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CHAPTER T

INTRODU CTION”

Technologica.l advances have been a characteristlc of* the con-
stantly growing and improving economy of the Um.ted States since the Indas-
trial Revolution. It-is because of_ thege 'mprovements ‘that the American
economy has v-forged ahead, giving ltsdpeoplel & higher standard"iend level ‘oi‘ |
1living than any other natlon in the world. j'l‘ii;ere/lrxas been, however, a
grow:mg res:.stance to the idea of machines replacing men in the office and
on the assembly line. This issue has become an emotionally charged dispute
between management and labor. ' ’

| 1. THE PROBLEM '

Statement of the problem., Tt is the purpose of this study (l)

to dlscOVer and analyze the total impact oi‘ technologlcal advances upon the ,
three parties of an anployment relationshlp, the employee, his represent-,
ative s the um.on' and management 3 (2) to evaluate the internal dev:Lces
~which must be used-to ease the impact of methods improvements, (3) to ine
>vestigate the feas:.bility of controlling the introduction of technological
changes into the- employment relationship. , |

Importanoe of the stud;z. The recent Steel Strike of 1959, having

1asted four months, with its- adverse ei‘fect on the economy of the United
States, had been openly proclaimed as-a struggle for e:d.stence ’oetween big
management and big unioni_sm, : One of the primary problemps'-mvolved was the
justificatlon of work rule pr‘ovisione previously- ‘won-by,“the steelworkers '
in collective bargaining. Management wanted to: rescind these provisions
to promote efficiency, while the union-was detennined not to glve up these

rules because te do so would lead to a complete deterioration of union



strength. ‘So wide-spread "w'as'. 'ph'e damage to the economy, ‘that the Taft-
Hartley Injunction was invoked This action ‘marked the second nee of . the -
, National Emergency Provision in’ a. two-month period, both actions :lnvolv-»
ing the ramifications of .technological a_dvances.‘ The International Long-
ghoremen's Union called a S'_brike o#er the issue of methods -improv'ement
" in October, 195_9.‘. They ﬁere : comple'iping about the eﬁnplifieation oi'
loading techniQues;. specificall_.y. - ﬁhe ioad;ng -and unloading oi‘ pre- -
| .’pa'cked t'railer-ﬁrucks ciirectly' into -and onﬁ ;of :‘the hulls of ships by the
use of cranes., This 'obviOusiy'three*bened many of ‘the lon'gshoremen's occn—~
pations: becanse of a reduction in hours and in number of workers needed.
Both strikes, the st.eel and dock disputes, centered around the
issue of technological advances. Both dlsputes were- important enough to ‘
the national health and eafety to warrant the use of the Taft-Hartley In-
. junction. This fact, coupled- with ‘the ever- increas_ing charges throughout
all industry of "featherbedding", >a"concomi,tant‘-‘ result of technological
change, | leads nany o believe "Vc'het» thisvwﬁl'be-e very important issue in
labor relations disputes in the forseeable future. Ra’iiroad managenent' -
' officials have made known the:.r plans to fight to the bitter end for the g

rescission of work rule prov:Ls:Lons > after all 'the strike~delaying provis-

jons of the Railway Mediation Act have be_ ",i‘m;rol‘ced. Hence, if these pr_ef.
: _dicylone are t_ru_e, we' _"3,1_’..'.1°°—k 'forpvardr to __a» iong, bitter raiiroad's'tri_ke
in late 1940. "ﬁUni'on'vzoi;ficials -throughont the ‘country reflect thethoughts.
of Mr. Francis Moore, Business Agent for the Intemational Brotberhood of

| Electrical Workere& who said :Ln a personal interview with this author that

vt’echnologlcal improvements of earlier years were compensated for in the .

' economy, but it is_ becoming' very apparent 't_,hat “human planning has not;kept’A

L



abreast of technological engineering and it remains to be seen by whom,
when, and how there will be an equalizing force brought to bear on this

‘problem of machines replacing men.

Method oi spproach, This evaluation will consist of a critical
inspection of‘thelnotivation of management for iboth antomation and work
'simplificstion;Lthe reasons'behind the employeeWS'fear of such methods
jimprovements;fsnd the union's participation’in rediucing the*disturbing -
effect of these changes'upon the economic and social position'of‘the em-
ployees. In order to study the total 1mpact of methods improvements upon
>the smployment relationship it will be necessary’to analyze each subse-
quent“difficulty which arises‘when a-job is changed substantially. This
will lead to"an examination of the remifications of these advances ‘upon
job evaluation, time study concepts, such as normalcy, speed rating, and
fatigne allowances, and.the effect of job changes on the- empIOyment rela-
tionship. ‘we shall see that unions use work Tule provisions to protect
- their members. These provisions conflict W1th management's desire fOr
efficiency.- This conflict will necessitate an analy81s of the relative
merits of both parties' arguments concerning work rules. Thevnecessity
of proper planning to keep employees abreast of technological advances is
well recognized.‘ This study'will look 1nto actual contract provisions
covering’ this aspect of personalization as it relates to the Electrical
Industry. After exsmining all these areas, concluSions will be drawn don-
cerning’the best weys of reducing the disruptive influences. of technolog-
ical advances upon unionqmanagement relstions. N

o "2; DEFINITIONS OF TERMS USED

' Technological Advances. Throughout this report, the tenn



"technological advances" shallbe ioterpreted to mean‘.th'ose methods im-
'provements resulting from both automation and work " simpllfication for the
purpose of performing a particular operation in the most ‘economical way.

A technological ‘advance will, therefore, ‘refer to both large and

small scale changes in the method of performing an operation in order to

10

obtain greater efficiency and utilizatlon of equipment, labor and materials.

John W. Riegel has identified lO types of technological changel: (1) in-
stallation of equipment ‘_desigced by specialized machmery manufacturers s
(2) installation of machinery"designed;_by'*the user; (3) operation of old
machinery at highervspeeds or-in new’ I'combinat‘ions,v (4) introduction 'oi' rrew
tools and fixtures, (5) use ofb new or. improired mvaterials,‘ (6) improvement
of manual methods, (7) subdivision of coniplexvtasks, (8) mechanization of
. manual work, (9) installation,‘o.f lco_ﬁveyor‘s:, and (10) reorganization and
 replacement of processes.v - » | '

‘ Automation. A continuous automatic production system, having
three characteristics; (1) int,egra_tion, of continuous ‘production machmerf,
" (2) feed-back technology, and (3) rationalization. ’ o

Integration.  The linking together of conventionally separate
manufacturing operations into lines of coutinuous production through which
the ,product moves untouched by human hario_s. |

Feed-back --Technolog S A b’uilt-in aut'oinatic- coﬁtrol device used

to compare the way. in which work is actually being ‘done with the standard
for that work, and used to adjust the machine wherever needed to meet the

standard for that work.

! No. 32, p. 12
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. Rationalizationa_' The devélopment of general and special purpose

computmg machines which are capable of recording and storing infomation,
as well as performing smple and complex mecha.nical operations on such

~ data in order to makevmore‘ info_nnation available' to management,.

| Work Simplification. ‘The process yéf anélyzingr and- simplifjing

the methods s materlals, tools, and equipment. used in: the performance of a
piece of work for the purpose of i‘inding the most economical manner to
perform the operation.

Electrical Industgy. ~ For the purpose of this study, the term

"Electrical Industry" will mgan -those‘ma.nufaéturing' concerns producing
electrical machinery. This restriction will exclude the electric light

and péwer firms, as well as ‘the radio and television industry.



| CHAPTER 11 | |
MANAGEMENT'S MOTIVATION FOR THE INTRODUGTION
or TEcmonocrIcAL ADVANGES B

We: must, at the outset of thls discussion,,distinguish between
' the macrooeconomic and m1cro~economic motives which cause management to
iflntroduce technological improvements.\ Macro-economic reasons refer to
i the’ effects of technological advances upon the national eeonomy;j Mhnage=-z>
' Jment officials, as a collective group, rve the introduction of technolog- ’
-ical changes because they increase natlonal employment, decrease commodity
'prices, reduce the impact of 1nflat10n and.maintain,_as well as improve, “
':our standard of 11v1ng.; Micro«economlc reasons refer to the effects of
imethods improvements upon the speclfic firm making such changes. It isv
ivery important to keep thls distlnction in mlnd because many statements_,i’
: made, concerning the introdnction of automatlon, .seen paradox1ca1 For\
' ”example, one- of management‘s motives for automation is the reduction of;

‘11abor costs, which means unemployment for a number of workers formerly

- employed They w1ll, however, justify thelr p051tion by showxng that auto-'_'

"matlon also creates employment,~ This study w111 conflne itself to tne

"‘micro—economic motives of bu31ness leaders for the introduction of techno—'

logical changes. Pertinent qnestions to be answered, then, are*- how do

"7ﬂtechnological advances improve a: firm s competitive posltion? What are

E f thelr effects on.productlon control, quality’control,and,safety? How do

: these changes increase the efficiency and utilizatlon of the labor force’ |
vnThese questions ‘are Important because they are the prime movers, the real:l'
motlvational forces, that cause particular managements to install methods

imprcvements._ ‘The macro=economic reasons are- merely a theoretical
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:justification of their ‘actiOns. . For an interesting discussion of MAacYo~
economic motives, see Ralph Je Cordiner's testimony on automation and

technological change bei‘ore the United States Congressz.

1. IMPROVEME\IT OF COMPETITIVE POSITION

The Electrical Manufacturing Indnstry, still in its infancy, is

comprised of thousands of small firms, with a few notable exceptions, each -

'striving to improve its own market position. In a youthful industry, where

 there are few outstanding reputations, there can be no resting on’ past ag=

‘complishments. ~To survive in this highly competitive situation, each firm

, must better its competitive position lest it lose all forward motion and be .

left behind. ‘ ’ '
’ The Electrical Industry has as one of its biggest customers the '
United States Government. The nomal method of procuring a contract from

the government 1s to underbid the competition. A cost--estimate must nat

- be- either too high or too low. If the bid is too high, the fim submitting

the bid w111 not receive the contract, and if the bld is too lcw, the firm
will get the ,job, but will lose money in its performance. It is an abso—.
ilute mu‘st, then, for: management to discover new methods in order to do the
Job as- inexpenSively as possible. , Only thus oan it obtain a-suffi'cient

percentage of contracts bld upon and ;fulfill them at a suitable profit mar-

- fgin This same problem must be faced in the public consumer market, al-

though the competition in this area may not be quite s0 critical due to the,

skillful use of advertislng.

General Electric credits technological advanc es- for many reductions

in ‘the prices of their product line. Vacuum cleaners, costing $89.95 in 1950,

2 .I\;Io.f-S:’ ,:_pp:1h23-h3hv‘:
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were reduced to $79.95 in 1955 : Iélefision,ﬁ previously $230.90 ‘(12 inch -
screen), cost only $199.95 (21 vinch 'Séreen‘) in 1955‘. Similar reductions
of prices ‘are evident .in rei‘figéré?oors: $§329‘..:95 €8 cubic feet) in 1950;
$228.00 (9.2 cubic feet) in ’1955; and in automatic washers: $394.95 in
1950, reduced to $279.95 in 19553 |

Solomon Bérk_ir; .sﬂirunai:izes‘vthe' needs of particular management
groups to improve their competii;ﬁfé "position by saying, "The narket de-
mands that alt'eraiions' be'madéf j:r-i'_p'.»r-oducts’to 'mee'b- new trends. Costs
must be adjusted in the plant to meet, _economié ~pressu're. -The result is
new job standards, : new -worv};as‘sigmnents,. andffhew jobs for worlcers.'")4

Improved production control methods, Automation solves ‘many

-

productiéri control problems si.ﬁxply by building into the machinery a pre-
planned method for producing iai‘ge volume lots of work at low unit coéts_,
thereby eliminating the need for individual' routing, scheduling, ar-td dig-
patching. YE.Sctensive'ﬁse ‘of épéciélizéd ‘machines, linked togethexr by matezf-b
1al -handling equipment, allows a plant to operate more-efficiently by in-
creasing the produdt;l\?ity; per hour. As the flow-rate of finished goods
incréasgs, the variable éosf Qf‘eaéh -:pari'bi'cular product is reduced. Mater-
ial'-handling equipment eliminates the need for-truckers and instructions.
Becaus'ei productive faciiities ai'e iinked, there is no meed for storage
spa,cé t.o handle: goodé -in process. ",Rigid output capacity "SﬁPPJ-ies the oppor-
tunity to control and cbordinate the 'invéntory of raw materials with the
fl.ow of production, thereby Saﬁng the costs ofv high invenfories. Auto-
‘matic ‘tedmology-'intréduceys the po;sibihty Véf '.eliminatfm‘ég direct hﬁman |

intervention in operating, guiding and feeding machines, and in controlling‘

3 No. Ssp. Llo
: p. LT3
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processes._ This results in substantial savings, because increased speed
‘ of output will decrease the percentgge cost per unit of the machlnery. : .
Tt can be seen, then, that the features of automation (preaplanned layout
_ specialized machinery, extensive use of material handling equipment, as '

- well as control and coordination of inventories) reduce the cost per unlt

-by reducing labor time needed, inventory costs, intra-plant transportation -

. _ costs, need for storage space, and by increasing the productivity per hour
_of plant facilities. .’ o . o | :
| Work simplification also improves production control methods by
) eliminating unnecessary steps, combining and rearranging the process flow
oi‘ goods, and by simplifying operations. : Its goal is to -reduce the in- :

efficiencies -of layout and the motions of the operators. By standardizing

‘ " the method- of each operation a more dependable estimate may be made concern- _

- ing the ontput of the line. Work simplification tries to balance the pro-

ductive capacity of each station on the line, thereby reducing bottlenecks

and allowing for greater stability in results obtained., The competitive

: position of the firm 1s bettered through this type of method improvement
, both by increasing the productivity of the individual worker and by reduc-

ing. the labor cost for the operation. Labor coets are. reduced ‘“more from

no

_ higher output than i‘rom lower priced labor " Increases in productivity

resulting from the: use of 2 special jig or i‘ixture, for example, have been;

' known to be ‘as high as 100%

Improved quality control Technological advances substantially

improve the qualit:;r of productive output.» Automation, through the use of

feed-back technology, can check its own work and test the quality of the

Sy, 29: . 3'7’,: e



product, making whatever adjustments are necessary to bring the product up
j} to the desired standard. These ad;justments take place as the product goes
through the station perfoming the operatlon, allow:mg for imedlate cor-
. frection off any difficulty.» Quallty control under older systems ’ never

could maintain this important feature of immedlacy, w:Lth the result that
i.f_‘ a product checked was found to be of poor quality many of the products :
, processed before it would also be defectlve., This feature of :.mmediacy in
quality control technlques reduces wasted materials thereb;sr decreasing the
cost of the whole 1ot of goods produced e

The use of speciallzed machlnes, des:Lgned to simplify methods,

reduces the possn.bility of error by dlvid:mg the task and perform:mg :Lt in
the easiest way pOSS;Lble.. The operator, therefore ’ faces a reduced error-
prone situati“dn‘i‘*’ K";“éoncomitent result of ':unproved- quality control is the"
reduction of waste materlals and more efficlent use of both the laborer's '
__and maohine's time. | B

Improved safety. Technoloan.cal advances mprove safety, either'

directly or indlrectly. In the process:”"'

vention in the productive process 1s eliminated completely., Work simplifi-
- catlon ‘improves safety indirectly by the proper planning of tools and de-

' 'fj»vices to. eliminate the accldent proneness of the work situation. As “the

;_.frequency rate of accidents declines substa.ntlal savings are made by man- .

» agement in acoident liability premiums., Time lost by ‘the worker a.ffected,

automatlon direct human inter-

16

by the commotion caused at the work place, by ‘official reports concerm.ng .-

the accident, cost the i‘irm a great deal Anythmg whlch reduces this

type oi interruptn.on will decrease the cost of the goods produced. |
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2. INGREASED mfom«mmN AVATLABLE
TO MANAGEMENT

The introduction of computers and tabulating machines into the
offices of business concerns'allows-management to base its decisions con-
cerning both financial and producti#ematters ‘updn the most up-to-date and
accurate information possible. | : )

The importance. attached to managerial informatlonal needs, con=
"cernlng accountlng and business data, research and,engineering data, justi~
fies the tremendous expense of cbmputersfand data proce381ng machines, 'id‘
1955 General Electric hed_lZi compﬁ?ers in use - 83 computers were used for
engineering purposes.and.38wforedataﬂproceSSing.l They also had on order
23 additional computers, 19 of whlch were to be added to the data proce381ng :
lforce and the remalning four would Join the englneerlng forceos |

General Electrlc uses computers for research and engineering fuoc—A
tions, such as trajectory of guided and nnguided.missiles, the,earth satel~
lite project's computations, and for‘productive‘and design problems, which
would‘take from_one'to‘three yearsfio dofby'haﬁdvout can be solved by the -
use of coﬁputers'in less then‘one hour; Business dgta'processing*machines
are used in the-following four areas at General Electric* payroll, material
control order servife ‘and billing, and general and cost accounting. These'
four areas are extremely compllcated, ‘but the utilization of computers gives
the General Electrlclmanagement a greater opportunity for- deolsionemaklng
- based upon accurate end instantaneous informatlon concernlng 1abor costs,
inventOry costs, or&ers on hand, accounts recelvable data and budgetary
considerations. N | o |

In summation, then, it is quite apparent that there are many

6 No. 5: pp. hh3>i

[

|




potent motn.ves for the introdnction of technologlcal advances upon the

industrial scene. In a word, we can say that management carmot ai‘ford

18

not to look for innovations in methods if it intends to grow. and prosper. |
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S

| | GHAPTER TTII
EMPLOYEE'S FEARS CONCERNING TEGHNOLOGIGAL

- ADVANGES

Technological adrances; considered by management to be 8 neces-
sity in order to improve their particular firm's compet:Ltive positlon, are '
a source of great consternation to the employees of the company installing
B them. A1l the macro—economic justiﬁ.cations concemlng methods improve- .

‘:ments, sach as their necessity in order to reduce the cost of living, to -

‘decrease the trend of inflat:_on, to increase employment, and to mamtain .:'

: _the standard of living, fall ‘on deaf ears when the employees of a partic-»
ular firm become aware oi' the introduction of these :’uuprovements into the:Lr, -
‘own work envz.romnent. ‘ e _ | _ o

Although the employees recognlze the. fact that technological
changes and mnovatlons are ‘an absolute necessity if thelr flrm is to pros;-
per and grow, the worker is not particularly impressed w:Lth thls concept .
rwhen the improvement results in a change of work assignment or unemploy—

; ment for hJ.mself and hard t:hnes for his famlly. N

' We are, - therefore, faced with the first ‘dilemma of technological ‘
improvements 3 namely the conflict of interests betWeen management and its
employees. We have seen why management wishes to install these advances s
B now we must look 1nto the mot:.ves affecting the reactlons of employees to

methods improvements .

1. A CAUSE OF UNEMPLOTMENT
Technological advances increase productivity per hour and de--
crease labor costs by substltuting less skilled workers for more highly _

. skilled 1aborers or by substituting & few. skilled workers for many semi-
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or unskilled workers.

Increased productivity per hour. When output is increased per

un:Lt of time it often means a decrease in hourly employment available to
laborers because orders are filled in less time than previously. _Unless
tbere is an increase_in_efinn'e ~_shar,e~o.f.‘ the market,‘ w1th itS*correepond-
ing increase in demand: -f‘orv or-ders:, the introduction of innoywations capeble'
of higher capacity in productive ability will result in the availability »
of - fewer employable hours. Both automation and work simplification have

- the resultant effect of increasing productivity. Automation does this by '
eliminating direct human intervention from the productive process. Work
simplification divides “the operations to be performed into the most effic~
ient- pattern in order to get more work produced in a shorter period of time
| through the specialization of‘v ,operations‘-an.d. ‘la'b"brers. A worker wboee Job
nas been simplified and made easier to do can easily work himself out of a

~ job..

~ Reduced labor cost'si.:' The substitution of one skilled work'er for
'many unskilled workers, or workers of a lower skill grade: for those of a
higher ranK‘, ‘also meens unemployment for those laborers currently employed
| at the time of a m.ethods :I.Itxprovt-zment0 ‘All the evidence of a macro-economic
nature, concerningthe 'abili'ty; of 'innovations* to create-« new pro’ducts s in-
: dustries and employment, fails to change the fact that a "labor savingh de-_
vice brmgs about unemployment for ‘some member or members of the firm using
these devices, That worker or. group oi' workers has aust seen his occupation
disintegrate; A worker, 8o displaced, may or may not be rehired in some
other department of his 0ld. i‘irm If the change is a- big investment el:uuno |
ating large numbers of workers, such as in automatizmg a plant, the labor-

. er, it is safe to say, will be applyint> for unemployment compensation. If



the change is small and affeéting only a few workers, he may be absorbed
into another department but will, in all prdbabilitj, receive a substann»
tial reduction in wages because of his lack of experience and skill in
that newoccupation° ‘ _

It is quite apparent that the worker is self-seeking and does
not share the same ':tnterest as does the economst~ in the possibility of
these changes creating a new mdustry or new occupatlons. He is very much
concemed about the arrival of his next pay check. This worker may be one
of those people Who migrgte from the .blue. collar class to f_he‘ white collar
set, to whom the ‘Princéton Uni%érisi‘ty Report refers in vits" e'conomj_.c study

cont.:ernving‘ "the shifting ’employm'énﬁ trends of Americans from iaborers to
: a&nhistmtors ‘becanse of the inﬁrodﬁéﬁion of techn‘oiogical advances ,7,
but only after cons:l.derable time and expense resul’oing from the unemploy—

ment and retraming costs. |

2. A CAUSE OF SKILL REDUCTION |

Work simplification has as 'iﬁs goal the division of'oper.ations'
' into specializéd taéks so. that the "jo‘b,is e"a,sier énd quicker t§ perforn.
~This enﬁails :a reductiop in\rai’.rvlt‘ellect:ual'i:rocess by substituting memory

| for thought and -;judgment.l It also allqﬁé management to train ne:w members
in leés time and to. utili‘z’efigss‘highljr skilled personnel. For exaxﬁple.,
the’ use of a Equa.dr-heacled drill combined with a jig clamping the product .
m ma;-king the spot-to -b'ga "drilled, ‘*atllf‘,omatically suggests that the job
no longer can 'effviciéntly ‘tisé' a man skiiled in reading of blueprinfs and
the drilling of hovles‘:by means of p._'zﬁ'eplan‘ned'vmeasurements; |

Automation either replaces skilled workers with less highly

7 No..27: pp. 60-65, 80
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skilled workers or brings in specj.elists, i‘esei" in number than those ‘people
. being replaced, to pe:éthﬁ the'operation; Whether ‘the ‘lessef-skilled work-
ers cc'nne from outside ‘sou'rcesvor whether the 'present skilledlworke'rs take
over the newly creeted jobs 'of‘s lesser—skilled ’pabure, ’the.re will be a
feeling of 'frustration becauss of a decline-' in the need for a skill which
took many years to acqulre and whlch skill is a pomt of pride to the work-

er possessing it.

| 3. DECLIVE IV SOCTAL STATUS - o

Every respohsible 'ind'ividusl;, be he a social luminary or. a fact-
Ory SWeeper, aspires to.a better and more influential llfe. Social status
vis Just as prevalent a desire among the 1ower m:.ddle class as it is among ‘_
~ the higher social sets. There are, basically, six classes in the American B
society. The "old families - the ,aristocracy of birth and wealth" as
Professor Wasnei' and associetes pot it 8 The next group can be called the
"rie;‘raristocracj,» " pe0ple witb money and manners 5 mingled mth but not

'compl'etely accepted by ‘the older ~'arlstocracy.9

The thlrd group is the up-~

per m:.ddle class featuring people oi‘ indiv:Ldual wealth and solid membership -
in c;.vic affairs. Ranking nex‘b in crder is the "common man level of clerks, .
small. tia&esmen, foremen, and ~a few highly skilled workers."10 The next

group could be called the upper-=1ower group of respectable working people.

. Finally we have the 1ower-lower class of individuals.

It is cmmon experience to observe the efforts of an individual

“ as he tries to rise» above his-respect.ive fellow-members and be considered

8 No. 38: p. 12
1c9> No. 1h: pe. 223
No. 1hz p. 224 -
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higher ‘in3 pr'es'tige than -'his'. ne'i.‘ghbors; The phraSe "keepmg up with. the
'Joneses“ is typical of the effort of ‘each lower group to imltate the high- :
A‘ er groups. ‘We all realize the imporbance of the deeire of a human befmg
to rise into a higher class so that he may gam the plaudi‘bs of his pre-=
vious class members,

Bus:mess brings many of these classes togetner under one roof
' Managers range from the_ upp er,.-middle:fto .the upper-upper sej: of the social
strata, while eorkers' 'rang_evn‘_n clase from the'upp'erelower tothe lower-
middle' class with a few hlghly skilled workmen present in the ‘upper-middle -
gr.o'upin_g. | _ ' | | ‘ | 5 |
o ' The type-oi'v f%mi-k performedand .fhe ’money"wagee received' deter—. 4
: mine what particular place ome w:.ll occupy in any glven class. A skilled
. carpenter is treated as a higher type individual than ‘a mach:me operator.
He is more respected by members of his own class, and his pride in status |
is just as, strong as any member of a higher class. Because a worker is a

human being he does not check his social status at t.he entrance of the fac-

It is very apparent, then, that technological advances, which
often replace skilled workers with less highly skilled personnel cause .

a decl:me in the workingman's social poeiu', on.¢ When a change takes place

whn.ch red"“ces skill, and consequently reduc s wages, it instigates a de-
',cline in the man's social standing in the community. The person perform-
| ing the z;job need not be laid off, mnor transferred to suffer a- social decline,

he needs only to be given a less highly skilléd position where the utiliza-

- tion of his skill is not needed and where the personal satisfaction Tre-

f

' ce:x.ved from the application of his art is reduced subatanta.ally.v This
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reduction in social prestige is a potent force causing the laborer to.

_Yrvigorously resist any change of this’ type.-

L. RESISTANGE ‘TO ' CHANGE |
Tt is evident from the preceding discussion that changes in work
assignments and/or in jobs which bring about unemployment, or cause skill *
freductions and subsequent, reductions in social standing will be resisted
<by~employees~becauserthey view theserresults as being disadvantageous to
their own personal life. | - . | s
The change, however, need.not effect any one of these three
areas of the worker's life to cause reSistance. "Research shows'that'any
change may be resented unless 1ntelligent planning is done in advance- to
help !changeesl understand their own feelings." u There are five_con-
ditions,conducive'to~the»birth of'resisﬁance.- TheSe.are: (1) when no ex-
. planation concerning the'nature of the‘chanve is offered to the people af-
fected bY’lt, (2) when pressure of force is used to obtain acceptance, (3)
when people are caught between two conflicting mothations, one for the
change, the other opposed to it,’(h) when the change is made on personal
rather than inmpersonal grounds, (5) when the change ignores the already—-
‘ established customs and 1nstitutions of the group.
By analyzing tnese five condltions and looking 1nto the effects
Of technological advances, it becomes apparent that even small changes can -
. arouse resistance and bad feeling. It is not strange, then, ﬁo discover B
animosity toward methods 1mprovements, be they large scale as in the case

of automation, or of a. smaller scale through the use of work simplificatlon.

M wo. 1 p. 9
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Failure to explain the nature of a change to those affected by *
it is a most thoughtless method of managing people° It leaves the employee
on his own to discover what the effect of the change means to him.personally
‘and to his working companions. Rumor, fear of the unknown, and the worker's
imagination will cause sufficient anxiety to bring out re81stance to the pro-'
- posed change regardless of 1ts merit. ' '

' - The useof pressure, to force the compliance of employees, is
‘liable to be seen 1n‘the,eyes of theoempioyees as ansnbstitution of“poner
for- reason on the part‘of nanagenent;becausejof tneir inabilitpvto justify

Two opposing motivations, one for the change and one against the |
change, will cause resistance because the employee may not be able to ren-
der a decision if the reasons'on*both sides are of'apprOXimatelyvequal merit.

Changes made on.personal grounds because of an’ employer's preju-
‘dices, either toward certain ways of doxng a«job or toward the 1ndividuals
performing that function, recelve very little favorable consideration from
the employees. If the ohange has no rational.merit except to gratify a
vsuperior’s personal ﬁnims, there will necessarily be a great deal. of fric~
tion aroused, | | |

Changes ignoring the already establiShed customs and institutions

.~ of a group are of the highest importance in any dlscu8310n of the 1mpact of
| technological.advances upon the employment relationship. This fifth condi~
tion is the cause_ of bitter re81stanee, 1eading employees to pressure unions
to adopt strict work. rule proviSions, which in turn lead to charges of “
,“featherbedding," Once a custom is set up and the employees are made aware
of it, any change or attempt on ﬂne part of management to alter the eXist—

ing precedent will ‘be viewed as an attempt to take away a priv11ege
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previously won through the use of ét_rétégic‘ .poéitioh. A preponderanﬁ
>majori,ty of disputes over wofk;mle provisio'ns can ultimately be _explained
as an aﬁtemp‘b on the pa'rti of max}_age_men"E to introduce some kind of char;ge :
which‘_ would eliminate a precgdént of this .type either dire’c;tly or indirect-
The fifst and second con&i_tioqs canvibe eliminated by the practice
of proper manégériai ‘co:rimunicatio‘ns.'_ i‘he'"third aﬁdifourth conditions ean
' be avoided by having on: hand precise reasons why" the change is made, there-
by showing the employee why it is beneflcial to him and the company to con-
form with the, irmoyation. It goes without say:[nnr that prejudlced activity
should be élixﬁin’atéd at e_my co_st, and the factual reasoning behipd any in-
novation should be such as to justlfy and warrant the change. The fifth
oonaition cannot be éliﬁinéted:by‘autocratié‘déﬁands based on presumed
managerial perogatives, as‘WQ have ‘seen in the recent steel s‘brike. C’nanges
which ai‘fect the customs and precedents of the work srbuation nust be bar-
gained for by the union and must be 'bargained out of existence by manage-
” ment through concessions of one benei‘it for the eliminatlon of a previous

 institution or precedent.
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mwmnm
UNIONS' AVERSION TOWARD TECHNOLOGICAL
' ADVKNCES -

A union is a collect.ive body of employees, ‘organized for the
attaimnent of three goalsr‘ the improvement of wages, hours, and working “

‘ conditions H the attaimnent of industrial jurisprudence, whereby the worker
-1s freed from antocratic treatment by the employer' and lastly, the per= ;
‘petuatiOn of ‘ohe organization itself . Any event which threatens any one E

of these objectives will encounter the resistance oi‘ the union. Technolcg— |
“'__ical improvements weaken the organiza.t_on itself by reducing membership,
' ’c.hereby decreas:mg the financial strength of the union 80 necessary for

- it to-obtain its ob;]ectives. -

‘~‘1 LOSS OF MEMBERSHIP
Technological mnova:bions o;f.'ten result in tmemployment i‘or the .
'workers oi‘ the firm instituting such changese The duration and extent. of
'the unemployment depends on. the nature of the change. . If the innovation -
1s a work simplification improvement the scope of the layoff will be limit-
" 'ed and its duration mll be short. Work smplification applies :Lt.self to
: only one operation at a time, the workers aﬁ‘ected being smaller :Ln number
than any change resulting from automation. A worker laid offdue to a work
- simplification change w:.ll, in all probability, be rehired shortly there- ;
- 4after, if the union has a contract provis:Lon i‘or recalling unemployed |
| _workers on a preferred baSis. ThlS policy is stated in the International :
: Brctherhood of ‘Electrical Worlrers' contract with the Raytheon Hanufacturing .
Company as follows, "It is: the policy of the Company to give an employee

Vwith reoall rights to an occupational title preferential consideration for
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‘ ,_rej_nstatement OVer prospect.ive new h:l_res to vacancies which occur in o’cher
" occupational titles in his labor grade and seniority group:h:tgo ].‘2 ,
Automati on, however, causes the unemployment of - a great many
workers md the extent of their layaoff wi]l be longer, simply because .
"1’0 takesmore openings in other occupations-to «get:them recalled ‘o workv;‘ .:
A change which results in the- layeoff of one or more hundred laborers will
vdefmitely disrup‘b the union organization because it represents a perma-
nent loss of membershipo The chances of recalling any significant num-
~ber of workers affec‘bed is small and in most agreements workers are sev=

| ered from the employment relatlonship after being laid off for more than
eighteen mox:rl:hs° I‘b is ngnificant to note, however, that most workere

| will not wait for the elghteen months to pass before they look for and
obtain a new occupation in some o‘ther field of endeavor. It 1s apparentb, '
then, that a large 1ay-off many times means a substantial and permanent
loss to the union involved Not only is the effect fel’t by the rank and
file members in their personal lives but there is an additional loss in«».' ‘
ﬂicted upon the union organization because oi‘ the decline in the member»‘,

: »fship rolls of the union., ff_'__ff : -

2. LOSS oF FINANCIAL RESOURCES
As membership drops, there is a corresponding decline in the
,financial'strength of-the-organizatlon.- In order tO‘increase or maintain
numerical strength a union must have the monetary Tesources necessary to |
‘conduct organizational drives and pursue the workers’ rights in the util-
‘ ization' of the grievance procedure. Unemployment, resulting from technolog» '

ical advances, rednces the nomber of dues=»paying workerse If the reduction

= 12 NQ.'2§’pp°_66-67~‘
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in incomeis: substantlal, due to an extensn.ve and protracted lay-off of

. members 3 severe damage can’ be :Lnflicted upon the organization. Um.on

} growth is a cumulative process with mterrelated steps, one depending up-= .
~on the other, An. order that the union continue to groue First, embers |

g f,must be induced to join, then tbe union must get mcome or- dues from these

E members to strengthen the organization by paying i‘or the serv:Lces of organ- |
g _izers to obtain pr:Lnted materiaa.s and arrange meetings. This induces more |

: people to ;join which in turn ‘orincrs in more dues income, so necessary to

, build up strike funds.' Eventually, 'the union can force management to rec-
ognize it as an exclusive bargaining representatlve of ‘the employees. "Cor-"

respondingly, a decline 1n union strength is also a cumulative process. If

e the union loses members, it loses income. If -it' 'loses the financlal back-

ing, the union is less able to a:fford the expense of: searching for new mem=~ -
bers and less able to conduct its business of obtaining better wages, hours, :
'.and working conditions. When the union is weakened in its ability to help
 the workers: 1ts reason i‘or eszstence is weakened. If the process is al—

’ lowed to go too far it may i‘ind themselves battling the workers in-a de- |
certification election. Hence, it behooves a union to be particularly

diligent in preventing the loss of financial resources due to declining

o membershipe Technological advances are in direct contradiction to this

process of cumulative union growth because of its ability to replace many
: unskilled or semi-skilled workers with fewer skilled workers. :
| 3 EFFECT ON THE WORKEBS' STRATEGIC
o POSITION |
~ Craft and mdustrial unions have based the power of enforcing

their wills upon managment on, the use of the strategic pos:Ltion of skilled

workers. Unions have, by withdrawing the support of the skilled workers,
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forced managements in‘bo concessions which were expédient in order to4 resume
- production. | | o
‘The determinants of a strong strategic posiﬁion"for_a group of
laborers are: a) irreplaceability f‘or_long‘ or short periods of time, (2)
| solidarity of the g.roup, (3) 'strong_l.eaderghip, (k) strong strike funds, (5)
incaﬁability of building-v large inventories becausé.‘ of the nature of the prod-
. uct, | | v

Technological advan;:és,. which weaken unions by causing a declin‘ek

in membership, with 1ts 'conseqﬁént ‘i»rﬁpaiment of ﬁnion finances, can actually
incréase ‘the power of the' strategid'pOsj.tion of agroup of workers. Any add-
ition to the fixed costs of a c’oﬁlpény ﬁau’tomatic'ally reduces the ’percentagé“. ’
of labor to capital 'cosﬂs.jWh!eh ‘,vt_lb'xése bt'wo_ additions become sub'_stantial as
in the intromcfibn of. aﬁtomé;tian,' the peréentége cost, of labor to capital

n.nves“bment drops sigm.ficantly Durlng a strike the heavy fixed costs of
| depreclatlon and’ 1oss of productivity w:Lll far outwelgh the proposed. wage
increase demanded by ‘bhe union. The unlon, therei‘ore s gains a more power-
ful strat-egic pos:.tlon due to the :ereplaceabll ty of ‘the workers in- a heavy
fixed cosb clrcmnstancg. - |

This improvement of strategic ﬁoéition is not enough, however, to

outweigh the “Losses to membership and f:manclal resources, because theé um.on,
as an organlzatlon, now has less people to represent in the attainment of

J.mproved wages, hours, and working: conditions.

4. A CAUSE OF INTRA-UNION JURISDICTIONAL
 DISPUTES
1, ' :
“When technological improvements are introduced into a work situa-

tion, many jobs are changed substantially. The process of work simplification
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‘does cause a great deal of urrest and.intra-unlon‘rlvalry by'reerranglng
d‘Jthe layout 1nto the most economical flow of operations possible and by
fspecidli21ng and reorganiz1ng tﬁe nature of the jobs performed "This type
of innovation often requ1res the performance of ‘two dlstlnct jobs by one
worker. Many tlmes a craft jurlsdlctional boundary is bypassed in the in=
- terest of effiolency. | |

The Raytheon Manufacturing Company decided to decentralize their
zoarpenters, statlonlng_a few of:them_at3each_plant-rather than u31ngoe pool :
“s&stemxwhichvhad to:eoswer cslls;as thejrcere‘in. Once the carpenters took |
thelr respective p031tions 1n each plant 1t was soon dlsoovered that they
were being used to do not only carpentry‘work but also malntenance jobs on
holes in the roofs and patching work on the walls in violatlon of the Amer-
"ican Federatlon of Labor's oraft jurlsdlctions of roofers and plasterers.-
The carpsnters then sought an upgrading 1n.class1flcatlon from a grade L

“to a grade 3 job w1th commeasurable pay. Onoe the offlcials of the Inter-
: 'natlonal Brotherhood of Electrlcal Workers heard of this request and 113-
tened to the reasons behind.it, they realized that they were faced with two
problems. Flrst, a Jurisdlctional dispute between the various craft unlts
‘of Carpenters, Plasterers and.Roofers ex1sted Secondly,-there was a dis~
pute over the possibility“ofzupgradlng a group,offworkers'>jobaolassificap
'tioos; The first problem 1s much more important to the union because the
7 nature of their organlzatlon demands oollective,'concerted action which can d‘

be ‘geriously upset by intra»organizatlonal rlvalries and bltterness.

5. LACK. oF SPECIFIC CORRELATION BETWEEN MONEY WAGES
" AND PRODUCTIVITY :m INDUSTRIES

Unlons have recognized that the cost reductlon implications of -~
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‘technological mprovements- are 80 great that. they do not attack innova’c:l.ons
- per se. Unions, however, do have strong arguments concerning the lack of |
| specific correlation between money wages and productivity in the indmstries:'
‘usn.ng these innovationsg Unless there 1s some specific correlation drawn
to show logically and precisely what tne productivity increase of an in-
-novation means to the money wages received by the workers in that indus-~
try, firm, or occupation, the unio‘n mll never be able to tell its members
that it has obtained a just share in the gains for them,
7 Table I 1llustrates the lack of specific correlation between. pro-
' ductivity increases and average hourly eamings. . This table is broken down
. into three ca*begories' production workers, average hourly earnings, and the
Federal Reserve Board Index of Productivity. The figuree measure production
‘workers rather than total employment because of their probability of being
organized. Average hourly earnings, although not a perfect measure of wages,
because of the .inf,‘luencevof_overtime »and_‘a long tem trend of changein the
composition of the work force, are nsed in the 'ab'sence of any better wage "
E data. The Federal Reserve Board's lndex on Produ_ci:ivity has as its base
'the years of 19)47-249 equal to 100. It' is also iinportant to note that the
period of time covered is from l9h8 to 1957, the beginning and . ending of ’
this period being at approma‘bely the . same positlon in the business cycle, '
that is, just prior to a recessmn.' ' |

If there were a.ny specn.fic correlation between productivity in»v '
'7 creases and gains in average hourly earnings, you might expect to see a |
: trend toward higher wages for those industries that have increesed their .
produc‘bivity. This i:able shows that the average per cent change in average

hourly earn:mgs for all mdustries producing dnrable goods is 56 OO% with



| TABLE I. |
- PER CENT CHANGE IN PRODUCTION WORKERS, 1948 - 1957 :

PER CENT CHANGE IN AVERAGE HQURLY EARNINGS, 19)48 - 1957
Federal Reserve Board Index 1957

Production Workers - _ Average Hourly Farnings .. FRB Index .
?%ﬁ\%ﬁousangsﬁ ’ PerCent : : " PerCent . (19h7-h9'100)
S . 1948 1957 Change - _ 1948 . 1957 Change 1957
Manufacturing 12,717 12,911 ' 1.5 . $1,350 - 32.07 T3.3 115
Durable Goods 6,909 - 7,523 8.9 - 1l.lpo 2,20 56.0 160
Ordnance & Accessories = 23,9 76,9 221.8 - S 1.3715 2.3h - 70.2 _ . N.A.
' TLumber & Wood Products - 752 : 588.3 -21.8 1,238 1.81 L6.2 o1l
. Furniture & Fixtures 306 - 31h.2 - 2.7 1,192 1.76 7.7 120
Stove, Clay & Glass Prod.” LL8 .~ "456.0 1.8 1,307 . 2.05 . 568 155
Primary Metal Industries 1,083 = 1,081.6 - .l 1.522 2.50 6h.3 1
" Fabricated Metal Prod. 812 892,.5 9.9 1.396 2.18 © 56,2 - : 139 -
- Machinery(Exc. Eleec.) 1,203  1,255.7 L.k 169 2,30  56.6 150
* Electrlcal Machinery = = 656 857.7 30.7 1.388 2.07  19.1 . 204
Transportation Equip. 1,031 1,383.6 3L.2 1.579 - 2.1 52,6 213
Instruments & Rel. Prod. 200 226.2 13.1 1,333 - 2,11 - 58,3 172
‘Misc.Manufact, Indus, 394 390.6 - - .9 1.2hi 1.8 - Lh7.9 - 1lo
Non-Durable Goods .=~ 5,808 =~ 5,388 - - 7.2 1,278 © 1.88 b1 . - - 130
Food & Kindred Prod. 1,197 1,065.7 -11.0 - 1.235 - 1.93 . 56.3 o1
‘Tobacco Manufactures 93 8h.li - 9.2 958 1.52 58,7 . . . 111
Textile Mill Prod, 1,275 912.9 - ~28.4 ¢ 1,163 1,50 29.0 - 99
Apparel & Other - ‘ . ) ' . - - . .
' Finished Textile Prod. 1,049 1,064.5 1.5 1482 . 1.g o 2601 111
Paper & Allied Prod. Los 1458.8 13.3 1.291 2,04 58,0 158
Print'g,Publg&illied Ind. 501 ° 553.2 10.h 1,698 2,50 - L7.2. g
Chemicals & Allied Prod, 520 5451 - L.8 1.355 2,22 63.8 18l
Prod. of Petroleum & Coal 192 168.0 -12,5 . 1.701. 2,65 55.8 1A
Rubber Products = 209 205.9 - 1.5 . 1.456 . 2.26 55.2 13
Leather & Leather Prad.. 368 . 329,2 . -10.5 1.120 1.5  37.5 10
“Inthracite Coal 75.8 26,0 65.2 T.809 263 Loy L9
Bituminous Coal h19.1 208.L - -50.3 - 1.898 - 3.02 591 88
Class I Railroads 1,327# © 985% -25.8 - - 1.28 - 2.26 76.6 a 9O
# Number of Employees . 3% Freight Carloadings ' '

(Compiled from Bureau of Labor Statistics)
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an increase of 60 points in the F R B. Index of productivlty increases.
The average per cent chanoe in average hourly earnings in the non-durable
_industries was U47. lO% reflecting an increase in the.F‘R B Index of 30
p01nt8. T

Durable goods tended on the average to show more conformity or

- correlation between productivity increases and gains in average hourly earn«x
v ings than the non-durable areas of’the economy., There is, however, very 1it-J

"tle correlation when each industry is compared 1ndividually with the other

..firms or with the average of the group involved._ ” B

:Primary Metals 1nd1cate;a'dr0p_of' 10% in.the*nnmber of prodnctive
workers,‘yet nrodnctivity wenn‘npf31.points. This reflects the introduction‘
of technological innovarions. The workers increased their average hourly
earnings by 6h 30% as compared to the average of all durable goods 1ndustries,
‘namely, 56.00% having been 1nf1nenced’by an average‘produotivity increase of
60 points. e e o
Inetrumente and Relaoed Prodnctsfshoﬁed’an/increase of lﬁ.lo%'in
,g‘the number of production‘workersiand;an increaee of 72 pointa:in the FeR;B;
Index;'again reflecting'theiintroduction of efficienciesland innovations.
The. workers received only a 58 30% increase in average hourly earnings or
'only 2.30% higher than the average of all durable goods industries whlch had
’productivity increases of only 60 points. o |
- In the~non-durablevsec§or, we see that'the_Food and Kindred Prod- K

ucts Industries had a deciine of 11. iﬁ% in prodnotion workers. The F.R.B,
Index shows an 1ncrease in productivity of 12 points influencing an increase
in average.hourly earninvs of 56.30% or 9 20% higher than the average raise

of the’entire sector. It is important to note that the entire sector’
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increased productivity!BO points ﬁhilé suffering a'losé 6f‘7.20% of its
workers. : |

Leather and Leather Products lost 10 SO% of its productive workers,
yet improved production by L p01nts. -The-average hourly earnings for that ine,
dustry went up by 37;50%'orv9¢h02 less than the whole sector of the economy
which increased productivity 30 points,haVing 7;20%>less workers to do the
Job. | ‘ ,‘ o

Thé Bituminous Coél Industry-lostVSQQBO%-of its productive workers
resulting in a decrease of only‘12 poiété_in broductivity. This industfy
cleafiy shows the impact of inhovatidné'fo}'it greatly increased its product-
ivity per man hdur. Their average hourly earnings went up by 59.10%.

V The Electrical Machlnery Industry, often called the Electronics In-
dustry, showed an increase of 30. 70% in its production workers. The product-
ivity 1ncrease amounted to 1oh points, far outweighlng the ‘increase in mane
power, Innovatlons accounted for a large amount of this ‘increase in product-
ivity but there is little correlation between the resultant increase of the
gverage hoﬁrly earnings of-h?;lo%;and the average hourly earnlngs.of the dur-
~able goods seCtof, naﬁely‘56900%;7 The Electronics Iﬁdustry'failed to reward
its workers witﬁ ény justifiable“increase»in‘gverége hourly earnings when com-
pared~t6 the averages'ﬁf industries in the dursble goods sector. 7

 Table II shows, in composite7form,ithat little correlation exists"
between increases in.productivity and increases in'éverage hourly earnings.
Four iﬁdustries dro§péd productivity from 100 to 81,5 points or a 
ﬁecrease of 18°5~ppints;'fThey received a 30.40% increase in a#erage.hourly
earnings (adjusted b&-thé-cost"of liviﬁg ineregses of 17% during the'perioa,

thereby arriving at the realvaverage hourly»figure).



. TARLE II.

FEDERAL RESERVE BOARD INDEX GHANGES AND PER CENT CHANGE IN

REAL, AVERAGE HOURLY EARNINGS 1948 - 1957

o . . L . - Per Cent Change
Change in FRB Index -~ - - . ‘Average Value of In Real Average

Industry Showings — . FRB Index, 1957 Hourly Earnings

Coropt W 8Ls
0 to 2U% Tncrease (7) '1' 3 11é§5;”'
25% to l9F Tncresse (8) 139k
50% to 99% Increase (5) . - 1'63.8‘1

lOO%wér more Increase (2) . 208.5 -

30.4

27,2
33.1
357

29.1

1_7(1?"j,ng1resr in parentheses indicate number.of industries in each group.)

36

g}e(-_‘_:[_nc,‘]'.\.).‘dgq,tp}assr T Railroads with qgi@put méasuréd by carl-oadings‘ ‘index.

‘Condensation of Bureau of Labor Statistics: - Table I.
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Seven industries'. increased productivity from O to 24%, averaging
an increase of 12,6 points and yet these industries actually received 3.20%
1ess in real average hourly eamings than the previously mentioned four in-
dus‘t.rieso ,

Bight indnstries. on the chart increased productivity’from 25% to
L9%. These indust-ries vreceiv:ed‘ only a 33.10% increase in real average hour-
vly eamings compared to 3.‘09)40%5j for the four indnstries that had vproductive
| declines, Ll

The last set oi‘ figures in Table IT includes the Flectronics In=
dustry and the: Transportation Equipment Industry, both of whom increased
; productiv:.ty more tha.n 100% and yet received less than all ‘the industries
shown with the excep’cion of the group that increased i‘bs wages only 27. 20%

A total correlation of all industries concemed showed only a .lh
'relationship between productivity increases and increases in average hourly
- earnings. This is prec:t—sel}r i;h’e po(:mtv that ﬁnions complain about. If the
4 innovations are to be”.acceptped by'"unions and if cooperation is to be fos-
‘b’ered,’ there must be' some ' specific correlation- between workers wages and
vgains in productivity because of the introduction of these innovations. A
union mll be more disposed to cooperate and aid the introduction of innova-
tions only if it can show to the workers proof of a wage compensation policy

such as the Bituminous Coal Miners have obtained.
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. © CHAPTER:V! 1. °
 RAMIFICATIONS OF TEGINOLOGICAL ADVANCES

 UPON THE EMPLOYMENT RELATTONSHIP

'Tnevpreceding tnree;ohapters'have attempted'to'shov the motiva~v
vtional drives behind eachipartyisfattitndes concerning technological ad-.
vances. These attitudes-are'reflecfed in the application of managerial .
syspems developed'to"obtain_a,moreisoientifie approach'to the day by day
leadership problems of an'organiZationb 'Management groups*have developed
systems of job classifications and time values for the performance of op-
, erations which tend to be semi-scientific, in that numerical points are
used as a basis for comparisons. These systems have never been challenged
per se by the majority of‘nnions because labor‘prefers to'use them as a
Amephod, opposing not the principle of the system but only 1ts application
in cases where employees feel they have been wronged. Union officials have
reserved the right to challenge the legality and Justice of these systems
:ishould they ever be implsmented for discrimlnatory purposes.

All three partles to the employment relationship recognize the
need to compare job contentS‘W1th money'wages and stsndards of perform-
ance to insure the absenoe of discriminatory treatment. It is important
‘to note here that the Union's function in this area of indnstrial juris- :
'prudenee is Just as important as 1ts function in the attainment of improved
, wages, hours, “and working condltlons. f-.’*

Teohnologlcal advances have, by upsetting the EEEEEﬁ quo of an
organization, department or operation, traditionally heralded an oncoming

~ hoard of grievances ooncernlng the practical applicatlons of these. systems.



, These devices of management are, moreover, vehicles of union and management

action in the expre581on -of their fundamental attitudes toward technologice E

al innovatlons and their effect on the contractual parties. T

l. JOB EVALUATIQN
"Job evaluation is a systematic process of comparing'jobs to de= :
termine- their p031tion in a job hierarchy.?l3 The favorite system used is
the point method type of evaluation, which attributes ‘a numerical value to
: the factors con51dered to be important in the performance of the job under
oon81derat10n. The Raytheon Manufacturing Company uses an adaptation of the l
National Electrical Manufacturers Association's point method of evaluation
(see Table III). | i |
As a technological innovation 1s introduced many jobs are subw :

stantially changed. A management'job analyst'then evaluates the degree of
- each factor as it exists in the new job. Byfadding'the'numerical pOintskof
:all>the factors and arrivingeat»a,total, the‘new job,is then placed in a .
labor grade, comneasurable.with the-total numher of”points attributed to
_that job. The rate of pay is.then,determined:hy the'labor grade into which |
" the job is placed. | . ; - ‘ | | | o :

| When the final evaluation is cumpleted the worker may'believe he
.has.heen.incorrectly evaluated and can inltlate a grievance through his shopi
. steward;_ The union will then take up hlS case, trying to prove that some
‘factor was underrated by the analyst since many of the actual applicatlons
‘of the system are judgment valuesa The p01nt of attack will not be against o
the system in principle, but rather against the application of a speciflc

, degree definition to the job as it actually exists. It is well recognized

13 No. 7: p; L9



. various jobs.

~with the following table.

- TABLE IIT.

ATTRIBUTES, POINT VALUES AND KEY TO GRADES USED

™ DETERMINmG THE VALUE OF A Jost

_ The relative value of a jdb is considered to depend on the
following attributes which are present in varying degrees in the

fall into some one of the several degrees of each attribute.

10,

11.

. Skdll

Job Attribute

Education
Experience

~ _In1tiat1ve & Ingenuity

Effort
Physicael Demand

Mental or Visual Demand,

Respon31bility
Eqnlpment or Process
Material or Product

. Safety of Others
- Work of Others

Job Conditions
Working Conditions
Unavoidable Hazards

' Degree

lst

"
22
W

n

EEVICICICURES

10

5

These attributes are not of equal importance, and
to give recognition to these differences in importance, weights or

. points are assigned to each degree of each attribute in accordance

Any job under.consideration will properly

end 3rd Lth  Sth
-Degree  Degree Degree Degree
28 L2 56 70
inh 66 88 110
28 L2 56 70
20 30 Lo 50
10 - 15 20 - 25
~ 10 | 15 20 - " 25
10 15 20 25
10 15 20 25
.10 : C
20 30 Lo 50
15 .20 25

10

Establishment of Grade From Point Velues

Lo

o The total point score - of the job determines the labor grade in accord~
ance with the following table:

Score Range e'-Grade-

- 383=Lok
361-382
339-360
317-338
295-316

273-29Y

251272

© 229-250

‘% Raytheon Company Job Rating Plan ffRevised Nov. 1, 1957.

O~ O EW N

Up to

. -Score Range
1 208-228
196-207

18L4-195

- 172-183

160=171

148-159

136-147
=135

Grade

9
10
1

12

13
1k
15
16



| that job evaluation is ueceSSary in tuat it 'g:iv.es some basis of job- compar-
abn.lity, but to assume that it :Ls a science because of the utllization oi‘
numerlcal values, comple’oely underest:imates the ability of a union to prove
bei‘ore an arbitrator that the. :judgment of *bhe -analyst was incorrec‘b in the |
appllcatlon of the degree definitlon to the value of the work factor as 1t
actually exists,

Technological advances, .seeu as asj‘bhreaﬁ 'to the uixion organiza-
tion itself, trlggers many grievance hear:mgs on the issae of job evalua-

. tion. The attitudes of employees and unlons concerning the machme :mflu-‘ '

" ence many disputes of ‘bhlS type., The union must show its members that it

is work:mg for them. One way to de-emphasize the impact of innovatlons

on the membership is to attack the evaluation oi‘ the new job. Union offic-
ials believe that job evaluations are rigged so tha‘b bhe point accuxmlatlon

' of a job, when finally deterrn:tned, usually falls about midway between ‘che

! ‘ extremlties cf t.he labor grade to which the JOb is ass::.gned In this way,
managements protect themselves from the possibility of a grlevance hearing s
rais:.ng the numerical value of some one degree high enqugh to place the

, Job in = higher grade. A substantial change in the performance of an’ oper-
ation, because of work simplificatlon, typically reduces the physical effort
and sk:.l_l i‘a.ctors of ‘a job wh:le it mcreases the responsibility for equip—
.ment, but not ‘to the’ same extent. This has the tendsncy ‘o reduce the aver=
age hourly eamings of employees - by reducirig ﬁhe numerical point value of the
'job.j The worker is unable to use a skill previously learned and enaoyed.
The union finds anoﬁher dissatisfied member on its ‘hands.

‘l’he union because of 1ts attitude *boward technological advances

will spare no expense in bring:.ng as many cases as it can to the ultimate
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grievance procedure step, namely, arbitration, in an effort to protect its mem-

bers from wage cuts dﬁe to this system of evaluation. |

2. TIME STUDY AND PRODUCTION STANDARDS
Time studies leadfmg to production standa.rds for partn.cular oper-
ations are another example of a tool or device used by managements to s0 sys-

tematize events that the guesswork areas of managerial activity are substant«-

ially reduced. T:i.me study, llke job class:.ﬁ.catlon, is not an. exact science,

although the use of precise stop—watches a.nd numerical computatnons would

lead the uninformed by-stander to that conclusion. Most unions have pre-

‘ferred to reserve the right of challenging t.he principle of time study elect- .

- ing, instead to dispute only misapplicatlons of" t,he dev:.ce.

Technological chancres, because of their dire efi‘ect on both mem- |
bers end unions alike, have caused many  disputes between unions a.nd manage=
ments over the i‘ssue of production standards. The union in many cases, as
a resul'o ‘of innovat" ons,. seeks to ma:mtain 1ts role of protector for the
rank and file by brmgmg a great many of the new production standards mto
the grigvance .procedure in an attempt to §how s members that the orgam.za-
tlon will not let them down in-a period of substantlal job changes. ‘

| The un:Lon ‘can. attack a time study‘ in a number of areas which defy
scientific adaptatlon., Wllliam Gombergls in his analys:Ls of time study,

mentlons speed ra.tlng, norma.lcy, and fahgue allowances as those areas of

time study which are susceptlble to rebuttal Speed ratmg is "that process

during which the time study analyst comp&res the performance (Speed or tempo)

of the operator uhdez"‘ obeervation;wi'th‘ the:'o’bs"_érver"s own concept of normel ,

'~15j‘_No.. 163 "Ch. 6,11_
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'performance.’»":‘L6 A normal performance is considered to‘be the peri'ormance of
~an incentive vorker at any time during wh:\.oh _he_ i_s actually working. . The o
 speed rating for that wo'rker would be c'onsidered nonnal or 100% ~ Fatigue
allowances s unlike delay and personal time allowances, are not capable of
being reduced to statistlcal certltude.

When a job is broken down 1nto sequences of motions and timed by
the: engmeer, a statlstlcal average is arrlved at for each sequence., ThlS o

observed time. is then multiplied by the speed rat:mg percentage in order to

’ ~ obtain the allowed time for each sequence, The »allowed t:Lmes for each se- .

I

quence- are then added, thereby derlv:mg the allowed ti_me i‘or the production

) of the whole piece. Thls time value is then adjusted by the allowances for _

personal time, delay, and fatigue time, result:mg in fhe time per p:Lece.' o

This method of obtaining the time per piece is very much dependent upon

speed rating accuracy as well as the proper allowance factors. , If any one -

of these factors is mcorrect, the resultant t:une study w:.ll produce a loose :

" or tlght rate, with the very practical result of unduly increas:mg or de-.’

creas:.ng the probabllity of the worker attaj:aing his mcentlve for the pro-

| duction of the work. } | N _ ’
Unlons s already disturbed by the impllcatlons of innovatlons, '-

. characterlstlcally oppose any productlon standard set for the new operations ,

. which the employees feel is too tlght. Because of the nature of ‘the concept

of speed rating requiring, as 1t does, a subjective judgment on the’ part of
the time study engineer as to what constltutes normal the whole process of
'tme study is shaky and vulnerable to a union attack Management real:.zes

the problems involved and can only strlve “to have consistency inj their speed -

16 No. 33: p. 110



_rating. This consistency would eliminate the bad feeling engendered by
' dlscrimina.tory rates. .
The problem of fatigue allowances, although not solved directly .
by psychologists and engineers, has been lessen-ed— to some degree 'by the .’Ln-==

troduction of modern methods restrlctmg the fatigueaprone jo‘bs to a minimum.

Professor A.G. Anderson of the Unlversity of Illinois, after: spending a year

studying- the effects ‘of ;f.‘at,lgue upon the worker in a large midwestem factory,.

| -stated: "The general and ﬁ.nal conclusion of thls study of human fatigue is,

’ then, to the effect that mdustrial operations as cerried on in a modern, pro-

gressively managed manufacturing plant do not snbject the workers to u.ndue Fellove

-fatlgue, either phys:.cal or mental, and that fatn.gue is not a factor tending
to limit prodnct.ion "1'7 | V |
Unlons, then, are expressing their own. and their members' attitudes :
toward the innovatlons of automatlon and work simpl:.ﬁcatlons to a J.arge de-
gree when they oppose re-evaluat:.ons of jobs and prodncta.on standards. Thls
is not to be considered unueual because of ‘the nature of & union which is es- -
sentially a politieal orgam.zatlon. In a word, it could be stated that unions
»attempt to slow managemen'bs down :in the introduction of innovatlons by making
it difi'icult for management to use - those devices necessary for a ra‘honal ap--

proach to managing a large orga.nlzatlon. |

17 No. bz p. 22
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_CHAPTER VI
FEATHERBEDDING - A COSTLY SOLUTION

Featherbedding is "the receiv:mg of compeneation for workthat is
‘not required by the employer or not tendered or performed by tbe employee
recipients of the indicated compensation. “18 There are three types of prac~
 tices: (l) work or semces not necessary in the employer's opinion but be-"j".;_
~cause . of industrial usage have become necessary, (2) services which are re-
g quired and paid for but are not tendered and not performed by the workers, N
"‘(3) services not required, not tendered and not performed by workers, but
which must be paid for by the employer. o

The first type of practice is the most important concern for this
- study because it is the result of machine displacement. Industrial usage or
custom leads to the i‘ormulation of work rule PI‘OViSlOIlS between unions and -

'managements which are not as easily changed as ‘are- the circumstances which

'lead to their adoption.

1. -THE PRACTICE OF WORK BIJLE PROVISIONS }

‘I‘echnological. advances upset the preViously e:d.sting customs and
mstitutions oi‘ the work - environment. These precedents, at some earlier time,
had a sufficient. reason for their existence and were considered as part of
the labor' agreement. Many times > upon the advent of an* mnovation, the rea-
son for the precedent's existence is eliminated.» Management, attempting to -
cut down on inefficient operations, dema.nds the revocation of the precedent
involved. The workers, feeling that they have lost.a r:l.ght previcusly Ob=
tained, demand protection from this sort of relapse in working COl’ldithIlSe
An example o;f.‘ this type of precedent or work rule dispute took place et the

Bethlehem Steel Company in ,1959. _,A ,_steelworker was‘ empl_oyed as a crene

: 18 No. }30: p.. 12
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operator, removing hot :Lngots from a special type furnace. The temperature
of the ~crane cab often surpassed 120 degrees, resulting in a custom or work
Vrule which stipulated that the operator must be relleved every two hours.
Innovatlons in this partlcular work environment were made in order to in-
crease ei‘i’iciency and an air condltionlng *ann.t was placed in the crane cab,
.reducing the temperature to_a comfortable 70 degrees.- Management was quite
surprised to find that the workerg and the union fought to retain the two
hour relief, even thouéh the‘reason for itse.xis‘ten‘ce, namely, the high

. temperature, was ellminated. B o -

- The most patterned example of disputes over featherbedding charges
is in the rallroad industry. Management claims the feetherbedding practices
of the Brot.herhoods are ccstaing, the induStry'. 500 million dollars a yearol9
The favorite targets for management Acherges are: the firemen's reduced
responsibility, the basic d_ay‘_rule, and the double compensation rules apply-
ing to roadvand-yard wcrkers. - The Brotherhoods heve been meeting these
charges with rebu‘btals, preferrlng to point to the total fallure of railway
‘compensatlon plans to provide for: (l) severance ‘Pay on dismlssals, (2) sup-~
, Aplemental unemployment V:i:nsurance be_nefits 5 (3) overtime payments for seven
| day assignments, (E) time and one helf. for holidays, (5) premium pay for week-
‘end work and (6) differentiels for night wc’rk. They have a strong argument-
in the fact,that_altnough 'emplcyinent llevels; are ‘drcpping ‘ﬁo a new low, car- .
loadings are rising. »The ,'Brocherhocdsisum;up ﬁ;e‘ii arguments by substitut-
ing the word "thombedding"vfer: “featherbedding.-"zo |

The Electrical Industry also has had its share of disputes over

featherbedd:mg but to a much smaller degree of intenslty. Firemen, who at

19 yo. 12: p. '92, _
20 No. 20: p. 1. o0
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'ooe time shovelled‘eoal into ‘furnaces by hand, are now furnaceetenders in
ﬁhaﬁ they check valves and we@ch'oVef the,machlne} :Maeagemens wanted to in-
clude in ‘the firemen's job}_ description the additional duty of cleaning up
floors and areas‘which_werefelose enough to‘ﬁheyfurnace to keep them working
steadily. | ‘ : | ‘ |

The Millwfights ﬁe?e:tfaditiOnally a,grouo of'hiéhly skilled men
who took care of the integrel partsﬁof £he maehinery5 pulleys,>and torsion
oars..sNow, because of lﬁnovetiohs'in office equiﬁment,'they'have been em-

o broiled,in a dispute over jurisdlctlonal boundaries when moving I, B M. of-
fice equipment with the materlals handlers, a lower skilled group of workers.
This is a jurisdictional problem for the I.B.E.W. to work- out ‘ In general,
they favor the use of materials handlers for movzng the office’ equipment
leav1ng 1o the more skilled millwrights the job of handllng heavy"machlnery. :

The union's rebuttal to management's olaim of " 1nflexibillty con81sts of the

theory that a higher paid group should be speciallsts ‘and that the mlllwrlghts

© would indeed be featherbeddlng 1f they were to move wastepaper baskets around

for $3.50 per hour.. |

| We can’ analyze the ingredients of a dispute over work rule prov1s=
ions into several stages' (l) the ex1stenoe of a conditlon which warrants
;'the worker to perform or forbear from performance, (2) the establishment of
a eustom or institutlon called a'work rule provlslon because of thls condi-
tion, (3) the 1ntroductlon of an innovation or technological advance remov-
ing the reason for the establishment of the work rule, (h) “the reaction of
the three partles involved to the attempted.abortlon of the work rule provis—

ion,
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The first threestages‘.a‘re, 'in fact, «cOncomitanﬁ vresults of a

- dynamic and grow:.ng economy. The proper method of reducmg the :meacb of
'A work - rule disputes is by analyzing the attitudes of each party toward the, ‘
- innovation (see Chapters II, III, IV) and by attempting to arrive at some“ '-

equitable solution for all three parties. -

2, PﬁBLIC:PdLICY'ON FEATHEﬁBEDDING
The only instance of federal legislation upon the question of
featherbeddmg, as it applies to :mdustrial strife, is contained in the
 National Labor Relations Ac‘b of - l9)47 5 section 8 (b) (6) The Taf‘b-Hartley '
" Act makes unlawful attempts to cause an employer to "pay for services whioh ‘
are not perfomed or not to be performed L

A Loose Rule. The importan‘b issue. 1s neither the necess:.ty for '

- nor the use.f_‘ulness of the servn.ces performed.‘ The issue is perfomance and -
not nece,ssity for perfomance. Justice B,urton_.of tne United States Supreme
Court - commented, WHOwevervdesirableithe'elimination/of all industrialvfeathere.
'bedding practices may have appeared to Congress, the legislative history. of ,

- the ‘J.‘afthar'bley Act . 29 U Sy G A. Sec. lhl e‘b _s_e_q., demonstrates that when the
legislation was put in final form Congress decided to limit the practise bu’o ~

little by law.“21

Because of the 1ooseness of the law, a union would have
to exhibit a great deal of ignorance and arrogance in order to v::_olate it,. -
The law is aimed primarily at !'Petrillo" type cases where no services are - |
| intendedf to be performed. It oompletely avoids areas where two or t.hree

workers peri‘orm semces, no matter how useless and inefi‘icient..

Justification of A Loose Rule. } The Taft-Hartley Ac’c placed

i‘eatherbeddmg under_ ‘bhe general category,of-.unfair. labo_r practices, ‘on_:‘th'e

21y, 8: pp. 105-106 fs o
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part of unions. The relief sought by an employer must be through the Natlon-

al I.abor Relations Board. Ii‘ the law were very restrictlve, an unbearable

- barden would have been placed on the shoulders of the Board. The Board would

have found 1tselfnsaddled _wlt_h‘ythevr_esponsib:;lityuof determining the u_sefulua j |
ness and neCessltj of serv.l‘.cesjv.na .host of 'industrial circumstances, A - :
morelre?strictive law would Ahave usurped'the ”grievanoe pmcedure of every
indus‘brial concern, - As the law presently exists, any s1tuatlon of a feather-
| bedd:lng nature whlch concerns the usefulness and necessity of services per-= “
formed mus‘b be 1rdned out by the two part.les to the agreement 5 either by bar- :
gaining procedures or by the use of an arbitrator ‘as the ultimate ‘Judge of
grlevances. A tighter law would have placed all i.ndustrial cases of this _
type under the jurisdictlon of the Natlonal Labor Relations Board because of .
the Taft-Har'bley's remedy in cases- of unfair labor practlces.' The Board
: ’. would- have been mundated w:Lth featherbeddmg c-harges, thereby‘ preventing
the Board from considerlng equa.lly mportant issues, such as the determina-
tlon of the bargaining unit, the oonducting of certlficatlon electlons, and. ‘
overseeing oi‘ unfair labor practices., | : |

. Public policy is of little consequence in thls area of mdustrial |
Jurisprudence, The parties. themselves are left to solve this type of prob—-.

lem in the best way possl‘ole‘.: :

3. A MANAGEMENT ?om OF VIEW . ‘-
Management groups can not tolerate 'bhls 1dea of having more men on
the work scene than are needed because of the results of such a practice.
There is an unjustlfi_able cost_. increase _which,,must either be passed on to the'

consumer or be absorbed by decreased profits; ~An increase in price may mean



a deereaSe‘in £he,demand for;the product.*:Decreased.profits are not in the
interests of the stock holders.
Featherbedding is a‘waste of 1abor resources because men are not

"contrlbuting as much as they could to the national gross product. By per-

*. forming useless services, the laborer obtains a paycheck but nowhere else

50

.is there any benefit to the economy. Thls praemice of featherbedding, then,

is in direct contradiction to management's th;nking connerning their own

'prerogatlves in the leadershlp and utlllzatlon of the labor force.

L A UNTON PO‘_JI\I’J.‘VVOF:-VIEW '_ | |

Increased pfodﬁcti#ity due tp the_innovatioﬁsvof tephnologicél
_'advances:jusfifieé the unse of“euchxpraetices because'the unit cost per
product is not increased. Until suchetiﬁe;ae menagement groups take it
~ upon themselves to retrain andﬁplaée the worker in elposition consistent
eﬁith his former occupational status,»the'werker has the right to enjoy the
benefits of an empioyment eituetion.whieh enceJWas hieland.whichihas been
, sindéechénged but throﬁgh'no fenlt of hiseOWn. ' _‘-

The union also feels that in many ceses, the usefulness of the
sefvice perfermed isbin essence a safety"meesgfe which is totally'justifi-
‘able; An innovation may'ehange the reQui;emeﬁts of the joB from a physical
rlaborer's position to a position of eontroliiﬂ‘orderetp insure ﬁhe safety

of others and the weli-being of the'maehinery; -
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CHAPTER VII

PERSONALIZATION: A ‘MANAGEMENT RESPONSBEITY
Management, if it wishes to lance the infested areas vhere feather-
: bedding exists In the employment relationship, must take upon itself the re-
’ sponsibility oi‘ helping displaced workers regain theirr economic inc_iependenc e, '
' ‘Experience has shown that unions will not passiveiy 'aliow management to dis-
clajm all responsibility for the plight of the unemployeds Personalization |
,‘ is a prerequisite for union cooperation in the reduction of i‘eatherbedding
practices. Because of the political nature of a union, a bridge must be pro-
vided to protect workers from the effects of unemployment due to technologic—
‘al advances. Personalization »properly provided and administrated is that
'oridge. | | . (R | A
1. PERSONALIZATION DEFINED |
o Personalization means the attainment and adm:.nistration of a sys-
te,ni of rehabilitation and retraining-fortechnologcally displaceq workers
| S0 .that, a smooth transition to a new and productive 'oc'cupation can oe made.
A union which- is coniposed of members 'w'nosei“'skilis 'are flexible is in a much
 freer political position to. decide upon the question of utilization of or

' .forbearance from featherbedding practices¢ '

Cow

'2 oomrmcr CLAUSES RELATING TO PERSONABIZATION

"Where the appropriattmess of & employee's job classification is
affected By new or changed methods or work‘”’ assignments to the extent that the .
; classification is no longer appropriate for the work he is performing because
the work of his” job classification has been separated into two or more differ-
ent classifications or where for any reason an employee's job classification
is not appropriate for the work he is perfoming (either of which determina-
tions of appropriateness may be challenged by the Union through the grievance
procedure ), the employee, if not placed in a different classification in the
same or higher labor grade . will have the right to-move into the first classi-
fication available to him in the i‘ollowing_ steps. Where more than one employee
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is involved in sdch a change, the emplojfee with greater seniority shall have .
superior relative rights at any one step for placement or assignment over an
employee with less senlorlty. :

1, In an opening in the same- senlority grouping and. -same labor grade (or

higher labor grade, if he is quallfled therefor) in the same pla.nt, or if not,
then
2. In an opening in the sane senior:l.ty grouping and same labor grade (or
, h:Lgher labor grade, if he is" -qualified therefor) in the same Bivision and
location; or if not, them === .
3, In an opening requiring s:.milar ‘oasn.c ski]_ls in the same labor grade but
-in a different seniority grouping in the same plant with an on~the-job train-
ing period of up to ninety (90) days; or if not, then '
4. In an openipg requiring similar basic skills in the same labor grade but
in a different seniority group:mg in the same Division and location with an
on-the-job training period of up to ninety (90) days; or if not, then
S. 1In an opening in the same seniority grouping and same labor grade (or high-
er labor grade, 1f he 1s qualifled therefor) :Ln a d:i‘ferent D:Lvision, or if not,
then
6, In an openmg requirlng similar ba31c skills in the same labor grade but
o a different seniority grouping in a dlfferent Division with an on-the job |
. training per:Lod of up to nmety (90) days, or if not, he shall remain person-
.alized until placed. as’ above. : T

"Where an employee through th‘e operation'of any one of the, six steps above is

reclassified into a different occupational title in a higher labor grade or
in the same or higher labor grade in another seniority grouping, he shall be

considered as in a.trial period in his new. occupat:.onal title for ninety (90)

- days or the. training period, whichever is less, and may be returned to his

~ previous occupational title during such trial perlod to ‘be processed once
again through the s:.x steps specli‘led above. '

nIf - any per sonalized employee is oi‘fered & reasonable transfer into the same
or & higher labor grade, except to a location to which he does not normally
 have layoff rights, he may refuse. such transfer, ‘but such refusal will result
in loss of his personalized rate. An employeé may accept downgrading in lieu -

of being transferred, but must surrender hls personalized rate.® ‘

"The Union and the company agree tha‘b “they. wlll review the handling of person-
alized efiployees and procedures se‘b forth above within one year after. the 'sign-
ing of: the A.greement : , . o "
It should be noted that these clauses stlpulate a min'hm:m of ninety
' days retraining time i‘or each displaced worker. This contractual procedure
allows mmagement .the leglslative initiat:.ve of deciding whether they will i'n-i ‘
vite featherbeddlng or t.ake advantage of ‘bhe necessary retramlng t:_me to ac-

bna.l_ly rehabilitate workers.

2, v31i=4~..~Pp» .li-. and 12 of Section 13
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Management can induce featherbedding‘praétlces by shuffling workers
oack through the various steps, waitlng for the required.mlnlmnm or nlnety
~days to pass before laying off the workers involved. This in effect means
that time and money have beenvspeht without any'eeriousveffort,to utilize
the services for which costs heve»been incurred. The costs amount to ninety
4days"pay'per worket and tréining time on the part of the instructor or fore-
o o : . | :

If management decides to plan';ab‘ead;' s0 that the potentially dis-.
placee worker is traihed prior'to:the.impect resultieg from the installation
'of‘the iﬁnovation, the whole‘arraﬁgéientjqili be more productive than pre-
_viousiy possible. The innovation ehouldteccomplish the.efficieneies that
'motivated its inceptlon, and one or more workers w1ll be retrained and fitted
" into a more productive and satlsfy1ng role in ‘the employment relatlonship.

' Both parties to the agreement w111 react with more respon51b111ty
when confronted w1th this type of contractual liabillty. Management, faced
.with the fixed costs of retrainlng workers, will be motivated in ut111z1ng
rthe expense to obtain the optimnm result. Unions w1ll know that the dlsplaced |
worker will be retralned thereby giving them.more political freedom in cuttxng
-down on the wasted resources expended in the utilizatlon of a policy of

‘featherbedding.

t.
7n~ BN

W THE NEGESSITY OF PROPER PLANNING TO
KEEP WORKERS AHEAD OF INNOVAIIONS
It is an economic and socialenecessity to keep workers abreast of

-the installation of innovations whlch threaten to hinder their own income-

producing faculties. :



Unproductive labor resources cut into the potential gross nationaiy

.product. The wealth of fhe ﬁstion is i'educed by 'the amount of unexhployment

Sh

existing in three waLys-' (l) there are less goods and services belng produced ,

than potentially pos:nble, (2) there are less goods and services purchased

't.han could be, (3) the cost mcurred by govermnental mcpendltures for unem-

: ployment compensatlon could be put to better marginal utilizatlon in the ac-

quisition of more productlve goods for the whole economy. _ S
Congress has def:Lned as the law of ‘the land t.hat ‘bhere shall be
full employmen‘r,.23 The aim of the Amerlcan Govemmen'b in legislating econom-
i’c intefvént ion "was said to be 'the promot:.on: of full employment in order +to
: a:dvance the standard and level of living. ) | ,
The .most intelllgent policy to follow in dealing w:.th the effecrt.s ‘
of iechnologlcal advances is _.'bhat‘ of_ preparatlon, -'._I‘he retraining of vworkers.
is far superior in economic jusﬁificstiop than any type of featherbeddi.rig o

practice.

23 Nyo.k' 13
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‘CHAPTER'VII]'IV
AN EVALUATION OF THE FEASTBILTTY OF
CONTROLLING TECHNOLOGIGAL ADVANCES

The effecte of _tecnnological .‘ .ad'van‘ces heve been extremely disturb-
ing to employment relationsf ? Some individuals a‘btemp{;‘to heal the wounds of
- the 'unemployed by»propoeing thet all t:echnological -a’dvances‘be halted. This
proposal is as old as the problem it- attempts to solve. The Luddite Riot‘s'
of 1816 were the earliest Engllsh react,ion to the social problem of dis—
placed workzers. "The Poorest Classes, thus condemned to forced :Ldleness,
v'avenged themselves by destroying the moh:i.nery to wh:t.ch they naturally at- _
fbrlbuted their unemploymentq These sofcalled' Luddite’ Rlots which had begun
as early as 1811, reached theirq cl-inex in.1816 when social disturbances and
wanton destruction of property occurred 1n every part of the country." 2)"%
Proposed attempts to halt mdustrlalizatlon here in Amerlca have failed whlle
the economy has grown and benei‘lted by better and more economical means of

producing goods and services due to the :anrease in .’mnovatlons. |

| A faction of- union leaders headed by William Gomberg has urged a
speciaCL type of con'brol upon the introdnction of large scale technological
advamces. They would like to see govemmental control over. the installation
of innovations restrlcting their introduction in all economic periods of the-

busi_ness cycle except for the boom perlods during whn.ch the disloca’clon of

- 'employees would only be tenporary In thls manner the restrlctlom.sts hope

to solve all social problems related to :innovation&
There are, however, two types of pmblems caused by technological

'advances and neither of these proposals can solve one w:.thout heighten:mg the

2l o, 18: PD.- 3&'; :



‘importance of the other. “ The first problem‘is ithat of a social nature s
-',namely the dislocation of 1abor. The second problan is economic in nature.
‘The ﬁnlted States has accepted the econom:.c responsibllity of aiding foreign
-countrn.es whlch entails bringing into this country goods manufactured at low="
er wages, paying less taxes and oftm subszdlzed by the taxation of the Amer— .
ican publlc and bus:Lness interests.

We must seek a solutlon whlch not only remed:Les the social problem .
' of rehabilitating displaced laborers but also answers the economic problems '
'of keeping the mi‘lationary tldes down by producing more goods with the same
" or less i’ixed costs, thereby effectlvely g:Lving the consumer more for his
'bmoney and equalizmg the effects of fore:.gn :cmportsr The answer to our prob—

- lem lies not in controlllng the introduction of 1nnovat10ns but rather in in-

o tervening and admlnlstratmg some policy whlch remedles the faults of the

market mechanlsm as 1t applies to labor resources and ‘innovations.

1. NECESSITY FOR METHODS D{PROVEMENTS .

Technological advances are a necessity for any country which wish- -
es. to have a dynamic and growmg economy. -.It- is only because of technolog-
: ical innovatlons s whlch allow more goods to be produced at 1ower costs, that
" the consumer can ralse hisflevel of llving. Natlonal advertlslng which rais-
'es the standard of living would create more soclal problems of a discontented '
_ nature if technology were: unable to aid the cOnsumer in buying more types of
. products for less cost A.dvertlslng, an. absolute necessity for today's econ-
'omy, can raise the standard of llv:Lng of Amerlcans by creating new desires.
| This can be advantageous or dlsadvantageous. CIE technological advances
could not by massproductlon methods reduce the costs of these items to a

: point where the average consumer could get his .share,. then our natlon would
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possess the lowest satiefection -ratlo'of all fheworld'economies, This ls
true because of the philosophical principle whicﬁ» gtates that knowledge pre-
-cedes. desire. Advertieing gi;res_lmowledge to the consﬁmer and thereby cre-
ates desire. . TechnOIOgicel adv'ence‘s are ‘che means by which goods are made |
available to the consumer at an atta:mable price. Technological advances
are therefore necessary to keep the level of living in line with the stand-

ard oi‘ liv:.ng. '

2. DIFFIGULTY OF POLICING CONTROL,
| “IF ADOPTED
~ Even if we 'were to .concede that govenunerxtal control itere the op-
timum solution to thils,prool‘ei‘n.‘;created by lnnowiations,. we would be faced
with the mpossible task of d'policing the control. Every case in which &
~‘change displaced workers wouldhavve:t‘o be sent to a court or‘ board to deter-
Amirive_ whether or not the.jgov:erﬁ)‘nent woﬁld» allow such a chang_e‘ fo ‘oe installed.
vThe number of cases ,b'efore an}‘r:su'ch‘board would be stagger’ihg and it would
in effect be tantamount to stopping all innovatlons because of the tlme de=
lay and bureaucracy mvolved 7
| Another problem to be solved if the government were to control the
introduction of - innovatlons is the inherent :Lnabllity of govemme.nt officials
 to decide upon the merits of the innovation and its effects because of the
technical nature of the subject matter and partlcular c:_rcumstances involved
in each case,
Ir technological advances were to be controlled, we would solve
the social problem of dxspla‘ced worker's but we would have created a great
many more problems for the American economy ™ and consumer. The an:sﬁer lies

not in control of innovations but in the rehabllitation and retra:lm.ng of
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~workers so that a smoother,-tr'ansition: wi:"ll‘be po'ssible,

3. THE QUEST FOR 'FHE OPT]MUM SOLUTION

Technological izmovatlons are important to the growth of the gross
; national product : The to*b&l goods and services produced have increased dur-
'ing the period from 19)48 to 1957 by 22.10% Most of thls growth is due di-
rectly to the mtroductlon of innovatlons whlch allow more goods to be pro=
; duced than previously possmleo E | o
Technolog:.cal advances‘have been instrumental in preventlng run-
‘away inﬂation. The Consumer's Price Index, conmonly called the Cost of Liv=
ing Index has risen 25. SO% from 19&8 to 1959 5 " Without the ingenuity of
f:mdlng more efflcient methods of producing goods at less cost per umt, this'
E index would have risen substantlally more than it dd.
| - We must not control ix;nov_a.‘l;;x ens. because _of‘vthe serioixs -im'pact of any
. such vresfrietion' upon the 'gross"net'ionalﬂproduct gryowth» and the 1nflationary

trend of prices, We must look for the optimum solution which will reduce the
| sigm.ficance of  the socialproblem of displaced workers without creating the
'economic problems of runaway inflatlon and destruct.lon of gross natlonal

' product growth.

‘j25 Ne. 21: p. 1881 7
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o O{APTER IX
THE OPTIMUM SOLUTION | |

Technological advances are not new, they began with the Industrial ,
Revolution and have been ever-present since that time. ‘l'he Luddite 'Riotsof
1816 in Ehgland, the “Green Hands“ dispute of the American shoe workers in-
1872 are the most notable examples of how workers ﬁrst trled to oope with
| ~ the: social problem of unemployment due to innovations. A

The recent acknowledgement by the public that featherbedding prac~
tlces and work rule disputes are grow:mg in significance pomts to the real-
1zatlon that a solutlon to the ramificatlons inﬂioted upon employees due to
the installatlon of methods improvements must be found.

" The solution found must reduce the socialinequities caused by 1n-
novations whlle advancing thelr economic impl:.cations.' It would be best to
| fit the solution into some aspect of the problem so that a logical relation-
ship between the solution and the problem may e recognized as—fjustifiable |

in order to gain the acoeptance oi‘ management, labor s & \’ 1

' 1. Sm{MARY P

A serious study o;f.‘ managanent's motivatlon for%he in jallation
._"f‘ \(

of methods improvanents showed that such innovations furtherf b “f"';"'""i-

petitive pos:\.tion by improving production oontrol methods, quality control -
-and safety. Technological advances have also extended to management groups
“the opportunity of having more infonnation avallable upon which to base their
decisions. - » . , 5
“Employees fear technological innovations because of their ability
to cause unemployment ) to reduoe the utilization of their skills and their

social status.
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Unions oppose the 1ntroduction of methods improvements because
| they cause a loss of.membership together wlth the concomltant result of de=-
creasing financial receipts. Unlonsefind these changes also,cause 1ntrae.
~union jurisdictional dlsputes due to the creatlon of new job cla351flcations
which comblne two or more separate occupatlons.‘,Flnallyg unions know thet
“'there is little correletlon bepween prodccpivity'and wage increases.
The two methode-wﬁich efe'and’haﬁe been'used by unions to protect
'.thelr members ‘and insure contlnuance of organlzatlon are the feetherbeddlng
pracmlces of unproduct1Ve work rule prov151ons and attempts to slow down the
rate of introduction by ralslng theifrequency of,grmevance dlsputes on such
issues as productioﬁ standardepend‘job'classlfications of the newly created
~ jobs, |
o The‘nmnagement view that the company‘need not concern itself with
l the plight of unemployed workers has no more justlflcatlon than the eqgually
- odious principle of keeping workers. employed by having them perform useless
services.
2, CONCLﬁsiONs
A solution to be best for all partles concerned must solve the

78001&1 problem of dlsplacement by those means whlch are socially'and econom-
ically justlfied thereby reducing the reason for the existence of any feath-
‘erbeddlng practlces and.motivatlng union-management cooperatlon in place of
!mutual suspicion. |

R The solotlon I advance is belleved to be the optlmum solutlon when
one- studies all the aspects of the problem of ocoupatlonal dlSplacement due

to technologlcal advancesé Taklng into consmderation the attitudes, hlstorles
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’and nOtivations of both; partles and r‘elating these 'basic‘philosophies to the
'problem of the disruptn.ve effects of innovatlons, we must fuse the solution
vto the problem 1tself rather than stipulate some outside bargainlng proposi-
‘ t::.on to reconciliate the social and economic dilemma of . technology.

Managements must allocate a justifiable percentage of the mcreased
prof:.ts, due dn.rectly to the productlvity increases implemented by the tech-
nologlcal chahge, t_of &‘ fund_wh-_lch A'W’.l.ll be‘administered by a joint c'ozmn:x_ttee
. of ‘union-management represent;a,ti#esv to 'va'ovidei'retraining and rehabilitation
‘of the workers displaced. _‘ ; N 7 |

In actual administration, the fund could be 'nanaged'much like the
) fund set up by ‘the Automotlve Industry to provide supplemental unemployment

beneflts. This would call for a percentage of the proi‘lts due to technologlc-

o al 1nnovations, up to a stlpulated maximum pon.nt, to be placed 1n the fund so

that the re-educatlonal costs could be finamed

There .are two examples of such an arrangenent in operatlcn as of
now.l The Ha.loid Xerox Company, manufacturers of photographlc supplies and
.machlnes, has demonstrated its des:Lre to keep up W:Ltn improvements without -
displacing its workers. | .

A dozen of its employees ha.ve been sent to the Rochester Institute
of Technology for sn.x weeks retrainlng. Plans are now laid for sixty more
men to enter the Ins_tltute. . The company is paylng not only, their tuition,
but their wages ass Welli They‘will continue ‘to" receive the. same rate of |
| ay even though thelr new jobs w:Lll call for d1ff erent skills. Their senior-
ity rights w1ll be protected »

 Another example is. that of the Armour Company. = Armour is trying

to _'escape from its pr_ofit squeeze‘ Jhy,clos:Lng obsolete plants, relocating
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':itsjfacilitieS'and‘instsllingventonatiofmachinery. The effect of this policy
was quite disruptive tounlon-smanagement cooperetion until the'union and Ar-
"~ mour decided on a method o_f"-'solving: this ‘problem of displaced labor resources.
| ‘"Inder the new plan, “Armour will ccntribute' one cent for every hun-
k, dredweight of Mat-shipped, up to a total of #560,000; ‘The fund to be admin-
.istered by a cormittee of‘ four managenent and -four labor repreSentatives , with 3
'a neutral chairman, will be used to train employees in the sk:Llls required by
- ythe new machlnes, and to assist displaced workers 111 mov:.ng to jobs in other
parts of the country."26 : ‘
This type of plan is the i‘orerunner of a: practical solution to the
,'—problem of displaced workers. N By using the gains resulting from mnovations
to fina.nce a fund dedicated to the retraining and rehabilitation of workers
: a.ffected by methods :’unprovements, there is an essential and 1ntr1n81c Justice
to the system which > if l:Lved up to by both parties, w111 J_ncrease and make
| ‘meaningful the attitude of cooperation. -

Unlons which have this type of plan will be subject to less pOll‘b—

. ical pressure forcmg them to a.dopt the wasteful and unproductive. practice of

, featherbedding.» With thls pressure reduced the unions will be able to look
at thelr responsibllity to the publ:x_c wn.th a more reallstic appralsal
| Managenments Will be able to increase efflciency by :Lnstallmg in-
7 novations mthout fearing a decline :Ln morale and an increase in featherbed—i
| ding practices for the cost of the retra:mlng fund.
) The interests of the publlc can bsst be: served by th:.s type of

plan because . 1t ga:_ns the beneﬁ.ts of increased mob:tlity of skilled workers

26 Nd.’ho;'p, 108
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‘- and more efficiency in producnive,processe‘s due to the elimination of costly
and unproductive retallatlve procedures. |
This plan does not cost as much as. ‘11: would at first appear. Man-

agement 1is already paying out substantial sums of money in the form of taxes
to allow the govemment to aid the displaced worker by the use of unemploy-
'ment compensatlon together mth the costs incurred by the implementing of
wasteful featherbeddmg prac‘oicesv ThlS solutlon attempts to rid the economy
rof excess unemployment by retralning workers for sultable occupations and by
reducing the politlcal pressure on unions to use wasteful employment practices.

‘ ~ This solution attempts to do somethlng positive about u.nemploymen‘b
’andrfeatherbgdding. It doesnot na;;t £or an ‘upswn.ng in the business, cycle to

relieve the - commuinity of ‘the soolal problem‘s..

| : ALTERNATIVE SOLUTIONS
There are two altematlve solutlons currently being mplemented as
a mesns of gettlng acceptance for these irmovatlons. :These are,"shar:ing the
: 'gains " and profit sharing plans. "

Sharmg the gams. A long standing prmciple advocated by unions

is that of sharing the gains due to technological innovat:.ons. 'I‘he additlonal
jprofits derlved through the use: of innovatlons are shared by management and
_"employees in any number of possible percentage shares to be determined by the
process oi‘ colleot:.ve bargainmg | v .
| "If an innovatlon increases company ‘revenues by $10, OOO management
may share the gains by giving the employees $h,000 in. :anreased wages.
This practice, however, is not the optimum solution to the problem,

ThlS solut:Lon rewards not all the workers but only the employees left after



- the innovation‘has been installed. Hence the workers who remain receive the
‘benefit of this practice while those who are displaced and need the economic‘
subs1stence receive nothing.l ’

The practice of sharing the gains also overlooks the percentage

':inorease of effort on the part of the workers in relation to the reward

) received Some of those rece1v1ng the reward may not do anything more than
1they had been required to do previously. | |

) The Bituminous Goal Industry lost 50 30% of its workers while pro-
iducing only 12, OO% less which indicates a substantial increase in productiv-

:lty per man hour.z_7 Utllizing a'wage policy of compensation for productivity

'llncreases,;the union obtained for 1ts manbers an average hourly earnings in-

iiﬁcrease of159 io% The"Railroad Industry (ClaSS I) lost 25 80% of 1ts work-
ers. while car loadings dropped only lO OO% This increase in productivity

“hper man hour Justified a 76 60% increase in average hourly earnings for the |

i3

onrkers. Both of these indnstries have employed a. policy of wage compensa-

:ftion for product1v1ty increases. This policy has a cyclical effect. When
productiVity goes up, the workers receive added compensation. Higher pay- .

| ;"vroll cost leads managements to seek technologlcal innova’oions which will cut
‘ labor costs. These innovations by 1ncrea81ng productlvity while cutting
"costs set off another round of wage increases and innovatlons.‘-This policy

’ idoes not help those workers displaced by the methods 1mprovement and it does
'ﬂ\not face the reSponsibility'for the soaring governmental ‘costs incurred be-

fcause of added claims for unemployment compensation.

, Profit sharing plans.v Profit sharing plans are often used as a

1-»means of obtaining both union and employee cooperation in the introduction
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“of innovations. A profit sharihg planvattempts to elicit cooperation of |
"'em;-:loyees by setting up the machine'ry'.to rewarcl the workers for those
.productlvn.ty increases which lead to greater marglnal profit.

General Electric has a stock bonus plan. The formula for accru-
1ng the employees' return is determ:ned in the follow:_ng way; an amount

| tequal to 15. OO% of the aggregate cost oi‘ hlS bonds purchased durlng that

year is dlvided by the average market vs;lue of General Electric Stock at the
end of each month oi‘ the year, The employee is then credited with the num-

_ber of shares resultlng from thn_s dlvision, any fractional interest belng
flgured to the one—hundredth of a share. L

From General Electrlc‘s po::_nt of view the plan serves three pur-

. "pose's“? (1) it makes it easier foremployees to'purchase and retain bonds,

(2) it makes it possa.ble for the employee to obtam a hlgher rate of return
than he could ordinarlly get, (3) it makes the employees interested in the

welfare of General Electnc by making. them stockholders in the company-.

_ ‘Number three is :Lntended to keep product:_on cl:unbing and means smoother in-
dustrial relations. _ Technological changes m.ll be accepted more readily
s:ane production and therefore proflts will be :Lnoreased |

Unions generally have been slow to pralse the use of a profit

’sharing plan, alﬂlough 1t has been defined as a proper subgect for collective
barga:.nmg 1n the Inland Steel Case.28 They ob;]ect to pens:Lon profit sharing

. plans as a method of 3 (l) keeplng(unlons ;out,_ (2_). reduc:mg wages to a sub-

'v‘sl‘tand;ard level, (3) depriving a'worker of h;'i.s‘rightful share of the profits‘
‘because most plans. av01d full and :meedlate vestlng, (L) reduclng labor mobil-

ity and (5) increasing paternallzatlons :

28 No. 28: p. 1310



66

vUnionvs, weighing’ the -‘advén".bagea"énd disadvantages ofprofit sharing
plans, may actlvely seek to obta;m them or refuse to substitute them for di-
rect wage mcreases dependlng on the u.nlon's personal philogophy of the essen-
tial goalsof trade u‘nlonlsm.: When, however, proflt ‘sharing plans are offered
aB.a ’solution'to the disastrous::effeots of jte_ohnologlcal‘advances, ‘most union
: officials realize that this ,type of bergaihing.is esseritially the same as the
"sharing the galns" solu‘blon. The. theory' here 1s the same, reward the work-
ers left on the {job and not those dlsplaced by the change.
' ; In conclus:.on then, we must realize that the optlmum solutlon to
"‘o’he :‘meact of technologlcal advances upon -union*-management relations lies in
‘bhe protectlon of the dlSplaced workers ra‘bher than 'bhe workers lei‘t on the
| We must allocate money to fmance the retra:ming directly from the
cause of the need to retrain workers. We must, in fact, use the economic
'}adva:atages of technology; namely, mproved production methods, quality con- |
trol and safety whld; result in mcreased produ_ctlvrby and profits to i‘inence

the sOluﬁion to the social,problems _eause& by technology.
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