long 
and very b itter  strikes.
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In  one instance, out of tha t we set up a plan t labor-management 

committee. And within a year we had turned the w’hole thi ng around. 

I say “we,” but it was not us. Bu t the pa rties had gone from a situa tion 

where there was violence and economic stri fe and a dreadful situation, 

and within 1 year I can tell you t ha t they are now one of  the most 

cooperative labor relations efforts in our town and, I daresay, in the 

United States.
Mr. F rancis. Senator  Chafee, one thing was the user ’s council form, 

I mean there was the head of major industries through out the U nited 

States. And when a problem came up having to do with an inflationary 

trend tha t was being developed, these leading indus trialis ts were able 

•* to si t down and have a discussion on this and resolve it. We have the

same kind of a thing in our committee. We have the major leaders 

of la bor in Buffalo or western New York sit ting  on the committee, and 

we have the major industria l leaders sitting there. Therefore, if a

* problem develops in a p lant , quite often the union is involved and the  

management people can get together away from the scene and talk  i t 

out—as well as people who have similar  problems in other plants in 

the area, they come into this. Other presidents of companies can sit 

down and discuss with  th e president o f the company tha t is in trouble, 

you know, how he can help himself.
And it is tha t type of thin g where we have been the  most successful 

and did accomplish the resolution of the strikes th at Bob talked about. 

It  is not just within the infra structure of one company. For  instance, 

I know Bill Smith because I play golf with him or because we have 

dinne r a couple of times a month together, and we can chat about these 

thing s there and find out why is his production so bad and why is mine 

so good. What are we d oing different? It  is th at kind  o f an exchange 

which I think  has been a gre at success.
Senator Chafee. Than k you very much.
Senator J avits. Congressman, we very much welcome you here.

Would you like to ask any questions ?
Mr. Lundine. Th ank you. No; I parti cularly wanted to extend my 

welcome to the representatives from Buffalo, a majo r city in mv region 

of the country. I thin k tha t, with really meager resources, they have 

done a phenomenal job in a multifaceted economy, as indicated today, 

involving construction and o ther elements of tha t economy in addition 

to manufacturing. I  think it  is really exciting.

* Thank you.
Looking over the range of activities—including, let us say, absentee­

ism, worker morale, alcoholism, drug  use, and any other problems 

aside from those you have mentioned, now, could you just specify

* what other issues the Labor-Management Council has dealt with in 

the last year?
Mr. F rancis. Well, we have a growing business. Take the appare l 

business, for example. We talked this morning about the problems of 

the apparel business leaving us, but we brought one in from Canada 

to the United States. We have gotten into legislation, of course, we 

have gotten into product costs, settling  strikes, spent  a great deal of 

time in ra ising money.
Senator  J avits. Safety ?
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Mr. Francis. Safety, yes.
Senator Javits. Safety and health  ?
Mr. Francis. Yes.
Senator J avits. What about absenteeism ?
Mr. Francis. Now, we have not gotten into that. The overall com­

mittee has not. The plant committee has. This  is a watchdog, a fa ther ­
ing, fostering, n urturing  committee, to see that  these are developed in- 
plant. Those in-plant organizations have.

Senator J avits. How many plan t committees do you have under 
this umbrella ?

Mr. Francis. We have 14, sir.
Senator  Javits. Fourteen, good.
Mr. Francis. Our goal is-----
Senator J avits What a re the number of workers in those 14 plants , 

a general estimate ?
Mr. Ahearn. Around 5,000. *
Mr. W essel. Senator, may I say one thing? You talked about alco­

holism. This is a major problem concerning absenteeism. We in the 
AF L-CIO in Buffalo have al ready established an outreach program 
during the past 3 years. We just  recently worked out  with the State 
of New York that we are going to  do something about it.

We are responsive to the Buffalo Area Council on Alcoholism. We 
are now taking  over the program completely ourselves, tha t is, the  
AF L-C IO.  I mean we are sponsoring the program. We have full ­
time people on the job. They go into the plan t and try  to make, as a 
part of the collective bargainin g agreement, Senator, alcoholism 
programs.

We trea t the employees, and treat this as a sickness, and not as 
something else as it has been treated in the past. And we have been 
working on this for a number of years now. It  has worked very suc­
cessfully. And tha t ties right in with our Labor-Management Comit- 
tee.

Senator J avits. Well, gentlemen, thank  you very much. We are 
very gratefu l to you. Your experience will help us immeasurably.

[The prepared statement of Mr. Wessel and additional material 
supplied follows:]
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Testimony of George L. Wessel and Irving C. Francis 

In Support of S.533 Before the'Senate Sub-Committee 

On Employment, Poverty and Migratory Labor —

, September 27, 1977

►
My name is George L. Wessel, I am President of

the Buffalo Area AFL-CIO Council. In this role I
a

represent some 216 local unions with about 130,000

members. I am also Co-Chairman of the Buffalo-Erie

County Labor Management Council. With the added

strength of my friends from the UAW and the manage­

ment members of the Council we jointly represent more

than 200,000 salaried and hourly workers in our area.

My management colleague, Irv Francis and I are here

to strongly support the general objectives of Senate

Bill 533 and to make some suggestions which we believe

will improve the bill and make it more acceptable to

all our constituents.

Our Council has been in existence since February,
A

1976. In the nineteen months since we began we have

found the Council an effective tool for improving the
a

economic health of our community. Not only have we

clearly proven that the Jamestown model of an area­

wide cooperative labor-management effort is viable in

large urban areas, but we have extended that model with



bold, innovative programs to end long term strikes, to 

direct pre-negotiation studies, to recruit and retain 

manufacturing firms and to effectively utilize public

sector human resources funds to solve private sector

problems. You have before you a report on our progress

which details these efforts. We hope you will make it

part of the record.

An essential element in our program is that both 

parties, labor and management, share in the "ownership" 

of the cooperative process and in its products.- In 

this spirit, I will turn the presentation over to Irv 

Francis. He speaks for me as I speak for him. There

are two of us present, Mr. Chairman, but you will be

hearing one voice.

My name is Irv Francis. I am President of the

John W. Cowper Construction Company, and a Charter mem­

ber of the Labor Management Council. Our management

Co-Chairman,Mr. Daniel A. Roblin, Jr., Chairman of the

Board of Roblin Industries sends his regrets, but the

press of business called him elsewhere.-

We urge the Sub-Committee to support the funding

of area-wide labor management committees. We have

found our Council an excellent vehicle for improving

the labor relations climate in specific bargaining
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relationships throughout the community. Our general 

approach is to assist the parties in establishing 

where they are on the conflict.- cooperation continuum 

and then, using a variety of techniques in moving the 

relationship away from conflict and toward cooperation. *

Our techniques include plant labor-management committees, 

industry-wide labor management committees grievance *

mediation, pre-negotiation studies, training in co­

operative labor relations, and in some crisis situations, 

working behind the scenes to resolve long term strikes.

In contrast to some other area-wide efforts, our focus

is on the bargaining relationship rather than on one 

specific techniques such as a plant committee.

However, the plant committee is one of our most

powerful tools. It is a superlative device for en­

couraging, nurturing and implementing the ideas flowing 

from increased employee participation.

The agendas of our committees range from safety and 

environmental concerns to some very modern productivity *■

improvement programs.

One of the major issues of the next decade in the »

personnel field in general and labor relations in partic­

ular will be the demand for dignity in the workplace from

all classifications of workers. Personnel methods of the



past are crude and outdated.- and as leaders we must 

open doors and minds and recognize that all of our 

prople want to be involved in the successes and the 

problems of their companies. Mr. Chairman, the minds 

of our hourly workers are perhaps one of our greatest 

unused natural resources. And with the deep involve­

ment of workers in the business comes a purpose, a 

dedication, a winning spirit and a strong sense of 

dignity - This drive for dignity will not be denied 

and it is essential that union and management leaders 

alike develop tools to broaden and deepen employee 

participation. Plant and industry wide LMC's are 

excellent tools for employee involvement.

One of the most important things we have learned 

from our committees is how they break through the in— 

stutional barriers of the rigid bargaining relationship 

we call "armed truce" and build the kind of trust and 

understanding necessary for the "working harmony" of 

more mature labor relations. I'm sure Mr. Dunlop is 

familiar with our terminology since it derives from work 

he had some part in, the "Causes of Industrial Peace 

study done in the late forties and early fifties. We are 

now working actively with eighteen bargaining relationships,

fourteen have labor management committees. We hope to be
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working with more than fifty bargaining relationships 

by the end of 1978. We have the technology, all we 

need is the resources to do the job.

Our first concern is the host of hangers-on and 

panacea pushers that are always to be found around any ►

federal honey-pot. There are no doubt competent people

around to aid LMC's in their employee participation and •

productivity efforts. But while they are valuable, they

are few and the charlatans are legion. We would hate to

see these funds, which can be wisely used to foster labor

management cooperation throughout the United States, end up
in the hands of phoney consultants, research oriented

academics and secondary level "institutes", "projects", and

other cover names for collections of incompetents dedicated

only to their own enrichment and survival. We need these

funds at the grass-roots where the action is.

A second concern is that these funds could be used as



119

(6)

a federal carrot to induce the parties to start labor- 

management committees where no real local committment 

exists. Believe me, Mr. Chairman, building mutual 

trust and committment in a large city like Buffalo is 

no easy job. Especially, if I may be personal, for a 

union leader who must answer to 130,000 members, some 

of whom oppose anything new, much less union-management 

cooperation. Without that local committment, a LMC is 

not only a political time bomb for union leaders, but 

an empty exercise which will last only until the first 

controversial issue comes along. It also seems to us 

that local committment is a good test of the potential 

viability and effectiveness of an area wide LMC. Certainly 

it was in our case. We spent almost a year developing 

the support not only of labor and management, but public 

officials, political leaders and the media. There is no 

such thing as instant credibility, especially for something 

as unique and startling as an area wide LMC.

One answer to both these concerns would be to channel 

funds only to established area-wide LM C's. In this way, 

monies going to academics and consultants would be under 

local control and, I can assure you that with our panel 

of experienced management executives and labor leaders, it
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would be very tight control.

The only exception to this channeling through area­

wide committees would be a small portion of the funds

which could be distributed from Washington to finance

"hands-on" field research in cooperative labor relations, ►

employee participation and productivity improvement.

Presently we have a jumble of fads and nebulous terms such «

as "quality of working life" - We need a clear under­

standing of how cooperation and employee participation

integrate with the ongoing collective bargaining process.

By insisting that the Committee be well established

before it receives federal funds, local committment would

have to be "up front" where it belongs. Our suggestion

is that a committee be in existence for at least a year,

be funded locally for that period and be able to show

a clear record of progress before it be considered

"established". Further, there should be a substantial

and continuing local match for funding support. In our

view this match should be at least 20% of the budget. *■

Unless there is this kind of local committment and

control, the passage of the bill would spawn another a

federal bureaucracy, another set of guidelines written by

the unitiated and uninformed, and another feeding of the



121

(8)

panacea piranha, Irv has another suggestion to make.

We have not been able to develop a consensus in

favor of the employment maintainance section of the 

bill (Section 3 (a) 2 (B)). Indeed, no consensus was

a achieved even among the labor members of the Council.

We feel that, whatever the merits of the idea, its time 

» has not yet come. Further, we fear that its inclusion

in its present form, may detract support from the more

critical elements of the bill.

However, we cannot preach innovation and bold new

steps and then throw out the first one we have a chance

to comment on. We would therefore strongly support the

inclusion of projects that in the words of the marked-up

companion bill in the House:

"....  designed to establish the feasibility and
benefits of policies and practices by which normal em­
ployment levels can be maintained through periods of 
downturn in demand which are characteristic of certain 
industries furnishing goods or services, by engaging 
workers who otherwise would be laid off in programs and 
activities intended to increase their skills and capa­
bilities, and to realize more of their developmental

• potential, or by employing a percentage of the work 
time of a unit of employees, which is equal to the re­
duction in work time which would otherwise result from 
layoffs of such employees in programs and activities

* designed to increase productivity and increase organi­
zational effectiveness, in cases where the President 
determines that, but for a grant or contract, workers 
would be laid off because of downturns in demand. Not 
more than four of the projects assisted at any one time 
under this section shall be projects described in para­
graph (3) (B)."
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You asked, Mr. Chairman, for our assessment of the

probability of the proliferation of area wide committees 

throughout the United States. We think the probability 

very high. We have a small city model in place in James­

town and, in the last year, several similiar communities 

have started area wide committees - Evansville, Indiana,

Lockhaven, Pennsylvania, and Cumberland, Maryland come <

to mind. In our own part of the world Elmira and Batavia,

New York have committees in formation.

A year and a half ago two of the people who started 

Jamestown told us because of the very reasons Jamestown

was a success, we would be a failure. Jamestown was

small, we were large. Jamestown had a sense of community, 

we did not. Tamestown had few political problems, ours

were enormous, etc. etc..

Clearly, they were wrong and we now have in Buffalo

a large city, area wide LMC model which works. Other 

cities such as Philadelphia, Pittsburgh and Dayton have 

committees in some phase of formation. With a large city *

model in place, northeastern cities which share our

plethora of problems, can set up effective area wide LM C's k

if they develop the one essential element — broad based

local committment.
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If they do, I can assure them of a high adventure 

on seas which are still largely uncharted. We learned from 

Jamestown, but built our own program. Everyday we find 

other tasks to be accomplished. If anyone had told us 

six months ago our LMC would actually recruit firms to 

come to Buffalo, we would have laughed off the idea.

But such a firm will open its doors November 1 - We are 

fascinated by the Philadelphia approach which is entirely 

different from ours and await with eagerness the record 

on the state-wide effort in Rhode Island. You get bruised 

and battered on the leading edge of a technology, but 

there are compensating rewards. It is essential, however, 

that established committees not have to devote 50% of their 

time on the hunt for funding. Therefore, we strongly 

endorse S.533 and can assure you that it will have the full 

support of our various constituencies.

We would be very pleased to answer any questions you 

and the Committee have, Mr. Chairman, on our report or

our testimony."
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INTRODUCTION

The  B u f f a lo - E r i e  C oun ty  L ab o r- M an ag em en t C o u n c il  i s  a 

v o lu n ta r y  o r g a n i z a t i o n  o f  t o p  u n io n  and  m an ag em en t l e a d e r s  

d e d ic a t e d  t o  t h e  e co n o m ic  r e - v i t a l i z a t i o n  o f  t h e  B u f f a lo  

a r e a .  I t ' s  s p e c i f i c  o b j e c t i v e s  a r e :

1)  To mov e s p e c i f i c  c o l l e c t i v e  b a r g a i n in g  r e ­

l a t i o n s h i p s  fr om  c o n f l i c t  to w a rd s  c o o p e r a t i v e

l a b o r  r e l a t i o n s .

2)  To a i d  th e  a r e a  eco n o m ic  d e v e lo p m e n t e f f o r t
w

i n  i n d u s t r i a l  r e t e n t i o n  an d  r e c r u i tm e n t .

3)  To  im p ro v e  th e  c o m m u n it y 's  hu m an  r e s o u r c e s

m an ag em en t.

4 ) To  im p ro v e  t h e  im age  o f  B u f f a lo .

T hro ugh i t s  l a b o r  and  m an ag em en t l e a d e r s  th e  C o u n c il  

r e p r e s e n t s  m or e th a n  2 0 0 ,0 0 0  s a l a r i e d  an d  h o u r ly  w o rk e rs  i n  

th e  p r i v a t e  s e c t o r .  (See  m em b ers h ip  l i s t :  A ppend ix  A) In  

i t s  f i r s t  y e a r  t h e  C o u n c il  h a s  b e e n  a b o u t  th e  p a i n f u l  an d 

e d u c a t i o n a l  p r o c e s s  o f  f i n d in g  o u t  j u s t  how  an  a r e a  w id e  

c o o p e r a t i v e  l a b o r  m an ag em en t e f f o r t  c an  e f f e c t i v e l y  an d  im ­

m e d ia te ly  t o  im p ro v e  th e  e co n o m ic  v i a b i l i t y  o f  a l a r g e ,  

n o r t h e a s t e r n  c i t y .  We h av e  c o n c lu d e d  t h a t  o u r  e f f o r t  i s  n o t  o n ly  

•  v i a b l e ,  b u t  p e r h a p s  n e c e s s a r y  f o r  t h e  r e v i t a l i z a t i o n  o f  N o r th ­

e a s t e r n  u rb a n  a r e a s .

|L

9 9 -7 5 5  0  -  78 - 9
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G r e a te r  B u f f a lo ,  a co m m unity  o f  som e 1 ,4 0 0 ,0 0 0 ,  d i s p l a y s  

t h e  c l a s s i c  sy ndro m e o f  eco n o m ic  i l l n e s s  e n d em ic  t o  many 

N o r th e a s t e r n  c i t i e s :  a d i s t r e s s i n g  an d  a c c e l e r a t i n g  d r a in  o f  

m a n u fa c tu r in g  j o b s ,  s e v e r e  unem plo ym en t c h r o n i c a l l y  a lm o s t 

d o u b le  th e  n a t i o n a l  a v e r a g e ,  a b la c k  i n n e r  c i t y  w i th  a l l  i t s  

a t t e n d a n t  p ro b le m s . C i t y  an d  C o u n ty  g o v e rn m e n t w i th  o v e r la p p in g  

s t r u c t u r e s  and  r e c u r r e n t  f i s c a l  c r i s e s .  On to p  o f  t h i s  p i l e  o f  

p r o b le m s , th e  a r e a  h a s  h a d  t h e  r e p u t a t i o n ,  n o t  t r u l y  d e s e rv e d , a s  

a "b ad  l a b o r  to w n " . T h is  m y th o lo g y  p o s i t s  to u g h ,  u n b e n d in g  l a b o r  

l e a d e r s  d i c t a t i n g  t o  d i s c i p l i n e d  m i l i t a n t  t r o o p s  t o  e x t o r t  

h i g h e r  th a n  a v e ra g e  w ag e i n c r e a s e s  and  r e s t r i c t i v e  w ork  p r a c t i c e s  

fr o m  l o c a l  em p lo y ees  th r o u g h  e x c e s s iv e  u se  o f  t h e  s t r i k e  w eap on .

T h is  im ag e h a s  b e e n  so  p r e v a l e n t  t h a t  i t  h a s  h a d  a d i r e c t  

a n d  s e r i o u s  n e g a t iv e  e f f e c t  on  th e  a r e a ' s  i n d u s t r i a l  r e c r u i tm e n t .  

F u r t h e r ,  u n d e rn e a th  t h e  m y th o lo g y  i s  th e  r e a l i t y :  t h e r e  h a v e  b e e n  

a num ber  o f  s i t u a t i o n s  i n  w h ic h  p o o r  l a b o r  r e l a t i o n s  h a s  b e en  an  

im p o r t a n t  f a c t o r  i n  d e c i s i o n s  t o  c lo s e  p l a n t s .  F u r t h e r ,  a s e r i e s  

b i t t e r ,  h i g h ly  p u b l i c i z e d  lo n g  te rm  s t r i k e s  o v e r  th e  l a s t  

s e v e r a l  y e a r s  r e i n f o r c e d  t h i s  n e g a t iv e  im ag e .

A
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The genesis of the Council was the determination of its 

charter members to address the problems of the labor relations 

image and the labor relations reality in Buffalo. While the 

importance and magnitude of these problems were clear to the 

parties, there were a number of other factors which were 

important to the establishment of the Council.

First, there was the example of Jamestown, New York. 

Jamestown, a furniture and metal working city located in 

New York's Southern Tier, had manufacturing job drain and 

labor relations image problems similar to those of Buffalo.

In the face of economic distress which had reached the crisis 

stage, the young Mayor, now Congressman, Stan Lundine, was the 

moving party in getting key industrialists and top union leaders 

together to form a new type of joint area wide program to change 

the labor relations climate. This effort was highly successful 

and highly visible and within the short space of three years the 

image and the reality in Jamestown had changed dramatically. 

Naturally, Buffalo management and union leaders were impressed 

and began to consider whether the Tamestown approach would work

in Buffalo-

*
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A se c o n d  f a c t o r  w as  t h e  e x p e r ie n c e  o f  ma ny  o f  t h e

c h a r t e r  mem be rs w i th  m a tu re , c o o p e r a t i v e  l a b o r  r e l a t i o n s .

I n  t h e  l a s t  f i f t e e n  y e a r s ,  many o f  t h i s  c o u n t r y 's  m a jo r  i n d u s ­

t r i e s  h a v e  l e a r n e d  t o  o b j e c t i v i z e  t h e  c o l l e c t i v e  b a r g a i n in g

p r o c e s s  an d  t o  d e a l  w i th  e a c h  i n  a  m a tu re , n o n - e m o t io n a l  m an n er.

I n  t h e  s t e e l  i n d u s t r y ,  f o r  i n s t a n c e ,  t h e  p a r t i e s  h a v e  w ork ed  

t o g e t h e r  on  c o n t r o l l i n g  i m p o r t s ,  im p ro v in g  p r o d u c t i v i t y  and  h av e  

o b j e c t i v i z e d  th e  p r o c e s s  b y  p r o v id in g  f o r  i n d u s t r y  w id e  i n t e r e s t  

a r b i t r a t i o n  i n  l i e u  o f  th e  s t r i k e .  P e r s o n s  e x p o se d  t o  t h i s  ty p e  

o f  l a b o r  r e l a t i o n s  l e a r n  t h a t  a h ig h  d e g re e  o f  c o o p e r a t i o n  

b e tw e e n  u n io n  and  m an agem ent l e a d e r s  i s  n o t  o n ly  p o s s i b l e ,  b u t ,  

in  ma ny  s i t u a t i o n s ,  n e c e s s a r y .

A t h i r d  f a c t o r  w as  t h e  in v o lv e m e n t o f  t h e  r e s p e c t i v e  p a r t i e s  

i n  com m unity  a f f a i r s .  Th e tw o c o -c h a ir m e n  o f  th e  C o u n c i l ,  G eorg e 

W e s se l,  P r e s i d e n t  o f  th e  B u f f a lo  a r e a  AFL-C IO and  Dan R o b li n ,

P r e s i d e n t  and  C hair m an  o f  t h e  B oard  o f  B u f f a lo  b a s e d  R o b li n

I n d u s t r i e s ,  h a d  w o rk ed  t o g e t h e r  i n  su c h  t r a d i t i o n a l  a c t i v i t i e s  

a s  fu n d  r a i s i n g ,  on  h o s p i t a l  b o a r d s ,  i n  g o v e rn m e n t m an po w er  

p ro g ra m s , and  ev en  in  eco n o m ic  d e v e lo p m e n t e f f o r t s  s u c h  a s  th e

G r e a t e r  B u f f a lo  D ev elo p m en t F o u n d a t io n . T hese  a c t i v i t i e s  n o t

o n ly  r e - i n f o r c e d  th e  a b i l i t y  o f  th e  p a r t i e s  t o  w ork  t o g e t h e r  

p r o d u c t i v e l y ,  b u t  a l s o  d e v e lo p e d  a s e n c e  o f  j o i n t  f r u s t r a t i o n  

a s  th e y  saw th e  i n a b i l i t y  o f  t h e  p u b l i c  s e c t o r  t o  c o p e  w i th  th e

e co n o m ic  i l l s  o f  th e  a r e a .  Of t h i s  f r u s t r a t i o n  was  b o rn  th e
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d e s i r e  f o r  a j o i n t  u n io n -m a n ag e m en t p r i v a t e  s e c t o r  in v o lv e m e n t 

i n  econom ic  d e v e lo p m e n t a c t i v i t i e s .

The c l im a te  w as  t h e r e f o r e ,  r i p e  f o r  a c t i o n  whe n a r e s o l u t i o n  

w as  p a s s e d  e a r l y  i n  19 75  by th e  AF L-C IO C o u n c il  a s k in g  f o r  th e  

e s t a b l i s h m e n t  o f  an  a r e a - w id e  l a b o r  m an ag em en t c o m m it te e . T h is  

r e s o l u t i o n  w as  f o l lo w e d  up w i th  a s e r i e s  o f  p r i v a t e  m e e ti n g s  

w i th  f i v e  u n io n  l e a d e r s  an d  f i v e  m an agem ent l e a d e r s  w h ic h  

e v e n t u a l l y  p ro d u c e d  th e  d e c i s i o n  t o  fo u n d  th e  C o u n c i l .  L o ca l 

p o l i t i c a l  l e a d e r s  a n d  C o ngre ss m en  w e re  a l s o  in v o lv e d  i n  th e  

d i s c u s s i o n s ,  b u t  i t  w as  d e te rm in e d  e a r l y  on  t h a t  th e  C o u n c il  

w o u ld  be  t o t a l l y  p r i v a t e  s e c t o r  a n d  t h a t  p o l i t i c a l  l e a d e r s  

w o u ld  be  s u p p o r t i v e  b u t  b e h in d  t h e  s c e n e s . —

The f i r s t  o r d e r  o f  b u s in e s s  was  t h e  h i r i n g  o f  an  e x e c u t iv e  

d i r e c t o r .  B u t,  w h i l e  t h i s  o b j e c t i v e  was  b e in g  p u r s u e d , t h e  C o u n c il  

i n  c o l l a b o r a t i o n  w i t h  C o r n e l l  U n i v e r s i t y ,  s p o n s o re d  a s t a t e - w i d e  

m e e ti n g  o f  u n io n  an d  m an ag em en t l e a d e r s  t o  d i s c u s s  th e  eco n o m ic  

p ro b le m s o f  New Y ork  S t a t e .  T h is  c o n f e r e n c e  w as  h e ld  N ov em be r,

19 75  and  a t t e n d e d  b y  some  50 0 l a b o r  and  m an agem ent p a r t i c i p a n t s  

fr om  a l l  o v e r  th e  S t a t e  o f  New Yor k -  Th e c o n f e r e n c e  was  th e  f i r s t  

o f  i t s  k in d  an d  r e s u l t e d  in  a s e r i e s  o f  s p e c i f i c  r e s o l u t i o n s  

a g r e e d  t o  by  b o th  u n io n  an d m an ag em en t i n c l u d i n g  a m o ra to r iu m  

on t a x  i n c r e a s e s  a n d  s p e c i f i c  s t u d i e s  o f  New Y or k S t a t e s  t a x

s t r u c t u r e .
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D e s p i t e ,  o r  p e rh a p s  b e c a u s e  o f ,  t h e  u n iq u e  n a t u r e  and  

r e s u l t s  o f  th e  m e e t in g , l i t t l e  a t t e n t i o n  was  p a id  by  p o l i t i c a l  

l e a d e r s ,  th e  m ed ia  o r  th e  p u b l i c .  The c o n c e p t  o f  l a b o r  an d 

m an ag em en t w o rk in g  t o g e t h e r  f o r  th e  good o f  th e  co m m unity  an d 

t h e  s t a t e  was  an  id e a  w hose  ti m e  h a d  n o t  y e t  co me.

Th e c o -c h a ir m e n  d e c id e d  t o  e x p an d  th e  C o u n c il  fr om  i t s  

t e n  c h a r t e r  mem be rs t o  s i x t e e n  t o  in c lu d e  o t h e r  im p o r t a n t  

e le m e n ts  o f  t h e  la b o r-m a n a g e m e n t com m unit y . A c c o r d in g ly  th e  

S u b -R e g io n a l D i r e c to r  o f  t h e  UAW, th e  D i s t r i c t  D i r e c t o r  o f  th e  

U n i te d  S te e lw o r k e r s  an d  t h e  P r e s i d e n t  o f  th e  C a r p e n te r s  U nio n 

a s  r e p r e s e n t a t i v e  o f  th e  B u i ld in g ,  T ra d e s  C o u n c il , w e re  ad d ed  

fr om  th e  u n io n  s i d e . —  T h re e  m or e t o p  e x e c u t iv e s  fr om  i n d u s t r y  

w e re  a d d ed  t o  g iv e  t h e  C o u n c i l  a w id e r  r e p r e s e n t a t i o n  among 

i n d u s t r i e s .

An e x e c u t iv e  d i r e c t o r ,  R o b e r t A h e rn , was  h i r e d  on  Dec em be r 

19 75  an d  th e  C o u n c il  a n n o u n c e d  i t s  fo rm a l o r g a n i z a t i o n  on  

F e b r u a ry  1 2 , 1976.
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WHAT DOES THE COUNCIL DO?

The c o u n c i l  h a d  tw o w id e ly  v a r y in g  m o d e ls  t o  lo o k  t o

f o r  g u id a n c e .  The  f i r s t  i s  t h e  T o le d o  L ab o r M an ag em en t

C o m m it te e . T h is  c o m m it te e  w as  e s t a b l i s h e d  i n  19 46  by  M ic h a e l

D e S a ll e , th e n  V ic e-M ay o r o f  T o le d o , l a t e r  G o v e rn o r o f  t h e  S t a t e

o f  O h io . Th e c o m m it te e  i s  t r i p a r t i t e  w i th  r e p r e s e n t a t i v e s  o f

l a b o r ,  m anagem en t,  an d  th e  p u b l i c .

In  a d d i t i o n  t o  a  v e ry  v i s i b l e  c o m m u n ic a ti o n s  f u n c t i o n ,  t h e

C om m it te e  h a n d le s :

1 . -  N e g o t ia t io n s  m e d ia t io n

2 . -  S t r i k e  m e d ia t io n

3 . -  G r ie v a n c e  m e d ia t io n

4 . -  G r ie v a n c e  a r b i t r a t i o n

5 . -  C a rd  c o u n ts  i n  o r g a n i z a t i o n  c a s e s

The C o m m it te e 's  modus o p e r e n d i  i s  t o  a p p o in t  a t r i p a r t i t e

p a n e l ,  c h a i r e d  b y  t h e  p u b l i c  mem be r t o  h a n d le  th e  a b o v e  s i t u a t i o n s  

a s  th e y  a r i s e .  Many c o n t r a c t s  i n  T o le d o , f o r  i n s t a n c e ,  s p e c i f y  

t h a t  th e  p a r t i e s  w i l l  t u r n  t o  t h e  C o m m it te e  whe n g r i e v a n c e  a r b ­

i t r a t i o n  b ecom es n e c e s s a r y .  One  k e y  t o  t h e  s u c c e s s  o f  th e

C om m it te e  i s  t h e  n e tw o rk  o f  c lo s e  c o n t a c t s  w h ic h  h a s  gro w n up

am ong c o m m it te e  m em be rs  and  o t h e r  co m m unity  l a b o r ,  m an agem ent

and  p u b l i c  l e a d e r s .  T h is  n e tw o rk  f u n c t i o n s  i n f o r m a l ly  t o  r e s o l v e
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l a b o r  p ro b le m s  b o th  b e f o r e  a n d  a f t e r  th e  d i s p u t e  i s  s u b m i t t e d  

f o r m a l ly  t o  th e  c o m m it te e .

Th e o t h e r  m od el  i s  Ja m es to w n , New Y ork . The Tam es to wn

C o m m it te e 's  m a jo r f u n c t io n s  a r e  c o m m u n ic a ti o n s , th e  e s t a b l i s h m e n t  

o f  p l a n t  la b o r-m an a g e m e n t c o m m it te e s  an d  t r a i n i n g .

P l a n t  l a b o r  m an ag em en t c o m m it te e s  a r e  n o n - a d v e r s a r y  fo ru m s, 

s p e c i f i c a l l y  d iv o r c e d  fr om  t h e  g r i e v a n c e  and  n e g o t i a t i o n s  p r o ­

c e s s e s ,  w h e re  th e  p a r t i e s  m ee t m o n th ly  t o  w ork  j o i n t l y  on  

p ro b le m s  w h ere  t h e i r  g o a ls  a r e  th e  same o r  s i m i l a r .  O ver th e  

y e a r s  t h e  a g e n d a s  o f  su c h  c o m m it te e s  h a v e  ra n g e d  fr o m  su c h  ob ­

v io u s  a r e a s  o f  j o i n t  c o n c e rn  a s  s a f e t y ,  a b s e n te e is m  c o n t r o l  an d 

t r a i n i n g  t o  v e ry  s o p h i s t i c a t e d  o r g a n i z a t i o n a l  d e v e lo p m e n t,  

p r o d u c t i v i t y  im pro vem en t an d  Q u a l i t y  w ork  l i f e  p r o j e c t s . -

W h il e  th e  c o n c e p t o f  s u c h  p l a n t  l a b o r  m an ag em en t c o m m it te e s  

i s  n o t  ne w, th e  u se  o f  an  a r e a  w id e  c o m m it te e  a s  a  c a t a l y s t  t o  

e n c o u ra g e  su c h  c o m m it te e s  a n d  t o  p r o v id e  t h i r d  p a r t y  a s s i s t a n c e  

th r o u g h  i t s  s t a f f  i s  h i g h ly  i n n o v a t i v e  and  h ig h ly  p r o d u c t i v e .

Ja m est ow n  h a s  done s i g n i f i c a n t  w ork  i n  i n d u s t r y  w id e  v e s t i ­

b u le  s k i l l  t r a i n i n g ,  an d  f o r  j o i n t  g ro u p s  o f  fo re m en  an d  u n io n  

s te w a rd s  i n  g r i e v a n c e  h a n d l in g  an d  c o m m u n ic a ti o n s .

T oday , a f t e r  m or e th a n  f o u r  y e a r s ,  t h e  im p a c t o f  t h e  Tame s­

to w n L ab o r M an ag em en t C o m m it te e  on  t h e  co m m unity an d  t h e  im ag e o f  

t h e  co m m unity  h a s  b e en  p r o f o u n d .  Mo re th a n  tw e n ty  b a r g a i n in g  

r e l a t i o n s h i p s  h av e  b e en  i n v o lv e d ,  fr om  ti m e  t o  t im e , i n  th e



C o m m it te e 's  p ro g ra m  a n d  Ja m est ow n  i s  now w id e ly  kn ow n a s  one o f  th e  

m o s t p r o g r e s s i v e  l a b o r  r e l a t i o n s  a r e a s  i n  th e  c o u n t r y . -

H ow ev er , n e i t h e r  o f  t h e s e  m o d els  c o u ld  be  d i r e c t l y  a p p l i e d  

t o  B u f f a lo .  Th e v a s t  s i z e  d i f f e r e n c e ,  t h e  c o m p le x it y  o f  

p o l i t i c s ,  co m m unity  o r g a n i z a t i o n s ,  u n io n  s t r u c t u r e  and  d i f f e r i n g  

i n d u s t r i a l  m ix , mad e i t  im p o s s ib le  t o  copy  th e  c o m p le te  Ja m est ow n  

m o d e l.  Th e s t r o n g  r e c o r d  o f  b o th  t h e  F e d e r a l  M e d ia t io n  and  

C o n c i l i a t i o n  S e r v ic e  an d  t h e  S t a t e  M e d ia ti o n  P o a rd  ma de  th e

c h o ic e  o f  th e  T o le d o  m o d el u n n e c e s s a r y  and  i n a p p r o p r i a t e .

T h e r e f o r e ,  th e  C o u n c il  c h o se  t o  d e v e lo p  i t s  own m o d el.

Th e f i r s t  e ig h t e e n  m onth s h a v e  t h e r e f o r e  b e e n  a ti m e  o f  

l e a r n i n g .  Be low i s  a s h o r t  summary o f  th e  f u n c t i o n s  th e  

C o u n c il  h a s  d e v e lo p e d  a lo n g  w i th  som e s p e c i f i c  e x a m p le s  o f  

w h a t we h av e  a c c o m p lis h e d  i n  e a c h  a r e a .

1 . IMPROVING THE LABOR RELATIONS CLIMATE IN  SP EC IFIC

BARGAINING RELATIONSHIPS

Th e a p p ro a c h  o f  t h e  C o u n c il  i s  t o  w ork  w i t h . t h e  p a r t i e s  

t o  a n a ly z e  th e  s t a t u s  o f  t h e i r  c u r r e n t  b a r g a i n in g  r e l a t i o n s h i p s  

on a c o n ti n u u m  fr om  c o n f l i c t  t o  c o o p e r a t i o n .  F iv e  "m odel " 

b a r g a i n in g  r e l a t i o n s h i p s  a r e  p o s i t e d  a lo n g  th e  c o n ti n u u m :

Op en C o n f r o n t a t i o n  W a rfa re

G u e r i l l a  W a rfa re

Armed T ru ce

W or kin g Har m on y

S r - J r .  P a r t n e r s h i p

A ppend ix  B d e t a i l s  t h e s e  m o d els
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Once the current status of the parties has been determined# 

one or more of an arsenal of techniques is utilized to move 

the parties toward the cooperative end of the spectrum. These 

tools include:

A . Plant-Labor Management Committees

Appendix C spells out the mechanics of these 

committees and how they relate to the collective 

bargaining process. The keys to the success of 

of these committees are the committment of the 

parties, the careful development of the agenda, 

and the wide communication of all committee activities 

throughout the plant.

The Council now has established such committees 

in twelve plants in the private sector and plans to 

add two per month over the next year. Our objective 

is to have 50 LMC 1 s by the end of 1978.

B. Training in Cooperative Labor Relations

In conjunction with Cornell University, the Council 

has developed a course which is designed to be presented 

to union and management leaders from the same company. 

The course presents the model collective bargaining 

relationships intergrated with principles of contract 

administration handled at a relatively high level.
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Case studies and role reversal (union leaders 

playing management leaders and vice versa) are a 

part of each session. In the summer of 1977 this 

course was presented to teams of management and 

•i union leaders from four companies with ongoing

LMC's. The results were very positive both in 

* terms of classroom performance and behavioral

modification in LMC activity.

The course will be used to prepare for the

establishment of LMC's or in conjunction with on­

going LMC's as the case demands.- One Council 

member has prepared a slide-tape, presentation of

the course which will be shown to all 1800 employees 

of his company to prepare the way for LMC formation.

C. Industry-Wide Labor Management Committees

Currently there are two industry wide committees, 

both on Buffalo's water front. They are relatively 

small groups but their heart is mighty and their

success substantial.

« The first is a committee composed of the International

Longshoremans Association (ILA) and four firms in the

w cargo handling industry. By 1976; the cargo business

in the Port of Buffalo was essentially dead. The ILA 

which in the heyday of the port had several hundred

members was down to less than 10 full time employees.
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The LMC set the development of container export 

as its first objective. This effort began in 

September, 1976.

Over the years there had been sporadic efforts 

to develop such business by the Niagara Frontier 

Transportation Authority (NFTA), the Chamber and 

individual cargo firms, but a well-organized, 

cooperative effort had been lacking. The LMC became 

catalytic agent moving the effort along. It helped 

organize a user's group of area firms currently 

exporting containers through other ports. It made 

sure various agencies concerned were in full communication 

by inviting them to its meetings, and when contractual 

work rule changes were required to make the port comp- 
e tltiv e  for low volume start up container business, 

the ILA agreed to the necessary changes. Represent­

atives of the LMC also took an active part in solicit­

ing steamship lines to call at the Port.

As a result of all these efforts, some fifty 

containers, the first substantial new business in years, 

will leave the Port of Buffalo in October.
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A second industry wide committee has been estab­

lished between another local of the ILA and the grain­

milling industry. Buffalo is the largest grain milling 

center in the United States. For some years, especially

in the decade of the fifties and the early sixties, labor

relations in the industry were very poor. Bitter

economic strikes and constant wild cat strikes de­

veloped animosoties that are dying a very slow death.

By the seventies relationships had improved, but the 

residual animosity created in which management personnel 

were prone to characterize the ILA as militant, rigid 

and fanatically devoted to anarchronistic and unflexible 

work rules. This attitude was reflected by the economic 

development fraternity and was thus a major impediment 

to the industrial development of Buffalo in general 

and the water front, where the Mills are located, in

particular.

A particular thorn in the side of progress was the 

allegation that the ILA would make minimum crews a 

pre-condition for any contract with a new firm on the 

waterfront. Even before the LMC was formally organized, 

the ILA passed a resolution that in the event a new firm 

moved into one of the abandoned grain elevator's it would 

set no preconditions for bargaining. Indeed, private
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assurances were given very modern and reasonable

contracts could be negotiated.

The first order of business for this LMC was a

joint study of contractual work rules. Two members from

each side were assigned to the study, which was directed

by the Council's Executive Director. By late 1976,

the study was completed. It showed that, in general,

the work rules that exist have been reasonably practical

for the parties. Further, the history showed that the

parties had modified the rules to meet the demands

of new technology and business fluctuations. For

instance, minimum crews have been reduced when major

technological changes coocurred. There were, however,

a few obviously inefficient rules, rooted in a very

obscure history, which have not been modernized. The

study recommended a series of practical bargaining

trade-offs to eliminate such rules. The parties are

currently in negotiations and it remains to be seen

how many of the recommendations will be accepted.

However, it is clear that the study, by tracing the

history of the rules and objectively analyzing their

practical effect, has already resulted in reduced

emotionalism, lowered voices and increased under­

standing between the parties.
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The next major objective of both these LMC's will

be developing an overall plan for the economic

development of the waterfront. They form the nucleus

around which we are building a steering committee to

guide the grant we will receive from the Economic

Development Administration, some 8 million dollars,

to develop the waterfront.

It would appear that the industry-wide structure

for LMC's is a very promising approach. We have only

tapped the surface here and will be working with an

association of some 140 employers which bargains with 

nine unions to see if the industry -wide concept can 

be applied to a large group.

D. Public Sector LMCs

During the first year of its existence, the Council

stayed away from any involvement with the public sector

However, major bargaining problems, including a twenty

day teacher's strike in the City's schools, convinced

members -that the Council should do what it could to

*
improve public sector labor relations.



140

(16)

Accordingly, two public sector committees were

established in nearby Niagara County government, one 

with C SA and one with AFSCME. We chose Niagara

County because it is large enough to be a significant

pilot project (there are 860 employees in these two

units) and yet small enough that we can quickly develop

an effective public sector LMC model that can then be

transferred to the much larger Erie County and Buffalo

City governments.

To date the committees have been successful.

Further, the model they are building is somewhat

different than our private sector approach. First,

the management co-chairman is the personnel director,

not the chief executive. Second, the majority of the

work is done by "mini" LM C's in specific departments.

By year end we will publish a report on this

experience and determine whether the model from our

pilot plant can be effectively transplanted to Erie

County.
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E. Involvement in Long-Term Strikes

The Council has found that its well-developed

network of contacts is a valuable tool in ending

long term strikes. Over the past year it has been 

involved in two major long term and very bitter strike

situations.

In the first strike, because of his experience as

a mediator and his knowledge of the parties, the 

Executive Director supplemented the efforts of the 

FMCs and helped mediate a solution to the strike.

The management Co-Chairman was especially helpful in 

developing communications behind the scenes.

In the second strike, the Council was involved only

as a behind the scenes participant. After the strike 

was settled, a plant LMC was set up and, within six 

months an almost cooperative relationship has developed.

99-7 55 0  - 78 - 10
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It is our conclusion that the Council can be a

very effective supplement to the FMCS and other

mediation agencies in using its network of contacts

to clear line of communication and clarify issues.

We believe mediation should be undertaken only in

rarest of cases, only when the director is an

experienced mediator and only with the full cooperation 

of the FMCS or state mediation agency.

F. GRIEVANCE MEDIATION

It sometimes occurs that a clogged grievance 

procedure stands in the way of establishing a cooperative

effort. The ideal solution would be to get the FMCS 

or other mediation agencies to mediate these grievances . 

However, given the massive work load of these agencies,

such assistance is often not available. The Council

has in such situations, mediated grievances to open 

up the grievance process.

In one situation, where there were only a few 

grievances, the effort was successful and a cooperative 

effort developed. In another, there were some thirty 

grievances, the effort was only partially successful.

Since our experience here is limited, we have 

decided to continue this service, but with a high 

degree of caution and only where the chances of immediately

establishing an LMC are very high.
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2. INDUSTRIAL RETENTION

Given the ongoing and distressing drain of manu­

facturing jobs from the area the Council decided that it

must make a major effort to assure that no firm left the

area because of labor relations problems. Although an

autopsy study of thirty firms which had left the area

indicated that labor problems were a major reason in only
I

two cases, the Council feels that two is exactly two too

many.

The network of Union management and public sector

contacts the Council has been building is now providing

us and the economic development community with an early

warning system to identify firms which are considering

relocation. Our approach is to meet with company officials

to explore all their problems in detail. In many of these

exploratory talks it turns out that the problems are real,

but are not labor problems. We then refer these problems 

to the economic development activists who will address

them with a sense of urgency.

If there are labor problems of one sort or another,

we meet with the responsible union officials to explore

the possibility of utilizing a labor management committee

or one of the other techniquies we have developed to

address the problems.
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A major printing firm headed by a Council member and 

employing 1500 hourly workers, came to us in late 1976 with a

formidable problem; a major competitor in one of his three

product lines had built a plant in rural Tennessee and was

pricing contracts 25% below our member's cost. What could be
«

done to retain the firm in Buffalo? The Council member was

willing to lay out the details of his financial predicament to
*

public sector officials, the union and the public and, in effect,

say to them: "What are you willing to do to help me stay in

Buffalo-?"

The Council helped him orchestrate his campaign and in the

fall of 1976 all elements of the community were given this firm's

full story in detail.

As a result:

1) The State Department of Commerce under the leadership

of our aggressive Commissioner, John Dyson, gave the

firm a job incentive benefit in the form of a $50,000

per year tax write off for the next ten years.

2) The contracts with the firm's nine union's were opened 

early and a reasonable and equitable settlement was reached 

in a timely manner.

3) Some adjustments in local tax assessments were made.

4) Some fifty CETA-OJT programs were established saving the

Company on the order of $200,000 in 1977.
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The C o u n c i l 's  r o l e  i n  t h i s  p r o c e s s  w as:

1)  H e lp in g  t o  p ro g ra m  th e  c o m m u n ic a ti o n s  p ro g ra m

2) M o n i to r in g  th e  b a r g a in in g  p r o c e s s  w h ic h  in c lu d e d :

a )  Th e E x e c u ti v e  D i r e c t o r  s u p p o r t i n g  b o th  

n e g o t i a t o r s  a s  " a n o th e r  h e ad "  an d  p r o v id in g

so me t e c h n i c a l  a d v ic e .

b )  A m e e t in g  a t  a c r i t i c a l  j u n c t u r e  o f  th e

c o -c h a ir m e n  w i th  t h e  f i r m 's  g e n e r a l  m an ag er

w h ic h  r e s u l t e d  i n :

a )  i n c r e a s e d  c o n ta c t  b e tw e e n  th e  E x e c u ti v e

D i r e c to r  an d  th e  n e g o t i a t o r s

b )  th e  t im e ly  i n t e r v e n t i o n  o f  th e  FMCS

3)  B ro k e r in g  t h e  50  CETA-OJT jo b s  b e tw e e n  C o u n ty  CETA

and  th e  Com pa ny .

Now t h i s  i s  n o t  t o  sa y  t h a t  t h e  f i r m  w i l l ,  a f t e r  a l l  i s  

s a i d  and  d o n e , re m a in  i n  B u f f a lo .  B ut th e  a b o v e  r e c o r d  c l e a r l y

sh ow s t h a t  t h e  C o u n c i l  and  o t h e r  eco n o m ic  d e v e lo p m e n t a g e n c ie s  

h a v e  b e en  r e s p o n s i v e .  F u r t h e r ,  t h i s  i s  t h e  f i r m  w h ic h  i s  now 

p r e p a r in g  t o  u se  t h e  C o u n c i l 's  ty p o lo g y  o f  b a r g a i n in g  r e l a t i o n ­

s h ip s  t o  e d u c a te  i t s  e n t i r e  w ork  f o r c e .

I n  s e v e r a l  i n d u s t r i a l  r e t e n t i o n  c a s e s  t h e  C o u n c il  h a s

e s t a b l i s h e d  LMC' s o r  a c t e d  a s  a c a t a l y s t  i n  t h e  b a r g a in in g  p r o c e s s  

a n d , i n  no  c a s e ,  t o  d a te  h a s  a  f i r m  we a r e  w o rk in g  w i th  l e f t  th e

a r e a .
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3. INDUSTRIAL RECRUITMENT

The Council at first, saw little that it could do

in this area. But as the economic development agencies 

in the area began to work closely together, several recent 

cases have occurred in which the Council has been actively 

involved in the recruitment process.

In early June members of the Chamber and our Industrial

Development Agency referred to us the following case. A 

textile firm from Toronto set up a New York Corporation, took 

an option on a building in the City of Buffalo and then set out 

to hire sewing machine operators. Using conventional sources

they could not find one trained sewing machine operator in 

the County. They then sought government funds for training

and were told that no such funds were available because

of prohibitive regulations. The firm then entered into 

negotiations with Erie, Pennsylvania. Within three days 

of the referral of this case, the following events

occurred:

(1) One of our Council members, Dick Slicz, who is from

the Textile Workers and also a County Legislator̂

called a meeting of our Human Resources sub­

committee (see below) at which it was determined that

CETA funds could be utilized if certain conditions

were not met. The firm met those conditions.
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(2) The TWU had identified a cadre of twenty or so

experienced sewing machine operators.

The firm has decided to locate in Buffalo, creating'

some 150 jobs. The doors will open November 1.

It may seem to the uninititated that the involvement

of the union guaranteed that the plant would be unionized. 

This is not the case. The Company will be non-union. Our 

union leaders are sophistocated and pragmatic. They

understand that the name of the game is jobs.- Of course, 

they also recognize that new non-union shops present targets 

for organization. Skeptics should be referred to Jamestown 

where the one large firm which has been recruited into the 

area, Cummins Engine, was in the beginning and remains to

date, non-union.

Currently, we are working on a number of other cases. 

One example is a South American firm which wants to locate

in an area which is under the control of Union A. The

Company has no objection to a Union, but the contracts 

of Union A, which have been developed for a different 

industry, are totally inappropriate for the business of 

the firm. If the business were not to be located in 

geographical proximity to Union A, Union B would have

logical jurisdiction.
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Th e C o u n c il  h a s  r e f e r r e d  th e  m a t t e r  t o  i t s  u n io n

m em be rs , and  e i t h e r  U ni on  B w i l l  h av e  j u r i s d i c t i o n  o r

Uni on  A w i l l  a c c e p t  a c o n t r a c t  a p p r o p r i a t e  f o r  th e

i n d u s t r y .

T hes e  v e n tu r e s  i n t o  r e c r u i tm e n t  a r e  r e c e n t  and
<•

e x p e r im e n ta l  f o r  t h e  C o u n c i l .  H ow ev er , i t  now a p p e a r s  

t h a t  th e  C o u n c il  c an  h e lp  in  t h i s  a r e a  a n d  w i th  th e  g ro w in g

c o o r d in a t i o n  b e tw e e n  th e  C o u n c il  and  o t h e r  e co n o m ic  d e v e lo p ­

m en t a g e n c ie s ,  i t  i s  e x p e c te d  t h a t  th e  C o u n c i l 's  w ork  lo a d

i n  i n d u s t r i a l  r e c r u i tm e n t  w i l l  i n c r e a s e .

4 .  TRAINING

1 . C o o p e r a t iv e  L ab o r R e la t io n s

Th e C o u n c i l 's  t r a i n i n g  p ro g ra m  i n  c o o p e r a t i v e

la b o r  r e l a t i o n s  h a s  b e en  d e t a i l e d  a b o v e . In  th e  n e x t

y e a r  t h e  p ro g ram  w i l l  b e  u s e d  t o  m a rk e t  t h e  LMC

c o n c e p t ,  a n d  t o  mo ve t h e  LMC c o n c e p t  i n t o  th e  p u b l i c

s e c t o r .

2• S a f e ty

Th e C o u n c il  i s  d e v e lo p in g ,  i n  c o n c e r t  w i th  

C a n is iu s  C o l le g e ,  a  la b o r-m a n a g e m e n t t r a i n i n g  p ro g ra m  

i n  s a f e t y .  B ase d  on  t h e  N a t io n a l  S a f e ty  C o u n c i l 's  

"K ey Man P ro gra m " i t  w i l l  be  p r e s e n t e d  t o  tw e n ty - f o u r

p a r t i c i p a n t s  fr om  f i v e  o n -g o in g  LMC' s i n  O c to b e r .
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3 . P r o d u c t i v i t y  T r a in in g

The C o u n c il  h a s  d e v e lo p e d  an  o u t l i n e  f o r  a s h o r t

tw e lv e - h o u r  c o u r s e  i n  th e  b a s i c s  o f  p r o d u c t i v i t y  an d 

p r o d u c t i v i t y  im p ro v em en t t e c h n i q u e s .  Th e o b j e c t i v e

*  o f  th e  c o u r s e  i s  t o  d e f in e  t h e  te rm  p r o d u c t i v i t y  

sh ow in g  t h a t  t h e r e  a r e  d o z en s  o f  f a c t o r s  a f f e c t i n g

*  p r o d u c t i v i t y  im p ro v e m en t,  th e  v a s t  m a j o r i t y  o f  w h ic h  

h av e  n o th in g  t o  do  w i th  th e  i n d i v i d u a l  e f f o r t  and  

d e d i c a t i o n  o f  e m p lo y e e s . Su ch  an  u n d e r s t a n d in g  w i l l  

re m ove th e  w o rd  " p r o d u c t i v i t y "  fr om  t h e  r e a l  o f

th e o lo g y  and  l e t  t h e  p a r t i e s  f a c e  th e  p ro b le m

p a r a g m a t i c a l l y .

5 . ORGANIZATIONAL DEVELOPMENT PROJECTS

The C o u n c il  p l a n s  t o  em bar k  upon tw o OD p r o j e c t s  i n

l a t e  1977.

In  th e  f i r s t  co m pan y, to p  l e v e l  m an agem ent and

u n io n  l e a d e r s  h a v e  s t r o n g  r a p p o r t ,  t r u s t  an d  co m m u n ic a ti o n

B ut th e  u n io n  m em b e rs h ip  w i l l  n o t  o p e n ly  co m m u n ic a te  

w i th  e i t h e r  t h e  u n io n  o r  th e  co m pan y. The C o u n c il  w i l l

*  a t t e m p t  t o  d e f in e  t h e  p ro b le m , o pen  c o m m u n ic a ti o n s , and  

im p ro v e  th e  o r g a n i z a t i o n a l  c l i m a t e .

*  The se c o n d  p r o j e c t  w i l l  be  an  a t t e m p t  t o  e s t a b l i s h

an "a u to nom ous w o rk  g ro u p "  i n  a g r a i n m i l l i n g  f i r m .
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6. HUMAN RESOURCES

By mid-1976 it was clear that, if the Council was 
serious about improving the economic health of the area, 
it could not, despite its initial inclination not to get

«involved in problems other than labor relation, avoid 

the problem of structural unemployment.

This is the problem of the mismatch between the 
demand for skilled workers and the supply of under trained 

or in-appropiately educated applicants for employment.

In our area, for instance, there is a chronic and continu­
ing need for highly skilled welders and tool and dye 

makers. At the same time, we have close to 80,000 people 

unemployed and more than 80 million dollars in government 

manpower funds, a large part of which is specifically 

earmarked to train the unemployed for jobs in the 
private sector. This necessity to match supply and 

demand is commanding in a labor market where the true 

unemployment rate is close to 15%.

The Human Resources Sub-Committee is the Council's 

action arm for manpower projects. It is headed by the 

Associate Director and its membership includes three
management personnel executives, two union manpower *

experts, and representatives of the State Department 
of Labor and the City and County manpower departments.



151

(2 7)

7 . FUNDING

In  t h e s e  f i r s t  e ig h t e e n  m o n th s t h e  fu n d in g  o f  th e  

C o u n c il  h a s  b e e n  c o m p le te ly  l o c a l .  On an  a n n u a l i z e d  

b a s i s ,  o u r  b u d g e t  was  $ 5 0 ,0 0 0 ; a b o u t  $ 3 0 ,0 0 0  fr om  th e

*  c o u n ty , $ 7 ,0 0 0  fr om  th e  C i ty  a n d  th e  r e m a in in g  $ 1 3 ,0 0 0  

fr om  th e  p r i v a t e  s e c t o r ,  u n io n  and  m an ag em en t,  th ro u g h

« th e  G r e a t e r  B u f f a lo  D ev elo p m en t F o u n d a t io n .  Ou r e n t i r e

s t a f f  h a s  b e e n  t h e  e x e c u t iv e  d i r e c t o r  a n d  a f u l l  ti m e

c l e r k - t y p i s t  f o r  t e n  o f  t h e  e ig h t e e n  m o n th s . P r i o r  

t o  t h a t  we h a d  o n ly  p a r t - t i m e  c l e r i c a l  h e l p .

G iv en  th e  p r o g r e s s  o f  o u r  p ro g ra m  o u r  fu n d in g  

p ro b le m s  a r e  g r a d u a l l y  b e in g  r e s o l v e d .  On A u g u s t 1 ,

we r e c e iv e d  a d d i t i o n a l  C o u n ty  fu n d in g  a n d  h av e  ad d ed

tw o p r o f e s s i o n a l  s t a f f  m em bers . The EDA h a s  a s s u r e d

u s  o f  f u n d in g  f o r  t h e  n e x t  y e a r .

H ow ev er , o u r  s t r u g g l e s  f o r  fu n d in g  o v e r  th e  l a s t

y e a r  co mman ded an  undue am ount o f  o u r  t im e .  We c l e a r l y

sh ow ed  t h a t  t h e r e  w as  a  s t r o n g  l o c a l  g o v e rn m e n t and

p r i v a t e  s e c t o r  co m m it tm en t t o  t h e  p ro g ra m . Y e t,  u n t i l

* r e c e n t l y ,  t h e  m y r ia d  f u n d in g  s o u r c e s  you  h a v e  h e a r d

a b o u t  fr om  t h e  FMCS tu r n e d  a d e a f  e a r .  Th e e x c e p t io n

was  th e  EDA.
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B ut ev en  w i th  t h e  EDA l i s t e n i n g ,  i t  h a s  ta k e n

u s  m or e th a n  e ig h t e e n  m o n th s t o  r e a c h  th e  f r i e n d l y

s t a g e .  P a r t  o f  t h i s  d e la y  was  o u r  own f a u l t  b e c a u s e

o u r  eco nom ic  d e v e lo p m e n t o r g a n i z a t i o n  was  n o t  i n  p l a c e ,

b u t  t h e r e  was  a l s o  a  s e v e r e  s h o r ta g e  o f  a p p r o p r i a t e  *

fu n d s  i n  t h a t  a g e n c y .

C l e a r l y ,  t h e r e  i s  a  c r y in g  n e e d  f o r  f e d e r a l

l e g i s l a t i o n  t o  p r o v id e  one s o u rc e  o f  f e d e r a l  s u p p o r t

f o r  a r e a  w id e  LM C's.  We, t h e r e f o r e ,  s u p p o r t  th e

L u n d in e - J a v i t s  Human R e s o u rc e s  D evelo pm en t A c t . H ow ev er ,

we b e l i e v e  t h a t :

(1 ) L o ca l co m m u n it es s h o u ld  d e m o n s tr a te  t h e i r

p e r c e iv e d  n e e d  f o r  a co m m itm en t t o  su c h  a

C o u n c il  by  p r o v i d in g  no  l e s s  th a n  25% o f  f i r s t

y e a r  f u n d in g .

(2 ) L o ca l c o m m u n it ie s  s h o u ld  d e m o n s tr a te  t h e i r

c o n t in u e d  com m it m ent t o  t h e  p ro g ra m , b y  p r o v id in g

no  l e s s  th a n  20% o f  t o t a l  fu n d in g  on  a  c o n s t a n t

b a s i s .

O b v io u s ly , t h i s  l o c a l  fu n d in g  s h o u ld  i n c lu d e  p r i v a t e  •

s e c t o r  s u p p o r t ,  fr om  b o th  u n io n s  an d  m anagem en t.  Th e d o l l a r

am o u n ts  sh o u ld  be  f l e x i b l e ,  b u t  s t r o n g  l o c a l  co m m itm en t m ust

b e  sh ow n.  W it h o u t i t ,  y o u  h a v e  an  em pty  e x e r c i s e .
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Th e FMCS s u g g e s t i o n  t h a t  FMCS i n t e r n s h i p s  be

i n s t i t u t e d  i n  l a r g e  c i t y  LMC' s h a s  e x c e p t i o n a l  m e r i t .

We w o u ld  be  d e l i g h t e d  t o  h a v e  tw o o r  t h r e e  f e d e r a l

i n t e r n s ,  f in a n c e d  by  FMCS, in  o u r  em plo y f o r  tw o y e a r s .

The y c o u ld  h e lp  u s  l o c a l l y  b u t  c o u ld  th e n  be  a v a i l a b l e  

t o  c a r r y  th e  m essa g e  t o  C le v e la n d  o r  B o sto n  o r  C h ic a g o

o r  ev en  New Yor k a s  t h e  FMCS d e c id e d .

Th e S u b -C o m m it te e 's  m a jo r  c u r r e n t  e f f o r t  i s  an  

o c c u p a t io n a l  n e e d s  a n a l y s i s  o f  som e 30 0 m a n u f a c tu r in g

f i r m s .  The m e th o d o lo g y  in c lu d e s  th e  d e v e lo p m e n t o f

d e t a i l e d  t h r e e  an d  f i v e  y e a r  p r o j e c t i o n s  o f  r o u g h ly

10 0 c l a s s i f i c a t i o n s  w h ic h  a r e  s p e c i f i c  t o  t h e  f i r m s

tw o d i g i t  SIC  c o d e . I n  t h e  f i r s t  s e v e r a l  f i r m s  we

h a v e  a n a ly z e d , a c o n s i d e r a b l e  nu m ber  o f  n e a r  te rm

o p e n in g s  h av e  b e e n  d i s x o v e r e d  an d  a r e  b e g in n in g  t o

b e  f i l l e d ,  ma ny  w i th  t h e  a s s i s t a n c e  o f  g o v en m en t

m an po w er  fu n d s . I n  o ne  m e ta l  w o rk in g  f i r m ,  f o r  i n s t a n c e ,

we d i s c o v e r e d  t h a t  63% o f  th e  14 0 man w o r k - f o r c e ,  w hose

a v e r a g e  ag e  i s  4 8 , w i l l  t u r n  o v e r  i n  t h e  n e x t  s e v e n

y e a r s .  E ig h t  n e a r  te r m  v a c a n c ie s  w e re  d i s c o v e r e d  an d  

a r e  now b e in g  f i l l e d .  I n  a c h e m ic a l f i r m  e m p lo y in g

5 00 , w i th  an  a v e r a g e  a g e  o f  5 1 , 40% o f  th e  w o rk  f o r c e

w i l l  t u r n  o v e r  i n  s e v e n  y e a r s  an d  a p p r o x im a te ly  20 n e a r

te rm  v a c a n c ie s  w e re  c r e a t e d  a s  a  r e s u l t  o f  t h e  a n a l y s i s .
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The credibility the Council has built in its other 

functions, has been critically important in gaining 

the cooperation of private sector employers. Because 

the Council has the expertise and rapport, employers

will share with us demand data and projections they ♦

will not share with public sector.

When the survey is completed the aggregate data *

will be shared with the Department of Labor and the

vocational and other educational institutions in the

area.

In August, Bethlehem Steel announced the layoff of 

3500 of the 11,500 employees at its Lackawanna plant.

The Economic Development Administration (EDA) requested

that the Council run a "crisis center" to aid these

workers in making a transition to other employment.

This "Operation Transition", jointly run by union and

management, has been set up at Erie County Community

College and by early October several dozen unemployed

workers will be enrolled in training programs in

welding and tool and die making. In the near term, we

anticipate putting at least three hundred people through

these two programs alone. The fact that the Center v

is located in a building specifically built for

vocational education will be an important element in

its success.
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I t  now se em s r e a s o n a b l y  c l e a r  t h a t  th e  C o u n c il

h a s  an  im p o r ta n t  r o l e  t o  p l a y  i n  h a r n e s s i n g  p u b l i c

s e c t o r  man po wer  r e s o u r c e s  t o  m ee t s p e c i f i c  p r i v a t e

s e c t o r  n e e d s . Th e C o u n c i l  c an  p r o v id e  c o m m u n ic a ti o n s

l i n k s ,  man po wer  p l a n n in g  e x p e r t i s e  an d  c o n s t a n t  p r e s s u r e

t o  a s s u r e  t h a t  a v a i l a b l e  m an po wer  fu n d s  a r e  u t i l i z e d

p r o d u c t i v e l y .  I t  c a n  p r o v id e  a fo ru m  f o r  u p g r a d in g

th e  m an po wer  dem an ds o f  t h e  p r i v a t e  s e c t o r  w i t h  e d u c a t i o n a l

a n d  t r a i n i n g  i n s t i t u t i o n s .  F u r t h e r ,  i t  c a n  mak e p r i v a t e

s e c t o r  man po wer  p l a n n in g  and  t r a i n i n g  e x p e r t i s e  a v a i l a b l e

t o  th e  p u b l i c  s e c t o r .

Ou r f i r s t  e f f o r t  i s  t o  ma ke  e f f e c t i v e  u s e  o f  th e

m ore  th a n  30 m i l l i o n  T i t l e  I  CETA fu n d s  a v a i l a b l e  i n

t h e  C o u n ty . T h is  w i l l  b e  th e  m a jo r  a s s ig n m e n t  o f  th e

Human R e so u rc e s  Sub-C om m ttee  o v e r  t h e  n e x t  s e v e r a l

m o n th s .
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CONCLUSION

Our first eighteen months have been both exciting and 
rewarding. Together, our labor and management leaders have 
taken the Jamestown model and made it workable in a large

*
urban area. To the basic Jamestown functions of plant labor
management committees, training and communications we have
added industry-wide labor management committees, ending long ♦
term strikes, grievance mediation, industrial retention,
industrial recruitment and a unique and innovative human
resources program. There are some in the field who would
argue against our involvement in some of these functions.
But our experience has convinced us that there is no "revealed 
wisdom" on area-wide labor management committees. The endeavor 
is much too new and much too dynamic for any claims of expertise. 
Certainly we make no such claims.

We hope that this sketch of our short history will 
encourage other communities, especially large cities, to 
establish area-wide councils. We have a few answers, but we 
have many more questions. Do LMC's have a role in pre-negotia­
tion studies? How can we communicate effectively with the 
academic world in general and industrial relations academics 
in particular? How does the LMC phenomenon fit into the 
theory and practice of the collective bargaining process? Can 
we develop effective public sector LMC's? Can the LMC concept 
be applied in organizations with more than 2000 employees?
How can LMC's be efficiently funded?
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(33)

Only when there are several more area-wide LMC' s 

struggling as we are to learn, open-minded, willing to 

experiment, and to break through the rigidities and 

mythologies of the past, will we find answers to these 

Questions and begin to know the true dimensions of area­

wide labor-management cooperation.

9 9 -7 5 5  0  -  78 -  11
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Senator  J avits. Our next witness is Pr ofess or O’Toole.
Professo r O’Toole, thank  you very much. I understand you have 

come from Califo rnia for this testimony. We certainly appreciate it 
greatly , and know t ha t it will help us ve ry materially.

Your whole statement will go into the  record. I hope you will feel 
free to summarize it.

STATEMENT OF JAMES O’TOOLE, ASSOCIATE PROFESSOR OF MAN­
AGEMENT, UNIVERSITY OF SOUTHERN CALIFORNIA

Mr. O’Toole. I should like to than k the committee for the oppor­
tuni ty to te stify on behalf of the Huma n Resources Development Act  *
of 1977. Because of the others who you have called before you this 
morning speak more knowledgeably tha n I about the  part icular im pli­
cations of this bill for labor, management, and the national Admin is­
tratio n, I would like to address its broad er implications for several *
emerging social and economic trends in our society.

I think the foremost of these is a rat her  unique tran sformation tha t 
is occurring in our economy, and one tha t I  do not believe that we have 
addressed this  morning. Let me give you just a couple of examples of 
these changes.

The first of these is t hat  the United State s wyas once one of the chief 
producers of cheap manufactured goods. But today our comparative 
industr ial competitive advantage is in sophisticated technology.

Second, the United  States was once a land of laboring immigra nts 
who were grat eful for any job a t any wage, to whom the most rud i­
mentary benefit from society was considered a privilege. But today, 
ours is a generally affluent population, with increasingly egal itarian 
expectations, to whom the most advanced of society’s benefits—free 
education and health care, li felong economic security, even interes ting 
jobs—are seen not as privileges, b ut as entitlements.

Now, in this ra the r altered world, I would argue  tha t our tra ditional 
economic ideas about human resources are perhaps  obsolete. Th e diffi­
culty is tha t most of our economic thinki ng tha t guides industrial prac ­
tices is based upon experience from the period of th e i ndus trial revo­
lution, as modified somewhat durin g the  Depression. But, unf ortu­
nately, the futu re economy tha t we are facing is not accurately 
reflected by th is past experience.

The consequences of  this  is tha t many of our policies that  are gen- *
erated by trad ition al economic analysis, often become inappropria te.

I do not thin k tha t anywhere is this obsolete natu re of economic 
think ing more evident  than in the trad ition al treatment of human re­
sources. Fo r example, to an economist progress results from replacin g 
workers with machines. The human is a fa ctor of  production th at needs 
to fie traded-off in order to increase produ ctivity.

If  we examine this assumption (one tha t seems to underlie most 
industria l practices today),  I think we may find that  it clearly no 
longer will apply  in the future. There are really only three cate­
gories of resources from which people may draw in order to produce 
what they need to  sustain life. These resources are land, capital , and 
labor. A nd by  “ labor” I  mean all aspects of human skill, intelligence, 
ingenuity, and other abilities. B ut significantly the first two of  these
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factor s of production, land  and capital,  may be reaching the p oint of 
maximum exploita tion in o ur society.

It  would seem then  that the improvement in the quality  of life will 
occur mainly throug h m aking  better use of the th ird  fa ctor of  produc­
tion, which is the human resource. And by bette r use, I mean not 
har der  work, but sma rter  work. Humankin d’s puny muscle power 
is not a potential source of greater programs, rath er, it is the in­
tellectual  powers of the race that constitute an immense reservoir of 
productivity a nd advancement.

But here I would like to argue that  my notions of  productivi ty and 
advancement differ from those of the economists, and, I think, differ 
from those of management, and trade unions today.

When the economist thinks  about increasing productivity, the model 
he has in mind is an assembly line worker whom an indust rial en­
gineer should try  to m ake work faster or, fail ing tha t, should replace 
with a machine.

This model of economic development was quite appropriate  for an 
era of cheap energy, surp lus capital, high consumer demand for low 
quality , mass-produced goods, little  environmental concern, and a 
poorly educated work force. But the model I have in mind is of an 
engineer trying to develop new uses for thing s called microproces­
sors—those tiny computers contained on a chip of silicon.

Now, this is a major  area of growth in the world economy, and 
one in which the United States  is the dominant force. I n many cases, 
the United States does not even produce the goods tha t utilize micro­
processors. Nevertheless, American companies invent, design, finance, 
and m arket these little miracles fo r the world.

Our  future stan dard  of living depends not on our ability to pro­
duce shoes, shirts, or shinola, but on our a bility to remain competitive 
in high technologies—th at  is, all the knowledge in dustries  including 
computers, scientific instrume nts, rockets, engineer ing services, and 
management consulting.

Impo rtant , high produ ctivity in knowledge industries permits us 
to expand the services sector of the economy—where already over 
half of our work force is employed, and where most jobs for the 
disadvantaged can be created. Significantly, the  key to p roduct ivity in 
both high technologies and services—which together probably con­
stitu te over three-fourt hs o f our private economy—is the development 
of th e human resource.

Today, unfor tunate ly, most of those who have testified have only 
spoken about the one-fourth of the work force tha t are engaged in 
manufacturing. I thin k it would be shortsighted if we addressed only 
tha t sector. The important question is how can one go about tapping the 
resources in these many areas of economic activity . Now, clearly I 
would argue t hat  the present system does not do this. We have a prob­
lem of underemployment in o ur society. Something like 80 percent of 
the American work force is underemployed. That is, we are not making 
full use of the ir human resources. The major reason for this has to do 
with what we might call “class attitudes” of management.

I do not mean to convey by this any sort of M arxist  overtones, but 
rath er, there is a difference in perspective between management and 
labor that has prevented management from making  full use of the
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capabilities of the workers. Fo r example, we have found in many 
instances tha t when workers have tried to suggest bet ter methods for 
organizing their tasks, the employers invariably  have responded with 
indifference or contempt.

This sets up a kind of self-ful filling prophecy in which the workers 
end up not producing—just as management assumed they would not.

Now, there are some clear parallels here to what has occurred in 
Europe. The situation in the United States is not as bad as it is in Br it­
ain, where class conflict is the rule, but neither is it as good as tha t 
found in, say Germany and Scandinavia, where cooperation is the 
mode.

I would argue tha t in a postindustrial society dominated by services 
and knowledge industries, cooperation is simply the only appropriate 
mode for labor relations. We must, therefore, find sources of coopera­
tion. We must find wrays of tapp ing the human resource. I believe the 
only way this can be tapped is through participation  of workers in 
decisionmaking.

All the efforts that  have been directed over the last 8 or 9 years 
tow’ard job enrichment, and other  ways of trying to coerce productivi ty 
out of workers, have failed- The  only examples that  we have of success 
have been where cooperation and participation have been the key.

I would argue that  cooperation is not always achieved in the form of 
these labor-management councils that  the bill seems to be advocating. I 
think  there are many different forms of cooperation, many different 
forms of worker part icipat ion. Wha t is terrib ly attractive then about 
the bill before you is tha t i t does not seek to describe only one way of 
getting cooperation, and only one way of getting  partic ipation—it 
leaves these quite flexible.

I thin k this is the way to proceed. I believe the chance is great that 
employers, unions, workers, and scholars, working together, can find 
better w ays to develop human resources. I think  this  can only be done 
through experiment and negotiation among the parties  directly 
involved.

For this reason I urge the  subcommittee to resist the temptation to 
tighten up the specific aspects of this bill.

The union leaders and corporate executives who have come before 
you today have given perfect ly reasonable demands for specificity, 
which I believe will destroy the flexibility of the bill.

Pressures will come to you, for example, to deal only with blue- 
collar workers, when white-collar workers are the major ity of workers 
in our economy. Pressures will come not to deal with the participation 
issue of middle-level managers. But th is group also has to be included. 
It  will be argued th at only union shops should be eligible for support. 
I th ink we have to leave this open, because I think without flexibility, 
there w ill be reduced likelihood of the k ind of exper iment and innova­
tion th at is needed to respond to this new order of  social and economic 
challenges that the Nation is going to face in the future .

Senator J avits. Thank you very much, Professor O’Toole. As I 
say, your statement will be placed in the record.
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I have ju st one comment. I notice on page 10 you say, “A fter  they 
returned to Tennessee, about 60 jobs a t Bolivar were altered and ro­
tate d in ways suggested by the workers, and the increased product ivity 
tha t resulted was shared with the workers by giving  them more time 

away from work.”
Now, that  is fascinatin g to me, because the common wisdom says, 

you share the profits, you give them profit sharin g, stockownership, 
and so on. But I thoroughly  agree with you t ha t in given situations 
workers may enjoy much more having to work only 4 days a week 
because they are so good at it and they earned it themselves. I  think 
it is a very sage approach and one which we will study. Unless you 
have a case study, we will get one and put it in the record at this 
point, bcause it is so origin al and productive.

Mr. O’Toole. I thin k the lesson in tha t case, Senator Javits , is that  
when the workers have been given the oppor tunity to deal with these 
problems on thei r own, they have come up with far more creative 
methods of dealing with problems than economists or industrial en­
gineers or other types of scholars have been able to do.

And I think  anything we do to inhib it tha t basic ingenuity of the 
American workers will undercut the value of your bill.

Senator J avits. Very good. Senator Chafee?
Senator Chafee. Than k you, Professor.
I think t hat  yours is the  most definitive piece of paper th at we have 

received. The research you have done on the IQ ’s of various workers at 
different levels is very interesting. I suppose one of the fears in this 
production  business is you get all the production geared up, and the n 
management will change the quotas on you.

There must have to be a great  deal of c areful tru st and mutual co­
operation on both sides, I think.

Mr. O’Toole. I think the t rus t is clearly the key. And I  have charac­
terized the system tha t we have in the United State s as one of mutua l 
mistrust.  I n a normal p lant , the a ttitudes of the workers and the m ana­
gers is not one that is conducive to working togeth er to increase pro ­
ductiv ity or to increase the quality of working life. So th at anything  
th at  we can do—like these councils or other forms of participation and 
cooperation—that would create grea ter tru st, I believe would have side 
effects in terms of our overall economic competitive position of the 
Nation and the quality  of  life.

Senator Chafee. M ark Twain once described his relationship with 
his fath er as armed neutrality . I suppose th at is what best describes 
the situa tion of  management and labor in the Uni ted States. Thank you 
very much.

Senator J avits. Congressman Lundine ?
Mr. L undine. No questions, thank  you.
Senator J avits. T han k you very much, Professor O ’Toole.
[The prepared s tatement of Mr. O’Toole follows :]
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The Human R e so u rc e s  D ev el op m en t A ct  comes b e f o re  th e  C ongre ss  a t  a 

u n iq u e  ju n c tu r e  i n  th e  h i s t o r y  o f  th e  A m er ic an  ec on om y.  I t  i s  my o b s e r ­

v a t io n  t h a t  o u r  i n c r e d i b l y  s u c c e s s f u l  eco no my  i s  now u n d e rg o in g  a p ro c e s s

o f  fu n d am en ta l t r a n s f o r m a t io n .  The co m po ne nt s o f  t h i s  ch an ge ca n be  

r e a d i l y  a g re ed  upon : t h e  i n t r o d u c t io n  o f  new  an d p o w e rfu l te c h n o lo g ie s , 

r a d i c a l  s h i f t s  i n  r e s o u r c e  a v a i l a b i l i t y ,  d e p a r tu r e s  fr om  lo n g s ta n d in g  

s o c i a l  an d dem ogra phic  t r e n d s ,  an d a l t e r a t i o n s  in  th e  i n t e r n a t i o n a l  

p o l i t i c a l  o r d e r . Wh at i s  s i g n i f i c a n t  an d c o n t r o v e r s i a l  ab o u t th e s e  

c h a n g e s  i s  t h a t  th e y  may b e  c o n s p i r in g  to  p ro d u ce  a d i s c o n t i n u i t y  w it h  

p a s t  ec on om ic  h i s t o r y .  I f  t h i s  i s  th e  c a s e , th e n  th e  t r a d i t i o n a l  as su m p­

t i o n s  t h a t  hav e g u id e d  o u r  th in k in g  a b o u t n a t i o n a l  ec on om ic  p o l i c i e s  an d 

p r i v a t e  i n d u s t r i a l  p r a c t i c e s  a r e  now o b s o le te  an d i n v a l i d .  In  s h o r t ,  I 

s h a l l  a rg u e  t h a t  to  th in k  a p p r o p r i a t e ly  a b o u t th e  f u t u r e  dev el opm en t o f  

hum an r e s o u rc e s  w i l l  r e q u i r e  an  u p d a te d , r e v i s e d  an d more a p p r o p r ia te

m od el  o f  how o u r  econ om y w o rk s .

When c o n s id e r in g  a b i l l  su ch  a s  th e  on e b e f o r e  t h i s  su b c o m m it te e , 

i t  i s  im p o r ta n t to  keep  i n  mind t h a t  th e  " la w s"  o f  econom ic s hav e bee n  

" e m p i r i c a l ly  d e r iv e d ."  T h a t I s ,  e c o n o m is ts  have  o b se rv e d  p a s t  b e h a v io r , 

c o d i f i e d  i t ,  an d p r e d i c t e d  t h a t  th e  same b e h a v io r  w i l l  a l s o  p r e v a i l  in  

th e  f u t u r e .  S i g n i f i c a n t l y ,  th e  c u r r e n t  id e a s  o f  e c o n o m is ts  a r e  based  on 

th e  e r a  o f  i n d u s t r i a l i z a t i o n  i n  E uro pe an d A m eri ca , m o d if ie d  s i g n i f i c a n t l y

a s  th e  r e s u l t  o f  th e  e x p e r ie n c e  o f  th e  D e p re s s io n .

But  A m e r ic a 's  ec onom ic  f u tu r e  i s  l i k e l y  to  b e  s i g n i f i c a n t l y  d i f f e r e n t

fr om  t h i s  p a s t ,  a p a s t  t h a t  u n f o r tu n a te ly  c o n s t i t u t e s  th e  d a ta  b a s e  fo r
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a l l  o u r  ec ono m ic  a s su m p ti o n s  and hum an r e s o u r c e  p o l i c i e s .  L e t me o f f e r

a few  ex am ple s to  s u p p o r t  my a s s e r t i o n :  1 . Th e U n it e d  S t a t e s  wa s once  

on e o f  th e  w o r ld 's  c h i e f  p ro d u c e rs  o f  c h e a p , m an u fa c tu re d  g o o d s.  T oday ,

o u r c o m p a ra ti v e  i n d u s t r i a l  c o m p e t i t iv e  a d v a n ta g e  i s  in  s o p h i s t i c a t e d

h ig h  te c h n o lo g y . 2 . Th e U n it ed  S t a t e s  w as  o n ce  a la n d  o f  la b o r in g

im m ig ra n ts , g r a t e f u l  f o r  an y jo b  a t  an y w age, to  whom th e  m os t ru d im e n ta ry  

b e n e f i t  from  s o c i e t y  wa s c o n s id e re d  a p r i v i l e g e .  T od ay , o u rs  i s  a
♦

g e n e r a l l y - a f f l u e n t  p o p u la t io n  w it h  i n c r e a s in g ly  e g a l i t a r i a n  e x p e c t a t i o n s ,  

to  whom th e  m ost  advan ce d  o f  s o c i e t y 's  b e n e f i t s  —  f r e e  e d u c a t io n  an d 

h e a l t h  c a r e , l i f e l o n g  ec on om ic  s e c u r i t y ,  i n t e r e s t i n g  1o bs  —  a re  se en

n o t  a s  p r i v i l e g e s  h u t  a s  e n t i t l e m e n t s .  3 . Th e U n it e d  S t a t e s  wa s once  a

v ig o ro u s ly  in d e p e n d e n t f r o n t i e r  ec on om y,  w ith  l i m i t l e s s  o p p o r tu n i t i e s

f o r  f i n a n c i a l  an d p h y s ic a l  g ro w th . T oday , we f i n d  o u r s e lv e s  d ep en d en t

on f o r e ig n  s o u rc e s  f o r  su ch  v i t a l  an d d im in is h in g  r e s o u r c e s  a s  ch rome

an d p e tr o le u m , an d o u r  d o m es ti c  s to c k s  o f  u ra n iu m , n a t u r a l  g as an d o th e r  

e n e rg y  s o u rc e s  a r e  b e in g  q u ic k ly  d e p le te d . R e la te d , gr ow th  i s  b e in g

sl ow ed  by  th e  dam ag in g e n v ir o n m e n ta l e f f e c t s  o f  th e  in c r e a s e d  use  o f

many o f  th e s e  sa me s c a r c e  r e s o u r c e s .

In  su ch  a w o r ld , t r a d i t i o n a l  ec onom ic  id e a s  a r e  o b s o le te . And,

b ecau se  th e s e  id e a s  a r e  b ased  on a n a c h r o n i s t i c  d a ta ,  th e  p o l i c i e s  an d

pro gra m s g e n e ra te d  by  t r a d i t i o n a l  ec onom ic  a n a ly s e s  a r e  o f t e n  i n a p p r o p r i a t e .

No wh ere  i s  th e  o b s o le te  n a tu r e  o f  ec onom ic  th in k in g  more e v id e n t  th a n  i n

th e  t r a d i t i o n a l  t r e a tm e n t  o f  hum an r e s o u r c e s .  For exam ple , to  th e  e c o n o m is t,

p ro g re s s  r e s u l t s  fr om  r e p la c in g  w o rk e rs  w i th  m ac h in e s . The hum an i s  th e

f a c t o r  o f  p ro d u c t io n  t h a t  n eeds to  be t r a d e d - o f f  i n  o rd e r  to  i n c r e a s e

p roduc  t  i v i  t y . *
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L e t us ex am in e t h i s  a s s u m p ti o n , on e t h a t  u n d e r l i e s  m os t i n d u s t r i a l  

p r a c t i c e s  in  Am er ic a to d a y . C le a r ly ,  th e r e  a r e  o n ly  t h r e e  c a te g o r ie s  o f  

r e s o u r c e s  from  w hic h  p e o p le  may draw  in  o r d e r  to  p ro d u c e  w hat  th e y  nee d 

to  s u s t a i n  l i f e .  T hese  r e s o u r c e s  a re  la n d  ( in c lu d in g  e n e rg y  an d a l l  

o th e r  n a t u r a l  r e s o u r c e s ) ,  c a p i t a l  ( in c lu d in g  m ach in es an d a l l  o th e r  man­

ma de s o u rc e s  o f  w e a l th ) ,  and  la b o r  ( in c lu d in g  a l l  a s p e c t s  o f  human 

s k i l l ,  i n t e l l i g e n c e ,  i n g e n u i ty ,  an d o th e r  a b i l i t i e s ) .  S i g n i f i c a n t l y ,  

th e  f i r s t  two o f  th e s e  " f a c t o r s  o f  p ro d u c t io n "  may be  r e a c h in g  th e  p o in t  

o f  maximum e x p l o i t a t i o n .  By th e  en d o f  th e  c u r r e n t  m il le n n iu m , i t  i s  

u n l i k e l y  t h a t  g r e a t  in c r e a s e s  in  p r o d u c t iv i t y  w i l l  s t i l l  be wru ng  o u t o f  

n a t u r a l  r e s o u rc e s  ( u n le s s  po w er  from  th e  su n— o r  s u n l ik e  f u s io n  po w er —  

can  b e  e f f e c t i v e l y  h a r n e s s e d ) .  Bu t even  i f  we ma ke th e  r i s k y  assu m p ti o n  

t h a t  t h e r e  a r e  no  im m ed ia te  l i m i t s  to  n a t u r a l  r e s o u r c e s ,  i t  i s  n o t  c l e a r  

t h a t  hu m an ki nd  w i l l  c o n t in u e  to  b e n e f i t  fr om  g r e a t e r  u se  o f  c a p i t a l -

i n t e n s i v e  m ach in es . Th e k in d s  o f  m ach in es t h a t  i n d u s t r i a l  s o c i e t i e s  

seem  b e n t on  p ro d u c in g  o f t e n  b r in g  p o l l u t i o n ,  w a s te , i n e f f i c i e n c y ,  ch ea p 

an d sh oddy  g o o d s,  unem plo ym en t,  an d a g e n e r a l  d im in u t io n  o f  th e  q u a l i t y  

o f  l i f e .  But  ec onom ic  g ro w th , p e r  s e ,  i s  n o t  a t  f a u l t .  R a th e r , gro w th  

p u rs u e d  i n  th e  t r a d i t i o n a l  mode o f th e  i n d u s t r i a l  r e v o lu t io n  se em s 

in a p p r o p r i a t e  f o r  to m o rr o w ’ s c o n s t r a in e d  en v ir o n m e n t.

I t  w ou ld  se em , th e n , t h a t  im pr ov em en t in  th e  q u a l i t y  o f  l i f e  w i l l  

o c c u r  m ain ly  th ro u g h  m ak in g  b e t t e r  u se  o f  th e  t h i r d  f a c t o r  o f  p r o d u c t io n —  

huma n r e s o u r c e s .  And by  " b e t t e r  u se "  I  mean  n o t  h a r d e r  work b u t s m a r te r  

w ork . H um an kin d 's  pu ny  m u sc le  po wer  i s  n o t  a p o t e n t i a l  so u rc e  o f  g r e a t e r  

p r o g r e s s ;  r a t h e r ,  i t  i s  th e  i n t e l l e c t u a l  pow er s o f  th e  r a c e  t h a t  c o n s t i t u t e  

an  immense r e s e r v o i r  o f  p r o d u c t i v i t y  an d advancem en t.
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Bu t h e r e  my n o t io n s  o f  p r o d u c t i v i t y  an d ad van ce m en t d i f f e r  from  

th o s e  o f  th e  ec o n o m is t.  When th e  e c o n o m is t th in k s  a b o u t in c r e a s in g  

p r o d u c t i v i t y ,  he h as  in  mind  an  a s s e m b ly - l in e  w ork er whom an  i n d u s t r i a l  

e n g in e e r  sh o u ld  t r y  to  make wo rk  f a s t e r  o r ,  f a i l i n g  t h a t ,  sh o u ld  r e p la c e  

w it h  a m ach in e . T h is  mod el  o f  econom ic  develo pm en t wa s q u i t e  a p p r o p r ia te  

f o r  an  e r a  o f  ch ea p e n e rg y , s u r p lu s  c a p i t a l ,  h ig h  co ns um er  demand f o r  

lo w - q u a l i ty ,  m ass- p ro duced  g o o d s,  l i t t l e  e n v ir o n m e n ta l c o n c e rn , an d a 

p o o r ly -e d u c a te d  w o rk fo rc e . Th e m od el  I  hav e  in  mind i s  o f  an  e n g in e e r  

t r y in g  to  d e v e lo p  new u se s  f o r  m ic ro —p r o c e s s o r s — th o se  t in y  co m p u te rs  

c o n ta in e d  on  a c h ip  o f  s i l i c o n .  T h is  i s  a m aj or a r e a  o f  gr ow th  in  th e  

w o rl d  ec on om y,  an d on e in  w hic h  th e  U n it e d  S t a t e s  i s  th e  dom in an t f o r c e . 

In  many  c a s e s ,  th e  U n it e d  S t a t e s  does n o t  ev en  p ro d u ce  th e  go od s t h a t  

u t i l i z e  m ic r o -p r o c e s s o r s .  N e v e r th e le s s , A m er ic an  co m pan ie s i n v e n t ,

d e s ig n , f in a n c e  an d m ark et th e s e  l i t t l e  m ira c le s  f o r  th e  w o r ld . Our
/

f u tu r e  s ta n d a rd  o f  l i v i n g  dep ends n o t  on  o u r a b i l i t y  to  p ro d u c e  s h o e s , 

s h i r t s  o r  s h i n o l a ,  b u t  on ou r a b i l i t y  to  re m ain  c o m p e t i t iv e  in  h ig h  

te c h n o lo g ie s — t h a t  i s ,  a l l  th e  know le dge i n d u s t r i e s  in c lu d in g  c o m p u te rs , 

s c i e n t i f i c  I n s t r u m e n ts ,  r o c k e t s ,  e n g in e e r in g  s e r v i c e s  an d m an ag em en t 

c o n s u l t in g .  Im p o r ta n t , h ig h  p r o d u c t i v i t y  i n  kn ow le dg e i n d u s t r i e s  p e rm its  

us to  expan d th e  s e r v ic e s  s e c to r  o f  th e  econ om y— w her e a l r e a d y  o v e r  h a l f  

o f ou r w o rk fo rc e  I s  em pl oy ed  an d w here  m os t jo b s  f o r  th e  d is a d v a n ta g e d  

ca n  be c r e a t e d .  S i g n i f i c a n t l y ,  th e  k ey  to  p r o d u c t iv i t y  in  b o th  h ig h  

te c h n o lo g ie s  an d s e r v i c e s — w hic h t o g e t h e r  p ro b a b ly  c o n s t i t u t e  o v e r  th r e e  

f o u r th s  o f  o u r  p r i v a t e  econ om y— i s  th e  develo pm en t o f  th e  human
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r e s o u r c e .  Even i n  th e  r e l a t i v e l y  s h r in k in g  hea vy i n d u s t r i e s  s t e e l ,  

a u to s ,  e t c . - - t h e  ke y to  p r o d u c t i v i t y  i s  n o t  in  w o r k e rs ’ la b o r in g  h a r d e r ,  

b u t  i n  t h e i r  w ork in g  m or e c o o p e r a t i v e ly ,  i n t e l l i g e n t l y  an d co m m it te d ly . 

C o n s e q u e n tl y , th e  d ev e lo p m en t o f  u n ta p p ed  hum an r e s o u r c e s  i s  l i k e l y  to  

be  th e  " t e c h n o lo g ic a l "  c h a l l e n g e  o f  th e  p o s t i n d u s t r i a l  e r a ,  a s  th e  

d ev e lo p m en t o f  b e t t e r  t o o l s  an d m ach in es wa s th e  u l t i m a t e  so u rc e  o f

*  p r o d u c t i v i t y  in  i n d u s t r i a l  s o c i e t y .

Wh at k in d  o f  a sy s te m  c o u ld  b e s t  ta p  an d d e v e lo p  th e s e  re s o u rc e s ?

*  C le a r ly ,  n o t ou r p r e s e n t  s y s te m . T oda y,  th e  v a s t  m a jo r i ty  o f  o u r w o rk fo rc e  

i s  undere m plo yed , by  w h ic h  I  me an t h a t  t h e i r  s k i l l s ,  t r a i n i n g ,  e d u c a t io n , 

t a l e n t  an d o th e r  hum an r e s o u r c e s  a r e  g r o s s ly  u n d e r u t i l i z e d  on  t h e i r

j o b s .  Som et hi ng l i k e  80% o f  o u r  w o rk fo rc e , by  t h i s  d e f i n i t i o n ,  may be  

u n d ere m plo yed . The  re a s o n s  f o r  t h i s  w a s te  a r e  many— h a b i t ,  la c k  o f  

know le dge how to  ta p  th e s e  e n e r g i e s ,  som e u n io n  p r a c t i c e s ,  e t c .  Bu t th e  

p r im a ry  re a so n  why we d o n 't  more f u l l y  d e v e lo p  hum an r e s o u r c e s ,  I b e l i e v e ,  

i s  th e  a t t i t u d e  o f  m ost  A m er ic an  m an ag er s t h a t  b l u e - c o l l a r  an d mos t 

lo w e r-  an d m id d le - l e v e l  w h i t e - c o l l a r  w o rk e rs  a r e  in c a p a b le  o f  a c c o m p li s h in g  f 

t a s k s  t h a t  r e q u i r e  much i n t e l l i g e n c e .  T h e re fo re , m anagers  d e s ig n  jo b s  

to  be r e p e t i t i v e ,  s im p le , an d u n c h a l le n g in g . But  f a c t s  ab o u t th e  la b o r  

f o r c e  b e l i e f  th e s e  e m p lo y e rs ' s t e r e o ty p e s .  The IQ ra n g e  o f  w o rk e rs , 

f o r  i n s t a n c e ,  c h a l le n g e s  th e  wi sdom  o f  g iv in g  s i m p l i f i e d  t a s k s  to  many 

b l u e - c o l l a r  em plo yees . As th e  f i g u r e s  bel ow  sh ow , t h e r e  a r e  few  d u l l

*  P h .D .s , b u t  th e r e  a r e  many b r i g h t  l a b o r e r s .  ( In  f a c t ,  b e c a u s e  th e r e  a r e  

many more l a b o r e r s  th a n  P h .D .s ,  th r e e  ti m e s  mo re l a b o r e r s  th a n  d o c to r a te

w  h o ld e r s  have  IQs o v e r  1 3 0 ) .
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O ccu p a ti o n IQ Ra nge Mean

Ph.D . ( P r o f e s s o r ) 10 0-16 9 130

E n g in e e r 10 0-15 1 127

C le rk 68 -1 55 118

L a b o re r 26-1A 5 96

U n f o r tu n a te ly , we d e s ig n  m ost  l a b o r e r s ' jo b s  f o r  th e  mean IQ o f  96 

(o r  lo w e r ) , an  a c t io n  t h a t  le a v e s  many  e x c e p t io n a l ly  b r i g h t  l a b o r e r s  in  

jo b s  t h a t  a r e  u n c h a ll e n g in g  a n d , f o r  th em , dem ea nin g. I t  i s  c l e a r l y  a 

w a s te  o f  huma n r e s o u r c e s  to  p la c e  b r i g h t  p e o p le  in  bad  jo b s  b e c a u s e  we 

f a i l  to  r e c o g n iz e  t h e i r  p o t e n t i a l .

I t  i s  a l s o  a w a s te  o f  hum an r e s o u r c e s  n o t  to  in v o lv e  th e s e  w o rk e rs  

in  f in d in g  b e t t e r  wa ys  to  do  t h e i r  j o b s — more p r o d u c t iv e  wa ys  an d l e s s  

dem ea ni ng  w ay s.  In  in te rv ie w s  c o n d u c te d  f o r  th e  Work  in  Am er ic a s tu d y , 

th e  m os t f r e q u e n t  co m p la in t o f  w o rk e rs  was  t h a t  wh en th ey  t r i e d  to  

s u g g e s t  b e t t e r  m et hod s fo r  o rg a n iz in g  t h e i r  t a s k s ,  t h e i r  em plo yers  

in v a r i a b ly  re sp o n d e d  w it h  i n d i f f e r e n c e ,  d i s d a in ,  o r  co n te m p t.  F i n a l l y ,  

th e s e  w o rk e rs  gav e up t r y in g .  Th ey b eg an  to  make th e  minimum p o s s ib l e  

co mmitm en t to  t h e i r  jo b s  t h a t  w ou ld  s t i l l  e n s u re  a p aycheck  a t  th e  en d 

o f  th e  w ee k.  T hus,  a k in d  o f  s e l f - f u l f i l l i n g  p ro phecy  i s  a t  w ork : 

M anag er s,  who f e e l  w o rk ers  a r e  l a z y ,  dumb an d u n tru s tw o r th y  w i l l  t r e a t  

w o rk e rs  a c c o r d in g ly ;  th e n , th e  w o rk e rs  re sp o n d  by  en g ag in g  in  w or k 

r e s t r i c t i o n .
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I  th in k  i t  i s  n o t  i n a c c u r a t e  to  d e s c r ib e  much o f  la bo r/ m anagem en t

r e l a t i o n s  i n  th e  U n it e d  S t a t e s  a s  a sy st e m  o f  m u tu a l m i s t r u s t .  To p u t 

t h i s  a d m it te d ly  b a ld  s t a t e m e n t  i n t o  som e p e r s p e c t i v e ,  i t  i s  u s e f u l  to  

co m par e th e  Am er ic an  sy s te m  w i th  two q u i t e  d iv e r g e n t  E u ro pean  m odels .

Th e f i r s t  E uro pea n sy s te m  o f  i n d u s t r i a l  r e l a t i o n s  i s  b a se d  on  c l a s s  

c o n f l i c t .  In  B r i t a i n ,  e s p e c i a l l y ,  m an ag er s have vi ew ed  w o rk e rs  a s  th e

enem y who se  b ack  m us t b e  b ro k e n  i n  b a t t l e .  I t  i s  b e n e a th  th e  d ig n i ty  o f

A
th e  m a n a g e r ia l c l a s s  to  a t te m p t  to  co m m un ic at e w it h  th e  w o rk in g  c l a s s .

Th e a t t i t u d e  o f  th e  w o rk e rs  (a nd  p a r t i c u l a r l y  o f  t h e i r  u n io n  le a d e r s h ip )

«  i s  t h a t  th e y  wou ld  r a t h e r  s in k  th e  s h ip — w it h  th e m se lv e s  in  i t — th a n

c o o p e r a te  w it h  th e  " e x p l o i t i n g "  c l a s s .  The  o th e r  E uro pea n  mod el  i s  

b a se d  on  c o o p e r a t io n . In  Sc an <y jn av ia  an d German y,  in  p a r t i c u l a r ,  w o rk e rs  

an d m anager s s e e  th e m s e lv e s  a s  b e in g  a f l o a t  to g e th e r  i n  a  s i n g l e  b o a t.

W hil e th e r e  i s  no  i l l u s i o n  t h a t  th e  i n t e r e s t s  o f  la b o r  and  man ag em en t

w i l l  a lw ay s c o in c id e ,  t h e r e  i s ,  n e v e r th e l e s s ,  a  w ork in g  a g re em en t t h a t  

i t  i s  i n  th e  s e l f - i n t e r e s t  o f  b o th  p a r t i e s  to  keep  p r o d u c t iv i t y  an d 

em ploy men t h ig h , an d i n f l a t i o n  lo w . W hile th e  p a r t i e s  f i g h t  l i k e  c a t s  

an d dog s in  th e  n a t i o n a l  p o l i t i c a l  a r e n a , n e i t h e r  i s  so  s e l f - d e s t r u c t i v e  

a s  to  a ll o w  th e s e  d e m o c ra ti c  s t r u g g le s  to  c a p s iz e  th e  b o a t  o f  p r o s p e r i t y .

W hil e  th e s e  c h a r a c t e r i z a t i o n s  o f  th e  two sy st em s  a re  n e c e s s a r i l y  o v e r s im p li ­

f i e d  an d overd ra w n , I  do  n o t  th in k  i t  i s  a m is s ta te m e n t to  c la im  t h a t
I

th e  c l a s s  c o n f l i c t  o f  B r i t a i n  an d I t a l y ,  on  th e  on e h a n d , an d th e  u n io n /m a n a g e- 

m en t c o o p e ra t io n  o f  N o r th e rn  E uro pe, on th e  o th e r ,  a r e  r e f l e c t e d  in  th e  

r e l a t i v e  p r o s p e r i t y  an d p r o d u c t i v i t y  o f  th e  two o p p o s in g  s y s te m s . Bu t 

*  my m ai n p u rp o se  in  u n d e r ta k in g  t h i s  i n t e r n a t i o n a l  co m p a ri so n  i s  to  a rg u e
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t h a t  A m er ic an  i n d u s t r i a l  r e l a t i o n s  a r e  n o t  n e a r ly  as  bad  a s  th o s e  in  

B r i t a i n  an d n o t  n e a r ly  a s  go od  a s th o s e  i n  Ge rm any.

We m ust  a d m it , r e g r e t f u l l y ,  t h a t  c l a s s  d i f f e r e n c e s  c o n t in u e  to  

e x i s t  i n  t h i s  c o u n tr y , an d t h a t  w it h  th e s e  c o n f l i c t s  com e a h o s t  o f 

s o c i a l  an d  ec on om ic  p ro b le m s. C o n fin in g  my re m ark s o n ly  to  w o rk p la ce  

p ro b le m s , th e s e  c la s s  d i v i s i o n s  p r e v e n t  th e  s o c i e ty  fr om  more f u l l y  

r e a l i z i n g  th e  p o t e n t i a l  o f  i t s  huma n r e s o u r c e s .  In d e e d , I  sh o u ld  a rg u e  

t h a t  u n le s s  we move away fr om  c o n f l i c t  an d to w ard s c o o p e ra t io n  be tw ee n 

man ag em en t an d la b o r , th e  n a t i o n  w i l l  b e  u n a b le  to  s u c e s s f u l l y  n e g o t ia te  *

th e  s e a s  o f  th e  em erg in g  p o s t - i n d u s t r i a l  ec on om y.  C o o p e ra ti o n  i s  si m p ly  

th e  o n ly  a p p r o p r ia te  mode f o r  l a b o r  r e l a t i o n s  i n  a s e r v i c e s  an d kn ow le dg e

ec on om y.

We m u st , th e n , f in d  m odels  o f  c o o p e ra t io n . Mo st e m p h a t ic a l ly , I 

f e e l  t h a t  th e  m o n o l i th ic  i n d u s t r i a l  de m oc ra cy  l e g i s l a t i o n  o f  N o rt h e rn  

E uro pe i s  t o t a l l y  i n a p p r o p r i a t e  f o r  th e  n eed s  o f  o u r p l u r a l i s t i c  n a t io n .

A ll  t h a t  i s  p ro b a b ly  r e q u i r e d  on  th e  p a r t  o f  gov er nm en t i n  t h i s  co u n tr y  

i s  to  p rd v id e  some  i n c e n t iv e s  an d a s s i s t a n c e  to  e m p lo y e rs , w o rk e rs  and  

u n io n s  to  f in d  many an d v a r i e d  A m er ic an  re sp o n s e s  to  th e  co m pl ex  i s s u e s  

o f  huma n r e s o u rc e s  d e v e lo p m e n t,  p r o d u c t iv i t y  an d c l a s s  c o n f l i c t  in  th e  

w o rk p la c e .

In  t h i s  r e g a r d , th e  b . i l l  b e f o r e  yo u i s  p a r t i c u l a r l y  a t t r a c t i v e  

b e c a u s e  i t  re c o g n iz e s  t h a t  t h e r e  i s  no  s im p le  an d u n if o rm  re sp o n s e  t h a t  

i s  a p p r o p r ia te  f o r  th e  w id e v a r i e t y  o f  i n d u s t r i e s ,  w or k s e t t i n g s ,  un io n  

a g re e m e n ts  an d o th e r  l o c a l  c o n d i t io n s  fo und a c r o s s  th e  n a t i o n .  For  

ex am p le , th e r e  i s  no  s i n g l e  jo b  d e s ig n  c a p a b le  o f  p r o v id in g  s a t i s -  »

f a c t i o n  to  a l l  w o rk e rs . In  th e  p a s t  d e c a d e , many  em p lo y ers  t r i e d
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an d f a i l e d  to  e n r ic h  jo b s  u s in g  on e o r  more o f  th e  many s e t  fo rm u la s 

p ro m u lg a te d  by  man ag em en t e x p e r t s .  F r u s t r a t e d  i n  th e s e  e f f o r t s ,  some o f 

th e  m ost  s o p h i s t i c a t e d  e m p lo y e rs  a re  now d is c o v e r in g  t h a t  th e y  c a n 't  

d i c t a t e  h a p p in e s s  f o r  t h e i r  w o rk e rs .

I t  i s  now b e in g  d is c o v e re d  t h a t  e f f o r t s  to  im pro ve th e  q u a l i t y  o f  

w o rk in g  l i f e  sh o u ld  be in te n d e d  to  mak e w or k o r g a n i z a t i o n s  p la c e s  w he re

*  i n d i v i d u a l s  have  o p p o r t u n i t i e s  to  gr ow , c r e a t e ,  an d e x e r t  som e m a s te ry  

o v e r  t h e i r  e n v ir o n m e n t.  T hese  a c t io n s  may a ls o  i n c r e a s e  p r o d u c t iv i t y  in

_ th e  b a r g a in ,  b u t t h a t  c a n n o t b e  t h e i r  p ri m e  p u rp o s e . The w i l l in g n e s s  to

u n d e r ta k e  th e s e  t a s k s  w i l l  r e q u i r e  a s e n s e  o f  s o c i a l  r e s p o n s i b i l i t y  on 

th e  p a r t  o f  u n io n s  a s  w e l l  a s  e m p lo y e rs . A lt hough  su c h  a ch an ge in  

a t t i t u d e  i s  a g r e a t  d e a l  to  e x p e c t , a s m a ll  nu mbe r o f  co m panie s an d 

u n io n s  have  beg un to  w ork  s e r i o u s l y  on  im p ro v in g  w o rk in g  l i f e ,  c o n t in u in g  

t h e i r  e f f o r t s  ev en  wh en th e  r e c e s s io n  o f f e r e d  them  an  e a s y  way o u t o f

t h e i r  co m m itm en t.

Im p o rt a n t w o rk p la c e  e x p e r im e n ts  a r e  u n d e r way  i n  b o th  E ur ope  and 

A m eri ca . Thes e ra n g e  fr om  s im p le  f le x t im e  (w o rk ers  c h o o se  t h e i r  own 

w o rk in g  h o u rs )  to  th e  r e v o lu t io n a r y  n o t io n  o f  f u l l  e q u i ty  s h a r in g  ( th e  

s to c k  o f  an  e n t e r p r i s e  i s  c o o p e r a t iv e ly  owned  by  th e  w o r k e rs ) . A lt hough 

e a c h  o n - th e - jo b  e x p e r im e n t fr om  th e  s im p le  to  th e  r a d i c a l  h as  been  sho wn  

to  have  i t s  u n iq u e  l i m i t a t i o n s ,  a lm o st a l l  o f  th e s e  w o rk p la c e  chan ges  

d i r e c t l y  o r  i n d i r e c t l y  a m e l io r a te  some  p ro b le m s o f  under em plo ym en t.

* T h e re  i s  now am ple e v id e n c e  t h a t  jo b s  can  b e  a l t e r e d  to  en gag e th e  

"u nem plo yed  s e l f "  o f  many  w o rk e rs . In  p a r t i c u l a r ,  r o u t in e  a s s e m b ly - l in e  

an d c o n t in u o u s -p ro c e s s  t a s k s  hav e been  r e d e s ig n e d  to  g iv e  w o rk e rs  mo re 

au to nom y, c h a l le n g e , an d p a r t i c i p a t i o n  I n  d e c i s io n  m ak in g .
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Th e m ost  s u c c e s s fu l  o f  th e s e  p ro g ra m s have  in v o lv e d  a t o t a l  re co n cep ­

t io n  o f  w ork  sy s te m s . H ere , n o t  o n ly  a r e  jo b s  more i n t e r e s t i n g ,  b u t 

r e s p o n s i b i l i t y  an d a u th o r i ty  o v e r  t h e i r  own ta s k s  a r e  d e le g a te d  to  

w o rk e rs . C h a r a c t e r i s t i c a l l y ,  w o rk e rs  i n  su ch  p ro g ra m s a r e  d iv id e d  i n to  

s e lf -m a n a g in g  te am s t h a t  d e c id e  how  to  d iv id e  t h e i r  own l a b o r ,  wh en th ey  

w i l l  w o rk , w hat  m et ho ds  th e y  w i l l  u s e ,  who w i l l  w or k w it h  th em , an d how 

th ey  w i l l  u n d e r ta k e  q u a l i t y  c o n t r o l .  Th e n a tu r e  o f  s u p e r v i s io n  i s  a l s o  

ch an g ed , a s  i s  th e  fo rm  o f  c o m p e n sa ti o n  (h o u rly  w ag es  u s u a l ly  g iv e  way  

to  s a l a r i e s ,  p r o f i t  s h a r in g , o r  some o th e r  e q u i t a b le  sy s te m  c o m p a ti b le  

w it h  th e  new  work e n v ir o n m e n t) . G e n e ra l Foods,  P r o c te r  an d Gam bl e,

V olv o , an d Saa b hav e p io n e e re d  i n  su c h  t o t a l  r e d e s ig n  e f f o r t s ,  an d a 

mine i n  R u sh to n , P e n n s y lv a n ia , an d th e  e n t i r e  co mmun ity  o f  Ja m es to w n,

New Y ork , have  s u c e s s f u l l y  e x p e r im e n te d  w it h  Lab or -M an ag em en t C o u n c il s  

l i k e  th o s e  a d v o c a te d  i n  th e  b i l l  b e f o r e  th e  su b c o m m it te e . At  th e  Harman  

I n t e r n a t i o n a l  P la n t  in  B o l iv a r ,  T e n n e ss e e , th e  com pan y an d th e  u n io n  a re  

w ork in g  to  f in d  wa ys  to  im pro ve w o rk in g  c o n d i t io n s  f o r  w o rk e rs  who make 

m i r r o r s  an d o th e r  a u to  a c c e s s o r i e s .  R e p re s e n ta t iv e s  o f  a l l  th e  p a r t i e s  

in v o lv e d , in c lu d in g  th e  w o rk e rs , t r a v e l e d  to  Swede n to  s e e  w h a t th e y  

m ig h t b r in g  b ack  to  t h e i r  p l a n t  fr om  th e  p a c e s e t t e r s  in  i n d u s t r i a l  

dem ocra cy . A f te r  th e y  r e tu rn e d  to  T e n n e sse e , a b o u t s i x t y  jo b s  a t  B o li v a r  

w er e a l t e r e d  an d r o t a t e d — in  w ay s s u g g e s te d  by  th e  w o rk e rs — an d th e  

in c r e a s e d  p r o d u c t iv i t y  t h a t  r e s u l t e d  was  s h a re d  w it h  th e  w o rk e rs  by 

g iv in g  th em  more ti m e awa y fr om  w o rk . As w o rk e rs  have  g a in e d  mo re 

e x p e r ie n c e  an d c o n f id e n c e  th e y  h a v e  beg un  to  s u g g e s t way s to  r e d e s ig n  

o th e r  j o b s  i n  th e  p l a n t  an d in v e n te d  im a g in a t iv e  new wa ys  to  s h a re  in
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c o s t  s a v in g s  t h a t  hav e  r e s u l t e d  from  th e  ch anges th e y  hav e  e i t h e r  i n i t i a t e d

o r  s u p p o r te d . A lt hough  s t i l l  i n  i t s  in f a n c y , th e  e x p e r im e n t a t  B o li v a r

i s  s i g n i f i c a n t  b e c a u se  i t  i s  th e  f i r s t  a t te m p t  to  t o t a l l y  r e d e s ig n  th e

w or k en v ir o n m en t i n  a u n io n iz e d  an d e x i s t i n g  f a c i l i t y .

S i g n i f i c a n t l y ,  a f t e r  tw o hu n d re d  y e a r s  o f  p o l i t i c a l  dem ocr ac y , i t

now a p p e a rs  t h a t  th e  f u t u r e  o f  w or k w i l l  a l s o  b e  d e te rm in e d  d e m o c r a t ic a l ly .

A m er ic an  w o rk ers  a r e  j u s t  now  b e g in n in g  to  p a r t i c i p a t e  i n  th e  d e c is io n s

t h a t  m ost  d i r e c t l y  in f lu e n c e  t h e i r  d a y - to -d a y  e x i s t e n c e .  A lt hough  th ey

sp end  m or e o f  t h e i r  w ak in g  h o u r s  a t  w or k th a n  a t  an y o th e r  a c t i v i t y ,

o n ly  a  fe w  A m er ic an s hav e  p a r t i c i p a t e d  i n  su ch  d e c i s io n s  a s  wh en th ey

w i l l  w o rk , w it h  whom th e y  w i l l  w ork , w it h  w hat  t e c h n o lo g ic a l  t o o l s  th ey

w i l l  w ork , an d how th e y  w i l l  d iv id e  th e  t a s k s  t h a t  need  to  be  done.

H ow ev er , som e m an ag er s a r e  b e g in n in g  to  d is c o v e r  t h a t  w o rk e rs  a r e  mos t

s a t i s f i e d  an d p r o d u c t iv e  wh en  th e y  a r e  g iv e n  th e  r i g h t s ,  r e s o u r c e s , and

r e s p o n s i b i l i t i e s  o f  s e lf -m a n a g e m e n t.  I t  i s  a le s s o n  t h a t  wa s le a rn e d

lo n g  ag o  in  p o l i t i c a l  a f f a i r s .  In d e e d , i t  p e rm ea te d  th e  th in k in g  o f  th e

E n li g h te n m e n t t h a t  in f lu e n c e d  J e f f e r s o n  an d h i s  c o n te m p o ra r ie s  to  a d v o c a te

dem ocr ac y  n o t o n ly  a s  th e  m ost  j u s t  sy s te m  o f  g o v e rn a n c e , b u t  a l s o  as 

th e  m ost  p r a c t i c a l  an d e f f i c i e n t  ( f o r  ex am pl e " o v e rh e a d "  c o s t s  in  a

dem ocr ac y a r e  low b e c a u s e  t h e r e  i s  no nee d f o r  s e c r e t  p o l i c e  to  be  

engaged  i n  th e  im p o s s ib le  t a s k  o f  t r y in g  to  keep  th e  p o p u la c e  " lo y a l "  

an d "co m m it te d "  to  th e  g o a ls  o f  th e  n a t i o n ) .

I  b e l i e v e  t h a t  th e  c h a n c e  i s  g r e a t  t h a t  e m p lo y e rs , u n io n s , w o rk ers

an d s c h o la r s  w i l l  f in d  b e t t e r  way s to  d e v e lo p  huma n r e s o u r c e s .  But  t h i s

w i l l  o n ly  be don e th ro u g h  e x p e r im e n t an d n e g o t i a t i o n  among  th e  p a r t i e s
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d i r e c t l y  in v o lv e d . For  t h i s  r e a s o n , I  u rg e  th e  su b co m m it te e  to  r e s i s t

th e  te m p ta t io n  to  t i g h t e n  up  th e  s p e c i f i c  a s p e c ts  o f  t h i s  b i l l .  Uni on

le a d e r s  an d c o r p o ra te  e x e c u t iv e s  w i l l  no  do u b t come b e f o re  you w it h

p e r f e c t l y  r e a s o n a b le  demands  f o r  s p e c i f i c i t y  t h a t  w i l l  d e s t ro y  th e

f l e x i b i l i t y  o f  th e  b i l l .  W it h o u t f l e x i b i l i t y ,  th e r e  w i l l  b e  a red u ced

l ik e l i h o o d  o f  th e  k in d  o f  in n o v a t io n  t h a t  i s  n eeded  to  re sp o n d  to  th e

new o r d e r  o f  s o c i a l  an d ec on om ic  c h a l le n g e s  th e  n a t i o n  w i l l  f a c e  in  th e  »

f u tu r e .
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Senat or J avits. My staff reminds me th at the man who was the head 
of Boliva r Co.—Sydney Him an—is now the head of the Commerce 
Departm ent. Thank you.

And finally we have Mr. Hansen.
Mr. Hansen, your statement will be included in the record in full. 

And if you would be good enough to summarize it, hopefully within 

10 minutes, we would appreci ate it.

STATEMENT OF DR. GARY B. HANSEN, DIRECTOR, CENTER FOR PRO­
DUCTIV ITY AND QUALITY OF WORKING LIF E, UTAH STATE
UNIVERSITY

Dr. H ansen. Than k you, Mr. Chairman. It  is a pleasure to be here 

and address this Committee.
Senator J avits. Now, Mr. Hansen, tell  us, first, because I  notice the 

identity of names of y our National Center on Productivity and Qual­
ity of Working Life—is there any relationship between the two ?

Dr. Hansen. Well, th at is incorrect. My position is Director of the 
Center for Productivity  and Quality of Workin g Life  at Utah  State 
University.

Senat or J avits. Thank you.
Dr. Hansen. Let me begin by s tating  unequivocally tha t I feel it is 

the responsibility of the Federal Government, and State  and local 
governments as well, to encourage labor-management cooperation in 
the areas of productivity and the quali ty of working life.

Our  experience during the past 5 years th at I have been in thi s busi­
ness has provided an abundance of  evidence in s upport of the need for , 
and the great value of und ertak ing a substantial program to encourage, 
the formation of labor-management committees and other  activities 
designed to accomplish t he objectives set out in t he proposed legisla­
tion.

There  is no question in my mind of the need for, a nd the value and 
good tha t can come from th is legislation. This belief is reinforced each 
day by the continuing requests that we receive from  employers and 
trad e unions in our area for technical assistance t o help in thei r en­
deavors.

On the question of whether or not labor-management committees can 
contribute to productivity, more study is obviously required to make 
definitive claims for across-the-board productiv ity improvements from 
labor-management committees.

It  appears  reasonable to conclude from the experiences tha t have 
been studied and written up, and the favorable comments of those 
parti cipa ting in such programs, tha t the results of the activities ini­
tiate d by many labor-managem ent committees have generated signi­
ficant long-term increases in productivity.

Wh at does appear conclusive, following the establishment of these 
committees, is a positive increase in worker attitud es, morale, and 
quality  of working life. And this change is directly related to the in­
crease in  worker parti cipa tion in the productivity and related issues 
treated by these labor-management committees.
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It  is my firm belief tha t a program to foster cooperative endeavors 
by labor and management in the workplace holds the most promise, 
and is the best alternative among the many forms of worker par ticip a­
tion being advocated and experimented within other advanced indus­
trial nations. This approach is also, I  believe, the most congenial to 
the American setting, and could help to ameliorate some of the serious 
economic and social challenges we are facing as a nation-

Now, as to the potential of labor and management committees, I 
thin k the potential for cooperative endeavors is enormous in America— 
although  the efforts to date have barely scratched the surface of tha t 
potential. I think several points can illustr ate this.

Fir st, the Directory of Labor-Management Committees published 
by the National Center for Productivity,  lists some 180 such commit­
tees in all America.

Now, as pointed out by George Kuper, it is quite clear tha t some 
companies do not want to have their  names listed at this time for 
various reasons. Nevertheless, I think  it demonstrates tha t we really 
have a very small number of these committees in operation at the 
present time. And while tha t is a prelimin ary listing , I think  it 
demonstrates tha t much remains to be done.

Another indication of where we stand is tha t whenever I go to  a 
conference I see the same people making presentations. You can count 
them on one or two hands, the number of really innovative programs 
tha t are going on at the present time.

Once again, I thin k it indicates how fa r we have to go.
Fina lly, until our own center became operationa l in the Rocky 

Mountain area, and began providing technical assistance to labor- 
management committees, employers and trade unions in our area, 
there were only three labor-management committees operating in the 
entire  Rocky Mountain region. Needless to say, the potential in our 
pa rt of the country is virtu ally untapped.

Given the foregoing comments as a backdrop, is th ere a significant 
potent ial for a prolif eratio n of these committees and  other  programs 
with a human resource development dimension.

The answer is, I believe, a resounding yes, but i t will take some time 
to brin g about. The response we have received to our conferences 
and public awareness activities durin g the past year  suggests a great 
receptiveness to the idea, on the part of both management and labor. 
But  the realization of  the full potential is a long way off; it is a major 
task, and not one given to short run, or quick fix programs.

The commitment must be substantial. I personally believe there is a 
significant potential for proli ferat ing effective labor-management 
committees on a much b roader  basis in America, and the benefits to be 
derived therefrom would fa r exceed the costs involved.

Now, specifically with regard to the legislation proposed, I have 
some serious reservations on a number of points in the legislation, tha t 
I think  the committee ought to consider.

Fir st of all, I have some serious reservations abort  placing the re­
sponsibility for the implementation of the  legislation under the d irec­
tion of the  Department of Labor. My ow'n experience, and the experi­
ence of others, suggest th at  large agencies like Labor, HEW, Com-
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merce, are not the place to install, or to give the responsibility for 
implementing a program of this nature. When you have a varie ty of 
missions and responsibilities, too often this kind of a mission becomes 
peripheria l to the ir central focus—and as a result, gets cast aside.

I believe th at the responsibility for implementing such legislation 
should be given to  the National Center for Productivity  and Qual ity 
of Working Life. This agency is smaller, and more importan tly, has 
the concern over labor-management cooperation to enhance produc tiv­
ity and quality  o f working life as one of its specific legislative man­
dates. And I th ink it has demonstrated its commitment by maintain ing 
a growing intere st in the furtherance of these objectives, while the

• Departmenst of Labor and Commerce were turn ing thei r attention 
elsewhere.

I also think that  the need for  an advisory council, as called for  in 
the legislation, is inappropriate. The National Center’s Board could

* serve this purpose very well.
I have a concern about how the proposed legislation calls for im­

plementation, and who will provide the technical assistance. The leg­
islation, as now written, calls for the  Federal Mediation and Concili­
ation Service to provide advice on the establishment of p riorit ies and 
selection of projects  to be assis ted; and provide technical assistance 
during  the projects, and followup assistance if merited.

It  states tha t the National Center for Productivity would be given 
a secondary role. I do not believe this is a satisfactory arrangement. 
I think the role of the National Center for Productivity  should be 
expanded somewhat.

Finally , the most important issue the committee needs to consider, 
I think, is the fac t that neither the Senate nor  the House version of this 
bill as presently written fully recognize the nature of, and just how 
extensive is the need for, technical assistance if the objectives of the 
act are to be successfully achieved. And neithe r version recognizes 
the limitation of the two agencies designed to carry out thi s function.

I can speak from experience when I say th at the Federal Mediation 
Service is overburdened in our area. We have one Commissioner serv­
ing four States and, consequently, thus would be an inadequate agency 
if we rea lly want to get the  job done in implementing this kind of a 
program.

Even more serious, I th ink, is the fac t tha t the skills possessed by the 
Federal mediators, as high as they may be, are the  wrong, or at least 
in p art not the  same skills as are necessary if we really want to have 
a program as we have proposed in this legislation. They do not possess 
knowledge of work redesign, sociotechnical system analysis, produ c­
tivity, Scanlon plans, et  cetera, which are a ll important to the success 
of the programs contemplated in this legislation.

Senator J avits. Mr. Hansen, we have about 3 minutes to go vote.
Dr. H ansen. All right.
Senator J avits. Please give us the key points.
Dr. Hansen. All r ight,  let me point out then tha t I  think additional 

kinds of  technical expertise will be needed to carry out the purposes 
of this legislation. And a way for doing this would be to create some 
framework within  which we could have a regional or a local-based
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system o f technica l ass istan ce w her e we can deal d ire ctl y w ith  the  needs 
of  those  des irous o f sta rt in g these  comm ittees .

An d I  th ink,  as I  po inted  ou t i n t he  w rit ten vers ion of  my  tes timony , 
out where  we are,  the  Utah Sta te  Un iversit y Ce nter is prov idi ng , or 
ser vin g as a proto type  o f the kind  of capabil ity  th at  is rea lly  needed 
if  we are  serious ab out develo pin g these kin ds of  committee  on  a bro ad 
scale in  Am erica  at  the p res en t time.

Tha nk  you.
Se na tor J avits. Th an k you  very much . We  apprec iat e yo ur  sta te­

ment. I t  wi ll be in  the  record.
Se na tor Chafee ?
Se na tor C hafee. Tha nk  you,  Dr . Ha nsen.
I am int ere ste d in a po in t you  made abo ut the La bo r De partm ent, 

and so for th , an d also in yo ur  sugges tion on ho w it  be done  on a regional  
basis , which  you mentioned.

Tha nk  you.
Se na tor J avits. Congressma n ?
Mr.  Lun dine . No questions.
Se na tor J avits. Many,  many tha nk s.
[The  prep ared  sta tem ent of  Mr . Hansen  fo llo ws:]
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I am pleased to appear be fore  the  Committee th is  morning  in  response 

to  i t s  in v it a ti o n  to  dis cuss some o f the issues  asso ciated  w ith the  proposed 

"Human Resources Development Ac t o f 1977," othe rw ise  known as S. 533.

These remarks are  de riv ed  from my experience as D ir ec to r o f the Utah 

Sta te  U n iv ers ity  Cen ter fo r  P ro d uc tiv it y  and Q ualit y o f  Working L if e . For 

the past fi v e  years the  s ta f f  o f the  USU Center and i t s  predeces sor ,

Manpower Development Se rv ice  (MDS), have been pro vid in g human resource  

development ad vis ory and consu lt in g  se rv ices  to  pub lic  and p ri va te  employers 

and trad e unions throughou t the State o f Utah and In te rm ou ntain region . 

Du ring the f i r s t  th ree and one -h a lf  yea rs o f  it s  exi st ence , the  MDS u n it , 

which was cre ate d by a gr an t from the  Department o f Labo r, served as a 

national p il o t  demo nstra tion p ro je c t to  ex plore the  hypo thes is th a t many 

U.S. employers, p a r ti c u la r ly  the small and medium-sized ones , exp erie nce  

substa ntia l tr a in in g  and manpower management problems w it h in  th e ir  

org anizatio ns which the y are  unable to re so lve.  The consequences o f th is  

de fi c ie ncy were po si ted to  be:  (1 ) in e f f ic ie n t  u t il iz a t io n  o f human 

resources and reduced p ro d u c ti v it y  in  the org an iz a tion ; and (2 ) low er 

q u a li ty  o f working l i f e  fo r  the wo rkers, and fewer oppo rt un it ie s  fo r them 

to  dev elop and advance w it h in  the org an iz ation.

The research hypo thes is o f the  p ro je c t was ex plored  through a sm al l, 

bu t h ig h ly  competent, human resource  co nsult in g u n it  est abl ishe d at a 

s ta te  la nd -g ra nt  u n iv e rs it y  which o ffe re d a broa dly based program of 

d ia gnostic and consult in g se rv ices  to a ll  p ri va te  and pu b lic  employers 

w it h in  the sta te  and re gion .

The fin d in gs o f the USU-MDS pro je c t were most re vealin g and pro vided

substa ntia l suppor t fo r  the  research  hypo thes is. I be lie ve  th a t these



re su lts  have important na tio na l impl ica tions  and are of cons iderable 

relevance to th is  Committee's de liberat ions  today. B ri e fl y  summarized, 

the major projec t fin ding s were:

• The work ca rr ied out by USU-MDS over a three  and on e-ha lf year 
period among 141 divers e pu bl ic and pr ivate org anizations 
ind ica ted  the presence of many serious human resource and trai n in g 
related  problems which were adversely a ffecting the organiz ations 
and th e ir  employees.

• Employers were very desirous o f ob tain ing  and rec eptive to the 
serv ices made av ai lable by USU-MDS.

• The assistance provided by USU-MDS res ulted in  a s ig n if ic an t and 
measurable improvement in the human resource management practic es 
and tr a in in g systems with in  the org anizations served.

• The improvements achieved with in  the org an iza tions ass iste d res ulted
in higher p ro ductiv it y , an improved qualit y  o f working l i f e  experienced 
by the employees, and increased employment le vels -- th e la tt e r  
occurr ing  in  the face o f ri s in g  lev els  o f unemployment lo ca lly  and 
na tio nal ly .

• Without some form o f pu bl ic subsidy to def ray the cos t o f po si tiv e 
outreach e ff o rt s  and p a rti a ll y  subsid ize the cost o f de liv er ing 
services, the use o f these serv ices w il l be lim ited  to the la rger  
firms (who are able and w il li n g  to pay fu ll  costs ) and the type 
o f serv ices de livered  w il l be re str ic te d to those spec if ic a lly  
demanded by th is  class o f org an iza tions . There w il l be a corresponding 
reduction in  the a b il it y  o f the de liver y mechanism to as sist  the 
smaller firm s and to  achieve desired pu bl ic po lic y ob ject ives .

• The experience o f USU-MDS and the pr ojec t fin ding s re la ti ve  to 
other de liv er y systems demonstrated that  there is  a dearth  of  
community-based agencies possessing the an aly tic al and technical  
s k il ls  necessary to  e ff ec ti ve ly  and subs tant ive ly ass is t organizat ions
in solving th e ir  human resource problems and developing th e ir  work forces.

(A more de ta iled discussion  of  the ob jec tives  o f the USU-MDS pr ojec t and the 

relevan t findin gs  is  inc luded as Appendix I . )

Upon the completion o f the p il o t demonstration pr ojec t in  December 

1975, the MDS Unit was in s ti tu ti on a lized  at  Utah State Unive rs ity  as a 

reg ional Center fo r P ro duct iv ity  and Qua lity  of  Working L if e . Since that  

time, much o f the  work o f our  s ta ff , and in  fa ct  the very philosophy of  

the cente r, has been directed  toward the same ob jec tives  set  out in the

B il l under considerat ion  by th is  Committee. Thus, i t  is  on the basis of
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the mutua lity  o f ob jec tives and our subs tant ial  d irect experience in  tryi ng  

to achieve them that  I would li k e  to make some comments about the proposed 

le g is la ti o n .

Let me begin by st at in g unequ ivocal ly that  I fee l the re sponsib ili ties 

o f the  federa l government--and state and loc al governments as wel l-- includ e 

encouraging labor-management cooperation to improve both pro duct iv ity  and 

the qua li ty  o f working li fe .  Among the means by which such cooperation can 

be achieved are labor-management committees, which some management and union 

o f f ic ia ls  have found to be useful mechanisms fo r working cooperat ive ly on 

pro duction -re lated  problems in  a non-adversary se tt in g apart  from the 

barga inin g table.  Although these committees deal wi th many and varied 

problems, v ir tu a ll y  a ll  are concerned with improving production or  services, 

mora le, and working cond itio ns . By pro vid ing  the means fo r be tte r two- 

way conmunications, they create  op po rtu ni tie s fo r workers and managements 

to share th e ir  ideas fo r improving the success of  the en terpris e and the 

se cu rit y and satis fa ction of th e ir  jobs.

Our experience during  the past five  years has provided an abundance 

o f evidence in support o f the need fo r and grea t value o f undertaking a 

subs tant ia l program to encourage the formation  o f labor-management committees 

and othe r a c ti v it ie s  designed to accomplish the ob jec tives  se t out  in  Section 

2 o f the proposed le g is la tion . There is  no ques tion in  my mind about the 

need fo r such a program and the  good which could  be accomplished by it s  

adoption. This b e lie f is  re in forced  anew each day by the continu ing  requests 

fo r assistance which we at  the  USU Center rec eiv e,  and by the po si tiv e 

re su lts  achieved as a re sult o f programs undertaken by employers and employee 

org an iza tions in  our area with  techn ica l assistance provided by members of  

our s ta ff .



While more study is  re quire d to  make d e f in it iv e  cla ims fo r  across the 

board p ro d u c ti v it y  improvements from  labor-management com mittees,  i t  appears 

reason able to  conc lude  from the experiences which have been w r it te n  up, and 

the fa vo ra ble comments o f those p a rt ic ip a ti n g  in  such programs, th a t the  

re su lts  o f the a c t iv it ie s  in it ia te d  by many labor-management committees have 

gen era ted  s ig n if ic a n t long -te rm  increases in  p ro d u c ti v it y . What does appear 

co nc lusive  fo llo w in g the es tabl ishm en t o f most labor-management committees 

is  a p o s it iv e  inc rease in  wo rke r a tt it u d e s  and mo rale. Th is change is  

d ir e c t ly  re a lted  to  an increa se  in  worker p a rt ic ip a ti o n  in  pr od uc tio n and 

re la te d  issues trea te d by the labor-management com mit tees. Esp ecia lly  where 

re s u lt in g  gains are shared, labor-management committees can play  a s ig n if ic a n t 

ro le  in  impro vin g both the  p ro d u c ti v it y  o f the  en te rp ri se  and the  q u a li ty  o f 

the  wo rk ing l i f e  o f the American wo rker.

H is to r ic a ll y ,  the labor-management  conm itte e approach has been u t il iz e d  

fo r  more than f i f t y  ye ar s;  no t usua lly , however, in  peace tim e. World War 

I I  saw the flo wering o f the  concept o f  the  jo in t  labor-management conm itte e.

In th a t period , when some 5,000 committees  in  plants  emp loying more than 

7 m il li o n  workers  re gis te re d w ith  the War Produc tion Board, la bor and 

management f in a ll y  acqu ired expe rience workin g toge ther  co opera tive ly  on 

a la rg e sc ale.  While  current prob lems in  American in dustr y  have no t engendered 

the  same sense o f urgency th a t permeated so cie ty  du rin g the wa r, there is  a 

growing re a li z a ti o n  th a t ou r economy is  undergo ing major changes th a t in  the  

agg regate  could  a lt e r  the s tr u c tu re  o f our  soc ie ty . Adverse developments in  

wo rld  marke ts,  scarce raw m ate ri a ls , fundamental changes in  the comp osition 

and ex pe ctat ions  o f our work fo rc e , and many oth er  pressu res  and d is com fi ting  

changes have pushed us to  the re a li z a ti o n  th a t many o f the  prem ises  upon 

which the str uc tu re  and patter ns o f  work have been est ablis hed need se rious

reexam inat ion.
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I t  is  my fi rm  b e li e f th a t a program to  fo s te r co op erat ive  endeavors by 

labo r and management in  the work place holds the most promise and is  the  best 

a lt e rn a ti v e  among the  many forms o f worker p a rt ic ip a ti o n  being advocated 

and experim ented w ith  in  othe r advanced in d u s tr ia l na tio ns . Th is approach 

is  al so  the most congenial to  the  American s e tt in g , and could  he lp to  

am el io ra te  some o f the  se rio us  economic and so cial  challenges we are  facing  

as a na tion. *

The po te n tia l o f co op erat ive  programs in it ia te d  by la bor and management 

in  America is  enormous, alth ough the e ff o r ts  to  da te , have bare ly  scratched B

the su rfa ce  o f th a t p o te n ti a l.  A rev iew  o f the  D irect ory  o f Labor-Management

Committees, publis hed in  October 1976 by the  Na tiona l Center  fo r  P ro duc ti v it y  

and Q ua lit y  o f Working L if e , in d ic a te s a wide va ri e ty  o f approaches taken  

by these commit tees, and va ry ing degrees o f e ffect iv eness  ach ieved by them.

The d ir e c to ry  li s t s  on ly 183 such committees op erat ing in  both  the pub lic  

and p ri va te  se ctor  in  a ll  o f Am erica; and some o f these  are most li k e ly  paper 

committees only . A cu rso ry revie w o f th is  d ir ec to ry  suggests th a t in  a ll  

p ro b a b il it y  few o f those committees  now in  op erat ion have reached th e ir  fu l l  

p o te n ti a l.  While the d ir ec to ry  is  adm it te d ly  a pre lim in ary  l is t in g ,  i t  

does show ju s t  how lim ite d  these endeavors re a ll y  are and how much remains to  

be done.

Ano ther in d ic a tion  o f where we stand in  these mat te rs  is  the  fa c t th at 

you can v ir tu a ll y  coun t on two hands the  re a ll y  innova tiv e p ro je cts  which have 

been ca rr ie d  ou t in  th is  co un try  and w ri tt e n  about . The same small group o f 

in d iv id u a ls  have been appearing  a t va rio us  con ferences held around the  na tio n 

on the su bje ct  du rin g the  past two or th ree ye ars,  in d ic a ti n g  ju s t  how lim ited  

in  number these programs re a ll y  are  and how l i t t l e  progress is  being made.

F in a ll y , u n ti l our  Center a t USU became d ir e c t ly  invo lve d in  pr ovidin g •

te ch nic al as sis tance and conducting a pub lic  awareness program in  ou r
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region there were only three known labor-management committees operating in  

the en tir e Rocky Mountain Region. Needless to say, the po tent ia l in our 

pa rt o f the country  is  v ir tu a ll y  untapped.

Given that  ra ther  sobering  repo rt on our experience to date , is 

there a s ig n if ic an t po te ntia l fo r a p ro li fe ra tion  o f these committees and 

oth er programs with  a human resource development dimension. The answer is  

a resounding yes — but  i t  w il l take time to bring i t  about. The response 

we have received to our  conferences and pu bl ic awareness a c ti v it ie s  during

*  the past year suggests a great receptiveness to the ide a,  on the part of  

both management and labo r. But the re a liz a tion o f the fu ll  po tent ia l is  

a long way o f f ;  i t  is  a major task, and not one given to  shor t run or 

quick f ix  programs. The commitment must be su bst antia l, both in terms of  

philos ophic al acceptance o f the pr in cip le s invo lved and the time and resources 

al loca ted,  i f  we re a lly  want to  br ing  about more than a cosmetic e ff ec t.

I person ally  believ e the re is  s ig n if ic an t po tent ia l fo r p ro li fe ra ting  effective  

labor-management committees on a much broader basis in  America, and th at the 

be ne fits to be der ived theref rom  would fa r exceed the cos ts involved.

With the foregoing gene ral'remarks serving as a statement of  my 

posi tio n,  le t me tu rn  to  some o f the sp ec ifi cs  in  the proposed le g is la tion  

which need clo se r scru tiny.

F ir s t,  I have some ser ious reservatio ns about plac ing the re sponsib ili ty  

fo r the implementation o f th is  le g is la tion  under the d irection of the 

Department o f Labor, as is  ind ica ted in  Sect ion 9 (a) (1)  o f the B il l.

*  Our experience over the pas t few years suggests that  large agencies such

as Labor,Coninerce, and HEW, have many and diverse missions and re sponsib ili ties 

As po lic ie s change and p r io r it ie s  s h if t  they tend to lose in te re st in and 

d iv e rt  resources away from, areas which are perce ived as being pe rip he ria l 

to th e ir  central  focus. Hence, the a c ti v it ie s  such as those proposed in

99 -7 5 5  0  - 78  - 13
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S. 533 might soon be swallowed up or  lo st amid other competing in te re st s.

This  very si tu a tion has in fa c t already ha ppened--s pecif ica lly  wi th regard 

to the concerns expressed in  the proposed le g is la tion-- by events occ urr ing 

in  both the Employment and Training  Adn in is trat ion and the Economic Development 

Ad minist ra tion during the past two years. Both agencies o ri g in a ll y  showed 

conside rable in te re st  in  some o f the human resource development a c ti v it ie s  

ou tline d in  the B il l and then subsequently lo s t in te re st and turned to 

othe r pu rsui ts . For these reasons I bel ieve th at the re spons ib il ity  fo r 

implementing such le g is la ti o n  should be given to the National  Center fo r 

Pro du ct iv ity  and Qua lity  o f Working L ife . This agency is  smaller and, more 

im po rta nt ly , has the concern over labor-management cooperation to enhance 

pro ductiv ity and the qua li ty  o f working l i f e  as one o f it s  sp eci fic  le gis ­

la ti v e  mandates. And, I migh t add,the National  Center has demonstrated it s  

commitment by mainta ining a subs tant ia l and growing in te re st in  the furtherance 

o f these ob ject ives , wh ile  the  Departments o f Labor and Commerce were turn ing  

th e ir  at te nt ion elsewhere.

My second po int  is  th at the re is  no need to create another Advisory 

Council as ca lled fo r in  Sec tion  3 (a) (5 ).  This is  dupl icat ive and 

runs coun ter to the in te n t o f Pres ident Ca rte r's  program to  reduce the 

number o f super fluous  advisory  commissions and coun cil s.  The existance 

o f a responsible Board of  Di rectors fo r the National Center fo r Produ ct iv ity  

and Qua lity o f Working L if e , as estab lish ed under Section 202 o f the National 

Pro duc tiv ity  and Qua lity o f Working Life Act o f 1975, would seem to be idea l 

to  serve the purpose o f the  Adv isory Council ca lle d fo r in  the  proposed b i l l .

I bel ieve that  the  character  o f the projec ts to be assis ted  under the 

Ac t, as ou tlin ed  in  Sect ion 3 (a) (2) o f the B il l is  sound, although the 

language set  out in  paragraph 3 (a) (2) (B) appears ra ther  ambiguous and
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confusing. Also, th is  section  should sp el l out  the extent to which the 

av ai lable resources should be div ided between the two sub sect ions  (A) and 

(B) . I would recomnend th at the bulk o f the resources be allocated to 

subsection 3 (a) (2) (A) wi th  a modest sum to be reserved fo r subsect ion 

3 (a) (2) (B) . One othe r comment on Section 3 (a) (2) (B) is  that  the 

exi st in g language o f th is  paragraph may lead to a possible  du pl icat ion or 

ove rlap  with  projec ts ca rr ied out under the CETA le g is la tio n . Care should 

be taken in the se lect ion o f the demonstration projec ts to ensure that  

scarce resources al loca ted fo r demonstration projec ts are not used on 

projec ts which could otherwise qualif y fo r funding under the much la rger  

CETA program.

The de fin it io ns given in  subsection 3 (a) (2) (A) would appear to ru le  

out most so -called  job  enrichment projec ts , since these proje cts  are usua lly  

management in it ia te d  and ca rri ed  ou t, and not designed to prov ide "increased 

part ic ip ation o f employees in  problem s-so lving and the decision making 

process" as sp ec ified  in  Section 3 (a) (2) (A) ( i ) .  In fa ct most job 

enrichment proponents are general ly opposed to the in te n t o f th is  section .

Our review o f the design and conduct o f a high ly touted job enrichment 

projec t ca rri ed  out  in  a major government in s ta lla ti o n  leads me to the 

foregoing conclus ion.  Consequently, the proposed language is ,  in  my judgment, 

pro perly included.

Section 6 o f the proposed le g is la tion  ca lls  fo r the Federal Mediation 

and Con ci lia tio n Service  to  prov ide advice on the establishment o f p r io r it ie s  

and se lec tion o f pr ojec ts  to be assis ted; prov ide tec hn ica l assis tance 

during the pro je cts,  and supply fo llo w up ass istance i f  merited. The National 

Center fo r Pro duc tiv ity  and Qua lity  of  Working Life appears to have been 

assigned a secondary ro le  in  pro vid ing  tec hn ica l ass ista nce . This sec tion
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is  not sa tis fa ctor y as i t  now reads. Based upon some o f the remarks which 

fo llo w , I believe the ro le  o f the National Center should be expanded somewhat.

A much be tte r wording would be achieved by combining Sect ion 6 wi th Section 

7, and cons tru cting some more general language to read something li ke  the 

fo llo w in g: "When requested by the president  or  his  delega te, the Federal 

Mediation  and Con ci lia tio n Serv ice and the National Center fo r Prod uc tiv ity r
and Qua lity  o f Working L ife  sh al l prov ide such advice and techn ica l assistance

as are requ ired to carry  out the  pro vis ion s of th is  Act ." This new language,

which is  taken fro m,the House version of  the B il l (HR 8065), is  much more •

de sirab le. In fa c t,  I would st rong ly  recormtend that  Section 3 of  HR 8065

be su bs tituted  in it s  en ti re ty  fo r the present Section 3 in  S. 533. The

language in  the House version o f Section 3 provides gre ate r c la r it y  and

deta il about how the le g is la ti o n  sh al l be implemented.

One more very important iss ue , alluded  to prev ious ly,  needs to be 

discussed. Nei ther the Senate nor House version of the b i l l  as presen tly 

w ri tten  fu ll y  recognizes the nature of and ju s t how extensive the need is 

fo r  technica l ass is ta nc e-- !f the ob jec tives  o f the Act are to be successfu lly 

achieved. And ne ith er  version recognizes the lim ita tions  o f the two agencies 

assigned to car ry ou t th is  func tio n.

In the f ir s t  ins tance, the FMCS is already overburdened wi th work in 

the lab or mediation realm, and can hardly  take on the scope o f a c ti v it y  which 

might--and hopeful ly w il l- -b e  forthcoming as a re su lt o f th is  le g is la tion .

For example, at  the present time we have one Federal Mediator in  our d is t r ic t ,

which covers fou r states , and he barely has time to deal with  the ever presen t *

cr ises  in the adversaria l realm o f labor-management re la tions , le t alone do

any thin g els e. Even more se rio us , the s k il ls  possessed by the  s ta ff  of  th is

agency tend to be fa ir ly  sp ec ia liz ed , and do not Cover the broader range o f
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s k il ls  needed or an tic ipated  under the proposed le g is la tion . The FMCS s ta ff  

are obvious ly qualif ie d to help es tabl ish labor-management committees. But 

knowledge o f work redesign, socio -te ch nic al  systems an alys is, pro duct iv ity , 

Scanlon plans,  etc.  are not the usual s k il ls  needed or  possessed by profess iona l 

med iators. Consequently, i f  i t  is  an tic ipated  that  they w il l be the primary 

or  even major source o f ex pe rti se  avai lable to  help implement proje cts  ca lled 

fo r by the proposed le g is la ti o n , the pro jec ts w il l necessar ily  be selected 

and ca rr ied out accord ing to th e ir  pa rt ic u la r biases and lim ita ti on s . Ei ther  

the FMCS w il l have to acquire new s ta ff  which possess the ad di tio na l s k il ls  

requ ire d,  or  li m it  th e ir  concern and assistance to help ing get labor-management 

conmittees  organized. And whi le  I bel ieve sta rt in g  labor-management committees 

is  obviously one o f the most important dimensions o f the ob ject ives  ou tlin ed  

in  th is  B il l i t  is  by no means the only dimension nor should i t  be.

Ad di tio na l forms of tec hnica l ass istance are o f equal importance and must 

be prov ided fo r i f  the program is  to  be more than modest in  scope and 

achieve any real success.

The National Center fo r Pro du ct iv ity  is ,  I be lie ve , a proper agency to 

provide  techn ica l ass ista nce , due to it s  specifi c mandate and involvement in  

the proposed area o f a c ti v it y . However, the National Center is  also faced 

wi th  some serious lim ita tions in  pro vid ing  the kinds o f tec hn ica l assistance 

needed to accomplish the in te n t o f the proposed le g is la ti o n—because i t  does 

not possess an ope rat ional f ie ld  network or de liv er y system. What i t  has 

done, however, is  begin the process of id en ti fy in g  and es ta bl ishing  lin ks  

wi th exis ting and po tent ia l cen ters around the coun try through which 

competent technica l assistance and serv ices  could be de livered  d ir e c tl y  to 

those requesting or  needing them. Un for tuna tely,  there are few ex is tin g 

centers  which have the expe rtise  and in te re st in  the su bjec t, and the e ff o rt s
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o f the National Center to es ta bl ish a vja ble  network are languishing due 

to the  lim ited fin an cial  resources av ai lable to the National Center as a 

re su lt  o f it s  woefu lly small Congressional appro priat ion .

• What is  re a lly  needed i f  the ob jecti ves ou tlin ed  in Section 2 o f the 

proposed b i l l  are to be fu lf il le d  is  to prov ide su ff ic ie n t resources to 

the Nat iona l Center fo r the crea tion and/or suppor t o f a modest number of  

via ble  reg iona l or local technic al assistance un its  or  cen ters. These 

Centers, along with  the FMCS and National  Center,  could serve as essent ial 

components o f the primary de liv ery  system, to provide not on ly assistance «

in sett in g up labor-management committees, but the ad dit ion al kinds of  

technica l expertis e needed to ca rry out  the in te nt of  th is  le g is la tion .

Such centers, i f  adequately funded and st af fe d,  and pro perly  linked to 

the Nationa l Center and FMCS, would possess the s k il ls  and expertise  needed 

to make the implementation o f th is  le g is la tion  a re a li ty . They would also 

become a permanent framework fo r the  continuation  o f e ff o rt s  to  improve 

pro ductiv ity and the qua lit y  of  work ing li fe  in  America over an extended 

per iod o f time.

The need fo r a via ble  de liv ery  system at  the loc al level is  the c r it ic a l 

li n k  in  the program proposed in  th is  le g is la tion . Without such a pro vis ion  

I do not bel ieve the purposes o f the le g is la tion  can or  w il l be achieved.

Before concluding 1 would li k e  to take ju s t a moment to present some 

concrete examples which may help il lu s tr a te  why I am convinced th at the 

de liv er y system is  the key to the success o f the proposed le g is la ti o n , 

and why I have raised some ser ious questions about the de liv er y system or <

lack  thereo f in the proposed B i l l .

During the past year the USU Center has been engaged spe c if ic a lly  in 

a pr ojec t to fo ster  among employers and workers throughout the Rocky Mountain



Mountain region  the kind o f a c ti v it ie s  proposed in  th is  B i l l .  Using resources 

made av ai lable by the Nation al Center fo r Produ ct iv ity  and Qu ali ty of  Working 

L if e , Kellogg Foundation, EDA, and Utah State Unive rs ity , we have sponsored 

a series o f conferences throughout  the region on new in it ia ti v e s  in  produc­

t iv i t y  and qua lit y  o f working l i f e  fo r area businessmen and lab or leaders.

The conferences are the  f i r s t  exposure to  the subject fo r many of these 

in d iv id uals , and have served as a consciousness ra is ing func tio n.  This is  

es pe cial ly  true of those people li v in g  in  such places as Pr ice , Utah, 

and Po ca tello , Idaho, where we have taken the message. Our s ta ff  is  now 

fo llo w ing up the conferences with  personal v is it s  to encourage li k e ly  

candidates in  these outly in g areas to tr y  some of  the new approaches and 

ideas they have been exposed to . This has proven to be a long and arduous 

proc ess- -th at  is , help ing those showing an in it ia l in te re st move toward 

a serious  commitment to  ac tion--and  then pro vid ing  them wi th  the needed 

forms o f technical  ass istance  to help them in it ia te  and succes sfull y car ry 

ou t a projec ts . A fte r near ly a year on th is  pr oje ct  we are ju s t now beginning 

to  see the fr u it s  o f our labo rs : one fir m  has a nascent labor-management 

con mit tee , and three others are about ready to form committees. Several 

firms are se rio us ly cons idering se tt in g up a Scanlon plan. One firm s has 

intro duced a flex it im e program, and the labor and management organizations in 

the coal mining in du st ry , which is  very important in our s ta te , are serious ly 

con templat ing the crea tion o f an area wide Labor-Management Committee fo r 

th e ir  indu stry .

There are severa l imp ortant lessons to be learned from th is  exper ience: 

F ir s t,  the gesta tion  per iod fo r ge tting  a via ble  projec t going is  qu ite  long.

I t  takes cons iderable time to  build  up c re d ib il it y  wi th labo r and management, 

and to es tabli sh  the rap port needed to get a pr oje ct  st ar te d.  The in te rnal
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or ganizatio nal co ns traint s on the  pa rt ie s  also  extend the ge stat ion pe riod 

ap prec iably.  Consequently , i t  is  abso lu te ly  ess en tia l to  have loca l 

v is ib i l i t y  and in s ti tu ti o n a l stay ing power i f  meaningful pro ject s are  going 

to  be brought in to  ex istance and experience a successfu l l i f e .  F in a ll y , we 

have found th a t the broader range o f tech ni ca l s k il ls  possessed by our s ta f f— 

above and beyond those necessary to  he lp organize a labor-management 

committee, are ext rem ely  va lua ble  in  he lp ing the  orga niza tio ns  we are deal ing 

w ith  to  succ ess fu lly  in it ia te  and carr y out su bs tant ive  programs to  improve 

p ro d u c ti v it y  and the q u a li ty  o f working  l i f e .

Our experien ce c le a rl y  demonstrates th a t i f  we are se rious  about 

fo s te ring  more than a token number o f the kin d o f pro je ct s outli ned in  th is  

B il 1—p a rti c u la r ly  in  the  Rocky Mountain Region where I come from , and I 

be lie ve  elsewhere--we must have s u ff ic ie n t. lo c a l or region al  te ch nica l 

assis tance ca p a b il it y  w ith  fi rm  in s t it u t io n a l support  to  provide the  

necessary assis tance on a susta ined basis  over a long pe riod o f tim e.

I t  is  my hope th a t the le g is la ti o n  you are cons ider ing w il l take in to  

account some o f the  concerns I have exp ressed , and prov ide  a mechanism to  

overcome the very rea l problems which we have encountered in  our work .

With the adop tion o f the changes in d ic a te d , I would urge your commit tee to  

give  S. 533 a favo rable re port , and to  work fo r it s  passage when i t  comes 

before  the Senate as a whole. We are exc ite d about the  po te n tia l fo r  good 

which can be accomplished by the  passage o f the  le g is la ti o n  under co nsidera tio n, 

and stand ready  to  ass is t in  whatever  way po ss ib le .
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Senator J avits. The Chair  would like to th ank all the witnesses for  
extra ordin arily  good testimony, and very helpfu l to this bill, and 
pledge to the witnesses th at  I and my cosponsors wil l push hard  for 
this  legislation.

The record will be ke pt open for 1 week to get t he necessary mate­
rials  from the National Center. And without  objection, Senator Nel­
son’s statement opening the  hearings, which was to have been given 
first thi ng this  morning, will be included at this point.

Opening Statement of Senator Gaylord Nelson

Senator Nelson. The Senate Human Resources Subcommittee on 
Employment,  Poverty, and Migrato ry Labor today begins hearings 
on S. 533, the Human Resources Development Act of 1977. This legis­
lation  was introduced by Senator  Jav its to address the related issues 
of p roduct ivity improvement, the quality of working l ife, and cyclical 
unemployment.

The quality of worklife in America and the other issues raised by 
this legislation are not new subject matters to the Employment, 
Pover ty, and Migra tory Labo r Subcommittee. In  1972, the subcom­
mittee held hearings on “Worke r Alienation,” and in 1976, hearings 
where held on “Changing Patt erns  of Work in America.” At these 
hearings, leaders in business, labor, and government explored issues 
such as job satisfaction, flexible working hours, part- time  work, job­
sharing , a lternative  working  arrangem ents, and the appropriate  roles 
of the public and pr ivate sectors  in these areas.

The legislation introduc ed by Senator Jav its would authorize the 
Secretar y of Labor to contr act with States, local governments, insti ­
tutions of higher education, and employers so that projects which 
would increase produ ctivity, improve job security, encourage the 
retentio n of employees by employers d uring  periods of cyclical unem­
ployment, enhance the qual ity of worklife, or increase employment 
opportu nities  could be carried out.

Projects authorized unde r this legislation could, for example, in­
crease participation o f employees in problem solving and the decision­
making process, compensate employees for gains associated with in­
creased productivity, or demonstrate programs or guidelines for re­
tain ing  employees dur ing  periods of cyclical unemployment. Funds 
received under demonstra tion projects also could be used fo r improv­
ing the design of a fa ctory,  th e jobsite, the tasks, responsibilities, and 
time patterns connected with parti cular jobs. Fun ds might also be 
applied to enhance the level or type of skills of employees, or for 
solving a wide var iety of work-related problems.

Testimony presented at the subcommittee’s past  hearings  indicate 
the need for federally assisted demonstration projects  such as those 
which would be established by S. 533. However, the enactment of  this  
legislation would duplica te autho rity which is alread y vested in the 
National Center for Productivi ty and Quali ty of Work ing Life.

The National Center, established by the 94 th Congress, has the capa­
bility to  focus, coordinate, and improve the Government’s efforts con­
cerning  the quality of working life and productivity , and to do so in a
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manner consistent with the righ ts and best interes t of labor, manage­
ment, and the consumer. Senator Jav its,  who is the author of S. 533, 
also was a chief architect of the Productiv ity Center.

The Congress mandated the Center  to work with  labor and public 
and private sector employers to develop a national policy for  produc­
tivity growth and programs tha t improve the quality of wTorklife in 
America. The Center’s mandate to develop and promote such goals is 
admittedly broad, but the scope of projects which it is authorized to 
undertake include all of those enumerated in S. 533, as well as those 
which have been suggested a t previous hearings of the subcommittee.

Unfortuna tely, the Center has been crippled and unable to fully 
implement these programs and i ts congressional mandate because the f
administration has failed to appoint  a Board of Directors or even to 
name a Chairman of the Board of Directors. Moreover, funding for 
the Center has  been inadequate. Thi s year, funding will be about $2.5 
million, ha lf o f the amount authorized by the public law which estab- •
lished the Center.

It  is my view that  the Federal Government ought to have one agency 
responsible for exploring and fund ing projects such as those which are 
authorized in S. 533. In my judgment i t would not be necessary to es­
tablish a separate bureaucracy in the  Department of Labor to imple­
ment demonstra tion projects the Nat ional Center on Prod uctiv ity and 
the Quality of Working Life  already  can carry out, although th at is an 
issue to be considered at these hearings and by the committee. I t may 
be tha t there are compelling arguments for Senator Jav its ’ approach.

The subcommittee is pleased to welcome a wide range of experts in 
the field of employment and product ivity policy and in labor-manage­
ment relations. We appreciate the time and effort the  witnesses have 
taken to be here today.

Senator J avits. Senator Nelson was necessarily kept at the Finance 
Committee all morning.

[Info rmation subsequently supplied for the record follows:]

4
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T h e  Q u a li ty  of  W ork  L if e  P r o j e c t  
B e tw een

UAW  an d  H a rm a n  I n te rn a t io n a l  I n d u s t r ie s

by

Irv in g  B lu e s to n e , V ic e  P r e s id e n t  - UA W

A cad e m y  of M a n a g e m e n t 
O r la n d o  H ouse  
K is s im m e , F lo r id a

A u g u s t 17 , 19 77

C o n s id e ra b le  p u b l ic i ty  h a s  s u r ro u n d e d  th e  U A W -H a rm a n  I n t e r ­

n a ti o n a l I n d u s t r ie s  q u a l i ty  o f w o rk  li fe  p r o j e c t  a t  B o l iv a r , T e n n e s s e e . 

S om e r e p o r t in g  h a s  p r e s e n t e d  th e  fa c ts  w it h  r e a s o n a b le  a c c u ra c y ;  so m e  

h a s  e x a g g e ra te d  b o th  i t s  v i r tu e s  and  i ts  f a u l t s . S u ff ic e  it  to  sa y  th a t  th e  

p r o je c t  is  s t i l l  in  a s ta g e  o f e x p e r im e n ta t io n . It  h a s  m a d e  n o ta b le  

p r o g r e s s  in  a l t e r in g  - -  f o r  th e  b e t t e r  - -  b o th  th e  u n io n -m a n a g e m e n t 

r e la t io n s h ip  and  th e  q u a l i ty  of  w o rk  li fe  fo r  th e  w o r k e r s .  It  h a s  no t y e t 

fu ll y  a c h ie v e d  i t s  u l t im a te  g o a ls  and  p u r p o s e s ;  p e r h a p s  it  n e v e r  w il l.

B u t it  p o in ts  to  new  d i r e c t i o n s  in  th e  a c c o m p l is h m e n t  o f h u m a n  d e v e lo p ­

m e n t  a t  th e w o rk  p la c e  th a t  h a s  m e a n in g fu l im p l ic a t io n s  in  r e e v a lu a t in g  

t r a d i t io n a l  w o rk  p la c e  o rg a n iz a t io n  an d s t r u c tu r e  an d  fa sh io n in g  a s y s te m  

d e s ig n e d  to  e n h a n c e  jo b  s a t is f a c t io n  an d  s e l f - fu l f i l lm e n t  fo r  th e  w o r k e r .

How  D id  th e  P r o j e c t  B e g in ?

On  J u ly  26 , 1 9 7 2 , I te s ti f ie d  b e fo re  th e  S e n a te  C o m m it te e  on

■
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L a b o r  an d P u b li c  W e lf a r e , w h ic h  w as h o ld in g  h e a r in g s  on  w o rk e r  a l i e n a ­

ti o n . At th a t t im e , th e  m e d ia  w e re  c a r r y in g  e x te n s iv e  re p o r t in g  on  th e  

s o - c a l le d  " b lu e  c o l l a r  b lu e s "  sy n d ro m e  and  th e  r e v o l t  of  th e  youn g w o rk e r  

a g a in s t  th e a u th o r i ta r i a n i s m  of th e  w o rk  p la c e . T h e  s t r ik e  a t  th e  GM  

A s s e m b ly  p la n t a t  L o rd s to w n , Ohi o e s p e c ia l ly  c a u g h t th e  im a g in a ti o n  of  

th e  new s r e p o r t e r s  a n d  a c a d e m ic ia n s . A r t ic le  a f t e r  a r t i c l e  a p p e a re d  in  

th e  d a il y  p r e s s  an d  th e  m a g a z in e s . T he  s u b je c t,  q u a l i ty  of  w o rk  li fe , 

r e c e iv e d  h e ig h te n e d  a t te n t io n .

B e c a u se  th e r e  w a s  no  ti m e  to  p r e p a r e  w r i t te n  te s ti m o n y , I fl ew  

to  W ash in g to n , a p p e a r e d  b e fo re  th e  C o m m it te e  an d  s im p ly  ta lk e d  of f 

th e  cu ff , e x p r e s s in g  c r i t i c i s m  of  th e  c o n c e p t o f s o - c a l l e d  " s c ie n t i f ic  

m a n a g e m e n t"  and  th e  n eed  fo r  d e m o c ra t iz in g  th e  w o rk  p la c e . I m ig h t 

add  th a t m y s ta te m e n t , fo r  la c k  of  p r e p a r a t io n  r a t h e r  th a n  la c k  of  s u b ­

s ta n c e , w as p o o r ly  p r e s e n t e d .

A t th e s a m e  t im e , M r.  S id ney  H a rm a n , C h a ir m a n  of  th e  B o a rd  

o f th e J e r v i s  C o r p o r a t io n  ( la te r  ch an g ed  to  H a rm a n  In te rn a t io n a l  

I n d u s tr ie s )  te s ti f ie d  on  th e  sa m e  s u b je c t.  T o m e  a s  a la b o r  r e p r e s e n t a ­

t iv e , h is  p r e s e n ta t io n  w a s  a s to u n d in g . He  e x p r e s s e d  d e e p  fe lt  

sy m p a th y  fo r  th e  n e e d  o f th e  w o rk e r  fo r  s e l f - e x p r e s s io n ,  fo r 

d i r e c t  in v o lv e m e n t in  th e  d e c is io n  m a k in g  p r o c e s s ,  fo r  th e d e s i r ­

a b il it y  of d e p a r t in g  f ro m  t im e  w o rn  c o n c e p ts  of  w o rk  s t r u c tu r e  in  

o r d e r  to  c r e a te  a t  th e  w o rk  p la c e  o p p o r tu n it ie s  f o r  h u m a n  d e v e lo p m e n t



an d  fu lf il lm e n t.  F r a n k ly ,  I had  n e v e r  h e a r d  a b u s in e s s  e x e c u ti v e  e x p r e s s

su c h  d eep  u n d e r s ta n d in g  of  th e  n e e d  fo r  c h a n g e  in  th e  t r a d i t io n a l  w o rk

p la c e  o rg a n iz a t io n  an d  s t r u c tu r e .

A f te r  we h ad  b o th  co n c lu d ed  o u r  p r e s e n ta t io n s ,  I so u g h t o u t M r .

H a rm a n  in  th e  h a ll w a y  an d  in  e f fe c t a s k e d  if  he w a s  " fo r  r e a l .  " He  

im p re s s e d  upon  m e  th a t  he w as .

I, o f c o u r s e , w a s  a w a re  th a t th e  UAW h a d  la b o r  c o n t r a c ts  w it h

J e r v i s  C o rp o ra ti o n  a n d  I a s k e d  M r. H a rm a n  if  h e  w ou ld  be  w il li n g  to  

u n d e r ta k e  a n  e x p e r im e n ta l  p ro g ra m  jo in tl y  w it h  th e  U n io n  d e s ig n e d  to

b r in g  in to  r e a l i ty  th e  c o n c e p ts  of  d e m o c r a t iz a t io n  w h ic h  we b o th  e s p o u s e d .

He  im m e d ia te ly  a g r e e d  an d  s u g g e s te d  th e  B o l iv a r , T e n n e s s e e  f a c i l i ty  a s

th e  d e m o n s tr a t io n  p r o j e c t  s i te .

I p ro m p tl y  sp o k e  w it h  and  th en  w ro te  to  th e  UA W R e g io n a l

D ir e c to r ,  E . T . M ic h a e l , in  w h o se  ju r i s d ic t io n  th e  B o li v a r  p la n t fe ll .

d e s c r ib in g  th e  d i s c u s s io n  w it h  Sid  H a rm a n  and  u rg in g  a jo in t,  c o o p e ra ti v e

p r o g ra m  be u n d e r ta k e n . A r ra n g e m e n ts  w e re  m a d e  fo r  E . T . M ic h a e l

and  Sid  H a rm a n  to  m e e t .  O ut  of  th o se  d is c u s s io n s  c a m e  th e  a g r e e m e n t

to  in i t ia te  a p r o g r a m  an d  th e  p a r t i e s  a g r e e d  f u r th e r  to  u se  th i rd  p a r ty

a s s i s t a n c e .  S id  H a rm a n  re c o m m e n d e d  D r . M ic h a e l M a cco b y  a s  th e  c o n ­

s u l ta n t . I w as  a ls o  p e r s o n a l ly  a c q u a in te d  w it h  D r . M acco b y  an d  a g r e e m e n t

w as r e a d i ly  r e a c h e d  o n  th is  d e s ig n a ti o n .
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T h e  N ex t M ove

F i r s t ,  th e  w o r k e r s  a n d  th e  UA W lo c a l  u n io n  l e a d e r s h ip  h a d  to  be 

a p p r i s e d  o f  th e  n a tu r e  o f th e  e x p e r im e n ta l  p r o g r a m .  V o lu n ta r y  a c c e p ta n c e  

w a s  n e c e s s a r y  if  an y  p r o g r a m  a t  a l l  w a s  to  be  i n i t i a t e d .  S i m i l a r ly  th e

4
m a n a g e m e n t  a t  B o li v a r  h a d  to  be c o n v in c e d  i t  w o u ld  be  a w o r th w h i le

e n d e a v o r .

E . T . M ic h a e l and  S id  H a r m a n  v i s i te d  th e  p la n t  an d  a d d r e s s e d  a 

m e e t in g  o f a l l  th e  e m p lo y e s  on  th e  p la n t  p r e m i s e s ,  e x p la in in g  in  b ro a d  

t e r m s  th e  c o n c e p t  o f a f fo rd in g  w o r k e r s  th e  c h a n c e  to  p a r t i c i p a t e  in  th e  

d e c i s io n  m a k in g  p r o c e s s .  A h a n d  v o te  w a s  ta k e n . No  o ne  o p p o se d  th e

id e a . A s u b s ta n t ia l  n u m b e r  r a i s e d  t h e i r  h an d  in  a s s e n t .

T h e  id e a  w a s  to  in t r o d u c e  th e  p r o g r a m  o n ly  a f t e r  c a r e f u l  an d  

c a u t io u s  p r e p a r a t i o n .

F i r s t  it  w a s  n e c e s s a r y  to  l e a r n  in  d e p th  how  th e  w o r k e r s  fe lt  

a b o u t t h e i r  w o rk  l i f e ,  w h a t w a s  n e e d e d  to  s a t i s f y  t h e i r  n e e d s  in  o r d e r  to  

a c h ie v e  h e a l th y  d e v e lo p m e n t of t h e i r  c a p a b i l i t i e s  a s  in d iv id u a ls  an d  

im p ro v e  th e  q u a li ty  o f w o rk  l if e  in  th e  p la n t  a s  a  w h o le . •*

F r o m  th e  o u ts e t , w e w e r e  a w a re  th a t  th e  B o l iv a r  f a c i l i ty  w as
R

by  no m e a n s  id e a l  fo r  th is  u n d e r ta k in g .  T h e  f a c i l i ty  c o m p r i s e d  w h a t 

w e r e  e s s e n t i a l l y  l a r g e  Q u o n s e t  h u t s .  W o rk in g  c o n d it io n s  w e r e  to  sa y
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th e  le a s t  l e s s  th a n  d e s i r a b l e .  T he  c o l le c t iv e  b a rg a in in g  r e la t io n s h ip  w as

w eak , a n ta g o n is ti c . T h e  w o r k e r s  had  r e je c te d  th e i r  l a s t  la b o r  c o n t r a c t . 

T h e  lo c a l unio n w a s  r e l a t i v e ly  ne w  and  th e  lo c a l  u n io n  l e a d e r s h ip  b o th

u n tr ie d  and  in e x p e r ie n c e d . M an y w o r k e r s  h ad  a r u r a l  r a t h e r  th a n

in d u s t r i a l  b a c k g ro u n d . T h e  r a c i a l  m ix  w a s  r e la t iv e ly  b a la n c e d . T e n s io n s

e x is te d , a s  cou ld  be  a n t ic ip a te d  in  th is  e s s e n t i a l ly  s o u th e rn  a r e a .

S im ila r ly  m a n a g e m e n t - -  f ro m  th e  U n io n 's  p o in t o f  v ie w  - -  w a s  in a t te n ti v e

to  w o r k e r s ' n e e d s , o p e r a t in g  m o r e o v e r  w it h  r e la t iv e ly  o ld  e q u ip m e n t in  

a to ugh , c o m p e ti ti v e  b u s in e s s  - -  p ro d u c in g  s id e  v ie w  m i r r o r s  fo r  th e  a u to

in d u s try .

A lt o g e th e r  th e  in g r e d ie n ts  to  w o rk  w it h  d id  n o t s e e m  co n d u c iv e

to  a s u c c e s s fu l  r e c ip e .

In  D ep th  W o rk e r  S u rv e y  U n d e r ta k e n

D r. M a cco b y  a s s e m b le d  a s ta f f  to  u n d e r ta k e  a n  in  d e p th  st u d y

of th e  w o r k e r s . D r . H a ro ld  S h e p p a rd  w as  h is  a s s o c i a t e ,  and  t r a in e d

s o c io lo g is ts  w e re  a s s ig n e d  to  th e  ta s k .

By  M ay, 1973 , th e  r e s e a r c h  s ta f f  w a s  p r e p a r e d  to  b e g in  it s

o p e ra t io n . L en g th y  p e r s o n a l  in te rv ie w s  to ok  p la c e  a g a in s t  a b a c k g ro u n d

of a s u rv e y  q u e s t io n n a ir e . M o re o v e r , th e  in te r v ie w e r s  w e re  g iv en  th e

o p p o r tu n it y  to  l e a r n  f i r s th a n d  ab o u t th e  p la n t 's  o p e r a t io n s , th e jo b s  and

ta s k s  to  be  p e r fo r m e d .



D r.  M ac co by d e s c r ib e d  th e  n a tu re  of  th e in te rv ie w s :

"W e in te rv ie w e d  a sa m p le  of  60 w o rk e rs  usi ng  
a q u e s ti o n n a ir e  w it h  both  ope n ended  an d 
m u lt ip le  c h o ic e  q u e s ti o n s . T he  in te rv ie w  la s te d  
fo u r h o u rs  an d a sk e d  about w o rk , v a lu e s , li fe  
g o a ls , p h y s ic a l and  em o ti o n a l p ro b le m s . T h is  
in c lu ded  a sk in g  fo r  m a te r i a l  th a t cou ld  be  u sed  
fo r p s y c h o a n a ly ti c a l in te rp re ta ti o n  of  c h a r a c t e r ,  
su ch  a s  d r e a m s  and  fa m il y  r e la ti o n s h ip s , a s  
w ell  a s  q u e s ti o n s  re la ti n g  to  fe e li n g s  a b o u t 
a u th o r it y . T h e se  in te rv ie w s  w e re  su b se q u e n tl y  
ana ly zed  in  te r m s  of c h a ra c te r  t r a i t s ,  le a d in g  
f i r s t  to  a s u m m a ry  of  t r a i t s  sh a re d  by th e 
m a jo r it y  of  th e  fa c to ry  w o rk e rs  (the  s o c ia l 
c h a ra c te r )  an d se c o n d , to  s u b -g ro u p s , r e p ­
re s e n ti n g  th e d if fe re n t c h a r a c te r  ty p e s . "

A si d e  fr om  m e e ti n g s  w it h  th e lo c a l un io n le a d e rs h ip  to  a cq u a in t 

th em  w it h  th e con cep t of  th e p ro g r a m , th e In te rn a ti o n a l U nio n  w ro te  to  

e a c h  m e m b e r  exp la in in g  th a t th e  W or k Im p ro v e m e n t P r o g r a m ,  as it  

cam e to  be  ti tl e d , is  d e s ig n e d  to  expan d d e m o c ra ti c  p r in c ip le s  a t th e 

w o rk  p la c e . T he le t te r  re a d  in  p a r t :

"We a r e  ta k in g  th is  o p p o rt u n it y  to  d is c u s s  w it h  yo u 
th e n a tu re  and p u rp o s e  of  th e  e x p e r im e n ts  c u r r e n tl y  
underw ay  a t y o u r  p la n t to  im p ro v e  th e  q u a li ty  of  
w ork  li fe .

" F i r s t  of  a ll , w h a t do  we  m e a n  by  a p ro g r a m  't o  
im pro ve  th e q u a li ty  of  w o rk  li fe . ' I s n 't  th e  un io n 
do in g th is  a ll  th e  ti m e  by  n eg o ti a ti n g  h ig h e r  
w ages an d b e n e f it s  and  by  conclu d in g  s e n io r it y , 
sh if t p r e f e r e n c e , t r a n s f e r  a g re e m e n ts  and  
e s ta b li sh in g  m a n y  o th e r  r ig h ts  fo r w o rk e r s ?  Of 
c o u rs e  we  a r e ,  fo r , a s  fa r as th e UAW  is  c o n c e rn e d , 
advancin g  y o u r s ta n d a rd  of  li v in g  an d a s s u r in g  m o re
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jo b  s e c u r i t y  an d  r ig h ts  in  th e  p la n t  a r e  th e  h a l l ­
m a r k  of  o u r  u n io n 's  e f fo r t  and  a c t iv i ty .

"B u t th e r e  i s  m o r e  in v o lv ed  in  im p ro v in g  th e  
q u a li ty  o f w o rk  li fe . We a r e  a t  th a t p o in t in  
ti m e  w h e re  w o r k e r s  sh o u ld  h a v e  m o re  to  sa y  
a b o u t t h e i r  jo b  an d  ho w  it  sh o u ld  be ru n . T h ey  
sh o u ld  p a r t i c ip a t e  in  a m e a n in g fu l w ay  in  m a k in g  
d e c is io n s  a b o u t th e  jo b  and  th e  w o rk  p la c e  - -  
d e c is io n s  w h ic h  in  th e  p a s t  w e re  m a d e  p r e t ty  
m u c h  e x c lu s iv e ly  by  m a n a g e m e n t.

" T h a t 's  w h a t th e  ne w  p r o g r a m  a t  y o u r  p la n t  is  
a l l  a b o u t - -  to  s e t  up  a s y s te m  in  w h ic h  w o r k e r s  
m a k e  d e c is io n s  a ffe c ti n g  th e i r  jo b s  an d  w o rk  
p la c e .

" W o r k e r s  m u s t  no t be  a u to m a to n s  d o in g  ju s t  a s  
th e y  a r e  to ld  and  h av in g  no  o p p o r tu n it y  to  m a k e  
d e te r m in a t io n s  of  th e i r  ow n.  W o rk e r s  sh o u ld  be  
a b le  to  m a k e  im p o r ta n t  d e c is io n s  a t  th e  w o rk  
p la c e . T h e y  m u s t  n o t be  s im p ly  e x te n s io n s  of  
th e  m a c h in e  o r  th e a s s e m b ly  li n e ; th e y  m u s t  
e x e r c i s e  s o m e  c o n tro l  o v e r  how  th e y  w o rk . In 
th e  f in a l a n a ly s i s  th e y  m u s t  h av e  th e  r ig h t  to  
th e  d ig n it y  an d  s e l f - r e s p e c t  on  th e  jo b  th a t  th e y  
e x e r c i s e  o u ts id e  th e  p la n t a s  c i t iz e n s  a n d  h u m a n  

b e in g s . "

D r. M a cco b y  p r o p o s e d  th a t th e  p r o j e c t  r e s t  on  a c h ie v e m e n t of

th e  fo ll ow in g :

. S e c u r i ty  o f jo b  and  in c o m e  an d  p r o te c t io n  a g a in s t

lo s s  of  h e a l th  o r  li m b

. E q u it y  o r  f a i r n e s s  in  d e a li n g  w it h  p e o p le  an d  

a s s u r in g  p r o p e r  r e w a rd

99-7 55 0  - 78 - 14
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In d iv id uati on , th e  a tt e m p t to  s a ti s fy  th e  needs 

and  a s p ir a ti o n s  of  th e  in d iv id u a l in  fi ndin g

se lf - fu lf il lm e n t

D e m o c ra c y , w o rk e rs  p a r ti c ip a ti n g  in  the 

d e c is io n  m ak in g  p r o c e s s

S tr u c tu re
e

T he b a s ic  th r u s t w as to  m ak e  c e r ta in  th a t w h a te v e r w as  do ne  

e m a n a te d  fr o m  th e gro und  up  and w as not  im pose d  fr o m  th e  to p  do wn.

A c o n su lt in g  c o m m it te e  w as  fo rm e d  w hic h , a s id e  fr o m  Sid H a rm a n , Ir v  

B lu est o n e  and  E .T .  M ic h ae l,  c o m p r is e d  " o u ts id e r s , " so  to  sp e a k , wh o 

wou ld  m a k e  re c o m m e n d a ti o n s . A fte r  a few m e e ti n g s , th is  c o m m it te e  

w it h e re d  aw ay . The  in it ia ti v e  r e s te d  w it h  th e lo c a l p a r t ie s ;  it  w as th ey  

who  jo in tl y  an d c o o p e ra ti v e ly  d ev e lo p e d  an d im p le m en te d  p ro g r a m s , 

w it h  th i rd  p a r ty  a s s is ta n c e  fr o m  D r.  M ac coby  an d h is  s ta ff .

F o r  th is  p u rp o se  th e re  w as e s ta b li sh e d  a W ork in g  C o m m it te e .

It  c o m p r is e d  fi ve  m e m b e rs  a p p o in te d  by  m a n a g e m e n t an d an  eq u a l 

n u m b e r app o in te d  by  th e U ni on . It  in c lu ded  th e p la n t m a n a g e r  on  th e one 

han d and th e  lo c a l un io n p r e s id e n t an d sh op  c o m m it te e  c h a ir m a n  on  the 

o th e r . T he W ork in g C o m m it te e  is  s e p a ra te d  fr o m  th e c o ll e c ti v e  b a rg a in ­

in g re la ti o n s h ip , it  has o v e ra ll  a u th o r it y  to  ap p ro v e  a n d /o r  in it ia te  qu a li ty  

of  w ork  li fe  p ro g ra m s  in  th e  p la n t bu t no t to  engage in  c o ll e c ti v e  b a rg a in ­

in g m a t te r s .
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T he  p a r t i e s  r e c o g n iz e d  e a r ly  it  w ou ld  be n e c e s s a r y  to  a s s u r e  

th e  w o rk e rs  th a t th e  in t ro d u c ti o n  of  th e  q u a li ty  of  w o rk  l i fe  p r o g ra m  w ou ld  

n o t be  u se d  a s  a g im m ic k  e i t h e r  to  i n c r e a s e  th e i r  w o rk  p a c e  o r  j e o p a r d iz e  

t h e i r  jo b  s e c u r i ty . T h e  p a r t i e s  th e r e f o r e  s ig n e d  s o - c a l l e d  " S h e l te r  A g r e e ­

m e n t"  w h ic h  p la c e d  e m p h a s i s  on  th e  h u m a n  r a th e r  th a n  th e  p ro d u c t iv it y

f a c to r .  It  s t a te s  in  p a r t :

•  "T h e  p u r p o s e  of  th e  jo in t m a n a g e m e n t- la b o r
W o rk  Im p ro v e m e n t  P r o g r a m  is  to  m a k e  w o rk  
b e t t e r  a n d  m o r e  s a t is fy in g  fo r  a l l  e m p lo y e s , 
s a l a r i e d  an d  h o u r ly , w h il e  m a in ta in in g  th e  
n e c e s s a r y  p ro d u c t iv it y  fo r  jo b  s e c u r i ty .  T he  
p u r p o s e  is  n o t to  in c r e a s e  p r o d u c t iv it y . . . "

T h e re  is  a c l e a r  u n d e rs ta n d in g  th a t p ro d u c t io n  s ta n d a rd s  w il l n o t 

be in c r e a s e d  by  r e a s o n  o f th e  o p e ra t io n  o f th e  q u a li ty  of  w o rk  li fe  p r o g r a m ,  

n o r  w il l any  la y o ffs  ta k e  p la c e  by r e a s o n  th e r e o f . T h is  d o e s  n o t m e a n , of  

c o u r s e ,  th a t la y o ffs  d o  n o t o c c u r  w h ic h  m a y  be a t t r ib u ta b le  to  c y c l ic a l  

c h a n g e s  in  b u s in e s s  a c t iv i ty .

Ho w It  W ork s

T he  W o rk in g  C o m m it te e  h a s  o v e r a l l  j u r i s d i c t i o n  of  d e te rm in in g  

p o li c y  d i r e c t io n  o f th e  p r o j e c t  an d  g iv in g  a p p ro v a l  to  p r o p o s a ls  fo r  th e  

in tr o d u c ti o n  of  in n o v a ti o n s  in  w o rk e r  p a r t i c ip a t io n  p r o g r a m s .  T he  b a s ic  

id e a , h o w e v e r , is  to  in v o lv e  th e  w o r k e r s  th e m s e lv e s  in  th e  d e c is io n -m a k in g  

p r o c e s s  a t v a r io u s  l e v e l s  o f w o rk  li fe  a c t iv i ty . B a s ic  a l s o  to  th e  p r o g r a m



is  th e  c o n c e p t  th a t  w h a te v e r  is  d o n e  m u s t  be  d o n e  v o lu n ta r i ly .

A t f i r s t ,  a tt e n ti o n  w a s  d i r e c t e d  to  th e  f o r m a t io n  o f a s m a l l  

n u m b e r  o f  C o re  G ro u p s  c o m p r i s in g  v o lu n te e r  w o r k e r s  in  a  g iv e n  p r o d u c ­

ti v e  a c t i v i t y ,  su c h  a s  P o l i s h in g .  T h e s e  v o lu n te e r  w o r k e r s  w e r e  g iv e n  

th e  o p p o r tu n it y  to  m e e t  am o n g  t h e m s e l v e s ,  to g e th e r  w it h  m a n a g e m e n t  

f lo o r  r e p r e s e n t a t i v e s ,  to  ta lk  t h r o u g h  d e s i r a b l e  c h a n g e s  in  t h e i r  t a s k s ,  

in  im m e d ia te  w o rk in g  c o n d it io n s , in  th e  s t r u c tu r e  of t h e i r  o p e r a t io n s ,  

e tc .  , w i th  th e  a s s i s t a n c e  o f  o n - s i t e  th i r d  p a r ty  s ta f f . W it h in  a r e a s o n ­

a b ly  s h o r t  t im e  th e  w o r k e r s ,  s o m e  o f w h o m  in  th e  g ro u p  h a d  h a d  

d if f ic u l ty  a c h ie v in g  th e  e s t a b l i s h e d  p ro d u c ti o n  s t a n d a r d s ,  d i s c o v e r e d  w ay s  

a n d  m e a n s  o f  im p ro v in g  t h e i r  t e c h n iq u e s ,  t h e r e b y  m e e t in g  th e  p r o d u c ti o n  

s t a n d a r d s  w it h  ti m e  to  s p a r e .  T h e  w o r k e r s  in  th e  G ro u p  th e r e u p o n  

d e m o c r a t i c a l ly  d e c id e d  to  s p e n d  e a r n e d  t im e  in  th e  p la n t  c a f e t e r i a ,  bu t 

i t  o c c u r r e d  to  so m e  th a t  r a t h e r  th a n  go  to  th e  c a f e te r i a  d u r in g  t h e i r  

e a r n e d  t im e  th e y  w o u ld  j u s t  a s  l i e f  go h o m e . T h e  id e a  of l e a v in g  th e  

p la n t  e a r l y  w h e n  p r o d u c ti o n  w a s  c o m p le te d  r a i s e d  s e r io u s  q u e s t io n s  but 

in  th e  l ig h t  o f th e  d e m o c r a t i c  p r o c e s s e s  w h ic h  w e r e  b e in g  in t r o d u c e d ,  

th i s  p r a c t i c e  b e c a m e  c o m m o n . A s  o th e r  w o r k e r s  in  th e  p l a n t  b e c a m e  

a w a r e  o f th e  new  f r e e d o m  to  m a k e  d e c i s io n s  e n jo y e d  by  th e  f i r s t  fe w  

v o lu n te e r  G ro u p s  p a r t i c ip a t i n g  in  th e  p r o g r a m ,  th e y , to o , a s k e d  to  

b e c o m e  in v o lv e d . O v e r  a p e r io d  o f t im e ,  C o re  G ro u p s  w e r e  e s ta b l i s h e d  

th r o u g h o u t  th e  p la n t  in v o lv in g  a l l  th e  w o r k e r s .  E a c h  C o re  G ro u p  h e ld
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m e e ti n g s  to  d is c u s s  i t s  ow n p ro b le m s . H o w e v e r , i t  so o n  b e c a m e  e v id e n t 

th a t th e  e a rn e d  t im e  c o n c e p t d o m in a te d  th e s e  d i s c u s s io n s .

It  w a s  r e c o m m e n d e d  to  th e  W o rk in g  C o m m it te e  th a t  p e rh a p s  th e  

w o r k e r s  w ould  be  i n t e r e s t e d  in  u ti li z in g  th e i r  e a r n e d  t im e  by  a tt e n d in g

*  e d u c a ti o n a l c l a s s e s  o f t h e i r  ow n c h o o s in g . T h is  w o u ld  h av e  th e  a d v a n ta g e  

of b ro a d e n in g  th e i r  e d u c a t io n a l  h o r iz o n s  an d  of  a f fo rd in g  o p p o rtu n it y  to

*  l e a r n  s k i l ls  w h ip h w e r e  p e r s o n a l ly  d e s i r a b le .  T h e  W o rk in g  C o m m it te e  

ad o p te d  th is  id e a  and  w it h  th e  a s s i s t a n c e  of  th e  c o m m u n it y  sc h o o l s y s te m  

and  it  w as p u t in to  e f fe c t . One  of  th e  f i r s t  c l a s s e s  s e le c te d  by  w o r k e rs  

w as a w e ld in g  c l a s s .  S in c e  m a n y  of  th e  w o r k e r s  o w ned  s m a ll  f a rm s , 

th e y  w an te d  to  l e a r n  w e ld in g  so  th a t  th e y  co u ld  r e p a i r  th e i r  ow n f a rm  

m a c h in e ry  r a t h e r  th a n  p a y  th e  c o s t to  h av e  th is  w o rk  done  e ls e w h e re .

O v e r  t im e , c l a s s e s  w e r e  s e t  up  c o v e r in g  s u b je c ts  s u c h  a s  se w in g , m u s ic ,

ti m e  s tu d y , b la c k  s tu d ie s , e tc . A g ro u p  of w o r k e r s  a s k e d  fo r  c l a s s e s

w h ic h  w ould  te a c h  th e m  m o r e  ab o u t ho w  a b u s in e s s  is  r u n  and  ho w to

e x a m in e  a s to c k h o ld e r s ' r e p o r t .

B e n e fi ts  and  P r o b le m s

T h e re  is  l i t t l e  q u e s ti o n  b u t th a t  th e  in t ro d u c ti o n  of  th e  q u a li ty

of w o rk  li fe  p r o g r a m  h a s  a d v a n ta g e d  b o th  th e  w o r k e r s  a n d  th e  m a n a g e -

*
m e n t  an d , I m ig h t a d d , th e  unio n a s  w e ll . T h e  lo c a l  un io n  s e e m s  s t r o n g e r

an d  w o r k e rs  a p p e a r  to  h a v e  g r e a t e r  c o n f id e n c e  in  i t .  M a n a g e m e n t h a s

ft
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in d ic a te d  it  i s  w e ll  s a t i s f ie d  w i th  th e  p r o g r e s s  th a t  h a s  b e e n  m a d e  and  

th e  D iv is io n  h a s  c o n ti n u e d  p r o f i t a b l e .  T h e  w o r k e r s  h a v e  b e e n  l e a r n in g  

how  to  p a r t i c i p a t e  in  th e  d e c i s io n - m a k in g  p r o c e s s  on  th e  sh o p  f lo o r  in  

o r d e r  e f f e c t iv e ly  to  e x p an d  d e m o c r a t i c  p r in c ip l e s  a t  th e  w o r k p la c e .

T h e  c o l le c t iv e  b a r g a in in g  r e la t i o n s h ip  h a s  m a tu r e d  c o n s i d e r ­

a b ly . In  f a c t ,  th e  l a s t  c o n t r a c t  n e g o ti a te d  in  D e c e m b e r ,  1 9 7 6 , w a s  •

c o n c lu d e d  s e v e r a l  m o n th s  b e f o re  th e  e x p i r a t io n  d a te  an d  o v e rw h e lm in g ly

r a t i f i e d .  T h e  g r ie v a n c e  lo a d  is  lo w , d is c ip l in e  i s  e q u a l ly  lo w .

O n  o ne  o c c a s io n  fo ll o w in g  th e  d i s a s t r o u s  a u to m o b i le  in d u s t r y  

d e p r e s s io n ,  th e  c o m p a n y  lo s t  c o n s id e r a b le  b u s in e s s  w h en  one of it s  

m a jo r  c u s t o m e r s  s h if te d  i t s  o r d e r s  to  a c o m p e t i to r .  T h e  I n te r n a t io n a l  

U n io n  a n d  th e  lo c a l  un io n  im m e d ia te ly  w e n t to  w o rk  on s c e n e  to  d i s c o v e r  

w a y s  an d  m e a n s  of im p ro v in g  e f f ic ie n c y  w it h o u t th e  n e e d  to  c h a n g e  

p r o d u c t io n  s t a n d a r d s  o r  la y  o ff  w o r k e r s .  T h e  r e s u l t  w a s  th e  c o m p a n y  

w a s  e n a b le d  to  m a k e  a n ew  b id  a n d  r e c o v e r e d  a c o n s id e r a b le  p o r t io n  of 

th e  b u s in e s s  i t  h ad  lo s t .  T h is  e f f o r t  s a v e d  w o r k e r s  f ro m  b e in g  la id  off  

an d  m a d e  it  p o s s ib le  fo r  th e  c o m p a n y  to  c o n ti n u e  in  a p r o f i ta b l e  s t a te .

A s to c k  p u r c h a s e  p la n  w a s  in s t i tu te d  by  th e  p a r t i e s  to ta l ly  u n ­

r e la te d  to  th e  n e g o ti a ti o n  o f  th e  l a b o r  c o n t r a c t .  T h is  r e p r e s e n t e d  a b e n e f it  

o v e r  a n d  a b o v e  th o s e  b e n e f i ts  w h ic h  o th e r w is e  w e r e  n e g o ti a te d  in  th e  

c o l l e c t iv e  b a r g a in in g  a r e n a .
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E m p lo y m e n t is  no w  a t  a le v e l h ig h e r  by  a c o n s id e ra b le  m a rg in  

th a n  th e  e m p lo y m e n t le v e l  a t  th e  ti m e  th e  p r o g ra m  w a s  in s t i tu te d .

N e v e r th e le s s , w h il e  th e  p r o je c t  is  w e ll  u n d e r  w ay , it  is  no t 

w it h o u t i t s  p r o b le m s  an d  i t  s t i l l  m u s t  o v e rc o m e  c e r t a in  p i t f a l l s .  I t is  

n o t a lw a y s  e a s y , fo r  i n s ta n c e , to  d is t in g u is h  b e tw e e n  th o s e  p r o g ra m s  

w h ic h  fa ll  w it h in  th e  p u rv ie w  o f th e  W o rk in g  C o m m it te e  an d  th o se  w h ic h  

fa ll  w it h in  th e c o l le c t iv e  b a rg a in in g  a r e n a  s u b je c t  to  n e g o t ia t io n s  

b e tw e e n  th e  p a r t i e s .  T h u s , su c h  d is t in c t io n s  h av e  b e e n  w o rk e d  ou t on  

a n  a d -h o c  b a s is  a s  p r o b le m s  a r i s e  w it h  th e  c l e a r  u n d e r s ta n d in g  th a t 

m a t t e r s  in vo lv in g  c o l le c t iv e  b a rg a in in g  a r e  r e f e r r e d  to  th e  b a rg a in in g  

p r o c e s s  an d n o t to  th e  W o rk  Im p ro v e m e n t P r o g r a m .  T h e  p r e d o m in a n c e  

o f th e  e a rn e d  t im e  c o n c e p t in  th e  d e l ib e r a t io n s  of  th e  W o rk in g  C o m m it te e  

an d  th e C o re  G ro u p s  h a s  te n d e d  to  p u s h  in to  th e  b a c k g ro u n d  so m e  of  th e  

b a s ic  p u rp o s e s  an d  g o a ls  o f  th e  P r o g r a m  a s  in i t ia l ly  s e t  f o r th  by  D r. 

M a cco b y . T he p r o g r a m ,  m o r e o v e r ,  h a s  n o t l e a r n e d  to  o p e ra te  w it h o u t 

th i rd  p a r ty  a s s i s t a n c e  an d  c u r r e n t ly  th e r e  is  s t i l l  th e  fe e li n g  th a t it  w ould  

be w is e  to  m a in ta in  th i r d  p a r t y  p r e s e n c e  fo r  p e r h a p s  a n o th e r  y e a r  o r

m o r e .

T he W o rk in g  C o m m it te e , th e  m a n a g e m e n t,  th e  un io n  an d th e 

w o r k e r s  h av e  re a c h e d  th a t  ju n c tu r e  w h e re  ne w  c o n s id e ra t io n  m u s t  be  

g iv e n  to  th e  d i r e c t io n  w h ic h  th e  p r o je c t  is  ta k in g . I t i s  n e c e s s a r y  to  

d e v is e  ne w  a p p ro a c h e s  to  th e  w o rk e r  p a r t ic ip a t io n  c o n c e p t w h ic h  in  an
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THE BOLIVAR QUALITY OF WORKING LIFE  EXPERIMENT: 

19 72  -  19771

Th e B o li v a r  p r o j e c t  i s  a c o l l a b o r a t i v e  e f f o r t  o f  Han na n I n t e r n a t i o n a l  

I n d u s t r i e s ,  In c . ( fo rm e r ly  th e  J e r v i s  C o rp o ra ti o n )  an d th e  U n it e d  A uto m obil e  

W ork ers  o f  A m er ic a (UAW) to  j o i n t l y  d e te rm in e  o r g a n i z a t i o n a l  c hange  a c c o rd ­

in g  to  c e r t a i n  so c ia l- h u m a n  p r i n c i p l e s .  I t s  g o a ls  a r e  man y,  b u t  on e s ta n d s  

f a r  above  a l l  o th e r s .  T h is  g o a l  " i s  to  c r e a t e  an  exa m pl e a p p l i c a b l e  to  many 

A m eri can  com pan ie s , one  w hic h  c an  be  ad o p te d  a s  a m od el  by  u n io n s "  (M acc oby 

e t  a l ,  1974 , C h ap te r 1 , p . 1 ) .  M ic h a e l M ac co by , th e  D i r e c to r  o f  th e  Work

9  Im pr ove m en t Pr og ram s t a f f ,  c a t e g o r i z e s  th e  g o a l o f  th e  B o li v a r  p r o j e c t  in

th e  fo ll o w in g  m an ne r:

. . . t o  c r e a t e  an  A m eri can  m od el  o f  i n d u s t r i a l  d em ocra cy : a 

mod el  t h a t  i s  a c c e p ta b le  to  u n io n s  an d t h a t  m ig h t s t im u la t e  

f u tu r e  u n io n  e f f o r t s .  Th e p r o j e c t  i s  b a se d  on  th e  v ie w  th a t  

a  n a t io n a l  mo veme nt t o  im pro ve th e  q u a l i t y  o f  w or k i s  u n l ik e ­

ly  to  su cceed  w it h o u t  u n io n  s u p p o r t and  t h a t  u n io n  l e a d e r s  

a re  p r a c t i c a l  p e o p le  who c a n ' t  be  e x p e c te d  to  s t r u g g l e  f o r  
a b s t r a c t  c o n c e p ts  l i k e  "h um an iz ed  w ork " o r  se lf -m a n a g em e n t 

w it h o u t so m eth in g  c o n c r e t e  to  p o in t  t o .  I f  th e  p r o j e c t  i s  

s u c c e s s f u l ,  th e  w o rk e rs  an d m an ag em en t. . . w i l l  d e v e lo p  p ro ­

gr am s t h a t  n o t o n ly  ch an g e  th e  c h a r a c t e r  o f  t h e i r  w or k b u t 

t h a t  a l s o  can  b e  a d o p te d  by  u n io n s  a s  g o a ls  f o r  c o l l e c t i v e  

b a r g a in in g .  (M ac co by, 1975a , p . 44 )

Th e p r o j e c t ,  c a l l e d  th e  Work Im pro vem en t Pro gra m  (WIP) a t  B o l iv a r ,  wa s i n ­

te n d e d  to  f i l l  a nee d f o r  a  m odel f o r  im pro v in g  f a c to r y  l i f e  so  a s  to  o p t i ­

m iz e  em plo yee  d ev e lo p m en t.  The  WIP in v o lv e s  a t o t a l  e x i s t i n g  f a c to r y  ( in  

c o n t r a s t  t o  a ne w ly  b u i l t  f a c t o r y )  lo c a te d  in  B o l iv a r ,  T e n n e sse e  w it h  no  

s p e c i a l  s e l e c t i o n  o f w o rk e rs . A c e n t r a l  e le m en t i s  t h a t  t h e  to p  an d lo c a l

T h is  r e p o r t  i s  b a se d  on  r e p o r t s  fr om  p e o p le  a t  th e  s i t e  co m bi ne d w it h  ob - 

<  s e r v a t i o n s  an d d a ta  fr om  th e  I n s t i t u t e  f o r  S o c ia l  R ese a rch  ( IS R ) , Q u a li ty

o f  Wo rk P ro gra m . I t  r e p r e s e n t s  a  sum mary o f  im p re s s io n s  an d f e e l i n g s  

r a t h e r  th a n  a sum mary o f  c o n c lu s io n s  dr aw n by  th e  a s s e s s m e n t te am  a t  B o li v a r  

Th e ISR  a sse ssm e n t r e p o r t  on  th e  B o li v a r  Work Im pr ov em en t P ro gra m  i s  sch e d ­

u le d  f o r  c o m p le ti o n  e a r ly  i n  1978 . Se e T a b le s  1 an d 2 f o r  an  o v e rv ie w  o f

*  t h e  d a ta  b e in g  a n a ly z e d  by  IS R . S u p p o rt  f o r  t h i s  p a p e r p ro v id e d  by  th e  For d

F o u n d a ti o n .



m an ag em en t and th e  to p  an d l o c a l  u n io n , t o g e th e r  w it h  th e  t h i r d  p a r ty  s o c i a l  

s c i e n t i s t s  , j o i n t l y  t r y  to  im pro ve th e  q u a l i t y  o f  w o rk in g  l i f e  a c c o rd in g  to  

th e  p r i n c i p l e s  o f s e c u r i t y ,  e q u i ty ,  i n d i v i d u a l i z a t i o n ,  an d dem ocr ac y (H e rr ic k  

an d M ac co by , 1 9 7 5 ).  B eg in n in g  in  th e  f a l l  o f  1978 , th e  B o li v a r  p r o j e c t  w i l l  

be  e n t e r in g  i t s  s i x th  y e a r .

The d i f f e r e n t  p h a se s  o f th e  B o l iv a r  Work Im pr ov em en t Pro gr am  an d th e  pr ob 

le m s o f  i n s t i t u t i o n a l i z a t i o n ,  o r g a n i z a t i o n a l  re n e w a l,  an d th e  r o l e  o f  th e  o u t ­

s id e  t h i r d  p a r ty  s o c i a l  s c ie n c e  c o n s u l t a n t s  w i l l  be  d is c u s s e d  in  th e  re m a in d e r 

o f  t h i s  p a p e r .

THE COLLABORATIVE CHANGE PROGRAM: THE DIFFERENT PHASES 

Th e c hange  pr og ra m  a t  B o li v a r  se em s to  hav e ha d f i v e  p h a se s . P h ase  I  

( J a n u a ry , 1972  to  A p r i l ,  19 73 ) in v o lv e d  p r e - p r o j e c t  d is c u s s io n s  an d 

n e g o t i a t i o n s  w it h  D r.  S id ney  Harman , p a s t  p r e s id e n t  o f  Harma n I n t e r n a t i o n a l  

I n d u s t r i e s  an d now Und er  S e c re ta ry  o f th e  U n it e d  S t a t e s  D epar tm ent o f Commerce 

Mr.  E.  T . M ic h a e l,  R eg io n a l D i r e c t o r ,  D iv is io n  8 , UAW; Mr. I r v in g  B lu e s to n e , 

V ic e P r e s id e n t  UAW; an d D r.  M ic hae l M ac co by , H arv ard  P r o je c t  on  T e ch n o lo g y , 

Work an d C h a r a c te r .  P hase  I I  (May,  19 73  to  F e b ru a ry , 19 74 ) was  th e  b e g in ­

n in g  o f  th e  a c t u a l  o n - s i t e  chan ge p ro g ra m  a t  th e  B o li v a r  p l a n t  by  th e  I n t r o ­

d u c ti o n  o f  an  o n - s i t e  p a r t i c i p a n t  o b s e r v e r  in  th e  p l a n t .  The  m a jo r a c t i v i t y ,  

b e s id e s  h a v in g  th e  p a r t i c i p a n t - o b s e r v e r  w ork  a s  a  f u l l - t i m e  h o u r ly  em pl oy ee  

in  th e  i n s p e c t i o n  d e p a r tm e n t,  was o n e  o f  c o l l e c t i n g  an d i n t e r p r e t i n g  d a ta  on 

p la n t  c o n d i t io n s  by  mea ns  o f two h o u r  s t r u c t u r e d  in te r v ie w s .  Th e r e s u l t s  o f  

t h i s  s u rv e y  p h ase  w ere  f i n a l i z e d  i n  a  F in a l  T e c h n ic a l R ep o rt  d a te d  F e b ru a ry  15 ,

The B o l iv a r  Work Im pr ov em en t P ro g ra m  s t a f f  p r e s e n t l y  c o n s i s t s  o f  D r.  M ic hae l 
M ac co by , D ir e c to r  o f  th e  H arv a rd  P r o j e c t  on  T ech n o lo g y , Work an d C h a ra c te r  
an d D i r e c to r  o f th e  B o li v a r  p r o j e c t  an d D r.  R o b ert  D uck ie s an d M arg a re t M. 
D u c k ie s , who a re  o n - s i t e  p a r t i c i p a n t - o b s e r v e r s  o r  E d u c a to r - R e s e a rc h e rs . In  
th e  e a r l y  s ta g e s  o f th e  B o li v a r  p r o j e c t ,  D r.  Maccoby  s e rv e d  a s  c o - d i r e c t o r  
o f th e  p r o j e c t  a lo n g  w it h  D r.  H a ro ld  S h e p p a rd , fo rm e r ly  w it h  th e  W. E . Upj oh n 
F o u n d a ti o n  an d now w it h  th e  A m er ic an  I n s t i t u t e  f o r  R ese a rch  (A IR ),  an d 
Mr.  N e i l  Q. H e r r ic k , fo rm e r ly  w it h  th e  Ohi o Q u a l i ty  o f  Work C e n te r  an d now 
w it h  th e  N a ti o n a l C en te r f o r  P r o d u c t i v i t y  an d Q u a l i ty  o f  W or ki ng  L i f e .



19 74  w r i t t e n  by  th e  o r i g i n a l  p r o j e c t  s t a f f  (M ac co by , S h e p p a rd , H e r r ic k ,  an d 

o t h e r s ) .  P h ase  I I I  (M arc h , 1974  to  J a n u a ry , 19 75 ) c o n s i s t e d  o f  th e  o n - s i t e  

s t a f f  s e t t i n g  up  e x p e r im e n ta l g ro ups to  t r y  new  a p p ro a c h e s  to  r e s t r u c t u r i n g  

wor k an d s e e k in g  new  way s to  ex pa nd  th e  WIP.  P hase  IV (F e b ru a ry , 1975 to  

D ec em be r,  19 75 ) saw th e  E arn ed  I d le  Tim e (E IT ) e x p e r im e n t go p la n t- w id e  f o l ­

lo w in g  an  o f f i c i a l  r a t i f i c a t i o n  v o te  by  th e  UAW l o c a l  u n io n . D uri ng  t h i s  p e r ­

io d ,  33 c o re  g ro u p s , co m po se d o f  a fo re m an , jo b  s te w a rd , an d o th e r  em plo yee s 

fr om  th e  d e p a r tm e n ts  a t  t h e  p l a n t  w er e c r e a t e d .  T hese  new  s t r u c t u r e s ,  p ro ­

c e s s e s ,  r e l a t i o n s h i p s ,  an d t h e  c o n ti n u e d  in v o lv e m e n t o r  la c k  th e r e o f  o f  th e  

c o re  g ro u p s  a t  B o li v a r  se em s c r i t i c a l  to  th e  f u tu r e  s u c c e s s  o f  th e  WIP. In  

a d d i t i o n ,  d u r in g  t h i s  p h a s e ,  th e  WIP add ed  an  i n - p l a n t  s c h o o l ( e . g . ,  c l a s s e s  

i n  b l u e p r in t  r e a d in g ,  w e ld in g , b ib l e  s t u d i e s ,  b la c k  s t u d i e s ,  e t c . )  to  com­

p le m en t th e  EIT p ro g ra m . P h ase  V (J a n u a ry , 19 76  to  D ec em ber , 19 76 ) i n t r o ­

duced  j o i n t  d e te r m in a t io n  o f  som e p la n t  e f f i c i e n c y  r a t e s  by  th e  UAW an d Harma n 

I n t e r n a t i o n a l ,  l im i t e d  s h a r in g  o f  p ro d u c t an d p r o f i t a b i l i t y  in fo r m a ti o n , an d 

t r y i n g  to  fo rm u la te  p la n s  f o r  a j o i n t  C o s t- S a v in g -S h a r in g  Pro gr am  ( i . e . ,  m od i­

f i e d  v e r s io n  o f  a ty p e  o f  S ca n lo n  p la n ) .  D u ri n g  t h i s  p h a s e , th e  need  f o r  con­

t in u e d  t h i r d  p a r ty  in v o lv e m e n t ( i . e . ,  th e  o u t s id e  t h i r d  p a r ty  s o c i a l  s c ie n ­

t i s t s ,  c a l l e d  th e  p r o j e c t  s t a f f )  an d th e  per m an en cy  o f  th e  j o i n t  la b o r- m an a g e ­

m en t Q u a li ty  o f  Work C om m it te e ( i . e . ,  a t  B o l iv a r ,  c a l l e d  th e  W or king  C om m it te e)  

w ere  d is c u s s e d  an d d e b a te d  a t  le n g th .

R e c e n tl y  ( J a n u a r y , 19 77  to  p r e s e n t ) ,  th e  B o li v a r  p r o j e c t  i s  u n d e rg o in g  a 

" s e l f —re n e w al"  s e a rc h  p ro c e s s  o f  "w ha t,  w h e re , who , an d how " th e  p la n t  i n t e r n a l  

l y  d i f f u s e s  o n -g o in g  o r g a n i z a t i o n a l  chan ge  in  o rd e r  t o  b e  s e l f - r e g e n e r a t i n g  an d

A pro gra m  s e t  up  in  th e  p l a n t  by  th e  W or ki ng  C om m it te e w here by p e o p le  can  

le a v e  t h e i r  jo b  an d go  hom e o r  a t te n d  e d u c a ti o n  c l a s s e s  wh en th e y  re a c h  

s ta n d a rd  p r o d u c t io n . D if f u s e d  from  th e  t h r e e  e x p e r im e n ta l g ro ups  in  P hase  

I I I  in v o lv in g  fo r ty - tw o  h o u r ly  em p lo yees .



a s e l f - f u n c t i o n i n g  j o i n t  la bo r- m anagem en t m od el  f o r  A m er ic an  in d u s t r y .  In  

a d d i t io n  to  th e s e  i n s t i t u t i o n a l i z a t i o n  an d  d i f f u s i o n  i s s u e s ,  D r.  H an nan , a 

p o w e rf u l f o r c e  b e h in d  th e  p r o j e c t  a t  B o l iv a r ,  h a s  r e l in q u i s h e d  th e  p r e s i ­

dency  o f  Harman  I n t e r n a t i o n a l  I n d u s t r i e s  and  i s  in  th e  p ro c e s s  o f f i n a l i z i n g  

th e  s a l e  o f  t h e  e n t i r e  com pan y to  B e a t r i c e  F oods. T h e re fo r e , a p o w e rf u l l e a d ­

e r s h ip  f o r c e  a t  th e  to p  o f  Harman I n t e r n a t i o n a l  h as  w it hd ra w n  fr om  th e  B o l i ­

v a r  e x p e r im e n t.  Th e e f f e c t  o f  t h i s  up on  th e  s i t e  an d i t s  c o l l a b o r a t i v e  

la b o r- m an ag em en t pro gra m s an d p ro c e s s e s  f o r  o r g a n i z a t i o n a l  chan ge  i s  n o t im­

m e d ia te ly  know n an d p ro b a b ly  w i l l  n o t b e  c l e a r  f o r  som e ti m e . For an  o v e r ­

v ie w  o f  th e  B o l iv a r  e x p e r im e n t,  th e  d i f f e r e n t  p h a se s  o f  th e  Work Im pr ov em en t 

Pr ogr am  a r e  o u t l i n e d  in  T ab le  3 .

Th e P r e - N e g o t ia t io n  Phase

In  e a r l y  1972 , th e  D epar tm ent o f  L a b o r ( s p e c i f i c a l l y ,  Mr . N e il  Q. H e r r ic k , 

th e n  w it h  th e  D epart m en t o f  L abor)  o rg a n iz e d  a c o n fe re n c e  a t  A i r l i e  Hou se  on 

h u m a n iz a ti o n  o f  w ork . P eo p le  a t t e n d in g  th e  c o n fe re n c e  cam e fr om  a c a d e m ia , b u s ­

i n e s s ,  l a b o r ,  p r i v a t e  fo u n d a ti o n s , an d g o v e rn m e n t.  In c lu d e d  in  th e  above g ro ups 

w er e D r . ’s M acco by  an d S heppard , I r v in g  B lu e s to n e , S id ney  Harman , a n d , o f  c o u rs e  

N e il  H e r r ic k .

A f te r  t h i s  f i r s t  m ee ti n g  o f  th e  key  p r i n c i p a l s  in  th e  B o li v a r  e x p e r im e n t,  

Harma n an d B lu e s to n e  t e s t i f i e d  b e fo re  th e  Ken ne dy  h e a r in g s  on  w o rk e r a l i e n a t i o n ^  

c a l l i n g  f o r  som e o f  th e  sam e a c t io n  s t e p s  in v o lv in g  com panie s an d u n io n  -  na m el y 

t r y i n g  new way s to w ard s  i n d u s t r i a l  dem ocra cy  on  th e  f a c to r y  f l o o r .  Ha rman an d 

B lu e s to n e  a g re e d  in  p r in c ip l e  to  p u t t h e i r  s i m i l a r  p h il o s o p h ie s  a b o u t w or k in to  

an  a c t io n  r e s e a r c h  p r o j e c t  a t  an  a u to m o b il e  m ir ro r  p la n t  i n  B o l iv a r ,  T e n n e ss e e .

4
H e ari n g s  b e f o r e  th e  Sub co m m it te e on  Em pl oy m en t,  M anpowe r, an d P o v e rt y  
o f  th e  C om m it te e on  L ab or an d P u b li c  W e lfa re , U n it e d  S t a t e s  S e n a te ,
W or ke r A l i e n a t i o n . W as h in g to n : Gov er nm en t P r i n t i n g  O f f i c e ,  19 72 .



Harman and Bluestone then requested Maccoby to direct a program "the pur­

pose of which is to seek new approaches and where indicated, new job designs 

so that all people in the company can experience increased satisfaction and 

increased self-realization."^ Basically, these three people agreed to create 

the Bolivar WIP that would allow management, the union, and the workforce to 

jointly reconstruct the workplace according to the following four principles:

1. Increased Security: The first area of security involves health 
and safety, which we intend to improve by creating the best 
possible environment, with a minimum of hazards. Security a- 
gainst loss of job is more difficult to achieve, as the Harman 
Automotive Division is part of a market which is subject to 
fluctuations that are beyond our control. No one can promise 
that a worker will never be laid off. In the overall sense, 
security from loss of job depends on effectively operating the 
plant to assure recovering the major portion of the available 
business, so the plant continues in business and continues em­
ploying workers.

2. Increased Equi ty : by making the distribution of work, the or­
ganization of work, the rewards of work, and the rules under 
which we work as fair and as reasonable as they can be.

3. Increased Individualization: by recognizing that all people are 
not the same, but have different interests and needs, and by in­
creasing the opportunities for people to develop in their own 
ways.

4. Increased Democracy: by giving each worker more opportunities 
to have a say in the decisions that affect his life, including 
his work life.^

From the start of the WIP, a secondary goal was to reorganize the way the 

Bolivar plant traditionally operated. Maccoby states this clearly in his state

ment to the Senate Select Committee on Small Business:

From the start, it was clear that there was no way to improve the 
quality of work for hourly employees, if managers remained locked

Taken from a proposal submitted by the Bolivar Work Improvement Project staff 
to the National Commission on Productivity, dated 1973.

& Taken from Questions and Answers About the Work Improvement Program: Joint 

Effort of Hannan International Industries and the U AW, October, 1974. A 
detailed view of the Bolivar WIP principles is shown in Herrick and Maccoby, 
1975. At a later time, a fifth principle - "mutuality" - was added by the 
company.
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in t o  a h i e r a r c h i c a l  b u r e a u c r a t i c  s y s te m . O ft e n  q u a l i t y  o f  wor k 
p r o j e c t s  a tt e m p t s im p ly  to  e n la r g e  j o b s ,  r a i s e  em plo yee  m o ra le , 
d e c r e a s e  tu rn o v e r  an d a b s e n te e is m , o r  i n c r e a s e  p r o d u c t i v i t y .
W it h in  th e  B o li v a r  p r o j e c t ,  th e  o b je c t iv e  wa s t o  r e o r g a n iz e  th e  
way  th e  com pany i t s e l f  o p e r a te d .  To t h i s  e n d , th e  co mp any an d 
th e  u n io n  beg an  s p e l l i n g  o u t th e  p r i n c i p l e s  t h a t  th e y  a g re e d  
sh o u ld  govern  th e  w o r k l i f e  o f  h o u r ly  em plo yees  an d m anagers  a l i k e  
(M ac co by , 1975b , p . 5 ) .

D u ri n g  t h i s  e a r ly  p r e - n e g o t i a t i o n  p h a se ,'  a  m e e ti n g  o f  th e  e n t i r e  B o li v a r
i*

w o rk fo rce  wa s h e ld  by  S id ney  Han na n an d th e  UAW to  d i s c u s s  a " h u m a n iz a ti o n  o f  

w ork "?  p ro g ra m . Thr ou gh  a  ha nd  v o te  in  th e  p la n t  c a f e t e r i a ,  th e  w o rk e rs  u nan - 

im ously  a g re e d  to  p a r t i c i p a t e  in  t h e  p ro g ra m . T h is  b ro u g h t to  a  c lo s e  th e  p re ­

n e g o t i a t i o n  p h ase  an d began  th e  o n - s i t e  chan ge a c t i v i t i e s .

The S u rv ey  P hase

T h is  p h a se  o f  th e  B o li v a r  WIP m a in ly  e n t a i l e d  g a th e r in g  a t t i t u d i n a l  an d

o b s e r v a t i o n a l  d a ta  th ro u g h  s t r u c t u r e d  in te rv ie w s  w it h  o v e r 30 0 w o rk e rs  a t  th e

B o li v a r  p l a n t .  Th e f i n a l  out co m e o f  t h i s  p h a se  was  th e  F in a l  T e c h n ic a l R ep ort

d a te d  F e b ru a ry  15 , 19 74 . The r e p o r t ,  known by some a t  th e  p la n t  a s  th e  " te le p h o n e

bo ok " (4 29  p a g e s ) ,  i s  f o r t h r i g h t ;  h o w ev er,  i t  h a s  n o t b een  re a d  by  many p la n t

w o rk e rs  even  th ough  i t  wa s made a v a i l a b l e  to  th em . A s ta te m e n t fr om  th e  r e p o r t

t y p i f i e s  som e o f th e  e a r ly  i s s u e s  o f  th e  WIP a t  B o l iv a r :

Fo remen  an d s u p e r v is o r s  h av e  s m a ll  o f f i c e s  a t  v a r io u s  p la c e s  
In  th e  m id d le  o f th e  f a c t o r y .  Aroun d th e  p e r ip h e ry  o f  th e  
p ro d u c ti o n  a r e a ,  th e r e  a r e  s to re ro o m s , s to r a g e  a r e a s ,  lo a d in g  
do ck s  an d th e  c a f e t e r i a .  Th e o f f i c e s  o f  th e  m a n a g ers , e n g i ­
n e e r s  an d c l e r i c a l  w o rk e rs  a r e  in  th e  f r o n t  o f  th e  b u i l d i n g ,  
s e a le d  o f f  fr om  th e  p ro d u c t io n  a r e a .  Th ey  a r e  c l e a n e r ,  q u i ­
e t e r ,  an d a i r - c o n d i t i o n e d .

A ll  o f t h i s  i s  in s id e  on  one f l o o r  u n d e r one ro o f  en co m pa ss ed  
by  th r e e  q u o n se t h u ts  w h ic h  w ere  l e f t  o v e r from  Worl d War I I .
Th e p ro d u c ti o n  f l o o r  i s  d i r t y  an d d i s o r d e r l y ,  co m pa re d to  many 
l a r g e  f a c t o r i e s  b e lo n g in g  t o  r i c h e r  co m p a n ie s . L ik e  m ost  en ­
gag ed  in  t h i s  k in d  o f  w o rk , i t  i s  n o i s y .  A s h o r ta g e  o f  s t o r ­
ag e  sp ac e  an d th e  pace  o f  p r o d u c ti o n  w hic h  overw ork s th e  lu g -

The o r i g i n a l  "h u m a n iz a ti o n  o f  w or k p ro g ra m " be came known a s  th e  Work 
Im pr ove m en t Pro gra m .



gers and towmotor operators results in parts and materials being 
pushed into every available corner and sometimes strewing out in­
to the aisles. No time is allowed for anyone to keep his work 
area clean and orderly. Many machines are kept in poor repair 
due to lack of relacement parts and a lot of ad hoc repairs with 
wire and roughly cut pieces of metal. The atmosphere is stuffy 
and irritating to some because of fumes from die cast, plating, 
and paint, and the towmotors, even though efforts have been made 
to blow away the most noxious fumes. There are holes in the roof,

• and pools of water on the floor. In winter, there is inadequate 
heating; in the summer no air conditioning. Comfort and sometimes 
safety have been ignored in the all-out effort to maximize pro­
duction and profits. Only recently has management started to im­
prove the physical conditions of the plant.

The drive to cut costs and to stay within narrow profit margins 
has also meant a lack of formal training programs for workers 
and supervisors. Training if any takes place on the job. (Maccoby, 
et al, Chapter 2, pp. 11-12).®

This is only an example of the frankness and comprehensiveness of the 

Final Technical Report. It includes other areas such as the initial survey 

results describing attitudes about equity, work, democracy, supervision, work­

ing conditions, counterproductive behaviors, the union, health and safety, etc

Also during this period, a "shelter agreement" was drafted and signed by

the company and the union. It insured that workers would not lose their jobs

as a result of the WIP. In addition, the agreement indicates the purpose of

the WIP was not to increase productivity. This agreement reads in part:

The purpose of the joint labor-management Work Improvement 
Program is to make work better and more satisfying for all 
employees, salaried and hourly, while maintaining the neces­
sary productivity for job security.

The purpose is not to increase productivity. If increased 
productivity is a by-product of the program, ways of re­
warding the employees for increased productivity will be­
come legitimate matters for inclusion in the program.
(Duckies, 1977, p. 25).

Within the shelter agreement, a Review Committee (called an Advisory

By the end of Phase IV of the Bolivar WIP, the environmental conditions 
cited in the above report were greatly improved.

8



9Board) and a Joint Union-Management Committee (known at Bolivar as the 

Working Committee, more commonly known in other collaborative projects as 

the Quality of Work Committee) was set up and agreed upon. Furthermore, 

the agreement states that no employee will lose pay, job security, or senior­

ity by participating in the WIP and that participation in the experiment was 

to be voluntary. The shelter agreement does not take the place of the collect­

ive bargaining agreement and it does not allow for the contract to be undermined

or broken.

During the fall of 1973, an ad hoc committee, composed of five management 

employees selected by management and four union representatives selected by the 

local union president, in addition to the local union president, was formed to 

consider jointly solving problems expressed by the survey data. The first 

session included discussions concerning temperature in the plant, air pollu­

tion, ventilation, safety and health, parking problems, congestion at the time 

clocks, institution of a credit union, etc. Maccoby (1976) characterizes this 

ad hoc committee as "the beginnings of communication and cooperation between 

management and union leaders who before met only as adversaries, bargaining 

about wages or arguing about grievances" (p. 6a). In November, 1973, this 

committee became known as the Working Committee (WC) and started to meet, with 

the aid of the project staff, to consider joint organizational changes.

The development of new structures (like the Working Commitee and the afore-

Initially, an Advisory Board composed of Irving Bluestone, Vice President, 
UAW; Harvey Brooks, Dean, Harvard School of Engineering and Applied Physics; 
Sidney Harman, President, Harman International Industries; Berth Jonsson, 
Volvo Goteborg; John Lyle, chief engineer, Hannan International Industries, 
Bolivar; Michael Maccoby, Director, Harvard project; E. T. Michael, regional 
director, UAW; Lubie Overton, President, Local 1303, UAW; David Riesman, 
Harvard University; Ben Stephansky, Director, W. E. Upjohn Institute for 
Employment. Research; and Einar Thorsrud, Work Research Institute, Oslo, 
Norway, advised the WIP. During Phase IV, this Advisory Board became an 
Advisory Committee composed of three members: Irving Bluestone, Sidney 
Harman, and Michael Maccoby. At the present time, this Advisory Committee is 
composed of Irving Bluestone, UAW; Herbert Paige, Harman International; and 
Michael Maccoby, WIP project staff.
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mentioned core groups), new relationships, and new problem solving processes 

has played a critical role in the development of the Bolivar W1P. In fact,

these new structures, processes, and relationships are the critical aspects 

that enable the WIP to continue. Maccoby characterizes these new structures, 

processes, and relationships as starting at the top of the company and the 

union and requiring a new style of leadership in both. Specifically, he

states:

...the project required a new style of leadership both in man- 
p agement and the union. Managers needed examples of how to ana­

lyze problems cooperatively and stimulate participation in de­
cision making. Union leaders needed to learn how to bargain 
cooperatively (in such a way that both sides gain) without weak­
ening their position in adversary collective bargaining.
(Maccoby, 1976, p. 6).

It is worth noting that the WIP program probably could not have survived the

last four years without the WC, the three member top level Advisory Committee, 

and the core groups. For example, during the life of the Bolivar WIP, many 

crises occurred, mistakes were made, personality conflicts were obvious, and 

individual feelings were sometimes ruffled. However, with the full support 

and involvement of the top leadership from the company and the union along with 

the local Working Committee, these incidents were resolved without threatening 

the goal and survival of the project. These new structures, processes, and 

relationships are discussed in another paper by the present author (see Herman 

and Macy, 1977).

In addition to the Working Committee’s initial functioning and the initial 

collection of the survey data, Dr. Robert Duckies, a member of the WIP project
%

staff, spent three months as a full-time employee of Hannan International, work­

ing as an inspector in the inspection department. This first-hand experience on 

the factory floor as an on-site particpant-observer proved to be an invaluable 

aid during subsequent phases of the Bolivar WIP.

99-755 0  -  78 -  15



The p a ce  o f  th e  p r o je c t  sl ow ed  a f t e r  th e  d e p a r tu r e  from  th e  p l a n t  o f 

th e  o n - s l t e  p a r t i c ip a n t - o b s e r v e r  an d  b e c a u se  o f c o n t r a c t  n e g o t i a t i o n s  b e in g  

h e ld  d u r in g  th e  w in te r  o f  1 9 73-7 4 . A f t e r  c o m p le ti o n  o f  c o n t r a c t  n e g o t i a ­

t i o n s ,  th e  WIP p ro ceed ed  in to  an  e x p e r im e n ta l p h a se .

E x p e r im e n ta l Phase
10

P h ase  I I I  beg an  in  M ar ch , 19 74  w it h  th e  r e t u r n  o f R o b ert  an d M arg a re t 

D uck ie s to  th e  B o li v a r  p la n t  a s  f u l l - t i m e  o n - s i t e  p r o j e c t  s t a f f  m em be rs .

T h e ir  i n i t i a l  ta s k  was  to  fe e d b a c k  th e  s u rv e y  d a ta  g a th e re d  from  th e  i n t e r ­

v ie w s an d r e p o r te d  in  th e  " te le p h o n e  book"  an d to  e d u c a te  w o rk e rs , man ag em en t, 

an d th e  u n io n  ab o u t d i f f e r e n t  m eth ods an d a p p ro a c h e s  a v a i l a b l e  f o r  im pro v in g  

th e  q u a l i t y  o f  w ork in g  l i f e .  Th e B o li v a r  w o rk fo rc e  d id  n o t sho w much i n t e r ­

e s t  in  th e  r e s u l t s  o f th e  su rv e y  p h a s e ; o n ly  a  h a n d fu l o f  th e  w o rk e rs  e v e r  saw  

o r w an te d  to  s e e  th e  r e s u l t s  in c lu d e d  in  th e  F in a l  T e c h n ic a l R e p o r t .

D u ri n g  t h i s  same m onth , a s e m in a r  wa s h e ld  a t  th e  B o li v a r  p l a n t  to  i n i t i ­

a t e  e x p e r im e n ts  w it h in  v a r io u s  d e p a r tm e n ts . The  th r e e  da y s e m in a r was le d  by  

E in a r  T h o r s ru d , D i r e c to r  o f th e  N orw eg ia n  I n d u s t r i a l  Dem oc racy  P r o j e c t  in  O s lo , 

Norway . A ls o  c o n t r ib u t in g  w ere  B e r th  Jo n sso n , D i r e c to r  o f C o rp o ra te  P la n n in g  

a t  A. B. V olv o , an d th e  WIP p r o j e c t  s t a f f .  In  A p r i l  o f  1974 , e x p e r im e n ts  w er e in  

s t i t u t e d  by  th e  W orking  C om m it te e and  th e  p r o j e c t  s t a f f ,  w it h  f o r ty - tw o  v o lu n ­

t e e r s  fr om  th e  P o l i s h  an d B u ff , A ss em bly , an d P re -A ssem bly  d e p a r tm e n ts , to  t r y  

o u t new  a p p ro a c h e s  to  jo b  r e d e s ig n .  B oth  R o b ert  and  M arg a re t D u c k ie s  a c te d  

w it h  Mr. Jo hn  L y le , c h ie f  p la n t  e n g in e e r  an d fo rm er B o li v a r  p l a n t  m anager , as 

r e s o u r c e  p e o p le  f o r  th e  th r e e  e x p e r im e n ta l g ro u p s .

By J u n e , 1974, when th e  o r i g i n a l  A d v is o ry  B oa rd  o f  th e  p r o j e c t  me t a t  

th e  p l a n t  to  re v ie w  th e  e x p e r im e n ta l p h a se , i t  be ca me c l e a r  t h a t  th e  e x p er im e n ts  

w er e a  s u c c e s s  from  th e  w o rk e rs ' s t a n d p o i n t .  H ow ev er , th e  e x p e r im e n ta l g ro ups  

ha d r a i s e d  new p ro b le m s o f  w hat  to  do  w it h  p r o d u c t iv i t y  g a in s ,  c r e a t i n g  u n io n  

m em ber sh ip  i n e q u i t i e s ,  an d bow  t o  r e l a t e  th e s e  new chan g es  to  th e  c o l l e c t i v e

M a rg a re t D uck ie s was o f f i c i a l l y  app ro ved  a s  a f u l l - t i m e  p r o j e c t  s t a f f  member 
by  th e  W orking  Com m it te e s h o r t l y  q f t e r  t h i s  ti m e .
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b a r g a in in g  s t r u c t u r e .  F o r ex am p le , th e  t h r e e  e x p e r im e n ta l g ro u p s  made some 

c h an g e s  In  wor k m et ho ds and  p r o c e d u r e s ,  an d th e y  a l s o  In tr o d u c e d  a  new  r e ­

w ar d s y s te m . The g ro u p s  w ere  a ll o w e d  to  ch o o se  one o f  th e  fo l lo w in g  th r e e  

re w a rd s  i f  th e y  re a c h e d  t h e i r  p ro d u c t io n  s ta n d a rd  on  an y p a r t i c u l a r  day :

4

i . Going  home e a r l y  w i th  pa y f o r  a  f u l l  d a y 's  w or k (E arn ed  I d l e  
T im e);

2 . E a rn in g  e x t r a  pay  f o r  e x t r a  w or k b a se d  up on  g ro u p  p e rf o rm an c e  
(a  b o n u s ) ; o r

3 . E a rn in g  bonus h o u rs  f o r  w h a te v e r a  g ro up  w ante d  to  do  in  th e  
p la n t  ( e . g . ,  a t t e n d  e d u c a ti o n  c l a s s e s ,  go  to  th e  c a f e t e r i a ,  
e t c . )

Th e r e s u l t s  o f th e s e  w o rk e r o p t io n s  o r  "h a v in g  a say  in  th e  d e c i s io n ­

m ak in g p ro c e s s "  wa s t h a t  th e  e x p e r im e n ta l g ro u p s  in c re a s e d  t h e i r  p r o d u c t iv i t y  

a n d , in  som e c a s e s ,  d e c id e d  to  go  home e a r l y .  Th e m a jo r i ty  o f  o th e r  h o u r ly  

w o rk e rs  a t  B o li v a r  be ca me u p s e t  b e c a u s e  o f  wha t th e y  re g a rd e d  a s  an  

" in e q u i ty "  an d v o ic e d  de man ds  t h a t  ev ery o n e  in  th e  p l a n t  be  in c lu d e d  in  th e  

e x p e r im e n t.  B ec au se  o f  th e s e  i n e q u i t i e s ,  I r v in g  B lu e s to n e  m et  a t  B o li v a r  fo r

a  s p e c i a l  u n io n  m e e ti n g  to  d i s c u s s  th e  WIP an d th e  e x p e r im e n ta l g ro u p s  w it h

th e  l o c a l  l e a d e r s h ip  an d m em bers h ip . He e n co u ra g ed  th e  l o c a l  u n io n  to  c o o p e r­

a t e  and t r y  th e  e x p er im e n t s i n c e  th e  WIP wa s t r u l y  "a n  e x p e r im e n ta l p r o j e c t " ,  

A f te r  c o n s id e r a b le  d e b a t e ,  th e  u n io n  a g re e d  to  c o o p e r a te  d u r in g  t h i s  e x p e r i ­

m e n ta l p h a s e . W ith  th e  u rg in g  o f  I r v in g  B lu e s to n e  and  S id n e y  Har man , th e  

W or ki ng  C om m it te e d e c id e d  i t  c o u ld  n o t ex pa nd  th e  e x p e r im e n ta l p ro gra m s to  

th e  e n t i r e  p la n t  b e c a u se  o f  a nu m be r o f p ro b le m s ( i . e . ,  i n e q u i t y ,  s c h e d u li n g , 

yr la c k  o f  s ta n d a r d s  on  some j o b s ,  e t c . ) .

D u ri n g  th e  summer  o f  1974, t h e  e x p e r im e n ts  w ere  ex pan de d to  in c lu d e  ab o u t

s i x t y  p e o p le  in  th e  th r e e  d e p a r tm e n ts . Und er  th e  d i r e c t i o n  o f  Mr . S a n fo rd

B B e r l i n ,  V ic e - P re s id e n t  o f  Ha rman I n t e r n a t i o n a l ,  th e  to p  m an ag em en t o f  th e  p la n t  

a l s o  d e v e lo p e d  a new an d c o o p e r a t iv e  mode o f  w or k w hic h  h e lp e d  s u p p o r t th e  p ro ­

j e c t ’ s  d ev e lo p m en t.
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In  e a r ly  S ep te m ber,  1974 , a g ro u p  o f  B o li v a r  w o rk e rs  an d  m a n a g ers , UAW 

o f f i c i a l s ,  p r o j e c t  s t a f f  m em be rs , and  v a r io u s  acad em ic s  v i s i t e d  f a c t o r i e s  in  

Swede n an d Norwa y a s  a me an s o f  g a in in g  id e a s  c o n c e rn in g  jo b  r e d e s ig n  an d in ­

d u s t r i a l  dem ocr ac y fo r  th e  p r o j e c t .  I t  i s  i n t e r e s t i n g  to  n o te  t h a t  th e  wor k­

e r s  an d m anager s from  th e  B o li v a r  p l a n t  c o n s id e re d  th e  m ajo r b e n e f i t  o f th e  

t r i p  to  be  th e  o p p o r tu n i ty  to  o b s e r v e  p ro b le m s t h a t  c o u ld , an d s h o u ld , be  

a v o id e d . A no th er r e s u l t  wa s th e  r e q u e s t  by  th e  B o li v a r  man ag em en t t h a t  th e  

p r o j e c t  be  c o n ti n u e ^  u n t i l  a l l  th e  d e p a r tm e n ts  be came p a r t  o f th e  WIP.

An a d d i t i o n a l  r e s u l t  o f th e  S c a n d in a v ia n  t r i p  was th e  s u g g e s ti o n  o f  th e  UAW I n t e r ­

n a t i o n a l  to  s t a r t  i n i t i a l  i n v e s t i g a t i o n s  in to  an  e d u c a t io n a l  p ro gra m  f o r  th e

B o li v a r  w o rk fo rc e .

D u ri n g  su b se q u e n t m o n th s , th e  dema nd f o r  e x p e r im e n ta l g ro u p  e x p a n s io n  in  

te rm s  o f  E arn ed I d le  Tim e se em ed  to  re a c h  an  i n t o l e r a b l y  h ig h  l e v e l ;  ho wev er  

th e  1973-7 4 r e c e s s io n  h i t  th e  p l a n t ,  and  th e  s i t u a t i o n  wa s d r a m a t ic a l ly  chan ged . 

Th e p l a n t  s h u t down f o r  a p e r io d  o f  ti m e  an d th e  e x p e r im e n ta l g ro u p s  wer e d e c i ­

m at ed  b e c a u s e  o f la r g e  p la n t  l a y o f f s  d u r in g  th e  dow ntu rn  in  th e  a u to m o b il e  m ar ­

k e t .

I t  s h o u ld  be n o te d  t h a t  th e  co mpa ny  was  h a r d - h i t  by  th e  dow ntu rn  in  th e  

a u to  i n d u s t r y  d u r in g  t h i s  p h a se . A t h i r d  o f th e  w o rk fo rc e  was  l a i d - o f f  d u ri n g  

D ec em be r,  1974 an d J a n u a ry , 1975 . Y e t,  th e  WIP was  n o t aban doned  by  e i t h e r  

th e  comp an y o r  th e  u n io n . In  f a c t ,  i t  wa s expan ded  an d f u r t h e r  deve lo p ed  ( i . e . ,  

hum an gro w th  an d d e v e lo p m e n t) . Th e m ai n re a s o n  f o r  t h i s  se em s to  be  th e  new 

s t r u c t u r e s ,  p ro c e s s e s ,  an d r e l a t i o n s h i p s  ( i . e . ,  to p  le v e l  A d v is o ry  C om m it te e,  th e  

W or ki ng  C om m it te e , and th e  c o re  g r o u p s ) .  Macc oby c a l l s  t h i s  " s p i r i t "  an d 

s t r u c t u r e  (M acco by , 1 9 7 6 ).  T h is  m ig h t b e t t e r  be  c a l l e d  in c r e a s e d  l e v e l s  o f 

c o m m u n ic a ti o n , t r u s t ,  an d f a i t h  a t  th e  to p  c o r p o r a te  l e v e l ,  th e  UAW I n t e r ­

n a t i o n a l  l e v e l ,  an d th e  W or ki ng  C om m it te e co mpo sed o f lo c a l  u n io n  an d man ag e-



m en t mem be rs . Top c o r p o r a te  an d l o c a l  p l a n t  man ag em en t k e p t th e  w o rk fo rc e  

in fo rm e d  a b o u t th e  ec ono m ic  s i t u a t i o n  c r e a t e d  by  th e  eco nom ic  dow ntu rn  th ough  

th e  W or ki ng  C om m itt ee  an d th e  w o rk e rs  a c c e p te d  th e s e  f a c t s  a s  ec on om ic  n e c e s ­

s i t y .  D uri ng  th e  ec onom ic  a d v e r s i t y ,  th e  co mp any an d th e  u n io n  j o i n t l y  s e n t  a 

l e t t e r  to  l a i d - o f f  w o rk e rs  i n v i t i n g  t h e i r  p a r t i c i p a t i o n  in  a f u tu r e  i n - p l a n t  

s c h o o l .  T h e re fo r e , in c r e a s e d  l e v e l s  o f c o r .n u n ic a t io n , t r u s t ,  an d f a i t h  w er e

d e m o n s tr a te d . T hes e new  s t r u c t u r e s ,  p r o c e s s e s ,  and  r e l a t i o n s h i p s  a r e  shown 

by  com pari ng  an d c o n t r a s t i n g  D ia gra m s I  an d I I .  T hes e d ia g ra m s  a re  d is c u s s e d  

e ls e w h e re  (s e e  Herman  an d M ac y,  1 9 7 7 ).

WIP Goes P la n t- W id e : 1 s t  Y ear

Ev en  w it h  th e  m a ss iv e  l a y o f f s  th a t  r e s u l t e d  from  th e  r e c e s s io n  in  th e  

f a l l  o f  1974, th e  gro w in g  p r e s s u r e s  from  th e  w o rk e rs  ( i . e . ,  th o s e  who w er e 

l e f t  a t  th e  p la n t  a f t e r  th e  l a y o f f s )  o u t s id e  th e  th r e e  e x p e r im e n ta l g ro ups  

i n c r e a s e d .  In  F e b ru a ry , 1 9 7 5 , i t  wa s d e c id e d  t o  ex pan d th e  WIP g r a d u a l ly  to

in c lu d e  th e  e n t i r e  f a c t o r y .  T h is  was a c c o m p li sh e d  by  m ea ns  o f  th e  c r e a t i o n  o f  

a " c o re  g ro up" in  each  d e p a r tm e n t to  a n a ly z e  w or k an d d e v e lo p  id e a s  f o r  wor k 

im pro vem ent.  The  g o a ls  o f  th e  33 c o re  g ro u p s  th ro u g h o u t t h e  p l a n t  w er e t o :

1 . Ex pa nd  th e  WIP to  in c lu d e  a l l  p ro d u c ti o n  ( d i r e c t  la b o r )  d e p a r t ­
m en ts  a lo n g  th e  g e n e r a l  g u id e l in e s  o f  th e  t h r e e  o r i g i n a l  e x p e r­
im e n ta l g ro u p s ;

2 . B eg in  m e e ti n g s  and. e x p e r im e n ts  in  th e  i n d i r e c t  l a b o r  an d man ag e­
men t d e p a r tm e n ts ; an d

3 . S t a r t  a b ro a d  e d u c a t io n a l  pro gra m  f o r  e v e ry o n e  who was  i n t e r e s t e d .

T h is  c o re  gro up  in v o lv e m e n t an d chan ge p ro c e s s  was u n d e r ta k e n  w it h  l a y o f f s  

e x c e e d in g  300 (a p p ro x im a te ly  33  p e r c e n t  o f  th e  h o u r ly  w o rk fo r c e ) .  The  o n - s i t e  

p a r t i c i p a n t - o b s e r v e r s  w ere  eng ag ed  in  h o ld in g  m e e ti n g s  w i th  th e  33 c o re  g ro u p s , 

e a c h  co mpo sed o f  s p e c i f i c  p e o p le  from  w ork fl ow  " l in k a g e "  o r  c o o rd in a te d  d e p a r t ­

m en ts  in  th e  p la n t  to  in fo rm  a l l  o f  th e  p e o p le  in  th e  g ro u p  a b o u t th e  WIP an d

to  s e e  i f  th e y  w an te d to  p a r t i c i p a t e  in  i t .  T hese  c o re  g ro u p s  w ere  co mpo sed 

o f  an  im m edia te  s u p e r v i s o r  o r  fo re m an , a sh op s te w a rd , and  p e o p le  a p p o in te d  o r
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e le c te d  by  th e  d e p a r tm e n t from  w hic h  th e  c o re  g ro up  o r i g i n a t e d .  T hese  c o re  

g ro ups  w ere  in fo rm ed  ab o u t th e  WIP by  th e  p r o je c t  s t a f f  th ro u g h  w eek ly  m eet­

in g s  w hic h  co v ere d  how , whe n,  an d w here  th e  WIP g o t s t a r t e d ;  th e  p r o g r e s s  o f

th e  p ro g ra m ; and' w he re  i t  was  h e a d e d . Th e B o li v a r  p la n t  d e v o te d  o v e r 1100

p a id  h o u rs  th ro u g h o u t th e  e ig h t  to  te n  w ee ks  o f t h i s  o r i e n t a t i o n  to  th e s e

c o re  g ro u p s . Th e c o re  g ro u p s  w ere  to  c a r r y  t h i s  sam e m es sa ge to  me mb ers o f

t h e i r  d e p a r tm e n ts .

D uri ng  t h i s  sam e p e r io d  o f c o re  gro up  s t a r t - u p  an d o r i e n t a t i o n ,  th e  >

W or king  C om m it te e , to p  comp any m an ag em en t,  an d UAW o f f i c i a l s  d is c u s s e d  th e

e v e r  tr o u b le s o m e  i s s u e  o f  w hat  to  do  w it h  E ar ned  I d l e  Tim e (E IT ) . T h is

p ro b le m  was  f i n a l l y  r e s o lv e d  by a  p ro c e d u re  w hic h  a ll o w s  w o rk e rs  an d f o r e ­

men in  e ac h  d e p a r tm e n t to  p ro p o s e  an  EIT p la n  f o r  how su ch  ti m e  w i l l  be

g a th e re d  an d u s e d . The g u id e l in e s  f o r  d e p a r tm e n ts  s u g g e s te d  t h a t  EI T may

be  u sed  to  le a v e  th e  p la n t  e a r l y ,  t o  d i s c u s s  w o r k - r e l a te d  m a t t e r s ,  o r  in  edu - 
11

c a t io n  p ro g ra m s. Any EIT p la n  m us t b e  app ro ved  by  th e  W or ki ng  C om m it te e.

T h is  p ro c e d u re  was app ro ved  th ro u g h  th e  c o l l e c t i v e  b a r g a in in g  p r o c e s s ,  th u s  

r e a f f i r m in g  th e  u n io n 's  r o l e  in  d e te rm in in g  re w a rd s . In  A p r i l ,  1975 , th e

u n io n  c o n d u c te d  an  o f f i c i a l  r a t i f i c a t i o n  v o te  to  d e c id e  th e  " f a t e "  o f th e

WIP. F o ll o w in g  a  p la n t- w id e  u n io n  m em ber sh ip  v o te  h e ld  in  th e  p l a n t  c a f e t e r i a ,  

th e  WIP an d th e  EIT e x p er im e n t w en t p la n t - w id e .  Th e v o te  wa s 80  p e rc e n t fo r  

an d 20  p e r c e n t  a g a in s t  th e  WIP ( i . e . ,  325 u n io n  me mb ers v o te d  " y e s "  an d 79 mem­

b e r s  v o te d  " n o " ) .  T h is  p o s i t i v e  v o te  f o r  th e  WIP ( s p e c i f i c a l l y  f o r  th e  EIT  p la n )

I ?

I t  was  d e c id e d  by  th e  W or ki ng  C om m it te e , w it h  s t r o n g  a d v ic e  fr om  th e  th r e e
me mber A d v is o ry  C om m it te e , n o t to  a ll o w  w o rk e rs  to  g a in  a f i n a n c i a l  bo nus
by  in c r e a s in g  o u tp u t abo ve th e  s ta n d a r d  b e c a u s e , d u r in g  th e  r e c e s s io n ,  t h i s
w ou ld  le a d  to  l o s s  o f  jo b  s e c u r i t y  f o r  i n d iv id u a l  w o rk e rs . P r e s e n t ly ,  o v e r fL
70 p e r c e n t  o f  th e  d i r e c t  an d i n d i r e c t  la b o r  f o r c e  a t  B o li v a r  a r e  r e c e iv in g
EIT an d g o in g  home e a r l y .  T h e re  s t i l l  i s  no  f i n a n c i a l  in c e n t iv e  o p ti o n  in
th e  WIP . A cco rd in g  to  a B o l iv a r  E d u c a ti o n  C om m itt ee  r e p o r t ,  a p p ro x im a te ly
20 p e r c e n t  o f  th e  w o rk fo rc e  h a v e  a t te n d e d  e d u c a t io n a l  c l a s s e s .



d id  no t ha ve  f u l l  su p p o rt  o f some members on th e  Wo rking Co mmittee , to p  com­

pany  le a d e r s , and  unio n o f f i c i a l s .  However , be ca use  th e  lo c a l  memb ership  

wan ted i t ,  th e se  pow er fu l fo rc e s  dec id ed  no t to  b lo ck  i t ,  ba se d upon some of 

th e  WIP p r in c ip le s  ( e . g . ,  in d iv id u a l iz a t io n  and de m oc ra cy ).

To co u n te rb a la n ce  th e  EIT prog ram, a f r e e  in - p la n t  ed u ca ti o n  pro gram  b e­

ga n d u ri ng  th i s  p e r io d . The sc hool a t  th e  B o li v a r f a c to ry  grew ou t o f th e  ex ­

p e ri m en ta l g ro ups,  th e  "ch a rg e"  gi ve n to  th e  co re  g ro u p s,  and  a " f e l t  ne ed " by 

some members o f th e  Work ing  Co mmittee , th e  p r o je c t  s t a f f ,  and  th e  A dv isor y Com­

m itt e e  to  make th e  WIP so m et hi ng  in  a d d it io n  to  "g o in g  home e a r ly " . The sc hool 

has cou rs es ra ng in g  fro m in d u s t r i a l  e n g in ee ri n g  to  f i r s t - a i d  to  ty p in g . Th ese 

co u rs es  a re  h e ld  d u ri n g  ti m e ga in ed  by w or ke rs  when th ey  re ac hed  p ro d u c ti o n  

s ta n d a rd  and  th ro ugh  im prov em en ts in  work m et ho ds . They a re  hel d  b e fo re  o r 

a f t e r  th e  beg in n in g  of th e  s h i f t .  The co u rs es  a t  th e  Harman sc hool a re  th o se  

p e t i t io n e d  by th e  w o rk ers . In  some c a s e s , w o rk ers , m an ag er s,  fo rem en , and o u t­

s id e  th i rd  p a r t i e s  a re  th e  te a c h e rs . The sc hoo l has  th e  co o p e ra ti o n  o f th e  

Hardeman County v o c a ti o n a l ed u ca ti o n  pr og ram , wh ich pa ys  te a c h e rs  of  ap pr ov ed

c o u rse s .

A fu l l - t im e  sc hoo l c o o rd in a to r , Mr. Lo ren F an ner , was h ir e d  by  th e  Workin g 

Comm ittee to  se rv e  a s a member o f th e  p r o je c t  s t a f f  in  co o rd in a ti n g  th e  v a r io u s  

e d u c a ti o n a l prog rams a t  th e  p la n t . Du rin g th e  in - p la n t  sc hoo l s t a r t - u p ,  th e  

WIP seemed to  slo w down a g a in  and  co n seq u en tl y , a se a rc h  fo r  new a l t e r n a t iv e s  

be ga n to  ta k e  sh ap e.

A Sea rc h Fo r New D ire c t io n s  and S el f- R en ew al : 2nd  Yea r o f  EIT
12

Ph as e V (J an u a ry , 1976 to  Decem ber , 197 6) b ro ught a new di m en sion  to  

th e  WIP. In  se a rc h  o f o th e r  work in n o v a ti o n s  ( e .g . ,  a l t e r n a t i v e s  to  EIT) and

The B o li var WIP, as o f A ug us t,  19 77 , c o n ti n u es  to  se a rc h  fo r  new d ir e c t io n s  
and  s e lf - re n e w a l.  The f iv e  d i s t i n c t i v e  phas es  a re  co n cep tu a li ze d  ac co rd in g  
to  ch an ge  a c t i v i t i e s  p e r ta in in g  to  a n a ly s is  and  r e p o r t  w r i t in g  p u rp ose s.

12
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to  mee t c u r r e n t  ec on om ic  s i t u a t i o n s  ( i . e . ,  lo s in g  a p o t e n t i a l  s a l e s  c o n t r a c t

to  a  n o n -u n io n iz e d  com pan y b e c a u se  o f  a  h ig h e r  su b m it te d  B o li v a r  b id  o r  q u o te ) ,

Harma n I n t e r n a t i o n a l  an d th e  UAW j o i n t l y  d e te rm in e d  som e p l a n t  e f f i c i e n c y  r a t e s  

.. 1 3
an d s h a re d  p r o f i t a b i l i t y  in fo r m a ti o n  f o r  an  A Bo dy" ty p e  m i r r o r .  Th e com­

pa ny an d th e  I n t e r n a t i o n a l  UAW j o i n t l y  m easu re d  v a r io u s  e f f i c i e n c y  r a t e s  a t  

B o li v a r  in v o lv in g  o v e r 70 jo b s .  The o b j e c t i v e  wa s to  lo w er th e  o r i g i n a l  com­

pa ny  b id  ( i . e . ,  lo w e ri n g  th e  v a r io u s  co m ponen t c o s t s  t h a t  c o m p ri se  th e  p ro d u c t 

c o s t s ,  su ch  a s  s c r a p ,  do w ntim e,  m a in te n a n c e  an d r e p a i r ,  m a n u fa c tu r in g  s u p p l i e s ,

e t c .  an d e n s u r in g  t h a t  e f f i c i e n c y  r a t e s  w ere  n e i t h e r  lo o s e  n o r t i g h t ) .  I f  t h i s  

j o i n t  u n io n  an d man ag em en t e f f o r t  was  s u c c e s s f u l ,  a p o s s ib le  s a v in g s  o f  70  jo b s  

to  th e  u n io n  an d a  r e tu r n  o f  th e  "A Bod y"  b u s in e s s  to  Harman I n t e r n a t i o n a l  was

f e a s i b l e .

Th e I n t e r n a t i o n a l  UAW an d th e  B o l iv a r  p la n t  c o n t r o l l e r  met  to  d i s c u s s  v a r ­

io u s  m eth ods to  d e c re a s e  th e  "A Bo dy" b i d .  D uri ng  t h e i r  d i s c u s s io n s  an d su b se ­

q u e n t m e e ti n g s , th e  com pan y s h a re d  p r o f i t a b i l i t y  in fo r m a ti o n  w it h  th e  UAW. In  

a d d i t i o n ,  th e  p l a n t  m an ag em en t, in  c o n ju n c t io n  w it h  to p  c o r p o r a te  o f f i c i a l s  an d 

th e  UAW, rA is e d  th e  s ta n d a rd  r a t e s  on  som e jo b s .  C o n se q u e n tl y , th e  "A Bo dy" con ­

t r a c t  wa s aw ar ded  to  Harman  I n t e r n a t i o n a l .  I t  i s  v e ry  d o u b tf u l t h a t  th e  com pan y 

co u ld  hav e  re d u c e d  i t s  o r i g i n a l  b id  on  th e  "A Body"  m ir ro r  an d r e c e iv e d  th e

c o n t r a c t  w it h o u t th e  d i r e c t  i n t e r v e n t i o n  by  th e  u n io n .

T h is  c o l l a b o r a t i v e  "A Bo dy" e f f o r t  b ro u g h t th e  comp any an d th e  u n io n  in to  

h a rd  d i s c u s s io n s  f o r  a p o t e n t i a l  j o i n t  C o s t- S a v in g -S h a r in g  P la n  (C SSP). T h is  

CSS P, a ty p e  o f S can lo n  p la n ,  wa s to  in c lu d e  a s p e c t s  o f  q u a l i t y ,  dow ntim e, m ai n­

te n a n c e  an d r e p a i r ,  an d s u p p l ie s ;  u n f o r t u n a t e l y ,  th e  comp any an d th e  u n io n  hav e 

been  u n a b le  to  a g re e  on  th e  co m po ne nt  a s p e c t s  an d th e  fo rm u la  b a se  f o r  th e  CSSP. 

I t  se em s t h a t  th e  main d i f f i c u l t i e s  s te m  fr om  th e  i n a b i l i t y  to  a g re e  on  common

I

I ?

*

A p a r t i c u l a r  ty p e  o f B o li v a r  m ir ro r  w o r th  a p p ro x im a te ly  $5 m i l l i o n  in  s a l e s .
13
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compone nt a sp e c ts  r a th e r  th a n  th e  j o in t  sh a r in g  fo rm ula .

Dur ing th i s  pha se , th e  co n ti nued  need fo r  th e  o u ts id e  th i r d  p a r ty 's  ( i . e . , 

th e  WIP p ro je c t s t a f f )  in vo lv em ent,  th e  i n s t i t u t i o n a l i z a t i o n  o r pe rm anency of  th e  

WIP and  th e  Working Co mmitt ee , and th e  ne ed  fo r core  gr ou ps  was debat ed  a t  con­

s id e ra b le  le n g th . This  was n o t th e  f i r s t  tim e d u ri n g  th e  s ix  y ear e x is te n c e  o f 

th e  B o li v a r p ro je c t th a t  pe rm an en cy  and th e  con ti nued  in vo lv em en t o f th e  th ir d  

p a r ty  had  be en  d is c u s s e d . In  f a c t ,  th e  o n - s i te  p ro je c t s t a f f  ha d in te nded  to  

le a v e  a t  l e a s t  two a d d i t io n a l  ti m es p r io r  to  t h i s  phase . Each tim e ho we ver, th e  

Work ing  Comm ittee and  th e  A dvis ory  Comm ittee re q u e ste d  them to  c o n ti n u e  t h e i r

work a t B o li v a r.

Dur ing May, 19 77 , th e  p r o je c t  s t a f f  ra is e d  some p o s s ib le  fu tu re  a l te r n a t iv e s  

re g a rd in g  th e  per ma nency  and  s e lf - re n e w a l a sp e c ts  o f th e  WIP. In  d is cu ss io n s  w ith  th e  

Wo rking Co mm itte e, th e  fo ll o w in g  fo u r a l te r n a t iv e s  were s ta te d  by  th e  p ro je c t

s t a f f :

A lt e rn a ti v e  1 : L et th e  Work Imp rov em ent  Prog ram  come to  an  end in  
Decem ber of 1978 o r b e fo re . Thi s do es  n o t ha ve  to  mean an  end to  
what we s ta r t e d ;  ear ned  tim e could  c o n ti n u e  and th e  e d u ca ti o n  pr o­
gram co ul d c o n ti n u e . The s t ru c tu re  th a t co n ti n u e s  wo uld  be  on ly  
to  m ain ta in  wh at has a lr e a d y  be en  s t a r t e d ,  j u s t  as th e  c r e d i t  un io n 
ha s a s t ru c tu re  to  ke ep  i t  goin g.

A lt e rn a ti v e  2 : E v ery th in g  t h a t 's  be en  ac co m plish ed  c o n ti n u e s . The 
s tr u c tu re  o f th e  Work Improv ement  Prog ram  -  th e  c o re  g ro ups , th e  
workin g co m m it te e,  an d th e  adv is o ry  co m m itt ee  -  c o n ti n u e  to  fu n c ti o n , 
in c lu d in g  fo r  th e  purp ose  o f o f f e r in g  o p p o r tu n i ti e s  fo r  id e a s  th a t 
come up to  be  exp re ss ed  and  d is c u sse d . The  purp ose  o f th e  s tr u c tu re  
i s  to  re sp on d to  su ch  id eas  but n o t to  i n i t i a t e  them .

A lt e rn a ti v e  3 : The  s t r u c tu r e  o f th e  prog ram -  co re  g ro ups , wo rk ing 
co mmitt ee , and th e  a d v is o ry  co mmitt ee  -  ta k e s  th e  i n i t i a t i v e  to  
de ve lo p new pr og rams wh ich a re  p re sen te d  to  em ploy ee s fo r  t h e i r  re ­
a c t io n , d is c u s s io n , and re fi n em en t.  Where t h e r e 's  c l e a r  i n t e r e s t ,  
th e  prog rams  a re  p u t in to  e f f e c t .  The c o s t- s a v in g s -s h a r in g  p la n , 
th e  de ve lopm en t o f p r o f i t  c e n te rs  in  th e  p la n t ,  and [t h e  fo rm er  
c o n t r o l l e r 's ]  p ro p o sa l a t  th e  l a s t  Work ing  Co mm itte e m ee ting fo r 
o ff e r in g  a v a r ie ty  o f s e rv ic e  re so u rc e s  a re  a l l  pr og ra m s o f th is  
ty pe .

3
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A l te r n a t iv e  4 : The s t r u c tu r e  o f th e  Work Im prov em en t Pr og ra m , 
p a r t i c u l a r l y  th e  w ork in g co m m it te e , encoura ges th e  means  an d th e  
p ro c e s s  by  wh ich p eo p le  ca n a n a ly z e  t h e i r  wo rk p ro c ess  an d s i t u ­
a t i o n s ,  and dev el op a l t e r n a t i v e  ways o f do in g  them . T h is  a l t e r ­
n a t iv e  does  no t g e t in  th e  way o f doin g any o f th e  o th e r s .  I t  
i s  th e  a l t e r n a t i v e  th a t  i s  th e  m os t d i f f i c u l t  and r e q u ir e s  th e  
m os t wo rk and r e q u ir e s  th e  m os t i n i t i a t i v e  on  th e  p a r t  o f  th e  
w ork in g co m m it te e.  (Taken  from  B o li v a r  Work ing  Co mmitt ee  
t r a n s c r i p t .  May 17 , 1977).  .

The  p r o je c t  s t a f f  seem  to  f e e l  th a t  a l t e r n a t i v e  A i s  more p r e c i s e ly  in  l in e

w it h  th e  o r i g in a l  fo u r p r in c ip le s  and i d e a l s  o r v a lu e s  o f th e  WIP. The y seem

to  be  su g g e s ti n g  t h a t  th e se  a l t e r n a t i v e s  f o r  s e l f - re n e w a l  ne ed  to  be s tu d ie d

and in v e s t ig a te d  by  th e  Workin g Com m itt ee  in  o rd e r  fo r  them to  o b ta in  i n s t i ­

t u t i o n a l i z a t i o n  o f th e  WIP a t  B o li v a r .

Of c o u rse , on e o f th e  c r u c ia l  a s p e c ts  o f th e  c u r re n t  B o li v a r  re new al e f f o r t  

w i l l  be  t r y in g  to  an sw er  th e  fo ll o w in g  q u e s t io n s :  1) Are th e  members of th e

Work ing  Co mmitt ee  and th e  A dvis ory  Com mitt ee  th e  on ly  p eop le  i n te r e s t e d  and  

co mm itt ed  to  se e in g  th e  WIP co n ti n u e?  2)  Does th e  Workin g Com mitt ee  i n i t i a t e  

ch an ge  o r w a it  f o r  th e  B o li v a r w o rk fo rc e  to  i n i t i a t e  ch an ge ? 3) Where sh ould  

th e  WIP le a d e r s h ip  em an ate fro m ( i . e . ,  to p  c o rp o ra te  and to p  u n io n  l e a d e r s h ip , th e  

p r o je c t  s t a f f ,  o r  w it h in  th e  B o li v a r p la n t ) ?  T her e a re  some in d ic a t io n s  th a t  

th e  B o li v a r w o rk fo rc e  i s  on ly  i n te r e s t e d  in  th e  EIT  p la n . I f  t h a t  i s  th e  c a s e ,

do th e  peo p le  on  th e  f lo o r  wa nt  th e  WIP to  c o n ti n u e ?  And i f  so , in  wh at  form

and  how?

In  an a tt e m p t to  e la b o ra te  on a l t e r n a t i v e  4 above, th e  o n - s i t e  p r o je c t  17

s t a f f  s t a t e d :

Fo r t h i s  a l t e r n a t i v e ,  p a r t i c i p a n t s  mus t be  so ught o u t.  We can not f
j u s t  w a it  fo r  people  to  come  fo rw ard . Time  has to  be  s e t  a s id e
f o r  p e o p le  to  work on t h i s  a l t e r n a t i v e .  Time and p la c e  f o r  th e
d is c u s s io n s  to  ta k e  p la c e  h a s  to  be  s t r u c tu r e d  and  i t  w i l l  n o t
hap pen  sp o n ta n eo u s ly . T h is  a l t e r n a t i v e  in v o lv e s  l i s t e n i n g  to
p e o p le , l i s t e n i n g  beyo nd  j u s t  h av in g  an  op en  e a r .  I t  in v o lv e s
a sk in g  q u e s ti o n s  and s t im u l t a t i n g  p eo p le  to  th in k  abou t t h e i r
wo rk  so  th a t  ever yone wor ks  to g e th e r .  The  p ro c e ss  in v o lv e s
p e o p le  m ee ti ng  on a r e g u la r  b a s i s  to  do th e  fo ll o w in g : 1) d e -
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scribe what they do at work; 2) understand the reasons for their 
jobs and the way  their work is done, to get information about 
what they do not know or understand; 3) to learn about such things 
as their part in the overall production process; the process of 
running a business; the reasons for particular methods, standards, 
supplies, equipment, etc.; 4) to examine all of this critically;
5) to weigh and think about the alternatives to the present situ­
ation; 6) to try out new ways of doing things if any that seem 
better come out of this discussion; 7) to evaluate all the effects 
of the alternatives that are tried. (Taken from Bolivar Working 
Committee transcript, May 17, 1977).

As the Bolivar WIP begins its sixth year, the above questions are some 

of the critical issues facing the institutionalization and self-renewal of 

the project. The last two sections of this paper attempts to provide a summary 

view of the initial results of the Bolivar WIP and disucsses the processes

for diffusion, institutionalization, and renewal efforts.

IMTITIAL RESULTS1 4

Even though the ISR assessment program has been operational since the fall

of 1974 , any definite conclusion about what has happened at Bolivar will come 

from many viewpoints. Among them will be: 1) the corporate and local manage­

ment, 2) the international and local UAW, 3) the project staff, 4) the Bolivar 

workforce, and finally, 5) the assessment team. Until all of the data described 

in Tables 1 and 2 have been fully analyzed, it is premature to indicate finally what 

happened at Bolivar. Still, some data can be looked at. The initial findings 

regarding absences and accidents are negative. In comparison to the base per­

iod, absences and accidents have increased; however, this might be caused by a 

substantial increase in employment during the project life and by the newness of the 

workforce (i.e., more absences and accidents) that the Bolivar plant hired during the 

period. In other words, the workforce composition decreased in callbar from the base 

line throughout the assessment period which significantly changed the absence and

These are termed initial results until the final ISR report is avaiable.
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a c c id e n t r e s u l t s .  Ho we ver, tu rn o v e r  has d e c re ased  and p ro d u c t q u a l i ty  and 

e f f i c ie n c y  o r  p ro d u c t iv i ty  seem s to  ha ve  in c re a s e d . D uring t h i s  same p e r­

io d , g r ie v a n c e s  ha ve  g e n e ra ll y  d e c l in e d .

I t  a ls o  see ms  a p p a re n t t h a t  p r o d u c ti v i ty  has in c re a s e d  s i g n i f i c a n t l y  

in  th e  o r i g in a l  ex p eri m e n ta l g ro ups comp are d to  c o n tr o l  g ro ups a lt h o u g h  

e x ac t f ig u r e s  a re  not ye t f i n a l i z e d .  G e n e ra ll y , Ear ne d I d le  Time has  made 

i t  a n e c e s s i ty  to  re ach  s ta n d a rd  in  some d ep art m en ts , whe re  b e fo re , t h i s  

r a r e ly  o c c u rre d ; th e r e f o r e  e f f i c ie n c y  hae  in c re a se d  th ro u g h o u t th e  p la n t .

In  a d d i t io n ,  o b se rv a ti o n  by th e  ISR s t a f f  in d ic a te  th a t  th e  d epart m en ts  

o r  g ro ups do fu n c ti o n  w it h  l e s s  re g im e n ta ti o n . The fo re m en  p o l ic e  l e s s ,  le a v ­

in g  i t  up to  th e  w ork er s in  th e  gr ou p to  d ec id e  when to  s to p  o r s t a r t  so m eth in g . 

S e v e ra l ha ve  s a id ,  "T her e  i s  mor e fr eedom ."  Whe re b e fo re  th e  pr og ram s t a r t e d  

th e  w ork ers  were c lo s e ly  s u p e rv is e d , th e  work gro ups now o p e ra te  w it h  th re e  

b a s ic  no rm s:  1) The w ork er  sh o u ld  be  l e f t  a lo n e  and n o t b o th e re d , 2) The 

w ork ers  sh ould  pro duc e to  s ta n d a rd , and 3) th e  w ork ers  sh o u ld  pro duce  q u a l i ty  

p a r t s .  The  p ro cess  and p ro c ed u re  to  mee t th e  ab ov e no rm s a re  l e f t  up to  th e  

w o rk e rs . Ther e i s  a f e e l in g  on th e  p a r t  o f th e  B o li v a r  ma nagem ent th a t  th e  

m a jo r i ty  o f  th e  w ork er s f e e l  more in v o lv ed  in  t h e i r  jo b  an d in te r e s te d  in  t h e i r  

work.  Th ey seem  to  be  mo re i n t e r e s t e d  in  house keep in g  an d because  of t h e i r  

p r id e  o f  ow ners h ip , th ey  seem to  be  mo re in te r e s t e d  in  p ro d u c in g  a q u a l i ty  

p ro d u c t .

I t  f s  a ls o  i n te r e s t in g  to  n o te  th a t  many gro ups ha ve  been  sp en din g t h e i r  

f r e e  tim e d is c u s s in g  t h e i r  wo rk  and p o s s ib le  ways to  im pr ov e i t .  W ithin  th e  

g ro up , th e r e  i s  a s tr o n g  se n se  o f  team wo rk . One member o f  a gr ou p in d ic a te d  

th a t  t h i s  in  i t s e l f  g iv e s  h i s  jo b  mo re mea ning  and i s  th e  re aso n  he  no lo n g e r 

com es to  th e  p la n t  f e e l in g  " I  c a n 't  fa c e  i t . "  One l in e  o f  th e  o r ig in a l  as se m­

b ly  ex peri m en t re co rd ed  a l l  o f  t h e i r  d e la y s  w it h  re a so n s  f o r  ea ch  d e la y . T his  

k in d  o f r e p o r t  (n ever  do ne  b e fo re )  was  ex tr em ely  u s e fu l  in  c o r re c ti n g  th e  de­

la y  pro ble m s in  As sembly.



Overall the Bolivar project seems to be producing a number of important 

results: 1) Perhaps the most impressive thing about the project is that a 

climate of experimentation, trust, and faith has been produced in the organi­

zation. One of the great unknowns in organization change research is how this 

is done. At the moment w e are not ready to indicate why, but it has beer 

created, and it is producing some fairly exciting changes.

The major unknown at Bolivar is whether self-renewal lies in the future.

2) Perhaps the biggest change at Bolivar is the general commitment to the 

project by local management and local union representatives and by top corpor­

ate and top union officials. At the start, the project had strong corporate 

support, but lacked strong commitment from local management. Over the course 

of the project there has been a marked increase in the cooperation and support 

at the plant level and the resulting union-management ownership of the program 

is showing many benefits. This is not to indicate the adversary relationship 

between union and management has vanished. It has not. The union still grieves 

contract issues; however the "spirit" or climate for problem solving in which 

grievances are handled has improved. Moreover, it is clear that the union 

feels a high level of ownership over the project and clearly feels responsible for 

what happens as a result. This orientation of joint problem solving has pro­

duced a relationship between union and management which is characterized by 

the statement, "How can we get things accomplished?"

The heavy union involvement at Bolivar makes it a particularly important 

experiment. It is both a complicating and a reinforcing factor. The union 

commitment almost guarantees that something will happen in the long run. The 

union will continue to encourage Bolivar's management to make the program spread 

and be all inclusive. This organized union pressure for change, in fact, means

the program will proceed faster than would a non-union situation.



After assessing the pluses and minuses of the WIP at Bolivar, I tend to 

believe that there has been a net gain in the work system and concrete oppor­

tunities for employee growth. Still, I remain cautious about institutionali­

zation of the change effort and the ability of the internal system to generate 

the capacity for continued self-renewal. In the final analysis, any overall as­

sessment will have to await a verdict from the various parties to the experiment. 

POSSIBLE LESSONS LEARNED FOR DIFFUSION AND SELF-RENEWAL

When looking at the spreading of work innovations, the following assump­

tion is critical: If innovation is successful or effective, it will be adopted 

and used by others within and outside the organizational entity from which it 

originated. Most union leaders and managers would expect that a changed organi­

zational system, such as the Bolivar WIP, that is working better than the one 

it replaced will be recommended by supervisors and workers. Experience at 

Bolivar, however, shows that this is not always the case. Workers like EIT; 

foremen and supervisors, who do not receive EIT, see EIT as causing problems 

such as cheating on production figures, Increasing scrap, causing the supervisor 

to become a checker of quantity and quality, etc. It is possible that the benefits 

derived by the hourly workers are nullified and offset by competing and conflicting 

management demands.

Walton (1975) presents a general model for work diffusion with seven as­

pects or steps that one might use to evaluate the activities at Bolivar. Ac­

cordingly, the following analysis could be done:
Aspects of a Diffusion Model’

1. Initiative of the pilot 
experiment

2. Pilot experiment declared 
early success

Evaluation of the Bolivar WIP
According to tlie Seven Aspects

1. Bolivar volunteers with 
dependency upon the project 
staff

2. Bolivar workforce liked the ri 
ward system (EIT); overall ev< 
uation criteria between wo rk ­
force and top level committee 
in conflict

Adapted from R. Walton, Organizational Dynamics. Winter, 1975, pp. 5-10.
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Aspects of a Diffusion Model

3. Recognition and resources 
provided for future work 
innovations

4. Intensified interest in 
work innovation aroused

Evaluation of the Bolivar WIP
According to the Seven Aspects

3. Top level management blessing

1

<
5. Change ag en ts’ intervention 

spreads throughout the 
corporate and union system

6. Facllitative networks 
developed

7. Personnel movement occurs

4. World-wide publicity; 
company begins other work 
innovation projects in 
California and Europe; 
union uses WIP as a "learning 
model"

5. Project staff works with other 
corporate units; no other 
on-site work innovations with 
other UAW locals

6. Advisory Committee; Working 
Committee: and Core Groups 
(although Core Groups have 
been inactive for most of 
the Bolivar WIP)

7. Change in Bolivar plant manager; 
change in UAW regional director; 
Sidney Harman becomes Under 
Secretary of Commerce

€

)

In conjunction with the above analysis, four factors seemingly had a 

depressing effect on the Bolivar system during 1975-76. First, the Working 

Committee relied on the on-site project staff to convene most Working Committee 

and core group meetings, to act as secretary for the Working Committee, to set 

WIP and Working Committee agendas, and to generally probe into the Bolivar 

system for possible future work innovations. The local plant management felt 

that they were too busy with other management problems (i.e., making produc­

tion, reducing scrap, etc.) to carry forth the required everyday change activ­

ities. Second, the Working Committee seems to lack facilitative and certain 

leadership skills. This is demonstrated by the project staff's elaboration 

of alternative 4 previously mentioned. The Working Committee seemingly wants 

the Bolivar workforce to initiate work innovations and bring these ideas to 

the Committee. This might be possible if the core groups were a working and



236

-24-

effective body or mechanism for organizational renewal; unfortunately, they 

have not been meeting regularly for over two years. Thirdly, the Working 

Committee and the Advisory Committee could not agree upon the components 

and formula base for the Cost-Saving-Sharing Program. After over eighteen 

months of formulating plans and figures, the question of how to combine the 

contractual collective bargaining process with the WIP is still undecided. 

Fourth, Dr. Sidney Harman, a strong company force behind the program from 

the beginning, has relinquished the presidency of Harman International.

Thus, his strong commitment (financially and morally) and active involvement 

is absent from the Advisory Committee and from top management.

These four factors help explain the search for self-renewal through­

out Phases IV and V. However, more significant is the seeming absence of po­

tent corrective devices for generating self-renewal. Nevertheless, there are 

many capacities for improving the system. For example, some of the following 

alternatives could be explored:

1. Have the Working Committee take an active role initiating work 
innovations, be responsible for organizational self-renewal, 
and actively seek out change;

2. Institute regular plant-wide forums (similar to the core group 
meetings in Phase IV) to bring various ideas to the Working 
Committee. This might work similar to TVA’s task force con-

3. Seek hourly and salaried work innovations where each mutually 
share;

4. Investigate the absence of mechanisms for dealing with plant-wide 
issues (e.g., lack of involvement and commitment of the
Bolivar workforce to the WIP except in terms of the EIT plan);

5. Seek alternatives to counterbalance the complete reliance on 
the project staff to initiate change and renewal efforts;

See The Quality of Work Experiment, Vol. 1, July 1, 1976, distributed by 
Tennessee Valley Authority, Division of Transmission Planning and Engi­
neering, Chattanooga, Tennessee. The Working Committee has recently begun 
to have discussions with some core groups about their problems and possible 
solutions.
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6 . Se ek  m ec han is m s f o r  m erg in g  c o n t r a c t u a l  and  som e Q u a li ty  
o f  W or ki ng  L i f e  i s s u e s  ( i . e . ,  c o s t - s a v i n g - s h a r i n g ) ;

7 . P ro v id e  f o r  o n -g o in g  chan ge w i th in  th e  r e s o u r c e  l i m i t s  
o f th e  l o c a l  m an ag em en t an d u n io n  ( s e e  T a b le  4 f o r  th e  
B o li v a r  fu n d in g  s o u r c e s ) ; an d

8 . P ro v id e  th e  m ec han is m  f o r  som e o f  th e  l o c a l  man ag em en t
o r u n io n  p e o p le  to  as su m e th e  d u t i e s  o f th e  p r o j e c t  s t a f f .

W ith re g a rd s  to  d i f f u s i o n ,  i n s t i t u t i o n a l i z a t i o n ,  and  s e l f - r e n e w a l  o f  th e  

B o l iv a r  WIP, th e  e ig h t  s u g g e s t io n s  l i s t e d  above m ig h t be  a s t a r t i n g  p o in t  f o r  

th e  B o li v a r  p r o j e c t  to  mov e fo rw a rd . T he se  e ig h t  a l t e r n a t i v e s  seem in g ly  c o u ld  

h e lp  th e  W orking  C om m it te e an d th e  A d v is o ry  C om m it te e d e v e lo p  a " f e l t  need" f o r  

per m anency  an d s e l f - r e n e w a l .

99 -7 55  0  -  78 -  16
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T ab le  3

Some C r i t i c a l  E v en ts  in  th e  B o li v a r  
Work Im pro ve m en t P ro gra m : 19 72- 19 76

P h a se  I :

P h ase  I I :

P r e li m in a r y  N e g o t ia t io n s  -  J a n u a ry , 1 9 7 2 -A p r i l,  19 73

S urv ey  an d O n -S it e  P a r t i c i p a n t  O b se rv e r -  May, 1 9 7 3 -F e b ru a ry , 1974

Four P r i n c i p l e s :

1. In c re a s e d s e c u r i t y
2 . In c re a s e d e q u i ty
3. In c re a s e d i n d i v i d u a l i z a t i o n
4 . In c re a s e d dem ocra cy

P h ase  I I I :

W or ki ng  C om m it te e e s t a b l i s h e d  O c to b e r , 1973
i

" S h e l te r  A g re em en t"  b e tw een  H am an  I n t e r n a t i o n a l  an d U.A.W.

E x p e ri m e n ta l P h a se  -  M ar ch , 1 9 7 4 -J a n u a ry , 1975 
( o n - s i t e  o b s e r v a t i o n  in  p l a n t )

E x p e r im e n ta l G ro u p s : T hre e  e x p e r im e n ts  w it h  o p ti o n s  o f b o n u s ,
tim e o r  e d u c a ti o n

P hase  IV :

1 . P re -A ssem b ly
2 . Ass em bl y
3 . P o l i s h  an d B u ff

E arn ed  I d le  Tim e (E IT )

P la n t- W id e  E x p e ri m en t -  F e b . ,  1975-D ecem ber, 1975  
[E arn ed  I d l e  Time  -  Goi ng  home e a r l y  o n ly ]

P hase  V:

an d

The I n - P l a n t  S ch o o l

H i s to r i c  v o te  by  l o c a l  u n io n  r a t i f y i n g  Work Im pr ov em en t Pro gr am

S ea rc h  f o r  S e lf -R e n e w a l -  C ost  s h a r in g -S a v in g  Pro gra m  -  
J a n u a ry , 1976 -D ecem ber, 19 76 *

1 . J o i n t  d e te r m in a t io n  o f  e f f i c i e n c y  r a t e s  o f  U.A .W.  an d
Harman I n t e r n a t i o n a l  •

2 . S h a r in g  o f  p r o f i t a b i l i t y  in fo r m a ti o n
3 . J o i n t  s h a r in g  o f  s a v in g s  (t y p e  o f  S can lo n  p la n )  be co m es  a 

p o s s i b i l i t y
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T a b le  3 ( c o n td . )

4 . Need f o r  an d in v o lv e m e n t o f  t h i r d  p a r ty  q u e s ti o n e d
5 . I n s t i t u t i o n a l i z a t i o n  p o s s i b i l i t i e s  o f  th e  Work 

Im pr ov em en t P ro gra m  an d  W or ki ng  Com m it te e a t  B o li v a r  
(r en ew al an d d i f f u s i o n  d is c u s s e d )

*E ar ned  i d l e  ti m e  an d th e  in —p la n t  s c h o o l  s t i l l  in  e f f e c t  ev en  th ough  th e
new  em p h asi s  o f  th e  Work Im pr ov em en t P ro gra m  h as  been  on  th e  C o s t- S a v in g -  J
S h a ri n g  P ro g ra m . Work Im pr ov em en t P ro gra m  s t i l l  in  e f f e c t  d u r in g  1977  »
a lt h o u g h  ISR h a s  s to p p e d  m easu re m ent a c t i v i t i e s  a t  th e  p l a n t .

r



Tab le  4

B oli var Fu nd ing So ur ce s*

1) U nit ed  Autom ob ile  Wo rke rs o f Am eri ca  and Harman I n te rn a ti o n a l 
I n d u s t r ie s ,  In c .

2) The Fo rd  Fou ndat io n

3) Econom ic De velop me nt A d m in is tr a ti o n  (EDA) — U .S . Dep t.  o f 
Commerce

4) N a ti o n a l Comm ission on P ro d u c ti v it y  (p re s e n tl y  c a l le d  th e  
N a ti o n a l C en te r fo r  P ro d u c ti v it y  and Q u a li ty  o f Wo rkin g L if e )

5) N a ti o n a l I n s t i t u t e  Fo r Men tal H ea lt h  (NIMH)

6) I n s t i t u t e  For  P o li cy  S tu d ie s  (I P S ),  W as hi ng to n,  D.C.

7) W. E.  Up joh n I n s t i t u t e  Fo r Employment Res ea rc h

8) The Sl oan  Foundat io n

9) German M ars ha ll  Fund

10) U nited  S ta te s  S te e l Workers

11) The M ell on  Fou ndat io n

12) IBM C o rp o ra ti o n  (f un ds  p ro vid ed to  Dr . M. Maccoby by IBM)

13) N a ti o n a l Q u a li ty  of Working  C en te r (p re s e n tl y  c a l le d  th e 
Am erican  C en te r fo r  th e  Q u a li ty  o f Work L if e )

14) The U n iv e rs it y  o f M ichi ga n,  The I n s t i t u t e  fo r  S o c ia l 
R es ea rc h (IS R)

*As o f J a n u a ry , 19 77 , over $5 50 ,000  ha s be en  expe nd ed  (money/ 
and  in -k in d  s e r v ic e s )  fo r  th e  B o li var Work Impro vem ent  Prog ram  si n ce  
i t s  in c e p ti o n . The  as se ss m en t a c t i v i t i e s  ha ve  be en  ap pro xim at el y  
$1 13 ,00 0 w it h  th e  ch an ge  a c t i v i t i e s  appro x im ate ly  t o t a l l i n g  $4 37 ,000 . 
Th is  do es  n o t in c lu d e  in -k in d  s e rv ic e s  a t th e  B o li v a r p la n t and e ls e -  

whe re .
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Senator J avits. The hearing will be adjourned subject to the  call of 
the Chair.

[Whereupon, at 1 p.m., the subcommittee adjourned, subject to the 
call of the Chair.]
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