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With the growth of unionism and its influence in our labor markeis

-

there hes developed some concern about the impact of unions on managerial

freedoms and "prerogatives.” There have been instances in which unions
.

have altempted to prevent or restrict technological change., The Tafi-

1

Hariiey Act'z "prohibition" of the closed shop and unicon hirin,, halis
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gives evidence of a feeling that unions have restricted individuals in
their scarch for jobs and employers in their free choice of prospective
enployees, Some commentators would have us believe that employers are
hampered at every turn with union rules and restrictions in the hiring of
employaes, in promotien and laycff, and in the setting of wage rates.

Aind, especielly in the widespread controversy over "industry-wide
bargasining® since World War IT, some individuals and business organizs-
tions have expressed serious concern over the role of employers! asso-
ciations in industrial relations, and there hzve been proposals to limit
or prohibit multi-employer bargaining.l It has been charged thst such
bargaining igs monopolistic in nature, interferes with individuval initis-
tive, and increases strikes. Leo Wolman quotes with approval the language
of & Hougse of Representatives report:

Arrangements by which competing employers combine, voluntarily

or involuntarily, to bargsin together, and arrangements by which

great national and internationsl labor monopolies dictate the

terms vpon which competing employers must operate seriously

undermine our free competitive system. They undermine, also,
the rights of the men in the mines end in the shops, who find

1For brief reviews of these propocsals and careful analyses of the
problems of multi-employer bargaining, see: Jesse Freidin, The Taft-
Hartley Act and ‘lulti-Fmployer Bargaining (Philadelphia: University of
Pernsylvania ‘ress, 1953% gylvester Garrett and L. Reed Tripp, Manageme
Problems Implicit in Multi-Fmplqyer Bargaining (Philadelphie: Unlvers:u;
of Pennsylvania °ress, 19h9).

For statements of the position of the National Association of
Menvfacturers, sess U. S, Senate, Committee on Labor and Public Welfare,
80t: Conge, lst. Sess., Hearings on S, S5 and S, J. Res. 22, Part I;
testinony of Ira ''osher, pp. 955057, and R. Smethurst, pp. 1760~179%
an(l \}?"‘18130
For a summary of the NAM's views and a reply by the San Francisco
2rs! Council, see "Statement of Almon T, Roth, nZQSLdPﬂtg San
sec Employers' Council, on %re euuject of 4u1ti«?mploy”r uargalwln;,
2 Labor *Pl&thﬁq Committee of the neuiundl Association of
rers, August 31, 1948" (duplicated, 18 pp.).
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their terms of employment determined not according to their

circumstances and those of their employers but by arbitrary

decisions of the national and international officers,

Because the labor market of the San Francisco Bay Area is strongly
influenced by unions and employers' associations, we may ask what has
been the effect there of these agencies on certain personnel practices:
selection; promotion; itraining, end layoff; and wage administration.

Do employers feel that these institutions have significantly restricted

the freedom of individual enterprises? Are there differences in ths

effects felt in various industries??

pies

‘Leo Wolman, Industry-Wide Bargeinin (Irvington~on=Hudsons:
Foundation for Fconomic iducation, 1918), p. 11 (quoting House Report
No. 245 on He.R. 3020). :

2This report is based on a survey of 3L0 private employers in all
major industry divisions and at all size levels, with interviews conducted
in the San Franciscc Bay Area during the first half of 1949 (a period of
relatively depressed employment). The sample was stratified so that com=
parisons could be made among major industry divisions and among size
groupings,.

OCur study did not cover all aspects  union policies or personnel
practices; bubt rather focussed on thcse policies or practices affecting
labor mobility.

With regard to the setting, the San Francisco Bay Area is a large
and diversified metropolitan district, with only 19 percent of its eme
ployment in manufecturing. The average business unit is relatively small,
The deg: £ unionization is very high, and the average wage and salary

evel is high, compared to cther metropclitan centers of the country.

For further details on the survey asnd its setting, sece F. T. Malm,

cruiting Patterns and the Functioning of T.abor Markets," to be pube
lished in the Industrial and Lebor Relations Review, Vole 7, No. L (July, 195L).




I. Strength of Unions and Fmplovers® Associations

Earlier investipastions have shcwn that the San Francisco Bay Area
is charecterized by a high degree of unionization, strong employers'

ssociations, and the use of master contracts in collective bargaining,1

o]

and these findings ere confirmed by the information we secured from firms
which participated in our survey (Table 1),

' The dominant unions in all major industry divisions are affiliated
with the AFL, although in particuler individual industries CIO or ine
dependent unicns are dominant (the UAW=CIO in automobile assembly, the
USA=CTO in steel, the ILWU in longshoring, etc.)s The following indus-
try divisions have high unionization, with 80 to 100 percent of the em~
ployers reporting coverage by union zgreements: building and construction;
noncdurable goods manufacturing; duvreble goods menufacturing; wholesale
trade; and public utilities, transportation, end communication. Substan-
tisl unionization, with 50 to 79 percent of employers unionized was °
found in retail trade and in service and miscellaneous. Only finance,
insurance, and real estate could be classified uhder very low unionizaticn,
with less than 20 percent df empleyers unionized.

The great majbrity(BO to 100 percent) of firms in wholesale trade
and in building and construction were affiliated with employers? asso-
cisticns., Substantial coverage (50 to 79 percent) by such associstions

was found in: manufacturing (both durable end nondurable goods); and

See: Clark Kerr end Lloyd Ho Fisher, "{ultiple~Fmployer Bargaining:
The San Francisco Fxpsrience," in Insights into Labor Issuss, R. A. Lester
and J. Shister, eds. (New York: Mac'iillan, 1948), pp. 25=01; James C. ix
and Laura C. Chase, "Employer Unit in Collective Bargaining," Monthly
Labor Review, Vol. 71, No. 6 (December, 1950), p. 6963 A, N. Jarrell,
Mxtent of Unionization in Major Labor Yarkets, 1951=52," Honthly Labor
Review, Vol. 76, Noe 1 (January, 1953), pp. 26-29.
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TABLE 1

UNIONIZATION AND EMPLOYERS® ASSOCIATION AFFILIATIONS,
: BY INDUSTRY DIVISIONS

i

Industry Division Unionization Affiliation with Employers® Associations
Degreea Principal Degreea Principal Employ?ps“
Union Group Associations
Building and Construction] High AFL High Assoclated General Contractor
and other special induystry
groups.,

Nondurable Goods Manufac~| High AFLP Substantial | San Francisco Employers!
turing Council, United Employers,

Distributors Association
of Northern California, and
special groups.

Durable Goods lMznuface High arL® Substantial | California Metal Trades
turing Assoeiation,

Wholesale Trade High aFid | mign Distributors Association,

San Francisco Employers®
Council, United Employers.
Hetail Trade Substantial] AFL Substantial | San Francisco Retailers
¢ Council, and special groups.
Finance, Insurance, and Very Low AFL Low Special groups,
Real Estate
Service and Misccllaneous | Substantial AFL Substantial ! San Francisco Employers?®
; Council, United Employers®,
special groups.

Public Utilities, Trans- | High AFL® Substantial | Draymen'’s Association,
portation, and Communi- Distributors Association,
cation Pacific Maritime Association,

and special groups,

(continued on next page)
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aIndustry divisions were classified as to degree of unionization (and affiliation
with employers’ association) on this basis: High, 80 to 100 percent of the firms re-
ported that they were unionized (or affiliated with employers® associations); Sub-
stantial, 50 to 79 percent; Low, 20 to 49 percent; and Very Low, O to 19 percent.

bThe CIO had representation here with the 0il Workers' International Union,

®The CIO is represented here with the United Auto Workers in automobile assembly
plants, and the United Steelworkers of America in basic steel plants,

dThe warchousemen®s locals of the International Longshoremen's and Warehousemen's
Union (formerly CIO, now independent) have important coverage in this group.

eTh@ longshoring locals of the ILWU, the Communications Workers (CIO), and the
Railroad Brotherhoods (Ind.) make up the main non-AFL unions in this division.

fAs area associations, the Federated Employers of San Francisco and United Employers,
Inc,, of Oakland, have membership in nearly all industry divisions., The associations
listed in the table are those negotiating and administering important agreements,



pubiic utilities, transportation, and communication. Only finance, ine
surance, and real estate reported low coverage by associations. It is
clear that, on the whole, the employers' asscciations tend Lo be most
prevalent in the industry divisions that are highly unionized.

Unions in the maritime trades and the skilled crafts of the San
Francisco Bay Area were strong even before the turn of the century,l but
the spread of unionization to other occupaticnal groups came mainly after
1933. One particularly important organizing drive was the "march inland"
of the warehouse locals of the ILWU {followed by countermoves of the
Teamsters), which brought under union contract not only "warehouses" in
the ordinary sense of the word, but also a wide variety of distributing,
packagingy and menufacturing establishments. FEmployers! associations
had long been used by waterfrént employers as a counterunion device; and
in the late *thirtiss many of the smaller employers inland found it
necessary to organize associations of their own to equalize their bare
gaining power vis-a-vis the strong unions with which they were confronted.
These sssociations included "industry"™ associations such as the Distributorst®
Association of Northern California, the California Metal Trades Essociation,
and otherg, and "area" associations such as the San Francisco Employers!
Céuncil and United Employers, Inc. (of Oakland) o2

In Janvary, 1953, the research and coordinating sctivities of the

San Frencisco Employers' Council were given separate status as the

1For a thorough review of this period;, see Ira B. Cross, A Histo
of the Labor Movement in California (Berkeley: University of California
Press, 1935).

2For a review of these developments by an official of the Employers®
Council, see: George O, Bahrs, The San Francisco "mployers' Council
(Philadelphia: University of Pennsylvania Press, 1948).




Federated Employers of San Francisco. Other associations (such as the
Distributors and the Czlifornia Metal Trades) now maintain memberships
with the Federated Ymployers rather than the Fmployers' Council; the
latter is now primarily en "administrative" association, negotiating and
administering several master agreements.

The most important mester agreement32 now negotiated by multi-
employer bargaining'in the San francisco Bay Area include these:

1. The Distributors?! Association of Northern Cslifornia, and the

warehouse locals of the International Longshoremen's and

Warehousemen's Union (ind.).

2. The California Metal Trades Association, and the International
Association of Machinists (AFL),

3o The San Francisco Employers® Council, and warehouse locals of
the Teamsters (AFL).

o The Pacific Maritime Association, and various waterfront unions,
particularly the IIWU,

These agreements, relstively few in number, affect a substantial number
of Bay Area firms and their unionized employees directly, and set the

pattern indirectly for other employers and workers as well.

II. Recruitment and Selection

Recruitment,3 == Jn contrast to most other studies of the functiecning

of local labor markets, which have indicated that unions are of relatively

lxerr and Fisher classify the administrative association as a sub=
type in the older designation, negotiatory association. Clark Kerr and
Lloyd H, Fisher, "The Administrative Fmployers® Association,” in !Unions,
Manaogement and the Public, ed. F. Wight Bakke and Clark Kerr (New York:
Harcourt, Brace, 19L8), ppe 3L6=350,

2The list which follows names only what appear to be the most ime=
portant sgreements. Fach of the associztions mentioned negotiates several
contracts in addition to those specified,

“Employers were asked: "From what sources do you normally recruit
for the principal grouvps of jobs within your company?' The responses of
employers on recruiting problems are snalyzed in greater detall in the
article on "Recruiting Patterns" referred to aboveo '
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TABLE/ 2

PERCENTAGE OF EMPLOYERS WHO REPORTED
THE USE OF SPECIFIED SOURCES IN
RECRUITING WORKERS IN FOUR
CCCUPATION GROUPS

Manual Workers” Clerical Employces
(N = 284) (N = 323)
lo Unions B 6 8 W iee & 86 71% lo Private AgenCies oo e e 62%%
2, Direct Hiring 2, Public Employment Service , 55
("at the gate”) ., . . . 38 3. "Help Wanted" Ads . . . « « 38
3., Public Employment Service ., 29 L, Direct Hiring 6 s v o 2
4o "Help Wanted™ Ads o o « ¢ o 20 5. Friends and Relatives . - o 17
5. Friends and Relatives . . , 18 6. High Schools, Business
. Collesgen. 66 . . . . . 13
Other Sources M Qther Sources M
Salespersons Professiocnal and Managerial Personnel
(N = 215) (N = 310)
3. Dot Mo . . ... K 1. P Witln . ... ... B
2 Freomltenin . . .. oouie o 30 2o, Friends and Relatives ., . 29
3., "Help Wanted" Ads , « o « 26 3, Colleges and Universities. 26
4, Friends and Relatives . . 23 4o Private Agencies , . ¢« « « 22
5« Public Employment , . .. 21 5. "Help Wanted™ Ads ., . . . 20
6, Private Agencies ., ... 20 6, DiveEl IEinE . . . oo
T TR . & i ohohshone 1 T Public Employment Service, 38 8
8, Colleges and Universities. 11 8. Professional Associations
and Journals, . ¢« « o o 10
Other Sources . « ¢« « o » T Olher Sourees . « » « o o 10

®Employers could give more than one answer, so that the answers do not add to 100 percent.
Only those sources mentioned by at least 10 percent of our sample are reported here,

bPhis classification includes production, cperating, construction, maintensnce, and ware-
housing employees,



little importance as a means of placing their members on jobs,1 71 percent
of the employers in our sample reported that they normally use unions to
£ill manual jobs, and 1l percent indicated that they do so for sales
persons as well (Table 2)e? FEven in the recruitment of clerical workersy
a snall minority of firms reported the use of unions and a few firms
mentioned unions in connection with the recruitment of professional and
managerial personne1°3 The reason for the confrast between Bay Area
recruiting patterns and those found in the rest of the country, of coursey
lies in the degree and type of unionization found in this area. AFL.
unions predominate in this highly unionized area, and many of the enter=
prises are small: these two factors combine in many instances to stress

the rele of the "hiring hall" or more informal channels of union placement

1Charles A, Myers and W. Rupert Maclaurin, The Yovement of Factory
Workeis (Cambridge: The Technology Press, and New York: Wiley & Sons,
mﬁ: Plo 39, hB, h?, 53’ 730

Lloyd G. Reynolds, The Structure of Labor Markets (New York: Harper
& Bros., 1951), ppe 50, 56, Ohe ‘

Charles A, Myers and George P. Shultz, The ics of a Labor
Market (New York: Prentice-Hall, 1951), ppe L7, 7%.

Murray Fdelman et al., Chamnels of Employment (Urbana: University
of Tllinois, Institute of Labor and Industrial lelations, 1952), p. 197.

Cf, also Walter D, Scott et al., Personnel “Management {fifth
edition; New York: McGraw-Hill, 195L), pe. 619.

2Some confirmation for our data, based on employers® reports, is
found in another Instituvte study of the Bay Area labor market. Joseph
W, Garbarino, in his report on "marginal workers," states: "...it appears
that about 60 percent of the union members regulsrly found employment
through their unions." For white male unlon members, the figure is 73
percent. <= See "The Unemployed Worker during a Period of "Full!?
Fmployment," Appendix D=l in California State Department of Employment,
A Sourcebook on Unemployment Insurance in California (Sacramento:
California State Printing Office, 1953), be 2he

3

For éxample, air line pilots and ship captains,



as an aid to the horizontal labor mobilityl which is often so imporitant

here,

Employers® associations, on the other hand, have aglmcst no effect
on recrultment: only 1 to 2 percent of our sample mentioned using such
associations in recruiting for the various itypes of jobse.

There are, of course, differences among various groups of firms in
the use of unions as a means of recruitment., In the building trades,
metal trades, and in warehousing and distribution, whére workers are
highly uvnionized and hiring halls are strong, there is relatively heav."
use of unions in recruiting manual workers./xgertain segments of retsil
tradz, where "inside" salespersons are unionized, there is more frequent
use of unions than in recruiting "outside" sslespecple by other industry
divisions. Larger firms in general are more likely to attracﬁ job appli=
cents directly, so that they report less common use of unions in recruiting.

‘lost employers using unions to locate workers did not feel that
unions had s restrictive effect on recruiting. Rather, thaey seemed to
view the hiring hall or other union placement devices as a means of
securing access to an organized labor pool; without the hiring hall, it
would be quite difficult to recruit workers quickly (especially for jobs
of short durationy This attitude was particularly characteristic in the

construction industry. In other instences, however, where the hiring

1Movement from firm to firm at about the same skill level, as con-
trasted to vertical mobility whieh involves movement from level to level
within a firm, For further discussion of the nature and importance of
this distinction, see Clark Kerr, "The Balkanization of Labor ‘larkets,"
an article which is scheduled to be published as part of a volume of
essays on labor mobility svonsored by the Social Science Research Council.



halls have been established mors recently, and where there are some
sharp ideological differences between employers and the union, greater
freedom in hiring would be preferred. (This seems to be true especially
of the TLWU hiring halls in longshoring.)

Selection. == The effects of unions and employers' associations on
selection could appear in the form of job qualifications or specifications
imposed by these institutions external to the firm, or in the form of

i &
restrictions on qualifications to be considered.

fost e ployers in our sample have not agreed to any job qualifications
in their union contracts, nor do they feel that they are restricted by
unions in the use of any factors in selection (Figure 1). It is true,
of course, that certain limitations do appear =- apprenticeship, the
hiring hall, the prohibition of medical examinations, and so on == but
in most instances their effecis seem to be relstive!y minor. In certain
trades where there is strong reliance on the hiring hall as a source of
lzbor, the restrictive effect has been more noticeable; this is particue
larly true in some portions of the maritime trades and in warehousing and
distribution.?

About 90 percent of our respondents indicated thet employers! asso-

ciations have no effect on job qualifications (Figure 2). In the other

caseg, the gualifications "sugzested" by associations seem at the most

The questions asked were these:
"In your negotiations with the union, have you agreed to any job
qualifications?™
"Does your union agreement prevent you from using some qualifications?"
"Do you fellow any job qualifications suggested by an employers?
agsociation?"

2In 1953, the Distributors' Association granted a union shop provision
to the Local 10, FLWU, in return for greater freedom for employers in
selection, This represents a gain in security for the union at the ex-
pense of some of its members,



FIGURE 1 p. 9a

EFFECTS OF UNIONS ON JOB QUALIFICATIONS
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Job descriptions or spaei=
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No union restrictions on job quali-
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Restrictions as indicated:
Operation of hiring hall prevents
free choice by employer, . . - 12 [~
Men dispatched by union must be
given.-i,rialo.,a."..a@ 4
Employer may not use medical ex-
‘ aminations. s « « o o o o o o 6
ﬂ Employer may not use testing :
'program:aoocoooaooolj
Other, and not specified. . - « 3 (3 :
01020301;05060708090100
| ., percent Parcent
‘i NOTE: Toial is more than 100/ because firmes could give more than one response.

Employers® comuments:
YThe non=discrimination clause is the only qualification." ~- Wholesale grocery
“ "ﬁhﬂ »mag7 specifies citizenship, or application for it," -- Bakery

"o discrimination between sexss [ is speciﬁed in the contract/. Further, for me=
chanical suployees, the union and the firm have agreed to use trade tests in determining
fitness for promotion," == Alir line

*The union requires drivers fo take a physical exsmination., If he fails, he is not
eligible for the union pension plan."” «~- Laundry ;

"No medicsl examination is given, no qualifications as to physical condition; union
agreemeni."” «- Ceneral construction firm ,
¥"The Job brealkdown . . . p*'evsnts us from using handicapped workers.” —- Millinery Co, |

“ "['i“ha hiring halg may eause trouble, but as yet has not bothered our operation.” e=
Meat productes distrilbuto

"The firm requires that all persomnel other than unicn pecple take a medical examinge
| tion. f lsc, the uniog prevents the company from building up loyalty to the firm,® e
‘d Marine terminal
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FIGURE 2
USE OF JOB DESCRIPTIONS OR QUALIFICATIONS SUGGESTFD BY EXPLOYERS® ASSOCIATIONS
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Employers’ comments:
“Our association has a suggested application form, and we send in

a couy to them to check the individusl's record," =- Manufacturer

o, not an employers’ association; but the professional asscciations
set certain high standards.” -= Certifled public sccountants

"o, we just use them / the association;7 for information,® -- Structural
iron products fabricator

"We follow the qualifications established in the job eveluation plan by the
retail merchants council,” -= Department store
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to be the standardized job descriptions used in a centrally designed orx
administered wage administration plan or survey, except for the tiny
number of cases in which it appeared that an association was maintaining
a centrzl file of records'against which the names of new applicants mighi

be checked,

Lo Seniority Practices end lManpower Utilization

Seniority and Promotion from YWithine -= It has been suggested that

one important restrictive tendency in modern labor markets is a trend
toward increased emphasis on promotion from within, and more use of
seniority as a factor in selecting individuals for advancemen ol If
“gtrict® geniority and promotion from within should actually become
dominent, labor mobility would be restricted in that employers would not
have free choice in meking promotions, and workers with senicrity rights
would be less likely to change jobs. This would be especially true for
workers, if in shifting to other firms they should have to begin again
at the bottom of the promotional ladder,

With regard to‘ﬁromotion from within,2 most firms reported that they
prefer to fill jobs at higher levels by promoting from among their present

employees, but a substantial proportion will hire at all levels (Figure 3).

1Chamberlain, The Union Challenge to Management Control, p. 8l
Reynolds, The Structure of Labor arkets, pp. L5, 5L, 83.

2Employers were asked, "Do you commonly hire at all levels, or
usually only at the lowest level and promote from within?



FIGURE L
SENIORITY AND MERIT IN PROMOTIONS

(§ = 332)
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NOTE: Total is more than 100 percent because firms could give more than one
response.

Employers’ comuents:

"Our union is not seniority consciocus.” =- Ladies® wear manufaclurer

long time servics means nothing." =-Department
store

"leaders ars born.

¥Werit is the oniy thing we consider for our 'production?
people.” == Roofing contractoxr

- "Merit first, than seniority, for all except the shop. Ths
shop has a seniority provision where seniority is the governing
factor, with merit given consideration,” == Pump manufacturer
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only if other factors are equal, slthough 11 percent of the sample in-
dicated that seniority usually is considered first.

The pettern remains much the same in the detailed underlying tabue-
lation comparing the responses by major industry divisions. "Strict
seniority" is the least important basis of promotion in 211 divisions,
and "seniority first, then merit" also ranks low throughout. The
principal cases in which seniority wes clearly established as the primary
factor in promotions are found in the union contracts secured from rail-
roads and airlines. Seniority practices have a long history on the
railroads, and apparently were applied first in the choice of engines
and cther jobo assignments even before unionizationol The railway con-
tracts now generally provide for strict application of the senioriity
principle in the choice of jobs or runs within a seniority unit, and in
such promotions as from fireman to engineer. In contrast, the sample of
contracts from employers in the construction industry made no reference
at 211 to seniority; obviously, the principle cannct be applied effec-
tively there because of the typical shorteterm employment relationshipse?

Tratning°3 == Training programs are useful to employers both in
leveloping candidaetes for "promotion from within," end in improving pere

formance on jobs currently held. About 70 percent of our sample reported

that they employ some kind of nonsupervisory iraining for their emplcyees,

most commonly unplanned or informal on-the=-job training (Figure 5). Only

3
_ John A, Lapp, How to Handle Problems of Senlority (Deep River,
Conn.t National Foremen’s Institute, 19G6), pp. 7, L/0-188,

2
mCI‘Q !bid.’ pe 80

3Employers were asked, "Do you have a training program? Of what sort?"
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FIGURE 5
USE OF TRAINING PROGRANMS

(N = 337)
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Company school (beyord
Qﬁtf’:}r 1eve].)o P e

Not SpeCiﬂedo e 0 e e @ 1l

For supervisorss

B |
union programs,. . . « o 18 1
3
709
|
x|

No treining program at all, .65%

Treining program, as indi-
cated:
Outside training (univer-

sity extensions, etec.). 4 =
Company training school
for new supervisors. . . 3 2

Informal on=the=job, , o 13 |

Plannzd on=the=job. o « ¢« 3 I
Conference program for
resent supervisors. . 15 ———
Net “:U’aeiﬁede s ® 0o o e 5 = |
g 18
NOTE:

Emplovers’ comments:

"Our training school consists of an evening lecture seriess
and demonstrations, open to all employees,
pulscry,® == Steel products distributor

50 80 90 100

Percent

& 30 &0 e T )

Total is more than 100 percent because firms could give more than one response.

explanations
It's on their own time, and not com=

"We have informal, on=the=job training for our seasonsl workers." =— Cannery
"We use the state apprenticeship training program through the publie

schools," == Shipbuilding and repair

firm
"We use both vestibule and onethe=job,
the main store for training and observation.

All new employees are placed in
After a certain period in the main

store, they are shifted to the stores where they are needed." == Food store chain
"We have a 'management conference! program, which involves morthly meetings

of supervisors in all our locations.

This is quite valuable to us, both in terms

of training these men, and in getting their views on policies and problems." —-

Petroleum comnany

ITherets a foreman's meeting onc

e a month," == Filter manufacturer

WNo training program of any kind," -= General contractor
"Wa have a company school program of merchandise training for supervisory
tevels; two terms of ten weeks each year." -= Department store



about one third of our respondents registered the use of supervisory
training, with conferences and informal on~the=job programs most frequent.
Almost 20 percent of, the firms mentioned the use of apprenticeship
training, in cooperation with unions and the California State Division
of Apprenticecship Stzndards, and the proportion was much higher in the
industry divisions affected by the Building Trades Councils and the
Metal Trades Councils of the American Federation of Labor: 60 percent
in building end construction, and L5 percent in durable goods manu-
facturing. %o far as we are able to judge from the quality of comments
in inte“visws{ the firms affected by epprenticeship consider it a natural
soilution to the problem of training gualifisd craftsmen in the skilled
tradsz and do not view it as a réstrictive union policy denying them
accegs bo prospective employees.

Supervisory training programs in our sample appear most {requently

r

among big enterprises generally, and in certain industry divisions
charzcierized by larger firms (especially in nondurable goods manu=
facturing, which includes sizable petroleum refiners and food proe
cessors). MNeither unions nor the ordinary administrative employers!
associations have much effect on the training of supervisors, for both
these agencies are mainly concerned with the bargaining problems of
other employees. Of course, personnel associations {the California
Personnel "anagement Association and the Califor:ia Training Directors!
Aszociation) and other employer groups (.such as the American Institute
of Banking and the Fire Underwriters' Association of the Pacific) have
aided in tréining executives and svpervisors, and the Federated Employers
of Sen Trancisco recently has cooperated with some firms on training

problemss
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In general, however, it appears that there is a real need among most
small and mediumegized firme in the Sen Francisco Bay Ares for more
effective plamning and operation of training programs == a need that
could well be met by employers' associations, possibly working through
such established agencies as the University of California Fxtension and
the adulﬁ education divisions of Jocal school systemse

Senlority and Leyoffs. == Seniority previsions governing layoffs are

more widely accepted than those determining promotionol This contrast
in practice 1s in part a recognitlon of the value judgment of workers
that rights to job retention are built up with longer service, whereas
rights to promotions do not so accrue.2 Union contracts supplied by the
employers in our sample indicate that when layoff policy is mentioned in

an agreement, seniority usually is the major determining factor (Figure 6.)?

1l
Lapp, op. cit., p. x3 Nix, op. cit.

2Benge reports the resulis of employee attitude surveys in 25 com=
panies; 10 of which were unicnized manufacturing plants. His results
indicate that about 75 percent of the employees surveyed felt that "pro=
motion and pay inereases should be determined by individual merit
rating® rather than through length of service., == Eugene J. Benge, "What
Yorkers Think About Merit Rating," Factory Management and Maintenance,
Vol, ITT, No. 2 (February, 1953), ppe 310=312. ,

For a union statement questioning senicrity as the sole facter in
promobions, see Brotherhood of Papermakers (AFL), Labor Unrest and
Dissatisfaction (Albany, 194li), pp. L7-50; referred to by Paul Pigors
and Charles A. Myers, Personnel Administration (2nd ed.; New York:
Melirew-Hill, 1951), p. 208,

2

“This tebulation is besed on an analysis of 1L9 separate and distinct
coliective bargaining agreements collected from our sample of employers;
but it was necessary to use = adjusted weighting to compensate for con-
tract coverage. Thus, for example, several contracts for the various
crafts on a large railroad were counted as one; and the DANC-ILWU master
warchousing contract was given multiple weight because it applied to
severzl firms. In most instances we were unable tc secure data on the
nunber of employees covered by these contracts,.
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FIGURE 6

UNION CONTRACT PROVISIONS ON SENIORITY AS A FACTOR IN LAYOFFS

(N = 149)
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Tllustrative conbract clauses:

"Employer recognizes the principle that Jength of satisfactory service sheuld
be rewardsd by proportionate job securiity and opuortunity for promotion , . . as
follows: Where merit and ability are apcroximately equal in the judgment of the
Employes, seniority shall govern in all cases of lay-off; rehire, transfer, and
promotiocn.” =- Warehouse employer

"Seniority shall be the only consideration in layoffs and rehiring except . . »
ases employees whose abilities are vital to production but who could nct
ired by the application of the seniority principles stated above may be re-

d In the event of a layoff without regard to seniority." -~ Drug products manue-

o)

[

"The suployer is obligated to recognize the principle of seniority in laying
off or rehiring employes, The principle of senicrity shall prevail and coutrol in
such layoffs or rehiring where, in the judgment of the employer, merit and ability
are eqgual., In exercising such judgment, the employer is obligated to do s=o fairly,
reagsonably, and impartially with full consideration being given to all of the records
and further information in the disputed case. The employer is further obligated to
take into consideration the relative merit and ability of employes with experience in
the type or types of work under discussion and such consideration shall not be limited
to the esployee in the particular department affected.” -~ Department store

"In each plant, employeces eligible for seniority status shall be divided into
two groups &s follows: (1) Regular Employses--these who have worked in the plant
at least forty weeks during the preceding calendar year, (2) Seascnal Employeese-
those other than regular employess whe have worked in the plant at least 60 per cent
of the total number of foperating days! of said plant during the preceding calendar
yealeoes

"In observing seniority principles for filling jobs, rehiring, and laycffs of
employces, it is recognized that the company shall be the sole Jjudge of the qualifi-
cations of the employee to perform the work available, but it is alsc recognized that
seniority workers are entitled to primary considerations..." -- Cannery




There often are qualifying statements requiring that the more senior
employees must be capable of performing the work of the junior persons
who are to be "bumped" downward or laid off, and in a few cases there
was special provision for regular employees (as compared to sessonal) or
for those "whose ebilities are vital" for efficient operation of the
plantol

Substantial differences are found, of course, in the practices of
gome indusiry divisions as compared to others. In manufacturing (both
durable and nondurable goods), in wholesale trade, and in public
utilitlies, transportation and communicaticn, senlority is usually prie
mary in layoffs. The seniority rule is apolied most strictly in the
raiirocad and airlines_contracts. In contrast, seniority is unimportant
or unmentioned in the agresements from the construction industry and irom
longshoring.

In many firms, then, seniority is sn important factor determining
priorities in leyoffs and in rehiring. Job transfers or "bumping"
required by the seniority rules, especially where the seniority unit is
a broad one including msny jobs or crafts, may cause a great deal of
disruption and inefficiency in Operations.2 Where such seniority rights

exist, there may be a tendency for workers to be restricted in their

lThere are many problems in the operation of seniority programs,
including the definition of seniority units, measuring length of service,
and others, which cannot be analyzed here. For further discussion, see:
Robert L. Aronson, Layoff Policies and Practices (Princeton: Princeton
University,; Industrial delabtions oection, 1950); Frederick H, Harbison,
Seniority Policies and Procedurcs as Developed through Collective
Bargaining (Princeton: Princeton University, Industrial Relations
Secticn, 1941); Lapp, ops cit.; Leonard R, Sayles, "Seniority: An
Internal Union Problem," Harvard Business Review, Vol., XXX, No. 1
(January-February, 1952), ppe 55=61.

>

hﬁaniel Bell, "The Bumpy Road," Fortune, Vol. XLIX, No., 3 (March,
19524 ) s PDoe 69"7’. N
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inter<area or inter-firm mobility. Men who have been temporarily reicased bee
cause of lack of work may be reluctant to seek jobs from other firms (either
in the same community, or elsewhere), because they expect or hope momen=

tarily to be restered to their jObSol This is particularly true for men

vresent employment.

However, it is difficult to form a halanced judgment on the restiriciive
elfecte of union=inposed seniority prectices in layoffs, for against these
resﬁrictibns ve must offset certzin qualificetionse It is clear that
emphasis on seniority rules is not invériably assocliated with strong
unionisme Some union contrzcts indicate that seniority is secondary,
rather than primery. In construction and in longshoring, industries
characterized by a high degree of unionization, union policies have
placed relatively 1little emphasis on senioriiy, but instead have
stressed systems of dispatching to jobs through central hiring halls
(which in certain respects improve the mobility'of labor in these trades
with shorte-term employment relationships). The union agreements in the
construction indusiry usually mske no reference to seniority at all, end
it appears from interview comments that the employer ordinarily is free
to make his own cholce in layoffs. On the other hand, in bsnks and
insurance companies, with low unionization, seniority often plays an
important role. It would seem that the recognition of seniority rights

wends to develop, with or without unionism, in those industries where

s

2 < .
This behavior of workers in the current "readjustment" period has
been reported in Business Week and elsewhere.
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the occupational structures énd the enployment relationships lend them-
selves to such policies,

In addition, it is not necessary that 21l workers have completely
unrestricted mobility in order that our labor markets be able to adjust
to changing economic conditions. It is necessary only that a marginal
number of workers be willing and able to shift away from areas of cone

tracting employment toward those in which employment is expanding. If
unemployment is widespread, of course, unimpeded labor mobility cannot
by itself create full employment$

On balance, it appears that seniority ruvles may create pools of
workers with restricted mobility, particulerly armong semiskilled per-
sonnel laid off in manufacturing industries and in warehousing and dise
tribution, but in the Bay Area this is offset somewhat by the opersiion
of union hiring halls which help the worker to locate jobs within his
trade if any are available. In most other industry divisions, seniority
practices in layoffs do not seem to be seriously restrictive, but
seniority rules of premotion and layoff in railroading may be excessively

strict.

IV, Wage Administration

The Ssn Francisco Bay Area is what may be termed a strongly "insti-
tutionalized" labor market, in which wage rates are determined quite

largely by a few key bargains negotiated by administrative employers?
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acscclations and by lavrge firms with particuvlarly importent unionse

Tt has been argued, especially by Kerr;, Tisher, and Ross,z thet wage-
setting under master agreements is determined by political factors (such
as the growth and suwrvivsl needs of employers! associaticns and unions),
as well as by the usual economic factors: the cost of living, wages in
the industry, wages in the area, and ability to pay.

From the viewpcint of individual employers in such a setting, it
would seem that wage rates are determined by forces mainly beyond their
convirol and that supply and demend adjust to that wate rate rather than
detefmining ite One of the objectives of our study was to establish
whether this was so.

The Wage Market, the Product Markebt, and the Job Markst. =~ In

attenpting to analyze the process of wage determination from the ine
dividual employer's point of view, we gethered information on the effects

of product competition and labor supply conditionso3

1Examp1es of key Bay Area master agreements were mentioned in
Secvion I above.

Paitern-setting national agreements affecting the Bay Area include:
the United States Steel Corporation and the United Steelworkers of
America (CI0); and the "big three" automobile companies and the United
Auto Vorkers (CIO). :

For further discussion of the nature and importance of key wage
bargains, see: John T. Dunlop, Wage Determination Under Trade Unions
(2nd eds, New York: Augustus M. Kelley, 1950), p. vi; Reynolds, Ihe

tructure of Labor Markets, p. 2313 Arthur M. Ross, Trade Union Wage
Policy (Berkeley and Los Angeles: University of California Press,
15057 pp. 50=7hs

2
“Clark Kerr and Lloyd H, Fisher, "™ultiple~Employer Bargaining:
The San Francisco Experience," op. cit., Ross, ops_cite., Chap. IT,

3Employers were asked: "Docs competition in selling your product
affect your wage policy?" :

"If applicants for jobs are either plentiful or scarce, is this
considered in setting wage rates?™
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FIGURE 7

THE EFFECT OF PRODUCT COMPEITIION ON EMPIOYERS® WAGE POLICIES

(N = 183)
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Fmployers?! comments:

"No, we ars a puplic utility, and our rate structure is detere
mined by goverrment agencies.” == Warehousing firm

®"The ICC governs our rates, sc thers's not much chance," - In-
terstats trucking {irm

: "Yés, because 85 percent of the candy is produced in the Ecut." we
Candy manufacturer

"We'rs unable to mnke certain garments because the cost is too
nlgh or the price 100 low == sh;rts, blouses.” == Lsdies! wear rmanufacturer

“Competition in selling definitely affects the wege policy. Pro-
duction workers are under unlon contract, and these WAgeS oI quite
uniform., However, all other worksrs are 1n overhead cost, and the
firm mist be very conscious of this overhead cost when bidding on jobs.
The vitality of the corporation dspends on the success of the bidding,
with the result that overhead wage costs are constantly studied." --
General construction firm

®If rates got too far out of line, we?d have to go cut of business,”
== Roofing coniractor
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FIGURE 8 _ -
EFF&UT OF LABOR SUPPLY CONDITIONS ON EMPLOYER WAGE POLICIES
(N = 208)
! labor supply ls not considersd :
at all in determining waces . .58% ‘ -
Labor supply is considered,
as indicatbed:
Part of "supply and demand®
GOnRItiONS , . o s iy vs oRD 4
In bargaining on union
dewmmﬂaoccnno-b-b ED
In seiting rates not
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Percent
| Eapioyers' cowsents:
i ‘“There is no yes and no answer. For preduction workers, maybe, but nrobably
¢ not, since rates are based on union negotiation which is in turn based oo the cost &
ié of Viving index., With an increasednuuber of applicants, the differencs might “
i show up in higher qualified psople accepting the rates which have beein: @stablished i
i all along and less qualified people accepting lower rates.," -- Cannery

"Yes, in setting premium rates, but not for the base ratec, which are beyond
the coanbrol of the employer.” Food products processing firm

. “Labor scarcity might mean we would have to move up higher in the bracket
[/ i.s., the rate range_/ to get a wage that would atiract people." =~ Electrical
praduchs distributing firm

"Yag, it exerts upward pressure, but not downward. For example, the
Ediphone operator rate went higher and higher because there were not enough
of them avallable." ~= Insuraiice company

TR T e T Ry Y TS s ey o T e e T o e o SR e S T S T b AT Y e e S e e e <o A-me:jg
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It has been suggested by wage theorists that the relationship
between wage rates and selling prices in most industrieé is a2 long and
tenuous one,l and the opinions of the employers in our sample tend to
support this: aboul three=fourths of them felt that competition in their
product markets wes something apart from their behevior in the wage
market (Pigure 7). However, building and construction differed from
other major industry divisions in that a significantly higher proportion
of firms reported that sales competition did affect wage policy; this is
& grouping in which labor costs are a lsrge part of total costs, and zlso
in which bid prices must often be set carefully on each contract ;n
attempting to win jobs. This suggesis that if we could'isolate for
analysis other relatively homogeneous groups of firms in highly com=
pétitive industries, we would find other cases in which price policy
snd wage policy are ciosely linkedog

With regard to the relationship between the job market and the wage

3

marked,” almost 60 percent of our respondents indicated that labor supply
conditions are not considered in setting wags rates (Fizure 8). How~
ever, several employers pointed out that although the base rate or the
rete range is beyond the control of the individual firm, there is the

possibility oi peying & rate higher than the base or minimum in order

to attract or to hold good workers. Under these circumstances, the

"Ross, gps Gites pe 805 gfo Dunlop, ope Cibe, ppe 96, 217,

2The size of our sample did not permit any more such groups to be
identified,

3Fcr further discussion of the importance of distinguishing between
the Jjob market and the wage market, see Clark Kerr, "Lacor Markets:
Their Character and Consequences," Papers and Proceedings, American
Feonomic Review, Volo XL, Noo 2 (May, 1950), ppe 278=279e
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guoted (or nominal) wage rate would remain unchanged while the effective
rate would shift with changing conditions in the labor markeb.

Employers® Associations and Master Agreementsol «= About 55 percent

of the firms in our sample indicated that their wage rates are affected

by master agreements negotiated by employers' associations (Figure 9).

o

Most commonly, these master contracts were said to provide specific
ratez for individual jobs, without rate ranges, bub in slmost as many

cazes the contracts were reported to specify only the minimum or starting

. ' 4
rates for various jobse.

in response to another gquestion probing at the degree of rigidity

3

in wage rates controlled by employers' associations,” about 35 percent

of the firms subject to master agreements replied that they are not

1Employers were asked these questions:
"Does the employers® asscociation to whichk you belong affect
your wage rates?
"Does the association negotiate your contract?®
"Does the assccistion negotiate grievances?"

21n nearly all instances where master agreements are effective, they
have been drawn up so as to include all individual employers as members
of the assoclations., However, there are a few cases in which the firm
follows the association pattern even though it technically is not covered
by the master agreement, sometimes signing s similar or identical contract
negetiated" independently.

Almost 60 percent of the firms affected by associstions indicated
that thelr assoclations are administrative: that is, the association is
charged with the adjustment of grievances, the processing of arbitration
cases, and other matters involved in the continuing administration of
lsvor agreements; as well as acting for the firm in the negotistion cf
the contract. This practice is important when many firms in the asso-
cisticns are weak in bargaining power relative to the unions with which
they desl. For the protection of the association as an institution, ths
right to adjust grievances must be. reserved to the association; when
this is not done, the concessions which unions secured by "whipsawing"
individual firms endanger the structure of the contract,

3Employers were asked; "Are 'premium' or ‘'personal? rates allowed?t
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FIGURE 9

EFFECT OF EMPLOYERS® ASSOCIATIONS ON WAGE RATES

(i = 318)
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A mininam wage 1s set for Journsymen, f{oremen, and permit men." - Roofing

contractor

o, we are members only for informsbicn purposes.” =- Soap manufacturer

"The Local 6 / ILWU master contract for warehousemen ]

ravss eve minima,

bat awything over them is discoursied by the asscclation.” -« Coffee distributor

"de use retes they recomuend through' the publication of & survey. Ve
try Lo pay better than the median,” -- Javesabment house

—

*
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permitted to pay any "premium" or "personel" rates higher than those
spacified by the contracts. A few employers reported that such a practice
is permitted only for certain special ceses:

"We have some ‘'red circls' rates going to people who were

getting more than the standard rates negotiasted in the asso-

ciation's first masier apreement, back in 1938. They'll get

those differentiels as leng as they're still with use" ==

Pharmaceuticals distributor,
£ majority of the respondents on this question indicated that premium
rates were "allowed,™ but often with the additional comment that the
przciice was avoided (either because of the firm's own judgment, or
because the association discouraged such rates).

"It's allowed, but we never do it [;éferring to the payment cf

wage rates higher than the contract rateg/, because the union

uses it as a lever tc get more.," == Hotel

But, even though the quoted wage rate remains fixed during the cone
ract perlod; other changes may operate. So long as there is some un-
employment in the local labor market, as Reynolds has pointed out, it
may be possible for the employer to hire additional units of labor of
the same quality at the same rateol

As we have reported elsewhere, however, employers are likely to
change hoth their recruiting practices and their hiring standards with
changes in the tightness of the labor marketo2 As the labor market
tightens and it becomes more difficult to lccate qualified personnel,

the employer may have to use more expensive techniques of recruiting (as

in recruiting over a broader area), and he may have to lower his hiring

1The Structure of Labor iarkets, p. 229

“See Fo T; Malm, "Recruiting Patterns and the Functioning of Lsbor
Markets," op. cito
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standards. As this is done, although the quoted wage rate remains the
same, the actual cost per unit of equivalent manpower will rise.

Job Bwaluation. * == [n contrast to certain other surveys which

sugpest that systematic job evaluation procedures are typical of present
day personnel practices,2 only 25 percent of our sample reported that
job evaluatién nlans were in effect (Figure 10)., Point plans were men=
tioned most commonly,.with factor comparison ranking next. It is clear
that Job evaluvation is more likely to be employed by larger firms, for
there is a sharp increase in the proportions using job evaluation in
those size groupings where personnel or industrial relations specialists
are likely to be available. Only L to 7 percent of very small and small
firms report using job evaluation, whereas 23 to 52 percent of medium
and large firms do so.

For small and mediumegized firms in this highly unionized labor
market area,‘an orderly and controlled wage structure may test be
gecured under multiple-employer bargaining; thus, membership in anv
employers' association and coverage by a master agreement are likely to
determine a set of wage rates sufficient in number tc cover all or most
of the job classifications within the firm°3 However, large firms commonly

have more complex occupational structures, with many specialized job

1Employers were asked, "Is a job evaluation plan in effect?®

2See, for example, Walter D, Scott et al., Personnel Management
(fifth odition, New York: McGraw-Hill, 195L), p. b31; Richard C. Smyth
and HMatthew J. “furphy, Job Tvaluation and “mplovee Rating (New York:
MeGraw-Hill, 1946), p. 11,

3
In certain instances, associations use some form of job evaluation
to prepare for the negotiation of master agreements, so that certain firms
under such agreements may be following job evaluation without recognizing
ite :
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FIGURE 10

USE OF JOB EVALUATION PLANS

(v = 318)
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Fuployers’ commenta:

#Yes, & simplified point system. %he company sei up the jou evalua-
. tion plan becsuse it was felt that this was not a matiter for jolnt deter
mination. This is one of the management prerogalives about which we
feel quite strongly." = Pood cannsrs and distributors

"ihe War lebor Beard cooperated with us in setting up a plan,
and the store still usec it as a besie patlern," -- Supermarket

"None, except maybe the job classifications in the contracis.”--
General contractor

e have & point plan for office help. For the factory, we follow
the union specifications.” - Business forms printer




classifications (some unique to the firm)., Some of these larger firms
find it helpful to use certain master agreement rates gs "peg points" or
"henchmarks" in wage administration, thus setting "key job" rates which
may serve as reference points for other rates which must be determined
internally to the firm (because there is little or no market evidence of
their value).l Job esvaluation procedures then are employed toc maske come
parisons between the key Jjob rates and other rates within the firm so
that the ﬁhole wapge and salary structure of the firm will be consistent
beth internally and in relation to the "géing rates" of the labor market
area.

Sources of Wage and Salary ;gformation.z -= The interest of employers

in leasrning about "going rates" is indicated by the varied methods and
sources of information used to gether wage and salary information (Figurc 11).
In fact, the comments of some employers emphasizing the importance of
"standard practice" and "usual procedure" might lead one to think that

no Iirm ever acts independently to establish a different pattern or

level of wages. This is not the actual case, of course, for although

these firms and their associations are sometimes checking current cone
ditions carefully so that they may match the practices of other firms,

in other cases these reports on "going rates" will be used as a point of

departure in detemining what their own practices will be.

1The "thinness" of the market for certein job rates, and the cone
sequent use of job evalustion by some firms, has been mentioned by

Dunlop, ops cit., p. 215.

2Employers were asked, "Where do you get the informetion used in
setting wage rates?" 2
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SOURCES OF WACGE RATE INPORMATION
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“iJe watch surveys published by the city, the county, amd the stgte.® -
Heavy construction firm

i | study a large number of union contracts and 15 union newspapers in
the area." -= Papsr products meanufacturer

e keep an eye on the national petiern of the cost of living, and se
on. A wage pattern develops as negotlations are carried on throughout the
countrv.” == Stesl fabricator

"We got the published wags surveys put out by the San Francisco Employers?
Covncll and others," - Pharmaceuticals distributor

R T RN B T W TV P SR O D T NI U G A R LA TN AN TR P A < T TR
SO e R B S p b o S a8 S At B s 0103 S e et S

1
{
i
£
4




2h

The impertance of employers' associations and unions in this labor
narket area is reaffirmed by the frequency with which they are mentioned
hers.

The associations which supply wage and salary information include

beih the regular administrative associations such as the San Francisco

Fmployers® Council, United Employers (of Oakland), the Distributors?
Association of Northern Californis, and certain specialized or semi-
professional asscciations such as the Federated Umployers of San
Francisco, the California Personnel Mansgement Association, and the
Celifornia Training Directors® Association. All of these groups hold
meetings and conferences at which information is exchenged (scmetimes
informally), and most of them publish bulletins and are available for
telephone or written inquiries,

The watching of union demands is important to many firms; this is
sometimes done by observing published reports in newspapers and the labor
services, and also by listening to presentations by labor representatives
in collective bargaininge. .

The use of the data published by the United States Bureau of Labor
Statistics or otherwise available from government sources was mentioned
rather rarely by our sample. WMost employers apparently prefer to use
the sources of information with which they feel most closely allied, the
empioyers® assoclationsy and feel that in this way they are securing the

mosh up=~boe-date data arranged and classified to suit their neceds.
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Unions and the Wage StrUCﬁﬂrEol ~= It has been suggested that the

policiss and political structurss of some unions have affected wage
gtructures so that, for example, with the growing influence of semiskilled
workers in powerful industrial unions, there has been a flattening of
the rate structure caused by wage increases which have been relatively
greater for job classifications at the lower end of the wage scale,.
However, over 60 percent of the employers in our sample apparently
accepted as equitable the rate structuresunder which they were opersting,
although a minority vote indicated that certain union rates were felt to
be inequitsble in one menner or another (Figure 12). Some employers
reported that wage rates in the San Francisco Bay Area were so high that
they could not operate profitably, although the general feeling among
the persomnnel and industrial relations men whom we interviewed was that
Bay Area rates, while being high, were at least standardized to scme
extent for all employers in the area. In addition, some commented that
the guality of labor available here, and the good working and living

.
conditions, make it possible to secure a high level of efficiency which

1Employers were asked, "Are any rates out of line due to union
pressures or union polities (either internal or inter-union)??

In wage and salary administration, rates are considered "out of
1line" if the amounts being paid for certain jobs do not correspond to
the relative value of those jobs, which may be determined by various
criteria: the pooling of opinions in a job evaluation committee, the
negotiation of key Job rates in a union contract, a survey of the rate
structure in the appropriate labor market aresz, or the arbitrary judgment
of munagement. Inevitably, the concepts of "relative value" end "out of
1line" are determined in the final anslysis by subjective judgments.

2 Harry Ober, "Occupational Wage Differentials, 1907-1947," Monthl
Lobor Review, Vol. 67, No. 2 (August; 19L8), pp. 127~13L; sese also Richard
5 Leiteg, Labor and Industrial Relations (New York: Macmillan, 1951),
pPp. 55, 67.
Tor a discussion of the situation in one industry, see F. T. “Malm,
"Wege Differentials in Pacific Coast Longshoring," Industrial end Labor
Relations Review, Vol. 5, No. 1 (October, 1951), pp. 33-L0.
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FIGURE 12

WAGE RATES OUT OF LINE DUE TO UNION PRESSURES

(¥ = 236)
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"The entire setup is out of line as compared with the beverage industry
naticnally,." == Soft drink bottling company

“Hell, we're closing down this San Franclsco operation because the
warehicus? unlon has pushed our costs too high." == Clothing and household
goods wholesale house

"} eanit think of any.® ~= Leather goods manufacturer

YIn a few specific cases, For example, the delivery boy under the
wayrchougemen®s contract makes more than & salesperscn, and the elevator
operalor xakes more than people at the call desk. It should be the cther
vy arcund,” - Ments and boys® clothing stors (under contract with ssverel
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compensstes for the high wage rates as compared to other parts of the

country.

V. Coneclusions

from our survey of certain major personnsl practices in this
institutionalized labor market, it is evident that unions and employers?
associations generally have had relatively little restrictive effect on
enployers in their selection, promotion, and layoff practices, although
these bargaining agencies have definitely affected the patterns of wage
administration.

In recruitment and in the design of job specifications, most employers
do not feel that unions have had a restrictive effect, even in highly
unionized industries, and the influence of employers' associations has
been negligible, A large proportion of firms make use of unions as a
means of loealing prospective workers, particularly for menual Jobs but
to sone extent also fo; sales work. The hiring halls andyother (informal)
means of union placement are seen by the employer as aids to management
in securing an adequate labor supply, although it must be pointed cut
that in certain cases he would prefer a freer hand in recruiting and
selecting his employees. This conflict appears especially in those
caszes where job control through the hiring hall has been a vital issue
in union security, end where there are sharp ideological differences
between unions and management; themzin examplés both invelve the left-
wing International Longshoremen's end Warehousemen's Union ~- its long-
shore locals bargaining with the Pacific Maritime Association, and its
warehouse locals bargaining with the Distribubtors?! Associztion of Northern

California.
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n promotion and training prac%ices, employers! agsoclations
have had negligible effects. Unions affect training programs mainly
in the spprenticeship programs of the skilled building tradas and metal
trades, but again most employers view these practices as an aid tc the
maintenance and control of the labor supply rather than as having a
restrictbive effect. Seniority in most instances has not come to be the
major influence in determining promotions; even in highly unionized
industries. Union seniority practices affect layoffs and rehires in
manufacturing and in distribution, but do not seem té cause serious
concern generally; at least partly because many firms recognize the
seniority principle even when not required to by union centract.

In wage administrétion, however, the freedom of the individual firm
definitely has been restricted by the actlions and policies of unions and
employers? associations. In mest industries of the San Francisco Bay
Area, the typical firm is unionized, and many firms have found it desir=-
abie to participate in multiple~employer bargsining in order to improve
their bargaining power, Unions, of course, normally will not permit
employers to pay less than the standard contract rates for those jobs
gpecified in the agreement, and there is a tendency for employers?
associations to attempt to prevent pay rates which are higher than the
stendard. Some employers would prefer to have greater freedom to
recognize indiviéual differences,

So far as we can judge from the reports of individual employers, our
findings ere mainly in accord with the suggestions of Kerr, Reynolds, and
others that the short-run labor supply curve is horizontal. In this

highly institutionalized isbor market esrea, there is a strong tendency



