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. CHAPTER I
INTRODUCTION AND PURPOSE OF THESIS

"The proposal of a guaranteed annual wage is the biggest
issue“in labor-management relations since the union movement

itself came of age." Buginess Week editorialized in this

manner on the eve of the contract negotiations between the
1
United Automobile Workers (CIO) and the Ford Motor Company.
A little more than one year later--June 2, 1956--

Business Week had this to say: "There isn't much hazard in

forecasting that this issue will be major in American industry's
2
employee relations for the next decade."

Certainly the guaranteed annual waée--or, as it is known
today, supplemental unemployment compensation--has come to the
forefront in collective bargaining as the ilssue of the day.

As of January, 1956 more than one million workers were covered
by some form of guaranteed annual wage. Recent negotlations in
the steel industry have brought another 650,000 into play.
While there are many industries and unions which have neither
need nor desire for any guarantee, the significant number of
those which regard i1t as important makes it a subject worthy

of study. |

While a great deal of material has been written and
disseminated on the issue itself, relatively little attention

has been paid to the way in which employees in individual




companies are being communicated to, The role of "publie rela-
tions", whether called that or not by the company ip@élved, has
been under scrutiny to determine whether or not ther; is any
tie-in between the action that a company takes when faced with
this issue and its regular, day-to-day policy of employee
relations, _
Questions underlying this study are: W@s the issue of the
gugranteed énnual wage ﬁor_any form of it} discussed at all
prior to contract negotiations? fWhiCh employee groups did the
company try to reach? To what'extent_was it felt by the manage-
ment that employees #hpuld be educated to better understanding
of the company's position on the subject? In the case of
companies which did not discuss the issué before negotiations,
what was the nature of subsequent announcements on the subject?
A study such as this necessarily entailed looking into thé
philosoﬁhies of collective bargaining in the companies involved.
ether or not an organization makes a habit of communicating
with employees on any collective bargaining issue naturally has
a bearing on its actions in a situation ihvolving a guaranteed
annual wage.

The study was undertaken with the idea of formulating samé
conclusions on how the_interésts of employees are best served
when thelr union proposes a guarantee and a compahy“must react
in some fashlion or another.

Pive possible reactions of companies faced with this issue

were proposed at first. Subsequent study made 1t necessary to




combine several of these to reflect the actual situation

prevalent in industry today. The original five approaches were:

1. It 1s not the place of the company to communicate
on the GAW to employees.

2. Although there has been union pressure for a GAW,
emplojees themselves are not convinced of its worth.
Therefore, there is no problem.

3. A program.éf work stabilization will eliminate any
pressure for a GAW. This is the "positive" approach.

L. A company should oppose the issue‘vigorousiy through
all possible channels of COmmuniEation.

S. The guaranteed annual wage, per se, is a good thing,
but the plan under which it is to be carried outlshould
be submitted by management rather than the union.

Approach No. 2 as stated above proved untenable because

no company faced with GAW as a bargaining issue appeared to

underestimate its importance or the impact of union pressure

for its adoption. This was true whether or not the company
actually btalked about it to emﬁloyees.

It was decided not to discuss appfoach No, 5 in any detail

except in the background section when dealing with the

"traditional" plans. This approach reflects the philosophy of

éampanies liﬁe Procter & Gamble, Hormel, and Nunn-Bush which

successfully initiated guarantee plans years ago. 'In addition,
many of the companies which have recently installed GAW or SUB

plans actually modeled the finished product themselves.
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They did this, not so mﬁch.because they wanted to, but because
union pressure forced them to come up with a plan that was
feasible.

The only voice which is being raised noﬁ ih‘management
circles for an out and out guaranteed annual wage is that of
Harold J. Ruttenberg, now president of a small steel fabricating
company and formerly an employee of the United Steelworkers of
America. 'Mr.-Ruttenberg is by no means typical of an approach
and therefore, his views are not contained in the section of
thé thesis dealing with action by companies. Rather, his point
of view 1is discussed in the sectioh dealing with labor and
management feeling on the issue as a whole.

The timeliness of the topic made it necessary to search out
the most recent analyses of the issue and much is just now being
published and not available for study. Conbtact was made with
many'of the companies which have, in the past year, signed
contracts calling for some guarantee, be it of wages or
employment. The value of communications on this subject is

only just being explored and much informational material is now
in the process of being produced and disseminated.

In the case of each company studied, an attempt wag made to
find out what kinds of communications, if any, were issued
before contract negotiations, and what was communicated after
an agreement on a plan was reached. In each case it was
necessary to look into the relative strength and position of

the union involved at the time of negotiations. It seems
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significant that where companies Were able to fight‘the adoptionl
of guarantees they did so because they were dealing either with
local unions or with situations where strong executives were
able to successfully pit the power of management against
not-so-strong power of the union.

A study such as this naturallj produces all kinds of
second~-guessing. Could an executive who succeeds in holding
sway over the union with which he deals do the same with another
bigger wnion, and one with more determined leadership? What
would have happened to the whole issue if it had come.up this
year (1956) when the automobile companies would have been less
afraid of a strike? Would the situation in the steel industry
be different if Reﬁther had not succeeded in opening the door

to supplementary unemployment benefits last year, and put David
McDonald and the Steelworkers on the spot? »
These questions, while not properly having a place in this
!thesis, are a natural outcome of an inquiry into the history and
philosophy of the guaranteed annual wage. Hand in hand with

these "political™ questions come such more pertinent ones as:

wha't wéuld have ﬁappened if the Ford Motor Company had carried

on as extensive an educational campaign against GAW as did the
UAW-CIO for it?

These arelthe behind-the-scenes questions which may arise
for the reader of this thesis. While they are largely unanswer-
able, an attempt will be made to bring to light the conditions

prevailing in companies concerned with this issue.




1

2

FOOTNOTES

"Special Report: GAW: The Showdown--The Meaning," Business
Week, April 9, 1955, p. 188 T

"A Tou%h Pirst Test for 8SUB," Business Week,
p. 54 .

June 2, 1956,




CHAPTER IT
BACKGROUND OF THE GUARANTEED ANNUAL WAGE

Definition of Terms

Every discussion of the move towards guarantee of wages,
annual or otherwise, necessarily entails a definition of terms.
What has been secured recently in many companies does not émount
to a guarantee of 52 full weekly pay checks a year'nor are
companies now being Calléd upon to provide compléte coverage
by themselves.

The evolution of the demands for absoiute guarantees to an
integration of private contribubions with state unemployment
compensation funds covers a period of approximately 60 years.

A study made in 1947 by Joseph L. Snider, professor of
business economics at the Harvard Graduate School of Business
Administration, gives this definition of guaranteed annual
wages, "...either an announced policy of an employer or an
agreemeﬁt by an employer with a labor union, providing for a
stipulated amount of work or wages during the year, to a
stipulated portion of the workers."l

This definition is broad enough to cover the early
guarantée plans and still leaves room for the most recent plans
providing for supplementation of unemployment compensation

benefits (SUB)}. A look at the plans which have been formulated




since 189l will indicate the wide latitude given by the
definition.

It will be noted that Professor Snider brings into focus
the distinction between guaranﬁees of work and of wages. There
has been no one pattern followed by all companies when they
have approached the issue of guarantees. It can almost be said
that there are as many plans as there are cdmpanies guarantee -~
ing work or wages. Some companies have found it feasible to
promise to provide some kind of work for a portion of their
workers, while others have had to rely on setting up a fund to
take care of employees when no work is to be had,

The use of the term "public relations" will refer to any
dealings of an organizatién with ohe or mofe of its publics
for the purposes of achieving understanding of its position on
the guaranteed annual wage or any other related aspect--job
security, work stabilizaﬁion, steady work and pay.

For the purposes of this study, all programs carried on
in the name of "employee relations," or "industrial relations"
willl be oonsidered ags part of an ovérQéli.public relations »

approach.

Job Security

The quest for security in American life today is high-
lighted by an incident cited in management circles. The young
college graduate, being Interviewed by a large company, asked

one question: Does this company have a pension plan?




This apparent lack of a risk-taking attitude on the part of
young people is only a part of the over-all search for securiﬁy
being carried on by the worker in industries subject to
cyclical and seasonal instability.

The move by unions for pension plans, hospitalization,
accident insurance, and other methods of cushioning the worker
against the effects of job stoppage or loss now results in a
move to secure the job itself. ©. Herbert Unterberger comments:

...in the last decade the employee has been looking
increasingly to his job to help him cope with these
hazards (the hazards of life) not only by reason of

the wages pald him but also by reason of the benefits
provided. The wages earned support him and his family.
But in recent years many jobs also provide a measure of
protection to the employee and his family against the
hazards of illness, disability, and death, regardless of
whether they are connected with his employment or not.
In the light of this background, the employee encounters
no logical difficulty in demanding that the next step be
taken; namely, that his job should also protect him
against the hazard of losing that very job.2

A union official sets the necessity for bearing the risk
égainst thesge hazards squarely on the shoulders of those Who.
manage. Said Solomon Barkin, director of research, Textile
Workers Union (CIO): |

The risk takers are the property owners. They should,
in our society, bear these particular costs (of fail-
ures). They cannot justly escape these costs as they
have done. The soclal cost of business must become

a substantial part of the accounting of enterprise....
The responsibility for technical development rests
primarily with management. Organized labor will
gladly share to the extent that management allows

it to participate and thereby increase management's
effectiveness. -
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| weeks of employment a year. The provision was changed in 1935

History of Barly Guarantee Plans

Historically, the prevailing viewpoint regarding unemploy-
ment was that it was a personal, rather than a social problem.
The setting up‘of the first state unemployment office in 1890 in
Ohio was the beginning of the realization that the community
must bear some of the responsibility for those out of work
through no fault of their oWn.u

Soon after the start of the state unemployment offices

an attempt was made in the wall paper industry to guarantee
work. In negotiations between the National Wall Paperlcompany
and the National Association of Machine Printers and Color
Mixers, 11 months of employment were guaranteed. ‘When% in 1896,
a l2-month guarantee was agreed upén, other companies in the
industry followed suit. j
Approximately 3l plans were established by 1930. jThese
included several more pre-1890 plans, one between lQOOjand 1910,
seven between 1910 and 1920, and at least 26 plans setfup
during the 1920's.

The 1930's‘saw a rush of guarantee plans, most of which
were institutéd unilaterally by employers. A good proportion
of these plans came about as a result of the Wisoonsiantate
Unemployment Compensation law, passed in 1932. It provided for
a complete exemption from an unemployment compensation‘tax for

employers that guaranteed their employees at least L2 36-hoﬁr
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to 0 weeks at two-thirds of full-time pay.

When the federal Social Security Act was passed in 1935,
it allowed only reduced contribution rates to employefs
guaranteeing work, not complete exemption. The'Wiéco@sin law
was revised to conform with the federal act, and all &f the
96 emgloyers that had instituted guarantee plans dichntinued

them.

Govermment Inducements for Guarantees

Under the current state unemployment compensation systems
a reduction in contributions is allowed based on the employer's
past employment record. Called experience or merit rating,
this provision has been under criticism from some quafters on
the grounds that it is being misused. It has been sald that
the desire to keep the tax low has resulted in an attempt to
disqualify as many workers as possible from receivingjunemploy-
ment compensation benefits.

The govermment provided another inducément for guarantee
plans in 1938 with the passage of the Fair Labor Standards Act.
Under Section 7 (b) (2) of the Act an employer can secure
exemption from time and one-half penalty rates for all overtime
up to 12 hours in one day and 56 in one week if he grants an
annual guarantee of employment (between 1,840 and 2,680 hours)
through a collective bargaining agreement made with é bona fide
union, certified by the National Labor Relations Boafd. If the

employees are required to work over 2,080 hours during any
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52 consecutive weeks, all hours over L0 in any week become
sub ject to overtime payment.

The Act also gives the right to deduct, for inco¢e tax
purposes, all expenses connected with a plan if it waé demanded
by the employees and negotiated through collective bafgaining.

According to the Bureau of National Affairs, less than
two dozen plans of this type were on file with the Wage and Hour

Division of the U. S. Department of Labor as of Mardh; 1955.

Steelworkers! Demands

During World War IT guarantee plans lost their eXpediency
due to high employment in the country, but as the war came to
an end the United Steelworkers of America presented a:demand to
the steel industry for a minimum weekly wage of LO hoﬁrs pay
for duration of the contract (a two-year contract was;being
sought). The steelworkers asked that:

1. every employee be covered by a wage guarantee;

2. all costs be met by the employer;

3. workers get a minimum weekly wage of L0 times‘the

straight-time hourly rate. For employees empioyed
on the effective date of the contract the rate was
to be based on the straight-time hourly rate for
the preceding year, or that portion, during which
he was employed by the company, plus any wage
adjustment; for employees subsequently emplofed,

the straight-time hourly rate was to be that of
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the first three months of employment.

"This was virtually a demand for a 100 per ceht guarantee
of wages without any significant qualifications.” f

The National War Labor Board rejected this demand on. the
basls of a lack of information on how such a plan would work,

It recommended, though, a study on a national scale to determine
the feasibility of such plans. President Roosevelt ehdorsed

the study and appointed Murray Latimer, research director of

the O0ffice of War Mobilization and Reconversion, to head the
project. o

The study, two years in the making, produced the‘following
conclusions:

1. Adoption of guaranteed wage plans should not be the
subject of legilslative action, bpt should be referred to free
collective bargaining; - |

2. Guaranteed annual wage plans, if widely adopted, if
safeguarded against excessive cost, and if adequately financed,
would be beneficial to the economy;

3. Such plans should be integrated with the state unemploy-
ment compensation laws.

CIO unions continued their demands for the GAW. The United
Auto Workers brought up a plan for negotiation with the,Ford
Motor Company in 1947 and the United Steelworkers asked for a
guarantee in 1951 when bargaining with the basgic steel industry.
The steel negotiations became deadlocked and went before the

Wage Stabilization Board in 1952. Although Latimer himself




made the union presentation, the WSB refused . to honor the
union's demands.

Again in 1954 the Steelworkers came up with a guaranteed
lwage demand which was not pressed seriously. By this time, the
UAW-CIO had already set up a commlttee to study the problem and
was engaged in an educatlional campaign that was to bear fruit
in 1955.

Before examining the conditions which produced what the -
National Association of Manufacturers called the "capitulation"
of the Ford Motor Company to the guaranteed annual wage )
principle, it would be wise to look at what are known as the
"traditional” guarantee plans in industry. They are significant
because they are examples of sucoes§ful plans, operating more
than 20 years each. They are also important because the UAW and
USA chose Lo ignore the bases upon which these plans are built

when they went for guarantees in their own industries.

The Procter & Gamble Plan

In continuous operation since 1923, the Guarantee of
Regular Employment Plan of the Procter & Gamble Company of
Cincinnati, Ohio, does not guarantee wages. It does guarantee
to all hourly paid employees who have been with the company for
2l consecutive months or more employment for 48 standard work
weeks a year. The present length of the standard work week,
determined by the company, is L0 hours. The Plan covers 80 to

90 per cent of all hourly paid Workefs at Procter & Gamble.
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In the early 1920's when the plan was being formulated, it
was deemed necessary té stabilize the operations of the company
before any plan could be feasible. A major reorganization of
the company'!s manufacturing and marketing methods was undertaken
to effectuafe an even flow.of production and sales. It was
necessary to re-educate wholesalers who were in the habit of
buyling in large and uneven quantities and storing inventories
before selling to retailers.

The amount of production is based on forecasting how much
soap and shortening, the company'!s principal products, will be
gsold in one year. The yearly esfimate, made by the sales and
vadvertising departments, is reviewed every three months, but
careful scheduling has resulted in a usual variation of only
1 to 2 per cent of the yearly estimates. The company's shift
in product line after 1945 to synthetic detergents Waé accom-
plished without any modifications in the Plan.

The company, which inaugurated its Plan unilaterally and
continues 1t on thig basis although there are unions represented
in its plants, built in a number of safeguards. It reserves
the right to transfer employees to other jobs if operations make
this necessary. The board of directors may also reduce the
guarantee to a minimum of 75 per cent of the normal work week.
It has been necessary to reduce the guarantee only once
in the Plan's 30-year history. In the depression year of 1932
the work weék was reduced in three plants. Even in these plants

however, the total guarantee of L8 full weeks of employment for
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the entire year wag maintained. The board of directors also
reserves the right to modify, withdraw or terminate the Plan
at any time without notice.

Procter & Gamble considers its Guaranteed Employment Plan
an important factor in maintaining its record of more than

65 years without a major labor difficulty.

The Procter & Gamble plan is an example, as noted earlier,
of Approach No. 5, wherein a company sets up the plan and has
complete control of its operation. Workers in this company do
not seem to resent -this aspect of the guarantee. On this score
Professor Snider commented:

Although many other things are negotiated the workers
appear content to receive the guarantee as an additional
benefit generously provided by the management. This
policy on the part of the management may continue to

work satisfactorily at the Procter & Gamble Company

for an indefinite period even though the writer 1is

of the opinion that ordinarily wage and employment
guarantees should be a matter of discussion and
negotiation between management and workers. But

there 1s no reason to change the situation at Procter

& Gamble so long as conditions remaln as satisfactory
as they are.”

The Hormel Plan

The meatpacking business of which the Hormel Company of
Austin, Minnesota is a part, is subject to seasonal or short-
term fluctuations but enjoys long-term stabllity. Hormel's
wage plan, which evolved gradually from 1927 to 1940, oonéists
of an annual basic wage, a group incentive bonus, and a share

in the profits. It is incorporated in a collective bargaining
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agreement with the Packinghouse Workers (CI0) and may be
terminated by either party on 90 days notice prior to a speci-
fied annual date. There is no period of service required. All
except part-time workers are covered.

The company pays a worker in each of 52 weeks in a year

an, smount equal to at least 38 times his hourly rate whether he
works less or more than 38 hours. In addition there are extra
payments for such things as changing clothes and an allowance
for clothing. The basic pay plus these extras make up the

bagsic weekly rate. If at the end of the year employees have
worked more than an average of 38 hours a week, they receive a
check for the extra hours. Employees may receive, in addition
to their guarantee, the equivalent in pay of the number of hours
they save in performing the work scheduled.

A profit-sharing arrangement pays off in proportion to base
rates. Although it is unilateral, a contract provision permits
renegotiation of sectlions of the agreement if the company should
exercise its option to terminate the plan on 90 days! notice.

Hormel's plan is one of the few registered withvthe'Wage

and Hour Diﬁision of the U. S. Department of Labor under the
Fair Labor Standards Act, and therefore the company is able to
save on overtime payments. It also pays an unemployment compen-
satlon tax rate lower by about 2 per cent of payroll than its
pre—guaréntee employment experience would rate.

From a communications point of view 1t is interesting to

note that when the plan was first introduced workers did not
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respond very well,

the workers did not offer their real objections until
they had organized and had a recognized spokesman.
Details of establishing production standards were
successfully accomplished when the employees had the
opportunity to cooperate. Production standards were
set up in terminology famillar to the men, after it
had been found that the men misunderstood the words
chosen by management and resgisted introduction of the
plan.10

reason advanced by Snider is:

One condition which has made the Hormel plan work and
which does not exist in many other companies is the
close relationship between the management on the one
side and the workers on the other...The fact that
management and ownership are closely identified in

in steadiness of employment and opportunity to take
action are so pronounced. This 1s another aspect
which differentiates the situation in Austin, from
that in the large meat-packing companies in Chicago.
When a company is actively managed by the owners and
located in a small community, there is much greater
incentive for adoption of stabillization and guarantee
measures, partly because of more effective pressure
from the community to bring about such measures.ll

. This same condition, a large company in a small town,
also react to the detriment of guarantees, as we shall see
the subsequent discussion of the situation in Newton, Iowa

and the Maybtag Company.

The Nunn-Bush Plan

into effect in 1935, a plan known as "Fifty-Two Pay Checks

Once the plan was established it has worked very well.

Management then believed it was giving them (employees)
an opportunity for an expression of opinion, but found

A

the Hormel Company is a further reason why the interest

carn

in

The Nunn-Bush Bhoe Company of Milwaukee, Wisconsin, put

a

Year." Part of the collective bargaiﬁing agreements with the
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Industrial Union of Masfer Craftsmen (Independent}, it is now
called the "Share the Production Plan.”

Under fhis plan the workers are péid a specified proportion
of the value of the shoes produced by the company. They are
paid regular weekly checks regardless of the hours or days when
the factory 1ls shut down and adjustments are made every four
weeks depending on the volume of production.

The plan 1s subject to joint management-union administra-
tion. The union has two members on the corporate board of
directors. Company and union officials must agree on production
standards before they can become effective and these standards
are enforced primarily by the union officials.

Individual drawing accounts are set up for eligible
workers. FEach worker draws one fifty-second of his "yearly
differential rate" in any given week. . At the end ofAevery four
weeks actual outpﬁt value 1s determined. Covered workers are
divided into four clasgses; those in Class A and B receive most
of the guarantees. At the end of 195l about 70 per cent of the
firm's employees were in one of these two classes.

’The Nunn-Bush Company enjoys exceptionally good relations
with its unlon. A statement of the company's philosophy
appeared in an explanation of its plan, put/out in February,
1946
The initiative lies with Management. If it complains
that the Unions are dietatorial and unreasonable 1t
should remember that Management showed them the way.

If Management sets out to work with the Union, all our

experience goes to show that it will not be long before
the Union learns to cooperate with the Management.
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It 1s evident that these plans have been successful because
they are adapted to the peculiar circumstances in their own
industries. In all cases the companies made efforts to stabil-
ize their operations before initilating any kind of guarantee.
Although the Hormel and Nunn-Bush plans are part of collective
bargaining agreements, it was the move on the part of management

to establish and maintain the plans which has insured their

success.

As Neil McElroy, president of Procter & Gamble, said in a
speech before the National Industrial Conference Board:

Every part of our business believed in the guarantee
of employment and made the adjustments in its oper-
ations that were necessary to carry it through. As

we look back now over the 30 years during which the
plan has been operating, we believe in it more strong-
ly than ever--not alone because of the assurance it
provides to our factory employees, but also because,
through the avoidance of peaks and valleys of production
which is implicit in this plan, we have been able to
make maximum use of our manufacturing facilities, with
all that that means in terms of avoldance of excessive
capital invegtment, and in the lowering of cost of
manufacture .12

Trend Toward Supplementary Unq@ployment Compensation Benefits-

There was no question in any of the foregoing plans of
supplementing unemployment compensation pay because the accent
was on providing work where at all possible. Each of these
plans had been operating successfully long before the lssuance
of the Latimer Report, the first serious proposal that there be
integration of private and public funds.

The Steelworkers were the first to pick up the recommenda-
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tion for supplementation of unemployment compensation benefits
but the UAW-CIO deserves the credit for being the first union to
study seriously the whole area of guaranteed wages to determine
iwhat was actually feasible in its industry.

The special study committee of the UAW made a point of
studying all the objections which had been raised in the past
land of producing a progrem which would be hard for the industry
to turn down. The principle that the UAW operated on was that
the laid-off worker should have more purchasing power; and it
should be expensive for employers to lay off workers.

As early as 1952 the union approached the major companies
in the automobile industry to inform them that it would press
seriously for this demand at the next negotiations--scheduled
for June, 1955. Also in 1952, the Ford Motor Company began to
study its layoff history and investigate the cost of a
guarantee. Three conditions were paramount in their view:

1. It would be necessary to limit the liability

of the company;

2. The cost would have to be predictable;

3. The plan should be tied in with state unemployment

compensation systems.

The pattern of negotiations in the automobile industry
followed this general outline. The General Motors contract
expired first (May 29, 1955), but the UAW extended that contract
to be able to bargain first with Ford. In the pre-GM negotiat-

ing perliod, the union saw a copy of the stock-option packige
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which General Motors was planning to offer the workers.

In the Ford negotiations, with a strike threatened unless
the company acquiesced to the union Guaranteed Employment Plan, i
Ford produced a package with a stock-option offer similar to |
that presented by GM. The UAW turned it down on the grounds
that it would be meaningless to a large proportion of the work-
ers, who, they contended, couldn't afford to buy stock anyway.
The union was so certain of its ﬁnaoceptability to the member-

gship that it offered to submit the plan to the workers and

accept their verdict. The alternative, of course, was a strike.!
The company then came up with its own SUB plan which had
been worked out by its finance and industrial relations depart-

ments as a result of the study started in 1952.

Ford Plan Provisions

Instead of a pay-as-you-go plan, which the union wanted,
the company provided for a trust fund to be sebt up, to which it
would contribute five cents per worker for each hour worked.
Actually two funds would be set up--one for regular employees
and one for defense workers.

The plan provided that a laid-off worker would get 65

per cent of his after-tax pay for the first four weeks of

lay off, and 60 per cent for an additional 22 weeks, giving him
a total of 26 weeks of potential benefits. However, he could
not draw more than $25 a week and his actual SUB benefit would

be the difference between unemployment compensation plus any
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iother compensation and 65 or 60 per cent of his after-tax pay.

Eligibility requirements weré set up as follows:

1. The worker must be eligible for a state U.C. benefit;

2. He must have at least one year's seniority;

3. He must have had a "waiting weék."

The plan is based on a~system of credit units which the
worker bullds up as he works. These units are forfeited week by
week as he draws benefits. The number of credit units which he
must surrender is determined by the size of the fund at the time
of the lay off, and on his seniority.

The operation of the plan was made contingent upon rulings
by the federal government that expenses for the plan would be
deductible for income tax purposes; and that contributions
would be excluded in computations under the Fair Labor Standards
Act. These rulings have been secured. »

It was also agreed that before benefit payments could
start, rulings on the posgibility of integration of private
i funds with state funds must be obtalned in states in which the
company has two-thirds of its hourly working force. Most states
have given their approval at this writing.

The agreement at Fofd for a plan of this type made it
difficult for General Motors to turn down a GAW request by the
union. The plan agreed to a week later at GM is substantially
the same as Ford's. In subsequent talks with the major can
companies, the Uﬁited Steelworkers also negotiated SUB plans.

The UAW's prediction that 1955 would be the year for a GAW was,
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in the main, substantiated.

Trends in Other Industries

In the flat-glass industry, the United Glass and Ceramic
Workers of America (CIO) had negotiated contracfs with
Pittsburgh Plate Glass Company and Libbey-Owens-Ford Glass
Company in May, 1955. The GAW provision of their contracts was
left pending study. In September, 1955, after the SUB principle
was established in the automobile industry, plans were set up
in the glass companies as well,

These plans are esgsentially different from other SUB
provisions. Instead of a pooled fund they feature individual
savings plans for each employee, and the worker thus has a
vested interest in his own account. ZEmployees do not have to
wait to be laid off to collect benefits, but may do so at their
own discretion in case of illness or disability. Benefits are
not integrated with unemployment compensation.

Vested rights plans have also been negotiated with the
Buclid Division of General Motors in Cleveland (Road Machinery
Workers-Ind.) and the Automotive Tool and Die Manufacturers
Association of Detroit (UAW-CIO). |

While the UAW and USA were achieving what bthey called
"yictories”" in the area of the guaranteed annual wage, their
fellow CIO“union, the International Union of Electrical, Radio
and Machine Workers, suffered a setback at the hands of General

BElectric Company. When the GE contract came up for negotiation
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in August, 1955 the company refused to consider any form of GAW
and instead offered the union a well thought-out pension and
insurance plan which contained sufficient benefits to force the
union to accept it.

General Electric signed a five-year contract with the IUE.
The only concession on the GAW issue is a reopener clause which
allows for further talks on guarantees in 1958 if either side
notifies the other within sixty days of October 1. The union

has the right to strike at that time if agreement cannot be

reached.

Attitudes of HEmployees

The fight over the guaranteed annual wage has been carried
on largely by top management and union officials. Only
occasionally has the issue been brought down to the level of
the workers. That thé workers themselves do not always under-
stand the issues involved has been brought out by several
sources.

A. D, H. Kaplan quotes a survey taken by Factory Management

and Maintenance magazine in 1945 in which less than LO per cent

of the steel workers answered "yes" to the question, "Have you
heard of the annual wage?" This wés 20 months after fhe Steel~

workers' annual wage case was presented to the War Labor

13

Board.
1 While the lack of knowledge of a guaranteed annual wage

may not seem so strange in 1945, a comparable ignorance in 1955
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is somewhat hard to understand. Yet Hugh Rusch, vice president
of the Opinion Research Corporation, reported at a meeting of
the National Association of Manufacturers in June, 1955 that:

It takes a terrific amount of communications effort
to get ideas into the minds of people in this
country. This awareness of the guaranteed annual
wage issue has gone up considerably since a year
ago, but not anywhere near to the point where the
labor leaders would have you think it has. For
example, about a year ago 23 per cent of the
general public gaid that they heard or read about
guaranteed wage plans. Ibt's now gone up to 38
per cent. Further among members of the C&O, it's
gone up from 36 per cent to 56 per cent.l -

In view of the TAW's educational drive on the GAW which
had been going on for more than three years at the time of this
NAM meeting, Mr. Rusch's following statement contains particulay
interest:

When we ask workers who say they were told about the

GAW where they heard about it, they reply as follows:

27 per cent say that they heard about it in newspapers;

27 per cent from union sources; 23 per cent from fellow

employees; 7 per cent from radio and TV; about 16 per
cent don't know just where they did hear it,15°

For purposes of this study it is significant that workers
did not mention having heard about the issue from their

companies.
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CHAPTER ITII

LABOR-MANAGEMENT ATTITUDES ON THE GUARANTEED ANNUAL WAGE

A cursory analysis of the literature on the guaranteed
annual wage lssue might lead one to believe that no one is
interegted in it. Traditionaily, the "management point of view"
hags been one of dislike~-ranging from éiscreétvrefusal to dis-
cuss the issue to oubt-and-out opposition to it. The over-all
management view has been that for industries where employees
"need" a guarantee because of the real dahger of layoffs, this
kind 6f security is not feasible for companies to grant. In
industries where stability has already been achieved, a
guarantee would be meaningless.

Supporting this viewpoint is a survey among industrial firms

gquoted in the July, 1953 issue of Mill and Factory magazine. OF

the 230 respondents, 97 per cent felt that a guaranteed anpnual
wage was impractical ag far as industry in general was concerned

And, as recently as April, 1956, a survey of 51 United
States labor leaders by the National Industrial Conference
Board indicated that the supplementary unemployment benefit
plans negobtiated in 1955 had failed to captivate the minds of
most labor leaders.

If industry isn't intérested, if most labor leaders dont't
like it, if as showﬁ earlier, many workers haven't even heard of
it--why, then all the current hulabalooc over the GAW issue?

Obviously, the answer lies in the fact that semantics plays

a large part in any survey conducted on the igsue. While
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managements in general do not want to become involved in a
guarantee of wages for no work, they are very seriously inter-
ested 1in work stabilization. Their feelings are expressed in
terms of guarding their traditional prerogatives of managing,
and in stressing their awareness of the fact that, after all,
stabilization is nothing more than good business.

Unions which are no% enchanted by SUB are nevertheless
concerned with seeking ways of guarding their membership from
hardships incurred by layoffs. The alternatives to SUB which
they endorse are liberalized state unemployment compensation,
severance pay plans, and a shorter work week.

The pabttern for SUB plans set by the Auto Workers in 1955
and by the basic steel industry in 1956 may go no further. On
the other hand, as the unions which have negotiated plans press
for more liberalized benefits, other unions may get on the
bandwagon. They may have no choice.

An example is the International Association of Machinists
(AFL). Soon after the Ford contract was signed, the IAM had
this to say:

The UAW-CIO undoubtedly had good and sufficient reason

for accepting the Ford Plan. But, every I. A. M. repre-

sentative ought to think twige.before proEosing or

accepting the Ford Plan or similar plans.

Yet when the American Can Company signed its SUB agreement
with the United Stéelworkers and a ma jority of the company's
employees became eligible for benefits, the IAM was forced.to

-laccept the same plan for its workers in the company.
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Unions assoclated with the AFL have historically been
reluctant to press the issue of guaranteed wages. This ig
particularly true of the older craft unions where maintenance
of craft standards and high pay rates have long been more
important to members than over-all security guarantees.

Menagement's complaint that the principle of GAW cannot be
accepted without an overhaul of our basic economic system has
been echoed in labor ranks. It is hard to tell which of the
following statements was made by whom:

...1t is concelvable that the compulsory guaranteed

wage might be made to work to some extent. But it

would be made so, not be adapbting it to our existing

economy, but by adapting our existing economy to it,

with the practical certainty of = radicallg different

economic order being the eventual outcome.

The whole program presages the Jjunking of the American

way of life and the forfeiture of our industrial

liberties in return for a promised security which

cannot be guaranteed--a bureaucratic rule over our

whole gcheme of life.

...guaranteed annual wage plans cannot be egstablished

on a nationwide basls without establishing a planned
economy in America.

These three statements, the first from the (then) chairman
of the board of the U. S. Steel Corporation and the last two
from union publications show a distrust of the workability of
GAW plans.

In spite of acceptance on the part of the major automobile
produoefs and other large companies that the SUB principle is
workable, union people today (eleven years after the statements

quoted above were made} still voice objections. Theilr reasons
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are different, but they are still significant.

T P T

Personally, I am not very enthusiastic about any of the
so-called supplementary unemployment benefit programs.
A1l workers regardless of industry or labor contract,
should be the beneficiaries of adequate unemployment
benefits. These benefits should come to them as a
result of leglslation enacted by the various state
legislatures, in order that all workers within the |
states will be the beneficiaries of unemployment |
compensation.5

And again,

Frankly, I haven't had very much time to make a study

of supplementary-unemployment benefits. Business has
been so good in the industry for the past ten or twelve
years that we have been able to negotiate wage increases

year after year and I have every reason to think we shall
be able to negotiate another round this year.

It may well be that as payments under SUB become necessary
as a result of layoffs in the automobile industry (model change-
overs are scheduled for August and September 1956) that the
difficulties in administering a plan will become more evident
and act as a further incentive for unions to seek benefits

other than SUB.

Management's Point of View

The National Association of Manufacturers and the Chamber
of Commerce of the United States have been the major voices
raised in management's behalf against the GAW.

The NAM campaign-has been going on for several years and
according to one union official’l its all-out publicity effort
against "pay for no work" was the reason for the change in name

by the UAW from "Guaranteed Annual Wage" to "Guaranteed Employ-




33

ment Plan.”
The NAM attack on GAW took the form of a drive for work
stabllization to eliminate the need for guarantees. As early

as 1946 the NAM started its "Steady Work and Steady Pay"

program and held more than SOO clinics throughout the oéuntry

to educate employers on the subject.

In the foreword of its pamphlet entitled Toward Steadier

Work and Pay Henry G. Ritter, III, then president of NAM, said:

The union drive for a guaranteed annual wage with its
implied promise of "security“ tends to undermine under-
standing of the basic conditions which are essential to
real job and income continuity. There can be no real
security without production. "Plans” which purport to
deliver security on any other basis fail to take account
of the economic facts of life and the effective operation
of our free competitive risk economy. Maximum production--
the only sound basis for real security--requires that the
business system itself be healthy and dynamic and
"guarantees" do not contribute to that end.

Soon after the Ford and GM contracts were signed in June,
1955 the NAM conducted a series of management conferences on
the GAW. A major meeting was held in June in Chicago in
cooperation with the Illinois Manufgcturers Association. A few
weeks later another group met in New York. The keynote speaker

at the Chicago meeting was Dr., Robert E.'Wiléon, chairman of the

board, Standard Oil Company (Indisna). He summed up management's
traditional arguments against the GAW thus:

We may well ask, what price security, in the form of a
guaranteed annual wage? Security for some at the expense
of the joblessness of others? Security for some at the
cost of higher prices for the 160 million consumers who
would inevitably finance such a plan? Security for some
at the price of slowing up the rapid economic progress

we have had under our present system?
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And surely anything approaching a real guarantee of
annual wages, bringing with 1t rigid, fixed costs, heavy
and uncertain future llabilities, increased labor costs,
and hence, higher prices, would effectively weaken
industryt's abllity to provide more and better jobs.8

An interesting note is that Dr. Wilson's company is not one
of those which has been faced with the GAW;

In addition to the argument of high, fixed costs which the
GAW would bring, employers have listed other reasons why they
are against it.

They feel that a guarantee would work against high producti-
vity by the worker. Given a chance to collect as much ag
two-thirds of his normal pay without working, a man may well be
tempted to sit out a layoff, rather than seeking out a new job.
As pointed out in a recent study9 a person's feeling on this
Fatter would be based on his philosophy of-human nature and
human behavior. If‘one believes that economic want motivates a
man to work and that with enough to live on he would just as
soon "go fishin" one would have serious doubts about what would
happeﬁ to produétivity if guarantees were introduced on a large
scale. 1If one beiieves that men essentially want to work and
that secure workers produce the most, one will not see anything

insidious in a guaranteed wage.

Another argument of employers is that any form of a guaran-
tee will divide the workers into two groups--those who are
covered and those who are not. They say that high seniority

workers who are rarely, if ever, faced with layoffs would be
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contributing what otherwise would have been a wage increase for
them to ease the burden of those who &re laid off. The possi-
bility has even been raised that high senlority workers might
ask that they be laid off to receive a "vacation with pay."

The proposition by unions that the ﬁlans be administered
by joint union-management boards raises'another problem for
employers. They foresee a loss of management prerogatives for
such things as pricing and decisions to expand which would have
a bearing on the gquestion of lay offs and therefore on any plan
in effect.

A safety provision introduced by unions to cover the plans--
a reinsurance pool covered elther by a private insurance company
or by the government--raises the fear in management circles of
ultimate government control of their indusbtries.

And, not the least of management worries, is the fact that
while the initial plans suggested by unlons may sound quite
feasible and relatively painless, there is always the move for
liberalized benefits once a plan gebts started. The classic
example which employers point to in this regard is the welfare
fund set up for the United Mine Workers which began with an
insignificant 5 cénts per ton royalty contribution by soft coal
operators'and which over the years has risen to 4O cents a ton.

The union contention that supplementary unemployment benefit
plans will force employers to support liberalized state
unemployment compensation is also not calculated to please.

Employers point out that they are already paying for unemploy-
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ment compensation through their state systems and that liberal-
ization in that area will c¢ost them more.

‘ Management people in the main have been less opposed to

the vested interests plans as negotlated in the flat glass
industries and discussed in Chapter II. While one union
officiall0 said he was opposed to this kind of plan because it
"brings to mind the rugged individualism that we sometimes hear
ﬁreaohed," the NAM believes that this is the very reason why
they shouid be employed if there is to be any plan at all.

The State Group Advisory Committee on Unemployment Compensa-
tion of the National Industrial Council made the following
suggesbtions:

Any employer wishing to institute a private plan to

lessen the burden of possible uwnemployment on his

employees should consider doing so through a plan
rroviding an individual account for each employee,

go that all employees may benefit. Such plans should

recognize the principles essential to the operation

of a free economic system, with respect to the

following:

a. To the extent such benefits increase production costg,

they must be financed out of production to be support~
able in a competitive economy.

b. Such plans should not undermine the incentive of a
laid-off employee to seek new employment.

c. Such plans should not weaken or undermine the state
unemployment compensation system.

d. Money acoumulated to the credit of an individual

S e = -
R S

Teserves against unemployment, but +n idua) employee
provide that after unemp{?jmeéfﬁ eeggghglanﬁshould
all accumulations would ulbimatess Ve %

disposal of the employee (or hig

— / 2 te ) A1 §
e o




I - e

On this, the CIO says that union criticisms have been . L
levelled at such individual savings plans on the gréﬁﬁ&s that }

they not only have serious shortcomings but can be utilized %o l

weaken labor'!s demand for adequate pensions, vacations, or

sickness benefits.
The lone voice in management ranks raised today in all-out
favof of the guaranteed annual wage is that of Harold J.

Ruttenberg, now president of the Stardrill-Keystone Gompany
The company

with headquarters in Beaver Falls, Pennsylvania.

is a small organigzation making water well drilling machines

and has four branch plants and a subsidiary tool company. It '

employs a total of 316 workers.
Mr. Ruttenberg has a‘somewhat unique background for a

manager. He sbarted out as a research director of the Steel-

workers Union and spent the war years in Washingbton as a dollar- |

a-year official of the War Production Board. He entered manage-

ment ranks in 19116 when he became vice'president of the g
Portsmouth Steel Corporation in Portsmouth, Ohio. In 1951 he
purchased the Keystone Driller Company and in the following

three years merged it with three other companies all in the same

line of work.
Ag president of a multi-plant fabricating company

) Mr. Ruttenberg now finds himself on the other side of the

. bargaining table from the United Steelworkers of America.

an interview with U.S. News & World Report in March, 1956

In f

Mr. Ruttenberg was asked to state his views on the guaranteed
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annual wage. His answers showed that he has not changed much
from the man who participated in the Steelworkers' case on the
guaranteed annual wage back in 194);. |

When asked 1f he belleves in the principle of the GAW, he
replied: "Yes, I definitely do. I live by the year and I earn
by the yeér énd I don't think we can go on indefinitely expect-
ing people who work iﬁ factories to be living by the month or
by the week or by the hour.”

Ruttenberg'!s policy is one of cooperating with the union.
He feels, though, that the unions mﬁst cooperate with small
companles in increasing production and eliminating waste. He
also feels that the unions should adopt a policy that is
different for the small fabricators than for é company like
U. 8. Steel.

In his negotiations coming up in 1956 with the USA Rutten-
berg will submit his own plan for a guaranteed annual wage. It
entails a gradual move toward a full guarantee of 52 weeks for
all employees. In the first year of his plan only workers with
five years or more seniority would be covered. Working back-
wards, one year at a time, ail workers would be covered in
five years time.

Tn discussing the reaction of employees to guaranteed wage
plans Ruttenberg was asked what employees could do if their
views and those of the national organization were different.

He responded:

I think in the main, the leaders of the union, both




39

national and the district organizers have their ears to

the ground. They respond to public opinion among their

membership that calls for a different course of action.

The employer has to enunciate a program and has to work

at creating that opinion. As it is, we confine our

creative mental efforts to organizing sales programs

for selling our products and selling our policies to

the community, but we haven't gone out to sell to the

employees, themselves, a basic labor program that is

best for them and us.lZ2 ;

In a letter to the writer Mr. Ruttenberg responded to the
question of how hewas selling his program to his employees by
saying that "it is simply a matter of leadership and being
frank and honest with your people and they respond accordingly."
When pressed for further details Mr. Ruttenberg declined to -
comment.

Evidently he is in a difficult position. For the worker
the problem of "dual allegiance” to company and union apparently
works no real conflict. As Fatﬁer Purcell says: "...dual
allegiance does not necessarily mean exact obedience to the com-
mands of either organization but rather approval of the exist-
ence, basic objectives, and over-all policies of both."13" vet
these are traditionally along different lines and thosé in
management circles are supposed to have different goals from
union officials. This "conflict" produces the healthy and
dynamic state of affairs in labor relations which most observers
consider important. In Mr. Ruttenberg's case, it may be that
he is not sure himself which side he ié on.

The discussion of the pros and cons of the issue from bthose

in labor and in management has deliberately circumvented any
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mention of the role played by the United Auto Workers. The
reason for this is that the educational campaign inaugurated by
that union when it decided to "crusade” for GAW really merits

a separate digcusgsion.

The focus of this thesis is on the approaches-~-communica-
tions-wise--which companies have taken to the issue.
Communications-wise there has been no comparable and directly
spear-headed drive for acceptance of this issue than that put
on by the UAW-CIO. The next chapter will deal entirely with
how this public relations program of the union was administered

and the results which it achieved.

.
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CHAPTER IV

THE EDUCATIONAL CAMPAIGN OF THE UAW-CIO

' The United Auto Workers depends on a "widespread and inten-
sive educational program to develop underétanding of the Union's
efforts, spotlight the meaning of its progress, and build
appreciation of the inherent and lasting value of unionism."

Thus opened the report of the Education Committee of thé
UAW-CIO submitted to the 15th Constitubional Convenbtion of the
Union, held March 27-April 1, 1955 in Cleveland, Ohio.

The report continued:

Fighting the Union every inch of the way at the bargaining
table--forcing strikes where possible--working to take
away through legilslation much of what workers gained in
negotiations~~companles have been carrying on year-round
propaganda programs to try to shape the ideas of workers
and all citizens to a corporation-dominated line.

Managements spend almost $3,000,000,000 on such propaganda
efforts. Just one Corporation--General Mobtors--spent
almost as much for one televigsion program a few months
ago, for example, as the UAW-CIO spends on its entire
education program throughout the year. General Motors
spends about 750 times as much a year in its drive to
shape people'!s thoughts and ideals in the U, 8. and

Canada as the Union's whole education program costs.

Spread over meaningful ways of reaching people--newspapers,
television, radio, magazines, pamphlets, leaflets, other
media--this corporation propaganda is attempting to sway
people to management's dide economically and politically.

The Union recognizes.-these attacks against free, independent|

and democratic thought and believes emphatically that
UAW-CIQ's education program must be broadened to combat
such attacks, to dispel any apathy which may develop, and
to further the Unlon's progress.

The purpose of UAW-CIO's education activities is to build
the understanding of the issues which affect members both
as workers and ag citizens; to build membership participa-
tion in the Union; to help develop the leadership abilities




of members and to further community understanding of
the Union's program.l

The foregoing statement of the raison d'etre of the union's

Education Department gives some idea of"the scope of the methods
which were used by the UAW to advance the cause of the |
guaranteed annual wage.

Actually the union program for information tn the GAW
involved a sharing of the responsibility by the Research and
Engineering Department headed by Nathan Weinberg.

As early-as September, 1951 a UAW Staff Committee under the .
chairmanship of Mr. Weinberg was formed by the officers of the
international union. The purpose of this group was to study
guaranteed wage plans already in effect and to look into the
unemployment record of industries under contract with the union.
As a matter of policy the Research Department had been carefully,
collecting this kind of data since 1948.

After 18 months of studying the problem the committee came
to the conclusion that any guaranteed wage program in the auto-
mobile industry would have to be "tallor-made to fit the needs
of workers in (its) shops.”2

The UAW convention held in March 1953 approved six princi-
ples formulated by the committee on the GAW. They were:

1. The primary goal of a Guaranteed Annual Wage Plan

should be to stimulate management to provide steady,
full-time employment, week by week, the year round.

2. Guaranteed Annual Wage payments should be made to
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workers for whom management fails to provide work, in
amounts sufficientvto.insure take-home pay adequate to
maintain the living standards which the worker and his
family enjoyed while fully employed.

3. All workers should be guaranteed employment or
guarantee péyments from the time they‘acquire seniority.
The guarantee should assure protection against a full year
of layoff for all eligible workers and for shorter periods
on a graduated basis for those who have not worked the
minimum qualifying period.

ly. Guarantee payments éhould be integrated with state
unemployment compensation benefits so that employers can
reduce their liabilities by effectively working toward
the improvement of state laws.

5. The plan should be administered byna joint board of
administration having equal representation from the union
and from management, with an impartial chairman to break
deadlocks. Decisions of the Joint Board with respect to
eligibility and disqualificétion should be made independ-
ently of decisions made by state agencies with regard to
unemployment compensation.

6. Financing should comblne pay-as-you-go to provide
employers incentives to gstabilize employment, with a
reserve btrust fund to meet abnormal costs. Provision
should be made for reingurance to reduce the size of re-

gquired reserves and to spread risks of abnormal unemploy-
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ment over the widest possible area of the economy.

At the same convention the establishment of a Public
Advisory Committee made up of ten United States and Canadian
economists and experts on social security programs was author-
ized. This committee met three times, two days each time,
between June 1953 and January, 1954 with the objective of going
over the union proposal of the guaranteed annual wage with over-
all economic implications in mind.

The UAW made no secret of the fact that it had enlisted
the support of these economists and sald openly that it intended
to explore all the management arguments raised up to that point
against the guaranteed annual wage and come up with a proposal
that would be acceptable.

In December of 1953, notes Unterberger,’

...é well-publicized National UAW-CIO Full Employment

Conference was held in Washington for which a Progress

Report on the GAW was issued. In April 1954 another

well-publicized UAW-CIO Education Conference was held

in Chicago for which the main features of the union's

proposals were published in order to "subject every-

imporbtant element to the test of critical and even
hostile analysis."3 (Emphasis supplied).

Tn 1947 Professor Snider had cautioned that before any
union made a demand for guaranteed employment and wages it
should work up relevant data for the entire industry and for
the company in particular.u Apparently the UAW officials were
following his advice.

With the general information on the guaranteed annual wage

on'reoord, the union was free to concentrate on the individual

companies with which it would bargain. The UAW maintailns
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standing, separate departments for each one of the major
companies with which it deals. The men on these staffs deal ex-
clusively with these companies and are experts on the operations
of their particular organizations.

While the study was still going on Mr., Weinberg made a
series of speeches on various platforms, including the American
Management Assoclation, the Industrial Relations Research Agso-
ciation, and the Controllers Institute of America, in which he
outlined the union's views on GAW.

It was his praotice also to fdllow;up immediately with a
letter to the edltor any speech made by the "opp031tion" and
which was covered in a newspaper.

Mr. Weinberg's own speeches pulled no punches. He told
management audienci:es » among other things,

The workers of America want the guaranteed wage and they

are going to get it. They will get it just as surely

as they got pensions. If you make it necessary, they

may acquire a lot of picket line seniority before they

win wage guarantees. DBut, in the end, you will come

to the bargaining table, pen in hand, to sign
guaranteed wage contracts.

The nonsense, distortions, the confusion, and the
irrelevancies of the Chamber of Commerce pamphlet

(The Economics of the GuaranteedﬁWage) will be repeatedly
rehashed in the months ahead. There is obviously

much more that could be said in answer. But I question
whether 1t 1s worthwhile. Pamphlets of thls kind are
essentially an exercise in futility. They are not

taken seriously by sophisticated managements faced

with the realities of collective bargaining.

I would not presume to tell you how to meet your
professional responsibilities as conbrollers in
handling the new challenges with which you will be
confronted when your companies sign wage guarantee
agreements. [
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The signing of the Ford and GM contracts did not stop the
flow of material elther from Weinberg or from the Education
Department. In a speech made in September, 1955, before the
State Bar of Michigan Weinberg reviewed the case made for GAW
by the union and commented:

As we developed our ideas, we circulated them through

pamphlets, speeches and by various other means. Publi-

cation of our ideas was directed not only to our own
members and the general public but also to management...

The auto industry, by and large, refused to talk for
publication on this subject.

Publications

One of the first booklets to be put oﬁt on the GAW was a
small pulp book called, "A Pay Check Every Week of the Year."
Tssued in 1952, this L inch by 6 inch booklet reflects the
early thinking of the TAW on the issue. It talks about, in
complimentary terms, the plans in effect at the Hormel,

Procter & Gamble and Nunn-Bush companies. Although it does not
endorse these plans completely, especially the unilaterally
initiated Procter & Gamble plan, it is much more favorable in
its attitude on them than later literature put out by the union.

It is direct and simple in approach. The first page sums
up thé mood of the pamphlet: "Cold weather doesn't frighten
us. What makes us shiver and what mekes our wivés get cold
with fear is the promise of the most wldely advertised depress-
ion in the history of the world." Accompanied by cartoons

the little book is a most effective piece of propaganda.
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In 1953, the Progress Report on the Guaranteed Annual Wage

Preparations was issued for the membership, completely outlining

the plan formulated by the union. This was a mimeographed piece
8 1/2 by 11 inches, still showing signs of the early stages of
the oampaigh.

But by 1954, the UAW had produced a full-blown, two-color
booklet, selling for 50 cents, with the complete program and its
rationale outlined in detail. This booklet, called Preparing a
Guaranteed Employment Plan...That Fits U.A.W. Members Like a

Glove reflected several changes. It embodied the change in

emphasis from guaranteed annual wage to the stress on Employment

and had the appearance of a final, formalized document. This
booklet was not sent to the entire membership, but distributed
to local union officers and suggested for use at summer schools
on the GAW throughout the country in the summer of 195l.

In the beginning of 1955, a complete handbook embodying
61 questions and answers about the Guaranteed Employment Plan
was put out. The gquestions and ansWers were first published

in the United Automobile Worker, the unlon's monthly newspaper,

which goes to all members. Thus, graduallj, over the four year
period of the campaign, every member had come in contact with
the actual provisions and arguments for the plan at least once,
and union officers were fed a steady stream of informational

material to acquaint them with the Plan.
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Other Media

One of the most important means which the UAW used to
contact members and influence them on the issue was speeches
at local union meetings by regilonal Educabtion Directors. For
this purpose, the Education Department sent out a speaker's
outline and notes. It contained a point-by-point breakdo&n of
the entire 1955 collective bargaining program of the UAW and
one-half of it was devoted exclusively to the Guaranteed

Employment Plan.

In additlon to an outline of each point in the program, the

speaker was provided with extra illustrative material giving
case histories of laid-off workers, statistics on the number

of layoffs of high seniority workers in every UAW local in the
country, and a breakdown of financial benefits to be gained by
the Plan. The stress in the outline was on the local situation
and eaoh.regional Education Director and hig staff was expected
to reduce the Plan to local conditions and explain it in

that light.

A major educational activity of the union was the training
of local union leaders. This was accomplished at summef
schools, weekend institutes and week-night classes. These
leaders, in turn, served as instructors for rank-and-file class
work or discussion leaders during education programs as part of
local union meetings.

In addition, pamphlets, posters and movies, all prepared

W
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by the International's Education Department, were used extensive
ly as part of the GAW education activities. |

Recently the UAW inaugurated a morning radio program called
"Eye Opener." It is broadcast on 38 stations throughout the
éountry and is aimed at first-shift workers on their way to
work., It features union education material, as well as local
and national union news, and music. (

One of the most effective informational pieces on the GAW
put out by the union was the film entitled "Work or Wages
Guaranteed" which was used to stimulate discussions and to
clarify the principles of the Plan.

Whenever possible Walter Reuther himself addressed local
education conferences on the Guaranteed Employment Plan to stir
up interest in the union goal. He was present at the December,
1955 conference of Region 9 (New Jersey, Pennsylvania,.and
New York State (except N.Y.C.) held at the Commodore Hotel in
New York City. Approximately 250 local union leaders from
these three states attended the sessions.

This kind of activity was going on simultaneously in all
other parts of the country.

As the 1955 bargainlng period approached, the union's
activities were intensified. Reuther's opening speech af the
Constitutional Convention. in March.of“that year was mainly an
impassioned plea for support of the Plan. He declared:

We will not go to the bargaining table just as a routine

matter of another bargaining session. We are going

there knowing that this is a crusade--a crusade to gear
economic abundance to human needs. We plan to give
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management a little bit of the vision that we have.

We would like to show them that great new world that

can be bullt if free labor and free management and

free government and free people can cooperate together

in harmony in harnessing the powers of America and

gearing that power to the basgic needs of people. We
hope that they will grasp that vision which is essential
to the leadership in this great world crisis. There is
no 1limit to the great progress that we can make,

because human progress is as unlimited as the creative

genius of the free human spirit.8

To the "moral" appeal of the Guaranteed Employment Plan was
added a finahoial tone. One of the major purposes of this con-
véntion was a vote on the establishment of a $25 million strike
fund to be set aside in case of need over the guaranteed annual
wage igssue. Delegates to the convention had been elected
primarily on platforms for and against the $5-a-month dues
increase which would create the major part of the fund in the
three months between the date of the convention and the opening
of negotiations with the automobile industry.

The object of setting up the strike fund was to show the
automobile industry that the union meant to go through with its
strike threat 1f no agreement could be reached on its Plan.

This same convention also approved a resolution on the
Guaranteed Employment Plan itself. The text of the resolution
listed a history of the UAW guaranteed wage mowvement starting
with the 1951 mandate, of the 13th Constitutional Convention
that GAW be the union's next major collective bargaining goal.
The text continued:

No demand ever advanced by our Union has been subjected

to more prolonged and intensive discussion by the rank- -

and-file membership at union meetings, in the plants--
at conferences, institutes and classes than has the
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demand for Guaranteed Annual Fmployment. For four

years at all levels of our Union, both the objective

and 1ts implementation have been examined, analyzed

and studied in preparation for 1955 negotiations.9

The fact that the union was watching the plants in the
automobile industry was vividly shown by its picking up a
gquestionnraire which was being'used to interview General Motors

workers on the GAW. In February of 1955 the Union secured
copies of the questionnaire, which was reported to have been
drawn up by the Opinion Research Corporation for General Motors,
and sent copies to more than 00 professional poll takers.

These men were asked if they thought the questions were biased.

Both GM and the Opinion Research Corporation have refused
to comment on any connection that they might have had with this
questionnaire.

Yet questions 33 and 3l of the alleged GM guestionnaire
circulated by the union ask: Have you heard or read anything -
about plans for providing workers with guaranteed annual wages
or guaranteed annual employment? If yes, where did you hear
about such a plan? '

And, the stafistics cited by Hugh Rusch, Opinion Research
vice president, at the June NAM meeting on GAW, (see Chapter II,
P. 2%5 relate to that question. If Opinion Research did not
do the GM survey, it has done something similar somewhere.

| As of June, 1956 Géneral Motors refuses to comment on
whether it has ever used such a device. Infonmation—seeking
|from empioyees hardly seems something to be aBhamed of, and in

oontraéf.with the extremely well-publicized activities of the
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union, gives rise to a rather peculiar picture of management 's
attitude on this subject. '

As with Welnberg's speeches, the material from the Educa-
tion Department on GAw, now universally called SUB by the

union, continues to flow. The June 1955 issue of Ammunition,

UAW's monthly magazine, carried an ecstatic lead article on

the signing of the contracts, a three-page article on questions
and answers about SUB as contained in the new contracts, and a
blow-by-blow descripbtion of a debate between UAW Vice President
Leonard Woodcock, and William J, Grede, chairman of the Finance
Committee of the National Association of Manufacturers.

The July 1955 issue of the United Automobile Worker

proclaimed on page ohe, "UAW Economic Pattern--Including GAW--

Spreading,” and inside carried stories on the latest companies

to sign contracts embodying SUB. A méjor story told of a probe
asked for by Reuther into any price increases in the automobile
industry which the companies might claim to have been necessi-

tated by contract agreements.

In September, just after the contract between the TAW and
Chrysler Corporation was signed, the National Chrysler Depart;
ment of the union published a four-page newspaper for the
workers explaining completely the provisions of the contract.

Also in September, with the signing of the contract with

Allis Chalmers Company, Woodcock issued a statement calling the

=

agreement "the best so far negotiated with any major corporation

~

in the United States.”
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A review of the immediate pre-bargaining and post-
bargaining periods involving GAW was given in the January, 1956

issue of Ammunition, which presented a month-by-month account

of the union's activities for 1955. At every point along the
way there aré evidences that a complete communications program
wag going forward at all times.

The Research and Education Department of the CIO produced,
in the early months of 1956, a pamphlet describing the progress
of the GAW issue. It is directed primarily at CIQO unions other
thén the UAW. An indication that the combined AFL-CIO is
solidly behind the brinoiple of GAW came from én artiole in the

New York Herald Tribune, June 20, 1956, describing a telegram

from George Meany, AFL~-CIO president, to David McDonald,
president of the Steelworkers, giving him the backihg of the
entire labor organization in his dealings with the basic steel
industry. One of the major demands of the steel union was for
52 weeks of supplementary unemployment compensation.
Thus, the four-year campaign succeeded. TUnterberger says:
There is 1little question that the union's careful
preparation contributed substantially to their success
in winning from the aubtomobile companies some kind of
guaranteed wage which in this case took the form of
supplementary unemployment pay. Certainly the extra-
ordinary prosperity in the automobile industry in 1955
and the production race between Ford and GM which made

them reluctant to risk a strike also contributed to
the union's rather rapid success.lO

A combination of determination, good timing and excellent

communications did the job for the UAW.




56

What were the companies involved in some of these
negotiations doing in the meantime? That is the area which
will now be explored. The three aﬁproaches which companies
seemed to gravitate to wlll be looked at with accompanying
analysis of the kinds of communication which were issued both
before and after negotiations. It will be helpful to keep in
mind during this discussion that all this time the UAW was
hammering away at the public and at its own members (these

companies! workers) on the advisability of the GAW.
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CHAPTER V
THREE MANAGEMENT APPROACHES TO THE GUARANTEED ANNUAL WAGE

Introduction

The way that any managément reacts to a specific bargaining
issue will,‘of course, depend on its over-all labor relations
philosophy. And; although this reaction might be different for
each company depending on factors‘sudh as the relationship with

its union, the strength of the union leadership, the positive or

negative role which. the chief executive of the company is wont
to play, and the economic and competitive position of the
company at the time of negotiations, several "patterns" of
collective bargaining have emerged from negotiations cévering
all of the major industries over the last few years.

Robert McMurry, senior partner, McMurry Hamstra Company,
a consultant specializing in industrial relations, has reduced
these patterns to four.l

The first of these he calls "Boulwareism," after Lemuel R.
Boulware, the vice president in dﬁarge of public relations of
General Electric Company. This approach he says, is character-
ized by a rather "intransigent" attitude toward unions. In
practice what hapﬁens is that ﬁanagement tends to bypass the
union and communicate directly with its employees on its day-to-

day problems. It also attempts to win its employees'! allegiance
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in competition with the union by showing them that it is inter-
ested in thelr welfare and is doing all it can to promote it.

It is firm in negotiating with the union--it makés an
offer which it claims is feasible and then refuses to backdown
or retract in any way. And, as a final step, it cammunioates’
its offer directly to its workers and the public independently
of the union.

The second approach McMurry calls "Crawfordism." The
prototype of this approach is Fred Crawford, presideht of
Thompson Products, in Cleveland. Says McMurry: "Mr. Crawford
is a living example of a dynamic industrial leader who feels
that the best way to deal with a union is to do such a good and
realistic job of holding employees' loyalties that they feel
no real need for a union." .

In terms of cammunicétions, Crawford maintains an effective
"hear-all and tell-all" communications set up to keeﬁ everyone
informed.

In marked contrast to these two approaches which are
relatively individualistic, are "Fairlessness" and "Studebaker-
ism." The former is based on a philosophy of "living with the
union" formulated by Benjamin Fairless, former chairman of the
board.of U. 8. Steel, and with it management limits its commu-
nications to employees to unlion channels or to joint company-
union channels. Studebakerism goes even further in its
catering to the union's role. It gives the union an active

voice in management policies.
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McMurry is critical, in turn, of each of these approaches--
of the first two because management does too much; of the last
two because managements are unrealistic in expecting the good
will of the union to carry over into situations where the chips
are down and the outcome of negotiations may determine the
survival of either union or management.

But for the purposes of this thesis, the breakdown is a
helpful one. General Electric Company will be dealt with sepa-
rately and it will be shown just how Mr. Boulware's policies
are carried out down the line. The recent negotiétions of the
basic steel companies with the Unitgd Steelworkers of America
exemplify the results of the Fairless approach over the last
few years. The role of a vigorous and dynamic chief executive
will be brought out in a study of the Maytag Company.

There are several general statements which can be made
about the over-all management approach. In the main, there is
no comparison between the amount of material disseminated by
the unions and that of companies involved. One reason for this
could be partly legal, in that taking a stand on an issue before
negotiations could be construed as a refusal to bargain collect-
ively and be subject to censure under the Taft-Hartley law.
This has not seemed to be the main reason behind management's
refusal to talk, however. .

It has been suggested2 that any management recognition of

the subject lends dignity to the demand and gives the impression
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that it should be btaken seriously. That unions have been taking
it seriously for the past five years has already been
demonstrated. -

Another group of management people who recognize that
ignoring the issue will not make it disappear have been reluct-
ant to talk because they felt that timing was of great import-
ance in the ideological war over GAW.

But, as the Bureau of National Affairs points outb:

Most management discussion of GAW has been confined.to

forums, made up largely of management personnel who,

it must be believed, are already firmly in opposition

to this union goal. While some of this is reported in

the public press, relatively little--compared to the

volume of union literature distributed directly to
members--gets to employees.3

The BNA goés on to say that while managements can't seem to

make up their minds about the desirability of reaohing'amployees
directly, almost all seem to agree on the importance of educat-
ing their line supervisors to understand their efforts to
stabilize operations and the problems they entail in doing so.
That management people are not convinced about communica-

tions was commented on in a recent issue of Advertising Age.

Robert Newcomb and Marg Sammons, employee relations consultants,
discussed a collective bargaining conference held by tﬁe Americal
Management Association in March, 1956 which dealt at length with
GAW. Say the Newoomﬁs:

One tragedy marked the conference. One could count
the communications people of companies on the fingers
of one hand. FPerhaps their companies did not feel
the conference had any particular bearing on communi-
cations; possibly communications people by-passed it
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themselves because of a cool interest in the subject.
Unfortunately communications people generally know

too 1little about negotiating; they concern themselves
with the niceties of writing and the slick appearance
of their printed products. They would do better to
burrow into management-labor relations, where the needs
are the greatest.

It is hard to believe that managements would expect
information to sift down to the workers automatically, and
inconceivable that they could be sure, without a concrete
program, that supervisors would have the time and the ability
to do this job. Since, in addition, it would be the employees
who would back the union in a strike over the issue, the almost
complete silence which has characterized the companies in the
automobile and steel industries, in particular, is rather
incomprehensible.

It is also interesting to note that in Father Purcell's
study of Swift and Company and its union, the United Packihg-
house Workers (CIO),5 many of the foremen were the union's chief]
supporters. This did not necessarily imply that they wefe
disloyal to the company but that they too, in the last analysis,
were workers who benefitted from gains made by the union.

In industrial relations circles the advisability of dis-
cussion on the topic was set forth by Industrial Relations
Counselors, Inc., in its Memo No. 131, dated October 1, 1953.
Said the Memo: |

When all reasonable steps have been taken to stabilize

employment in a company, and full information as to those

steps has been given to employees and their representatives
management will be betbter prepared to approach collective

bargaining negotiations on the guaranteed annual wage.
(Frphasis._sopplied..)
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Informative communications can do a great deal to

dissipate the fallacies that surround the term

"Annual guaranteed wage." It is associated with

permanent tenure, avoidance of depressions, con-

tinued high levels of pay, etc. Even if employee

communications accomplish no more than an under-

standing of the limitations of the guaranteed

annual wage, that would constitute an appreciable

asset in collective bargaining.

The extent of this kind of employee communications ﬁill be
investigated in three broad sections in this chapter. The first
gsection deals with companies which communicated not a whit
before negotiations and which have kept even explanatory
material at a minimum following thelr contract's signing.

The second section deals with a company (General Electric)
which has followed a vigorous policy of work stabilization and
has not hesitated to communicate on its progress. Its
pronouncements on the guaranteed wage, per se, have been few
but emphatic. Its main approach is a "positive" one--with
steady work provided there will be no need to "protect” workers
from layoffs. “ _

The third way utilizes the same techniques as the UAW did--
for the purpose of combatting the guaranteed annual wage. That
a company campaign can be successful 1s attested to by the
history of the Maytag Company's fight.

Notable for years in the battle against GAW is the Timken

Roller Bearing Company of Canton, Ohio, which has never ceased

to rail publicly against guarantees.
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NO COMMUNICATIONS BEFORE NEGOTIATIONS--MINIMUM AFTERWARDS

The Ford Motor Company

As the first major corporation to sign a contract contain-
ing the supplementation of unemployment compensation principle,
the Ford Motor Company has been in the spotlight since June
1955. Much discussion has been elicited by that "historic!
contract, most of it to determine whether or not the UAW gdt a
guaranteed annual wage.

The union says it did get one. (Ironically, the NAM which
on this issue has never agreed with the union, says they
did, too). Ford spokesmen say, emphatically, that they did not
grant the guaranteed annual wage.

This question remains largely academic. The UAW has
apparently convinoed’its membership (and the general public as
well) that GAW and SUB are the same things. It apparently also
inspired the United Steelworkers to go for the same provisions
in its contracts with the basic steel industry.

Ford is one of the companies which, while "pioneering"
many fringe benefits (it was the first large coﬁpany to grant

pensions in 1949) has done so only after extreme public prodding

by the union. In addition, its practice has been that of
reacting to union demands rather than initiating a program of
its own. In line with this collective bargaining policy has
come a reluctance to talk about any issue before negotiations

and to keep employee communications at a minimum even after
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agreements are signed.

One reason for this may be a fear of being quoted later in
a different context. John Bugas, vice president--industrial
relatiqns, said.at a recent American Management Association
meeting® ", ..your words often can and do come back to haunt you
across the bgrgaining table. Changing circumstances have a way
of giving your words quite a different sense than the one you
thought they had."

It is hard té find any evidence of Ford's communications
to employees before negotiations. It has beén pointed out
earlier that the "Ford Plan" for SUB was not offered at the
bargaining table ﬁntil the iast possible minute. It seems
reasonable to assume that the company would just as soon not
have introduced SUB, if any other way had seemed feasible.

The June 9, 1955 issue of the Rouge News headlined the

contract story, "Ford Once Again Leads the Way in Granting
Employee Benefits." The public relations department put out a
pamphlet explaining the terms of the plan, with opening state-
ments by Henry Ford II and Mr., Bugas. Said Ford:

In some quarters it (the Plan) has been likened to
the union demand for a "Guaranteed Annual Wage"
which it is not. It has been both lavishly praised
and severely condemned in the press and by various
industrial spokesmen...Ford Motor Company has a long
tradition of pioneering. The present management is
proud to add to this tradition by taking a realistic
approach to the problems faced by our people during
layoff periods.
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Bugas commented in the same pamphlet:

The "Guaranteed Annual Wage" as it has been enunciated
by the UAW or anything resembling the "Guaranteed
Annual Wage" as enunciated by the UAW wag wrong

economically, socially and morally. As a matter of

fact, it became apparent fairly early in the negotia-

tiong that the UAW itself was uncertain about many

aspects of its Guaranteed Annual Wage and dld not

have clearly in mind a practicable means to accomplish

its ultimate and extreme objectives.

This booklet for publio consumption is the only thing that
Ford sent outside the company. For its own employees it has
prepared a booklet explaining the workings of the plan. The
employee booklet was timed to coincide with the first payments
to be made under the plan as of June, 1956. TFor its management
people Ford also prepared a film on the workings of the plan
but discarded it after a few showings.

Regardless of what Ford says now, to its employees or to
the public, the impression has been made that the concessions on
SUB were wrung oubt of the company by a determined and sagacilous
union leadership. And the safeguards which the company built

into the plan (trust fund financing rather than pay-as-you-go;

rate of payments based on trust fund position; complete manage-

ment rather than union-management control)} may cause many union
members to be dissatisfied and to press for further concessions
at the next negotiations.

Tt is unlikely that a changing opinlon on the part of the
workers when the realization that the plan, after all, does not
lguarantee a great deal this year, will work against the union.

If the company continues to remain silent, the unlon will get
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the mandate from the workers to go after more.

General Motors Corporation

According to a statement by a member of the public rela-

tions department at General Motors the only communications which
GM directed to its employees on GAW came in the story of the
conbtract signing which appeared in the Campany's house organ,
GM Folks. The same story appeared in several of the newspapers
put out by GM divisions, and bulletin board notices of the
signing were also posted.

In the story on the signing, Harlow Curtice, GM president,
commented:

The supplemental unemployment benefit plan which the

UAW-CIO has bean granted is exceedingly complicated

and will require some time to appraise fully. We

still hold earnestly to the belief that the responsi-

bility for such matters as the amount and duration

of unemployment compensation benefits rests with the

legislatures of the various states.

The three pages of the article are devoted mainly to a
discussion of the provisions of the new contract. The SUB plan
is covered in a two-paragraph explanation and there is no
further editorial comment. The piece in the GM Folks was pre-
pared by the house organ staff with the cooperation of the
labor relations section. The public relations staff at GM has
little, if anything, to do with pronouncements to employees on
this subject, according to the source previously cited. And GM

makes no attempt to take credit for the Plan--in their words

it is a "Ford Plan" which they were forced to accept.
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American Can Company

An example of a company which did not communicate with
employees before negotiations but has decided to do so on the
SUB issue in the period following the contract signing is
American Can Company. The philosophy of the industrial fela-
tions department at Canco is that the line supervisor is the
chief channel through which all oommunicétions must flow.

Until recently, the public and industrial relations
departments have been combined. Now, most of the external
public relations activities of the company are handled by a
public relationsg consultant, while the industrial relations

division deals with employees.

E. T. Klassen, general manager, industrial relations, has

made several public appearances explaining his company's
approach to supervisors. At an Amerioan Management ASéooiati
Special Conference on Supervision, held in November, 1955,
Klassen said:

The foreman ought to know the whole story. He needs
to know the management and union purposes behind
demands and counter-demands; the compromises; the
explanation; the examples; the apologies; the promises.

...To make good as his own department's employee-
relations expert, the foreman must not only talk about,
but also prove, that top management readlly and truly
wants its employees to be secure, to be satisfied,

and to make a profit on their investment of time,

skill and effort. There are many ways for top manage-
ment to try to communicate this message to employees.
But the foreman, over and beyond what he says on this
subject, can do two extra things that no publication,
no speech, no plant tour by plant bosses can ever do;

on
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first the foreman can lilsten, which is the other half

- of the communication process that we Too often miss.

When the foreman really listens, then he can communi-

cate back up the management line. That 1s, if anybody

at the other end is listening, and if it has been made

clear to the foreman that his voice is welcome on the

management party line.

In line with this verybolear-cut policy, American Can
Company communicated directly with line supervisors during the
negotiations with the United Steglworkers in August, 1955.

As soon as negotiations began, equipment necessary for communi-
cations: mimeographs for overnight mailings to branch plants,
wire services, and a roster of home phone numbers for weekend
and night-time use, were set‘up. All communications given to
the press were sent by wire to geheral and division offices,
district sales offices, and Steelworker plants.

The sﬁpervisors receliving the communiques were authoriged
to release them to the local press, 1f they were agked for
information. A description of the progress of the negotiations
was thus submitted to all those concerned.

In cases where telegrams referred to union proposals,
copies of illustrative material were sent along. With the
announcement of the signing of the contract (six weeks before
the o0ld contract expired) went a copy of the company's press
release; an unofficial explanation of the supplementél
unemployment benefit plan; and the revised pension plan.

No notice of the contract signing appeared in either the

monthly house organ, Canco, or the Management Newsletter.
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Neither of these media has ever been used as a management
platform. The industrial relations staff is considering
broadening the scope of Canco to include, perhaps, a letter by
the president, or some form of management communication directly]
to employees.

Another item for the future is the development of an
employee newsletter to go directly to workers. Members of the
IR staff feel that this is something that is needed at American
Can Company.

For the immediate future and the 8UB, the company is pre-

paring a manual on the plan and its operation. No payments can
be made under the plan until October 1, 1956, and the manual
will be published in time to cover any administrative problenms,
should payments be necessary at that time because of layoffs.
The manual will be distributed to all employees and will
| be an integral part of the literature which new employees
receive at orientation time. The plan for distribution of the
new ﬁanual calls for a group of booklets together with a resume
of the plan to be sent toleach plant. Each supervisor will hand
out a manual and a resume individually to his workers. This
will give the foreman a chance to discuss it briefly with each

man and to anbticipate any questions which may arise.

Continental Can Company

Bargaining in the can industry, like that in the automobile

industry, took place on a pattern-setting basis. The two major




71

can companies--American Can and Continental Can--agreed to
subsbtantially the same provisions (with a few exceptions in the
method of financing) of the SUB plan submitted by the United
Steelworkers of America.

Like its competitor, Continental Can did not communicate
with employees on the issue of employee security, the guaranteed
annual wage, or anything relating to i1t before negotiations.
But, at the request of the union, it had made a study of its
layoff record and estimated costs, to determine just how much
of a guarantee would be feasible to grant.

According to one company spokesman Continental Cant's
approach to bargaining most nearly approximates the pne&ious
definition of "Fairlessness" wherein communications to employees
on bargaining issues is confined largely to union or to joint
union-management channels. Even in the case of the announcement
of the contract signing, the company issued noﬁhing directly
to employees.

‘It expected that workers would read the news in the papers
based on the company'!s press releases and that the union would
explain the actual pian.‘ A booklet on the plan and its provi-
sions, along with a question and answer sheet was prepared for
public distribution to btake care of the volume of inquiries
after the contract signing. |

Now in production is a lli-minute (with short intermission)
sound slide movie in color to explain how the SUB plan works.

It will be shown to management sbaff at headquarters and
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divisional management throughout the country. The purpose of
showing the film to management people is to solicit discussion
on possible changes in personnel policy in various plants as a
result of the initiation of the plan. According to current
plans, the film will be shown later to all foremen to acquaint
them completely with the plan., This will be accomplished before
October 1, 1956 when the plan goes into effect,

Also before October 1 the industrial relations department
will prepare a booklet for employees on how the plan works.
At that time stories in plant newspapers will complete the
information to be given directly to workers.
A1l communications to employees at Continental Can are the
province of the industrial relations department. Under its
jurisdiction are the editor of the monthly headquarters magazine
and those dealing with all personnel and labor relations
functions. |
"Public relations” is combined with advertising and is
responsible for OOmmunity and press relations functions. The
short sectilon on SUB in the company'!s annual report to stock-
holders was submitted by the industrial relations department to
the treasurer's office, which handles the over-all report.

Although“there is some liaison between the industrial
relations and public relations departments in the company, it
is relatively slight.

The actual administration of the SUB Plan is now being

handled by one man, recently transferred from a division to the
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head office for the sole purpose of coordinating activities
on SUB. A feabure story on the new head of the plan appeared
in the house organ. Likewise appearing in the magazine, for
employees' information, are reports of the activities of the
public relations department relating to institutional

sdvertising.
THE POSITIVE APPROACH--EMPHASIS ON STEADY WORK

General Electric Company

According to a company spokesman, GE?sﬁonmunioationS on
steady work do not represent any over-all'cémpaign to 'answer!
the guaranteed wage demand, bub instéad are a refleotién of oﬁr
over-all approach to employee communications in which we advo-
cate communication on g;;‘company matters, so far as is
practicable, which are of vital concern to employees.”

That the company has not initiated its steady work
programs as an "answer" to GAW is apparent, since its emphasis
on work stabilization pre-dates any union proposal for a
guarantee. That, in practice, this concern for and publicity
on stabilization has stood the company in good stead in its
dealings with union representatives cannot be denied, however.

In looking at GE's approach to collective bargalning on
the one hand, and its“obvious interest in its employees!
security on the other, i1t will be necessary to break the

analysis into two parts. To find out the position of the
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company, one can look at its pronouncements on GAW and into its
philosophy of communications, and secondly into the material
which has appeared in i1ts plant newspapers on the question of
steady work.

This latter effort involves newspapers at three locations:
Lynn, Massachusetts; Louisville, Kentucky; and Schenectady,

New York.

The approach of Lemuel R. Boulware--sometimes called
"Boulwareism,"--has been described briefly in the introduction
to this seotién. It is based on a philosophy of doing what the
company thinké is right for employees and doing it voluntarily.

", ..he refuses to let labor leaders take

As Torbtune commented:
him into a smoke~fillea room and then make it appear that they
have clubbed concessions out of the company."7

His approach to employee relations is tﬁat of a customers-
relation problem in marketing, The job itself is looked on as
if it were a product--analyzed, refined, and if necessary,
remodeled to please employees.

The complete confidence of GE top management in this
approach is borne out by the fact that Boulware has recently
added public relations to his jurisdictlon, along with his
former responsibility for employee and plant community

relatiocns.

Businegs Week commented on the merger of functions:

"Bowlware foresees a better job of convincing shareholders,

éustamers, employees, other businessmen and the general public
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that GE 1s operating in the 'balanced best interests! of all
concerned."8 w

The jéb of coordinating communications to all of these
publics is no mean task when one considers that GE is the fourth
largest publicly held U. S. Industrial in sales and the nation's
third-largest employer.9 Over the past five years, the compan&
has carried on a tremendous decentralization program, giving
almost complete authority to department heads in the different
locations, shbject to a few company-wide policies. |

Local communications on employee relations issues are
supplemented by material coming from Employee Relations Services
in New York which filters down to every level of management.

A potent tool for passing on information to management is

the Employee Relations Newsletter. The May 5, 195l issue,

dealing with the guaranteed anhual wage, has been widely circu-
lated and is regarded as the officlal company approach to
that issue.

The Newsletter takes up, one by one, the peculiar problems

inherent in a company making a diversified }ine of products,
and records its;efforts in trying to meet these problems and
still maintain steady Jobs. |

GE's two excursions into the area of guarantees of work
and wagés are discussed briefly. In 1931 the company initiated
a "stabilization of employment plan" in twelve Lamp Department
plénﬁs wherein 50 weeks of work per*year were guaranﬁeed to

employees with two yedrs or more of sgervice. The plan was
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discontinued in 1938, with the adoption of state unemployment
compengation plans.

A "Pixed weekly wage plan" was introduced in the Decatur
(Ind.)-fractional horsepower motor plant in 1936. Tt was
based on estimated production but it was found that accurate
predictions were(impossible to make, and the plan was dis-

continued when "intolerable" inventories piled wup.

The Newsletter takes the TUE-CIO proposal for GAW (essen-

tially the same as that of the UAW) and gives ten reasons why

" ..we are forced to conclude that

it has been rejected by GE.
the latest IUE-CIO demand——or“any such privately negotiated,
selective, discriminatory, non-universal type of coverage--is

wrong in principle," the Newsletter states.

The company sugéested, instead, that the best way toward
steady pay is through steady work and proper unemployment
compensation benefits when there is no work. It stéted its
objective of helping to "promote steadily mounting progress in
economic well-being and human welfare by means of all feasible
intensifying of the innovation, improvement, expansion and
promotion of products and services for which a market exists or
can be profitably created.”

Thigs issue of the Newsletter actually summarizes the

arguments which company negotiators had made to union officials
during the bargalning sessions. As a result of the company's
fiirm stand the demand for GAW was not pursued further in the

195l negotiations.
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In spite of the achievement of SUB in the automobile
industry only two months before, GE's 1955 negotiations were
successfully completed without any change in the company's
position. The one mention of SUB is in a reopener clause of
the five-year contract which calls for a "review" of employment
security matters for a 30-day period in 1958, {Aﬁ that time the
union may request discussion of the issue not more than sixty
and not less than thirty days in advance of October 1.

The GE press release on the conbtract quotes the proposal
letter accompanying the obmpany_offer to the union:

...from anybthing we can now see or anticipate, we

will three years from now be just as firm in our

conviction as we were last year and this year that

unemployment compensation supplementation or any

other similar proposals of Tthis nature are not in

the balanced best interests of all concerned in

General Electric.

There is no lack of material on the why and wherefore of
the GE approach. In a sum-up of 1ts employee, plant community
and union relatlons department's progress from its inception in

10 ’
1947 to the end of 1954  the rationale behind the adoption of
its special brand of communications is stated:

Skillful propaganda by certaln union officials and

other of our critics had filled the communication

vold created by the traditional reluctance of our-

selves and other businessmen to speak up about

our good intentions and performance....

...we decided that we should and would publicize

our offers when made. We would keep our employees

and neighbors advised of the course of negotiations--

including any changes in our offers 1in response to

union representatives or by reason of any other
developments.
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While the Employee Relations Newsletter goes mainly to

management people, other publications are directed toward all

employees. One of these is the Commentator, containing messages

of interest to all employees and community leaders. The

Commentator for August 12, 1955, issued the day GE made its offe&

to the union, featured an ad on "Mqre and Better and Steadier
Jobs" stressing the need for maintenance of produétion standards
by sach worker. | |

The company has congistently kept its emplojees informed
on its efforts to maintain steady work and its progress in
union relations through the medium of plant newspapers.
In Lynh, Massachusetts, coverage of the 1955 negotiations

was begun prior to the actual talks with the printing of a

‘company statement on the points which it felt concerned all
employees. That statement, appearing in the July 22 issue of

the River Works News, said in part:

Over the past year some of the unions have been
publicizing to you the demands with which they
apparently intend to open the bargaining. Whether
these demands are realistic or not for the best
interests of all of us in our situation is something
that will naturally be examined thoroughly in the
bargaining ahead. While some of the union officials
give the customary impression that they are adamant
in both their usual and unusual demands, more and
more of the representatives of the 90-0dd unions
have demonstrated that after sober consideration
they want to arrive at a settlement that is sensibly
and genuinely in the interests of all concerned. We
know from past experience that thls ig the kind of

a settlement you want, too.

The next week's issue (July 29) carried a news story on

the continuance of the talks. In additlon, an editorial
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captioned, "Not One--But Five," said in part:

GE'trieé at all times to bé pro-customer, pro-employee,

pro-shareowner, pro-supplier, and pro-public, and in

so doing reviews the facts to serve the best interests

of the American public as a whole. Occasionally, some

individuals voice the very human and understandable

desire for what proves on exXxamination to be more than

their proper share--and for what would thus be at the

unfair expense of other claimants and contribubors.

When this happens GE helps develop common understanding

of the facts by all concerned.

The complete GE offer to the UE and IUE appeared in the
August 12 issue of the paper. It outlined all of the benefits
which were offered and the value of fringe benefits was pointed
up in that issue's editorial. A complete explanation of the
"lack of work" plan worked out by the local IUE union and the
dompany also éppeared in this paper.

The reporting of these subjects 1is a far cry from the
philosophy that assumes that the union will tell the employees
about it anyway, so why duplicate? This, incidentally, is a
practice in some companies using the "Fairlessness" approach.

Following up in the next week's issue were sepérate
articles on the pension and insurance provisions of the new
contract offer and a centerfold ad reiterating all 32 provisions
llof the offer.

By August 25, the Lynn IUE local (201} had voted "over-
whelmingly" to accept this offer and became the sixth.large
local in the country to ratify the plan. The TUE-CIO confer-

ence board officials meeting in New York were at that time

waiting for a two-thirds majority approval of local unions
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to go ahead with formal ratification of the contract for all
GE IUE-CIO represented employees.

The formal signing of the contraot was announced in the
September 2 issue of the News. Thus the plan and its provisiong
received continuous coverage by the company organ for almost
two months or bargaining.

The guaranteed annual wage issue has not been dropped
completely. In the February 10, 1956 issue of the newly

decentralized Ganeral Electric News for the Small Aircraft

Engine Department at Lynn, a two-column, bold-face story raised
the issue and asked seven quesbions on the way a guarantee
would work. Said the article:

...lt is impossible to discuss them all at one

writing, but we'!ll raise some of them (questions)

this week and discuss them in later issues.

Commenting on the signing of the Ford contract, the
June 10, 1955 issue of GE News for the Major Appliance Division

at Louisville, Kentucky reprinted an editorial from the

Wall Street Journal on the guaranteed annual wage. The Journal

had this to say:
By contrast with the Ford offer (presumably the
stock-option plan) the settlement the union demanded
and got is a throwback to a darker age of labor
relations.
In Schenectady the News began its own local campaign to

explain the company'!s bargaining views on July 8. An editorial

in the issue began: "Who wins in a strike? The answer is

obviously nobody wins."
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The lead story on July 22 in Schenectady was about the
opening of negotlations. ©Sharing the spotlight on page one was
the story of GE's record high sales performance in the first
half of 19565, A variation of the "Not One--But Five" editorial
which appeared in the July 29 issué of the Lynn papef, was
featured in this issue.

A bulletin in the July 29 issue noted that in discussions
with elght Schenectady unions which bargain locally "no general
interest has been expressed in the so-called guarantéed annual

wage..."

Editorializing on the company offer in the August 19
issue GE said: "IUE-CIO bargainers recognized the absolute
fairness of thebcampany offer and recommended unanimous accept-
ance by the union conference board.,™

As in Liynn, subsequent issues followed up with detailed
explanations of several facets of the fringe benefits provided
under the new contract. In addition to using the papers to
report on actual negotiations, GE, as noted earlier, makes good
use of the space to bring home, week after week, results which
are being achieved in the area of security and steady work.

Over the ten-month period (February-December, 1955) the
Schenectady News carried continuous notices of company progress.
Among the facts reported were:

| .The company'!s achievement in fabricating diamonds for
the first time in history and the new vistas opened for

the organlization as a result
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.The growth of employment in the company--GE jobs
increased nearly 7 times faster than the population
of Schenectady County and over 3 times faster than
the nation's civilian work force
.The acquisition of new orders resulting in more jobs
.Expansion projects for improved facilities

.The dedication of a new Research Laboratory
.The appearance of GE president, Ralph J. Cordiner,
at a congressional hearing at which he declared
that automation would have a "stimulating and
stabilizing effect on the national economy and
employment.™

Simultaneously with the recording of the company's progress

in one paper, plant media in other parts of the countfy were
engaged in somewhat the same probedure.

The General Electric employee can hardly complain that

"no one ever tells me anything." If anything, he is deluged
with material, but at least knows at all times how the company
stands on most issues.

A good summary of the ways that GE uses to reach its

employees was given in a full-page spread in the Lynn River

Works News of May 27, 1955. A picture spread, it showed the

ways that information is dissemlnated., 8Saild the copy:

A1l the facts, all the time. That's what GE employees
want and that's what the Company is trying to provide.
In response to this employee interest in obtaining full
information about the Company, its policles and
practices, stepped up communications programs have been
initiated at all GE plant locations.
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Some of the means used in the program at Lynn are:

.Local weekly GE radio programs discussing significant
oompény events and developments

Bulletin board notices

Letters and bulletins to the homes of employees--this
is used mostly for bringing up-to-date information on
bonus status and benefit programs to workers

LInformative meetings held on a regular basls in different
departments to establish a means of two-way communication

River Works News, containing a special feature called

"I'd Like to Know" in which employees get the answers
inrprint to questions about the company.

With a system of communications in operation in all of its
plants, GE is in an ideal position to bring home to its employﬁq
the reasoning behind its feelings oh any‘issue. Its employees
know how it feels about the GAW, and so far there has been no
apparent problem with workers themselves on this score.

Apparently, the union leadership has not been willing to
gamble on a strike for this issue, either. Whether or not,
as mentioned before, GE's excellent system of communications
on its steady work goalé is meant to be an answer to GAW, it
gseems from a gtudy of the material available that it could very
well be the answer should the company want‘to utilize it

ag such.
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PUBLIC RELATIONS PROGRAMS TC FIGHT GAW

The Maybag Company

General Electric has said that if and when it thought
that its employees really were convinced that they wanted a
guaranteed annual wage, it would wage an all-out campaign
against what it considers to be wrong. The presumption is
that it might even take a strike to hold out for principle's
sake. “

It has not had to dovthis, but another company has had %o,
and did take a strike of 67 days over the issues of supplementa%
unemployment compensation and the union shop.

The Maytag Company, manufacturer of home appliances,
employs approximately 3,600 workers in three plants; two in
Newbton, ITowa, and the othér in Hampton, Towa. Its president,
Fred Maytag II, is strongly opposed to both GAW and the union
shop. When the UAW, to which about three-fourths of the
company's employees belong, urged i1ts locals tb seek the same
kind of'oontraot as signed with the major automoblile companies,
the scene was set for a battle.

Certainly the union was aware that Mr, Maytag had said
publicly that any form of GAW was wrong. It must also have been
aware of the position of Maytag Company in Newton. The combined
population of Newton and Hempton is about 15,000, and the

company's position in the community and its strength as opposed
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to the local union differed greatly from that of any of the
automobile companies.

And, unlike the automobile manufacturers, Maytag took its
fight directly to its employees. A continuing community rela-
tions program has been maintained by the company. Some
similarity may be seen in Mr. Maytag'!s relationship with his
workers and that of Fred Crawford of Thompson Products, whose
approach to bargaining issues was discussed in the introduction
to this section. )

Early in 1955, long before negotiations were slated to
begin, both Mr., Maytag and E. F. Scoutten, vice president and
director of industrial relations, had gone on record in
opposition to GAW. Mr. Scoutten spoke at one of the management
conferences on GAW sponsored by the NAM, and Mr. Maytag was
chairman of a panel session at another of that group's meetings.
In addition, Scoutten spoke at community meetings in Newton,
facing such groups as Kiwanis and Rotary.

A speech by Scoutten was made at the Maytag shareowners
meeting held in March, 1955. In this speech he said:

Less than 25 per cent of the workers in the United States

are represented by organized labor unions. The great mass

of workers in this country are oftentimes overlooked
because they do not have a high-priced public relations
gstaff to plead their cause in the press and to the

American people....Sometimes...American managements are

pressed into agreements such as this newest proposal of

the UAW-CIO which are conbtrary to the best interests of

this country, the American people, and in fact, the very
employees 1n whose behalf this program is adopted.
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He continued:

If any of the major automobile manufacturers negotiate
this proposal or a modification of it, it may safely
be assumed that the rest of the automobile industry
will very quickly fall into line and negotiate almost
identical programs...The fatalities will occur among
the smaller, independent manufacturers who, in signing

such agreements, are almost certainly signing their
own death warrants.

This speech was reproduced in booklet form and given to
shareholders. It was also distributed in‘plant reading racks
and employees later received a copy of the speech through the
mail. Coverage of the same talk was givep in the Maytag
Bulletin (the weekly newspaper) after beihg presented to the
Maytag Management Club, |

In his speech before the NAM in July, 1955, Mr. Scoutten .
became somewhat of a prophet when he said: "Industries should
regist the slow rot which will result from éhe negotiations
recently concluded in Detroit, even to the penalty of accepting
a strike, if your employees elect to strike.”

An announcement that negotiations had bégun was made in
the July 28 issue of the Bullebin, and on August 18 the paper
mentioned that a letter had been mailed to all employees
explaining the company's offer to the union. The coﬁtraot was
due to expire on.Augusf 31.

As negotiations continued and the expiration date of the

contract drew nearer, Mr, Maytag sent a second letter to
employees comparing the proposed wage rates with those of

competitors in the home appliance industry. Meanwhile the
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union membership authorlized their officers to call a strike
if necessary.

The September 1 Bulletin carried news of the opening of
the strike on the expiration of the contract. The union had
asked Mr. Maytag to sit in on negotiations, but he declined
to do so.

The next week'!s issue Qf the paper carried pictures of the
picket lines, and én announcement that pay checks could be
picked up at the plant gates. The Bulletin, normally given
to employees at the plant gates; was mailed to the homes of
workerg during the strike. )

With the strike in its second week, ﬁembers of the UAW
International arrived to arrange for food vouchers to be digtri-
buted. Maytag employees thus were recelving the benefits of
the strike fund set up by the UAW at its March convention. The
union published its demands in an ad in the local paper with an
open letter to President Maytag. The battle for public support
of the strike was on.

The company utilized the stoppage of production to conduct
training clagses for supervisors in all phases of the company!'s
operations. The union, at the same time, called for a general
membership meeting which was addressed by Pat Greathbuse,
Chicago regional director of the UAW. It was estimated that
workers were losing an estimated $50,000 a day in wages because
of the sfrike. .

In his speech to the union membership Greathouse stressed
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the importance of the GAW and union shop issues. Another letter
to employees was mailled by the president in which he stated
that if -the union would withdraw demands for both GAW and the
union shop, the company would make increaged offers in other
areas.

"The futufe course of thevnegotiatioﬁs is upvto'you,"
he told the workers.

Noted in the September 29 issue of the Bullebtin was the
fact that Western Tool and Stamping Company of Des Moines
had settled its strike after the union withdrew its demand for
the guaranteed annual wage. |

As the strike moved into its sixth week, the president
made arrangements to speak about the striKe over the local radio
station (KCOB). In a publio statement he said that the company
had madeJits final offer, amounting to 25 cents an hour in‘
benefits. He also asked that union members be allowed to vote
on whebther or not to accept his offer. |

The attempt to win public favor continued with both company
and union utilizing ads in the town newspaper to state their
views. A membership meeting called by the union reportedly had
produced a motlon to allow members to vote on the offer, but the
imotion had allegedly been ruled out of ordef.~ Instead, the
union asked for reopening of negotiations and again demanded
that Mr. Maytag participate in the discussions.

Apparently the failure to get a membership vote on the

company offer, plus the hardship of the strike, induced a number
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116 union members voted 808 to 696 to accept the company proposal

union officers was not enough to convince the rank and file

of company employees, all except one union members, to organize
a "right-to-vote" committee. This committee set up an office,
reﬁted a post offioe box, and Seoured 1ega1 counsel.

After running an ad in the local paper and sponsoring a
half-hour radio show on KCOB, members of the "right-to-vote™
committee were indicted by the union and accused of attempting

to organize a "back to work movement." Violence entered the

picture when a stone was thrown.throuéh the window of the home
of the chairman of the committes. |
But eventually the committee won out in its fight to get

a vote taken on the company offer, and in a meeting on November

and end the strike. The contract called for a wage increase,
liberalized vacation benefits, an extra paid holiday, and
pension and insurance agreements modeled after the Ford Motor
Company's plans.

Alfhough no GAW appeared in the contract, only a one-year
agreement was signed and the current contract expires on
November 7, 1956. When asked if GAW was expected to come up
again in 1956, a company spokesman said that it was impossible
to tell how strong a demand would be made. It is safe to assume
that the company'!s attitude on the subject hasn't changed a bit.

The compaﬁy'used every means at its disposél to convince
employees that it would not budge on the GAW issue and in the

long-run made 1ts point. Even pressure from the international
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worker that he should endure hardships to secure a job against
a layoff he might never have to face.

As with the Ford agreements there are critics of the way
that Maytag handled the situation. A 67-day strike and its
repercussions are not small items for a company to face. Butb
thers is no comparison with the competitive position of Maytag
and that of Ford when it was going through its negotiations.
In addition, many Maytag workers resented the interference of
international officers in a situation which they regarded as
strictly a local issue. In the final analysis the company!'s
reputation as a good employer probably contribubted a great’deal

to ending the strike.

' Timken Roller Bearing Company

The campaign for public and employee support of the stand
by the Timken Roller Bearing Company of Canton, Ohio against
the GAW began in Novamber; 1953, At that time it appeared that
the Steelworkers would make GAW a major issue for the 1954
negotiations.

Although the company stopped its campaign in May, 195l
when it became known that the Steelworkers were not making GAW
a major demand, Timken picked up its efforts in the latter half
of 1955--after the Ford settlement,

Chief’arm of the campaign was a seriegs of full-page ads
which the company placed in plant city newspapers in Ohio.

The ads went right to the point. Said one:




Everyone wanbs security. But which will make you
more secure--money in your own bank account or
money in an account others are free to draw on
before you? You've worked for your senlority. Do
you want to take.on a new dependsnt every time a
new employee is hired by the Timken Company? Or
do you think that new men should earn their .
security and their seniority the same way you did?
You probably won't have a chance to vote on this
issue directly. -Your union officials have already
made up your minds for you. But that's only their
decision, not yours. You still have several months
in which %o speak up. Decide what you think is
best for you--then make your feelings known.,

The themes recurrent in the ads (a total of 15 different

ads were run) were: don't put your money in somebody else's

bank account; do you want someone else to handle your husbands!

pay check (directed to wives); and should high seniority workefs

help pay the newcomers?
Particularly pointed arguments were used to get the
employee thinking about the issue in his terms:
Supposedly the Timken Company would be pubtting up the
money, not you. But regardless of whether the Company
pubts the money into a fund in your behalf or you pub
it in yourself, the fund would be made up of money
that is paid for your services. Your money.
Who would benefit from a so-called "guaranteed annual
wage"? Most likely people who haven't even started
working for the Timken Company yebt.
The effectiveness of the 1953-5li campaign was btested by
a major automotive producer who ran a survey in Canton eight

months after the ads stopped. Respondents gave back almost

80 per cent identification of the ads. Comments R. A. Wagner,

Timken's public relations manager: "This is unusually high

when even the best known national pfoducts get L5 to 50 per
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cent identification.™
In its 1955 camﬁaign.Timken branched out to national media

such as U. S. News and World Report to announce: "As Steel

Goes, So Goes Inflation.™

Timken believes in éommunicating with.employees‘on
collective bargaining issues, especially in the weeks preceding
the termination of the old contract. The public relations
department carrieés out these communications, as well as other
communications to employees.

Another organ of company opinion is the monthly magazine--

The Trading Post. A regular feature in the magazine is a

"Memo from the President.” In the period of the advertising
éampaign frequent mention was made in this column of the need
to keep prices down and the necessity for each worker to keep
the business running shead of competitors, This kind of
reasoning is also prevalent in GE material.

The real test of the Timken campaign.will come this year
(1956) in negotiations with the Steelworkers. Now that the
steel industry has granted SUB Timken is in the same situation
as Maytag was 1n relation to the UAW,

But this campaign has been waged differently. Maytag
said, "This is wrong." Timken says, "It's your money; it's up
to youmwhat you do wiﬁh it." This may‘ﬁéan that, faced with a
strike, Timken, however gruégingly, would grant the SUB plan
which the USA seeks.
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CHAPTER VI
FINDINGS AND CONCLUSIONS

In looking at communications procedures followed in some
companies which have been faced with the guaranteed annual wage
as a bargaining issue, an underlying thought has been to
formulate some of the considerations which would have to be
kept in mind by those oonoefned with the public relations
approach to be taken.

The decigion of whether or not to communicate cannot be
made lightly. It would necessarily entail a look at all of the
factors presenﬁ in a particular situation. The companies
examined in this study approached their situations in their
own ways. Depending on the circumstances in each case, the
outcomes have been different.

There have emerged, though, some of the major factors
which must be oonsid;red, and which had to be taken into account
in the companies mentioned in this study. They can be broken
down as follows: 1) the "power"™ position of company and union;
2) the matter of "principle"; 3) the attitude on what con-
stitutes public rélations; énd It} the factors necessary for
union-management cooperation.

It would be well at this juncture to look into each of
these facbors, both in general terms and in the specific casges

which have been covered in the previous five chapters.
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The Power Element

It has been said that union-management relations is not a
static, but a dynamic, living thing wherein two groups are
engaged in a struggle, each to protect his own interests. Out
of this struggle should come, in the ideal gsense, the best and
most workable solution for all concerned. Union representatives
ére given the mandate by their members to see that employees geb
their fair share of the profits of an organization. Management
representatives are traditionally seeking to protect the over-
all interests of the organization, and must please not just one
public, but several, 1. e., stockholders, customers, the commu-
nity, and the employees.

Perhaps this reason: that the union by and 1afge needs to
be concderned primarily with the interests of one group, and
that management people are faced with the ultimate responsibil-
ity for a variety of publics, accounts for a natural barrier
to a quick and easy solution of all demands.

As MoMurry noted in his article in the Harvard Business

Review,l the dynamic aspect of union-management relations usual-

1y means that the relative power of each group is never atb a

standstill. A%t one period of time, the union may be in the
ascendancy and in a position to drive a hard bargain; at

another, the company may achieve a position of strength suffi-

cient to dictate 1ts own bterms.

The factors creating the strength p081tlon of either group
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may not necessarily be under their control. Market conditions,
the prosperity of the nation as a whole, the competitive
position of the company and its product, may all contribute to
the particular situation obtaining at bargalning time.

In the companies studied here, the power factor was notable
in the cases of Ford vs. the UAW; General Electric vs. the IUE;
and Maytag vs. Local 997 (UAW).

In June, 1955 the Ford Motor Company was faced with a
bargaining session with one of the largest unions in the
country. That union was headed by a dynamic, vigorous leader
who personally led the negotiations and who had made the
sessions not just an ordinary meeting, but a "crusade "

Tt was a period of tough, tight competition in the auto-
mobile industry when a stoppage of any kind would have been
disastrous for the company. It contained an element of internal
struggle within the union, for the leadership of the UAW was
being contested, and by and large, Reuther and his group were
more acceptable to the autdmobile industry than his opponents.

The element of strategy was definitely present with the
extension of the General Motors contract so that Ford would be
the first company to face the determined drive by the UAW for
its Guaranteed Employment Plan.

Although Ford has been criticized in management circles

for "giving in" to the union it may well be that, acting in the
best‘interests.of the company, it was far better to yield on

the guaranteed annual wage than to lose its fought-for position
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in the market.

Here, the union.held-the upper hand. In the case of
General Electric and IUE, the factors were élmost reversed. .
Leading the negotiating team for the company was a competent
strong executive. It might be said that his "ecrusade!" was to
make sure that no guaranteed wage appeared in“his confraot.
This determination, coupled with an offer which was truly
beneficial to employees, proved to be too much for a union
which had never had the prestige or the leadership which the
UAW could claim. |

In the Maytag negotiations, a small local union was pitted
against a company which employs about one-third of the residents
of two small towns. The company is headed by an execubtive who
personally stands for the company and his prestige, as opposed
to that of the local union officers, is tremendous. In seeking
to aid the local union, regional union officers from Chicago
encountered resistance, not gratitude, from the employees.

They felt 1t was purely a local matter. And in the local
context, there was no question about where the real power lay.

From the point of view of this thesis, it is highly
signifioant that in each of the above cases, the "winner", in
addition to holding the cards necessary for victofy——the real
power--had added to its position a strong case with the public
and with the employees involved. It has been shown that the
drive for GAW by the United Automobile Workers entailed a

four-year educational program designed to bring every member
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behind it. Every conceivable communications tool had been
utilized so that when the showdown came, UAW members were
willing to strike for the GAW principle.

At General Electric, coupled with a strong policy of
negotiation procedure was a communicatbtion drive ﬁo convince
employees that GE is really concerned about all their interests-
and the chief one, security. The fact that GE limited its
anti—GAW literature pretty much to management circles, and
talked directly to employees only about "positive” issues like
expansion, steady work, and product deveiopment'iﬁdioates that
it was not so much an overt drive to undermine the union, as a
move for employee support of basic policiles.

This was also true at Maybag. The company, always strong
on community projects, was out to convince workers of a concern
for their welfare. Maytag did, however, spéak directly to
employees about its dislike of GAW in any form. The workers
there were willing to forego 67 days of pay to force the issue,
but faced with a determined stand, were the ones who backed
down.

The use of communications in the above illustrations
strongly suggests that they can be utilized effectively to
re~enforce a power position. The‘UAW had conditioned its
members for four years on the value of GAW and apparently was
willing to bank on their support in case a strike in the auto-
mobile industry was necessary. Apparently, IUE representatives

could not bank on the same thing in their situation, and were
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not willing to gamble on a strike at GE.

While communications alone could not have produced the
above situations, their use probably added a great deal to the
relative positions of these companies and this particular union

(UAW) in their negotiations.

The Matter of Principle

So far, the companies which have evaded the igsue of GAW
or SUB (those discussed here: General Electric and Maytag) have
utilized a "moral' argument in their‘stands. Both have pro-
claimed thagithe idea'of‘being paid while not working is
"wrong." It is on this basis that they.have fought the issue.
Both ha&e added that it is also economically unfeasible, but
the méin reasoning has been moral. '

The question has been raised in some quarters as to
whether or not a company should take a stand on "principle"” on
thig issue. The dietionary definition‘df prinoiﬁle is "a funda-
mental truth or basic or primary law." If it is a%basié law
that workers shall nobt be paid while idle, it becomes hard to
draw the line between unemployment compensation laws (which
have been approved "in principle” by most of the business
world} and the extension of,thiswlaW'Which the unions propose
as SUB.

Companies which take the principle stand say that it
should not be as profitable for a man not to work as it is to

contribute to the productivity of the nation, for then he will
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not work. On the other side, the principle as stated by the
unions, is that the worker should notvsuffer because of forces
beyond his control; that if he wants to work, he should be
provided with remunerativé employment. This, they say, is

hisg right.

Both company and union are ehtitled to their principles.
Once stated, they should be held to. The only danger is that
when dealing in the abstract area of principles sometimes the
specific problems are overshadowed. William F. Whyte has
stated that:

Principles are precisely those things which people

hold to with the greatest emotional heat. We often

find that groups of people are able to work together

when they give their attention to practical problems

but are unable to get along when they discuss the

principles underlying their relationship.Z2

This is not to say that GAW should not be made an issue of
principle, but to point out that once a stand is taken, it will
be impossible to badk down without a loss of face, and perhaps
a loss of employee respect, as well.

In this case, neither General Electric nor Maytag has
backed down and there is no evidence that they will do so in
the fubture. It is interesting to noﬁe that Timken Roller Bear-
ing Company has not made its fight against GAW on a moral basis.
Its arguments are mainly financial and are presented to
employees in a logical manner. If, as a result of the current
steel negotiations Timken is forced to follow a pattern in the

steel industry, it will not be placed in an embarrassing

position.
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Wheat Constitutes Public Relations?®

In approaching an issue like the guaranteed annual wage
from é'publio relations point of view, any communications
effort--direct or indirect--would have to be carefully handled.
The "how" of the process would be most important.

It ﬁas been pointed out in many places that understanding
of an issue does not necessarily lead to accepﬁance of the
point of view of the communicator. From a discussion of
industrial conflict comes the following/étatement:

Educatlional messages and persuasive communications

from management will obviously eliclt quite differ-

ent reactions ranging from unquestioning belief to

utter digbelief, depending in part on whether or

not the views are met by telling counterclaims from

unions or other sources. Whether one interpretation

or another is accepted will also be determined by

the worker's own experiences and existing attitudes--

by what he is prepared to believe, by his emotional

attitudes toward the source of the communications

and by the sentiments prevailing among his friends
and fellow workers.

It can be seen that if a company should communicate, then,
on collective bargaining issues, it could not be sure that its
position would be favorably received. In fact, some sources
fear that a discussion would produce the opposite effect as a
matter of course.

One solution has been offered by McMurry. He maintains
that a company must change the stereotype of management which
has been prevalent among workers. He advocates a double-

barreled approach of "action" and "communication.”
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In the first step the company would prove, by its day-by-
day actions that it 1s interested in its workers!' welfare.
This can be done by finding oubt what the sourcesAof irritation
in the daily work routine are, and then as far as possible,
eliminating the sources of trouble. This would entail, in many
cases, a retraining of foremen to be better supervisors and
better communicators up and down the line.

Communications, he says, can be utilized to remold the
opinion of workers about their management. He does not say
anything about direct communication on collective bargaining
issues. The program he outlines is one of "preventive labor
relations™ to achieve a more balanced union-company power
relationship.

The union is able to gain concessions from management but
it must be poinﬁed out that it is'the'management which has the
power to give the concessions. The union could not get them
on its own. This attempt to condition the worker to a belief
that the company does not have to be bludgeoned into granting
benefits takes the form of a well-integrated program of doing

and then talking about it.

Union-Management Cooperation

The union-management relationship, then, can be seen
largely in the power sense. Where this power is.held within
reasonable bounds, the results of bargaining can be beneficial

to the employees, in whose behalf it is undertaken in the
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first place.

A criticism of»General Electric's appfoach to bargaining
is that in by-passing the union withhcammunioations directly
to employees it 1s really undermining the uni&n and this cannot
do anything but worsen the relationship. This is a problem
which will have to be solved by each company as it views its
own situation. It must be noted, however, that GE's 1955
negotiations were accomplished without apparent strain and that
the union locals accepted the company offer with relatively
little haggling.

Thefe is 1ittle doubt that most companies accept the
presence of unions as necessary. They must serve as a repre-
sentative of the individual worker who cannot, in today's
industrial scene, bargaih for himself. They are the guérdians
of workers'! interests and bring employee problems to the
attention 6f a management which must serve several masters--
stockholders, customers and community.

If, in inaugurating a communications program to reach
employees directly a company would be harming a good relation-
ship, pause must be taken to determine the long- and short-term
benefits of such a program.

The can companies, discussed in this thesis, have enjoyed
good relations with the Steelworkers for several yearé. Their
1955 contracts were signed six weeks ahead of the expiration
date, and they were the first companies dealing with the USA

to grant an SUB plan.
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It is interesting that while there were no communications
in these companies prior to the contracts' signing, both major
can companies are going ahead with plannéd communications
programs to explain their contracts and to bring home to
employees the fact that the plans were granted by management.
More liberal than the agreements in the automotive industry,
these plans are being advocated as the best that the company
can provide. This move may mean less pressure on the companies

for liberalization in 1958.

Whither SUB?

The settlement of the recent steel strike has brought
with it an SUB plan similar to that of the can companies. Some
companies in the steel industry will probably not bow to a
pattern without a fight. But the pattern for SUB will be
largely settled this year. What will happen when the three-
year contracts in the automobile and other industries expire

is another matter. On SUB's future, Business Week said:

But in the final analysis, the future of SUB and its
role in 1958 bargaining in autos and in fubure
bargaining in other industries will be guided by how
John Doe benefits from it and what he thinks of it.
Will he clamor for more? Will he feel it isn't
worth the trouble? On answers to those questions
depends the weight of pressure that management will
be feeling in the years ahead .l

The dynamic aspect of collective bargaining will continue
to be evident in 1958 and an ever more alert and well-informed

management will be required to deal with future problems on
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SUB. Whether or not communications are utilized to re-enforce
a company program, more companies seem to be coming to the
realization that they can be of help.

In an informal survey made of thirteen companies which
have signed contracts in the last year embodying some form
of SUB, the following results were received. Five out of the
thirteen did not reply. Of the eight which did only three
had communicated at all on .the GAW issue before contract
negotiations. Of the five which did not communicate, three
are going ahead with communications on the issue now that the
prlans are in force.

It isg obvious from the above that the feelings on the
value of communications in the area of collective bargaining,
in general, and on SUB, in particular, are divided. It is
hoped that the cases presented in the body of this thesis will
shed some light on what can happen when communications are
utilized and what factors might be considered if they are to

be used effectively.
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