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,- ;, of a feedlntho unions h-ve .re-2tu'rictod IAdiiduzl in

t7...s arch for -obs accmployeprs in 'theil r free choice cf prospective.

'.::.^oye So Some commentators would have us believe that ermployers are

ha&p.r1c;3:7d at evcery turn with union rules and restrictions in the hiring of

em>p,^ -'.s, in promotion and layoff, and in the setting of wage rates.

*.nd, especially in the widespread controversy over "industry-wide

b:erining" since World War IT, some individuals and business organisE

tio;-j iave expressed serious concern over the role of employers' asso[

cict....sin industrial relations, and the-e have been proposals to limit

or p:ohibit rulti-employer bargaining. It has been charged thct such

bargaining is monopolistic in nature, interferes with individual initia-

ti;e; and increases strikes. Leo Wolman quotes with approval the language

of F. lHouse of Representatives report?

Arrangements by which competing employers combine, voluntarily
or involuntarily, to bargain together, and arrangements by which
7reat national Cnd international labor monopolies dictate the
terns upon which competing employers must operate seriously
u:iAdermine our free competitive system. They undermine, also,
,L;e rights of the men in the mines and in the shops, who find

'For brief reviews of these proposals and careful analyses of the
probe':s of multi-employer bargaining, see: Jesse Freidin, The Taft_
Harit y Act aid Tulti-nployer Baraining (Philadelphia: University of
P- :;c:;ilvania 'ress 1948); Sylvester Garrett and L. Reed Tripp, Mana^^r- bJ
FP'r1.iT s Implicit in Multi-Rmployer Barinin (Philadelphia: '.iv:e'i,:-
of Pe/,sylvania Press, 1949)o

i-'-r st teme-nts of the position of the National Association of
..) s see: Uo So SenateC Coittee on abor and Publ .... f............

8C': :.±:o5,Ito .ess He,earins on So 55 and So Jo Res. 22: Par-t 1^
te;' ;y oi' ra 'osher, ppo 9-9 and Ro Smethurst, ppo 17W--~i'9
an.a '- * l13 o

a smnsry of^ theN,^s vik.ew and a reply by the San F'ancisco
'*_-. *i:r,, rU?ateae.' of: -I,tn -;;tcL." P.,;c5~..S·"- -...':lo.::'. :i~n~-h -u: . on ,,,b...:='~ject of '.4'ulti-Eployor ,: rga,'i-,'.l:,t ._.;.:';o^ :,e7'i,:>;s::-: C:,-,,itt~e o? the Cstic.nal;3soc5.'ion o.?; ....:titi'S ?.1. :;i.r-.11? t l p,*. V .-' -
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their terms of employment determt.ined not according to their
circuinotances and those of their employers but b;y arbitrary
decisions of the national and international officers.

Because the labor market of the San Francisco Bay Area is strongly

4nfTen.ced by unions and employers' associations, we may ask what has

been the effect there of these agencies on certain personnel practices:

selection; promotion, training, and layoff; and wage administration.

Do employers feel th&t these institutions have significantly restricted

the freedom of individual enterprises? Are there differences in the

ef.fects felt in various industries?2

-LLeo Wolman, -wide Bar ainin (Irvington-on-Hudson:
Fou.-,ation for Economic Fducation 19 78)-p. 11 (quoting House Report
No. 245 on H.R0 3020)o

2This report is based on a survey of 340 private employers in all
major industry divisions and at all si7e levels, with interviews conducted
in the San Francisco Bay Area during the first half of 19J9 (a period of
relativ depressed employment). The sample was stratified so thcat Com-
parisons could be rade among major industry divisions and among size
groupinso

Our study,r did. nct cover all aspect cf union policies or personnel
practices, but rather focussed on those policies or practices affectirng
labor mobility,

With regard to the setting, the Fari1'ranc_isco Bay Area is a large
a^xi 'ti ars:fid !irtatrx.-opolitan dist.rict, with only 19 percent of its emi-
p .:j: in. an"rlLLtLatring. TheT berag;eb csf ss unitL is releat1rely small,:

e. ofs uio,ion-1 tzation is ve--y high, and the avarage r a-rcg anrd salr -y
Ic-. hih~,_or-iarcd to otler metropl3litan centers of tfeh tointry

urtherd,td .ls on the survey -ind its setting, see 'F T. ia>.mI,
"i'>;.-irt Patterns eind the Tunctio-ning of Tabor "arIcets to be p1b

I.J.i.: i.;h- Tidustrial aVid ebor ^ irws Vol. 7, Nc. h (Julyly,h101J. uctr al iarid iabcr
_,@_ DS



IhSr212ohfUJnionsand EployesIAssociations

Larlier investigat-ions have shcvl, that the San Francisco Bay Area

is Aracterized by a high degree of unionization, strong employers'

asc-,;'iations, and the use of master contracts in collective bargaining,

and --tese findings are confirmed by the information we secured from firms

which participated in our survey (Table 1).

The dorminant unio.ns in a11 major industry divisions are affiliated

with the AFL, although in particular individual industries CTO or in-

dependent unions are dominant (the UAW-CIO in automobile assembly, the

USAmCTO in steel, the ILWIU in lorigshoring, etc.). The followeiing indus-

try ivisions have high unionization, with 8' to 100 percent of the eml

ploya-rs reporting coverage by union agreenments: building and construction;

nondurable goods manufacturing; durable goods rmanufacturing; wholesale

trad; and public utilities, transportation, and commnuinication. Subst-n-

tic unionization, with 50 to 79 percent of employers unionized was

foui#.d in retail trade and in service and miscellaneous. Only finance,

insuwance, and real estate could be classified under very low unionization,

with less than 20 percent of employers unionized.

The great rmajority(80 to 100 percent) of firms in wholesale trade

and in building and construction were affiliated with employers' asso-

ciations. Substantial coverage (50 to 79 percent) by such associatiors

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

See: Ck Kerr and 7.loyd,lFHo shor, " n¾ip e--nipTyea- 1B3rgairii{,;
Th1e- Franclisco izpricce> in I1thtsinto Laboi' Tssu<'g F. A, LLea
arid J0 Shister, ads., (New York: M4ac'4iflan,8) p. 27 ; Ja,nes v

"

;n, oiura C, 'hase, "Em.ployer Unit in Collectiire BargaiLiing" onthl_y
LKb;'ReI`;ie;w, Vol. 71, No. 6 (Decembtr, 1950), p. 696; A. TN. Jarrell,-~~~~~~~~~~~ ab r 7akt 101V7(-'Th.o-.' UYi t-onization in 14ajox L52br 'tarket.s l952,9" UontI1'y L.balb

iVv 76,n,No. 1 (January,«19>3) pp. 2629.



TAB3LE .

UNIONI'ZATION AND ElIYERS 1 ASSOCIATION AFFILIATIONS,

BY INDUSTRY DIVISIONS

Industry D1vi i3ion Unionization Affiliation With Employers-e Associations

Degreea Principal Degree Principal Employe{s'
Union Group Associations

Building and Construction High AFL High Associated General Contractors
and other special industry
groupS.

Nondurable Goods MIanufac | High AFLb Substantial San Francisco Employers'
turing Council, United Employers,

Distributors Association
of Northern California., and
special groupso

Durable Goods Na-nufacm. High AFLe Substantial California Metal 'Trades
turing Association.

Wholesale Trade High AFLd High Distributors Associationr
San Francisco Emoloyers'

t _________ |Council, United Employers0

2letail Trade Substanti APFL Substantial San Francisco Retailersa1 lJ lCouandnscial rous0
*_r ~ ~ ~ ~~~~ ~~UI _ I

Finance, Insurance, and Very Low | AFL Low | Special groups0
Real Estate b

Service and MiscXllaneous Substantial AFL Substantial San Francisco Employers$
Council, United Emaployers',
special groups0

__aS . ____ _ t.E~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~M

Public Utilities, Trans-
portation, and Communi-
cation

High AFLe Substantial Draymen I s Association,
Distributors Association,
Pacific Maritime Association.
and special groups.

__a____._____

(continued on next page,

-4ham



Industry divisions were classified as to degree of unionization (ard affiliation
with enmployers' association) on this basis: Hi, 80 to 100 percent of the firms re-
ported that they were unionized (or affiliated with employerst associations); Sub-
stantial, 50 to 79 percent; Low, 20 to 49 percent; and Ver3r_ow., 0 to 19 percent.

bThe CIO had representation here with the Oil Workers' International Uniorn.
CThe CIO is represented here with the United Auto Wlorkers in automobile assembly

plants, and the United Steelworkers of America in basic steel p ts.

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

Thea' longshoring locals of the ILWU, the Communications iorkers (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., ofo Oakland, have membership in nearly all industry divisions, The associations
listed in the table are those negotiating and administering important agreements,



pubLic utilities; transportation, and communication. Only finance, in-

surance, and real estate reported low coverage by associations. It is

cl*e bhsat, on the whole, the employerst associations tend to be most

prevalent in the industry divisions that are highly unionized.

TUnions in the maritime trades and the skilled crafts of the San

Frartcisco Bay Area were strong even before the turn of the century,1 but

the spread of unionization to other occupational 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

Tea.msters), which brought under union contract not only "warehouses" in

the ordinary sense of the words but also a wide variety of distributing,

packaging, and manufacturing establishments. Emrployers' associations

had long been used by waterfront employers as a counterunion device, and

in tlhe late 'thirties many of the smaller employers inland found it

necessary to organize associations of their own to equalize the;.r bar-

ga3inng power vis-a-vis the strong unions with which they were confrontedo

7h%.ssociations included "industry" associations such as the Distributors'

Association of Northern California, the California M4etal Trades Association,

and others, and "area" associations such as the San Francisco Employers'

Council and Jnited Employers, Inc. (of Oakland)02

Tn January, 1953, the research and coordinating activities of the

San Francisco Employers' Council were given separate status as the

For a thorough review of this period, see Ira B. Cross, A His
of the Labor 14ovement in California (3erkeyc:y: Uiniversity of California
Presso, 1935) o

2For a review of these developments by an official of the Employers'
Council, see: George 00 Bahrs, The San Francisco TmNloyers' Council
(TPhi7adelphia: University of Pennsylvania Press, 19
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Federated Employers of San Pranciscoo Other associations (such as the

Distributors and the Cvlifortnia eta. Traades) now maintaixi memberships

wl th the Federated !4nmployers rather than the Employers' Council; the

latter is now primarily an "adtninistrativee" association, negotiating and

administering several master agreernentsoB
2The most important master agreements now negotiated by multi-

empployer bargaining in the San Francisco Bay Area include these:

1. The Distributors' Association of Northern California, and the
warehouse locals of the International Longshoremen's and
W1arehousemen's 'Union (nd),O

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

3. The San Francisco Employers' Council, and warehouse locals of
the Teamsters (AFI).

4. The Pacific Maritime Association, and various waterfront unions,
particularly the ILJUo

These agreements, relatively few in number, affect a substantial number

on 3U-r Area firms and their unionized employees directly, and set the

p,-;xV:> indirectly for other employers and pzorlzers as WYLI.

IIo Recruitment and Selection

aecruitment.3 In contrast to most other studies of the functioning

of local labor markets, which have indicated that1 unions are of relatively

Kaerr and Fisher classify the administrative association as a sub-
type in the older designation, negotiao association. Clark Kerr and
Lloyd Ho Fiisher, "The Administrative Employers' Association," in UJnionso

errient and the Public ed. E. Wight Bakke and Clark Kerr (New York:
Harcourt, BaceT19 pp. 346.350O

2The list which follows names only what appear to be the most im-
portnant agreements. Each of the associationls mentioned negotiates several
contracts in addition to those specified*

*Employers were asked: "From what sources do you normally recruit
for the principal groups of jobs within your company?" The responses of
enThyovers on recruiting problems are analyzed in greater detail in the
ar,ticle oni 'Recruiting Patterns" referred to aboveo
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TABIEi 2

PERCENTAGE OF EMPLOYERS WHO REPORTED

THE USE OF SPECIFIED SOURCES IN
RECRUITING I'WORKRS IN FOUR

OCCP.ATION GROUPS

MInual Workersb
(N o 284)

Uniors . 0 *. . . . . . .
Direct Hiring

("at the gate") . . . .

Public Employment Service .

"Help Wanted" Ads . . . o
Friends and Relatives . . .

Cther Sources 0 0 0 0 0

Ceia olpes
(N a 323)

71%

38
29
20
18

10
2.
3o
4-)
50
60

20

Private Agencies o o a. *

Public Employment Service,
"Help Wianted" Ads o a . o

Direct Hiring . . .
Friends and Relatives . .,
High Schools, Business

Co.Ueges, etc . 0 * 0 a

Other Sources . . . . a

Salespersons
(N - 215)

Direct Hiring * . e* g.
FromWlithin a 0 *
"Help Wanted" Ads . .
Friends and Relatives .
Public Employment . . .
Prievate Agencies . . . 0

Unions . * . * . * * *

Colleges and Universities.

Other Sources o . . . 0 0

Professional and Managerial Personnel

(N w 310)

34%
34
26
23
21
20
14
11

la

2o

3.
40

50
60
7o
8S

7

From Within * a . 0

Friends and Relatives . .

Colleges and Universities.
Private Agencies a00

"Help Wanted" Ads . .

Direct Hiring o o
Public Employment Service.
Professional Associations

and Journals. .

Other Sources . .

aEmloyers could give more than one answer,
Only those sources mentioned by at least 10

so that the answers do not add to 100 percent.
percent of our sample are reported here.

bThis classification includes production, operating, construction,, maintenance, and ware-
housing employeeso

10
2.

3.
4.
50

62%%
55
38
31
17

13
25

1.

2.
3.
4.
5.

6.
7*
s.

68%
29
26
22
20
14
11

10
10

a
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little importance as a means of placing their members on jobs, 71 percent

of the employers in our sample reported that they n use unions to

fil rnianual jobs, and 14 percent indicated that they do so for sales

persons as well (Table 2),2 Fven in the recruitment of clerical workersj

a srr.±1 minority of firms reported the use of unions and a few firms

mentioned union%s in connection with the recruitment of professional and

managerial personnel.3 The reason for the coritrast between Bay Area

recruiting patterns and those found in the rest of the country, of course,

lies in the degree and type of unionization found in this area. APt

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

Charles A. t4yers and W. Rupert _Maclaurin, The tovement of Factory
WorAkers (Cambridge: The Technology Press, and New York: iley & Sons,
190 ppo 39, 43, 147, 53, 73.

Lzloyd G. Reynolds, The Structure of Labor Markets (New York: Harper
& £Ci ., l9l,pp o 56, 'l"& *. i a1951 ) PP o 50° s 564 0

Charles A. Myers and George l. Shultz, The Dynamics of a Labor
Market (New York: Prentice-Hall, 1951), ppo 737

Murray Edelman et al*. Channels of Employment (Urbane: University
of tllinois, Institute of Labotrand7Industrial Relations, 1952), po 197?

Cf. also ialter D. Scott et al., Personnel Management (fifth
edition; New York: M4cGraw-Hill, l954)

2Somre confirmation for our data, based on employers' reports, is
found in another Institute study of the Bay Area labor market. Joseph
W. Garbarino, in his report on "lmarginal workers," states: "...it appears
that about 60 percent of the union members regularly found employment
through their unions." For white male union members, thie figure is 73
percent. -- See "The Unemployed Worker during a Period of ~'Fullt
Esuployment," Appendix Dm1 in California State Department of Employment.,A Sourcebook on Unemployment Insurance in Califonia (Sacramento:
-llformia State Printing Office, 19 3,, c

3-For example, air line pilots and shrip captains.
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1

as an aid to the horizontal labor mobility which is often so important

here.

Fmployers' associations, on the other hand, have almost no effect

on recruitment: only 1 to 2 percent of our sample mentioned using such

associations in recruiting for the various types of jobs0

There are, of course, differences among various groups of firms in

the use of unions as a means of recruitment. In the building tradess

-metal trades, and in warehousing and distribution, where workers are

highly unionized and hiring halls are strong, there is relatively heav;
In

use of unions in recruiting manual workers./ certain segments of retail

trad?, where "inside" salespersons are unionized, there is more frequent

use of unions than in recruiting "outside" solespeople by other industry

divisions. Larger firms in general are more likely to attract job appli'

cav.ts directly, so that they report less commor. use of unions in recruitVing.

lost employers using unions to locate workers did not feel that

unions had a restrictive effect on recruiting. Rather, taey 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 duratiora This attitude was particularly characteristic in the

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

Movement from firm to firm at about the same skill level, as con°
travted to vertical mobility which invrolves movement from level to level
within a fi TFor further discussion of the nature and importance of
this distinction, see Clark Kerr,. "The Balkanization of Labor Markets,"
an afiticle which is scheduled to be published as part of a volume of
essays on labor mobility soonsored by the Social Science Research Council.
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halls have been establisned more recently, and where there are some

sharp ideological differences between employers and the union, greater

freedom in hiring would be preferredo (This seems to be true especially

of the TLWU hiring halls in longsnoring.)

^,election. -° The effects of unions and employers' associations on

selection could appear in the form of job qualifications or specifications

iposed by these institutions external to the firm, or in the form of
1

restrictions on qualifications to be considered.

Most 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)o 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 effects seem to be reletive-!y minor0 In certain

trades where there is strong reliance on the hiring hall as a source of

labor, the restrictive effect has been more noticeable; this is paxticu-

larly true in some portions of the maritime trades and in warehousing and

distribution02

About 90 percent of our respondents indicated that employers' asso,

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

cases, the qualifications "'s-ugD7ested" 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 follow any job qualificc&tions suggested by an employers'
association?"

2
In 1953, the Distributors' Association granted a union shop provision

to the Local 10, IfJWU, in return for greater freedom for employers in
selection. This renresents a gain in security for the union at the ex-
pense of some of its members.
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I.FECTS OF UNUIONS ON JOB QJUALIFITTIONS

(N 305) =-

iotN orn t.,£nsti on. job qujalic _

A~~~~~~~~~~~
Union o,i--p01 perait

card o O O a o7JZ1
Job de$c i or spescic

ficati'-31. in union contract. i 13 271
Company r6;C.Ais on union to send

out, qm-1, -4.7ted n. 7
Apprent-i(d;--iP requirement. o 4
Not spane11ed.oove,,ae4f 5 pl

! ( z 26t)3 Z I 1160

No union restrictions on jo( 260
ficationst!0 e o eI%

RestriCtiains as indicated:
Operation of hiring hall prevents

free ch-oice by employer0 . 12
Men dis r.Rnhed by union must be
giv"n s .~a~ , *.,0 .0 4

mployer twvy .o' use medical ex

33mployat- wr-a not use testing I 00
progra .. . . .

Other, i - t specified. 3
percen

0 10 20 30 40' 50 60 70 so 90 1(1
percent~ ~ ~ ~ ~~%.-eent 1

NOTE: Toif. jS more than 100/ because firms could s-ive mrrore than one resnonse.
II o;r S Xments: 1

"The -,o.-iscriination clause is the only qualification." -Wholesale grocery
| "0h v5rion7 specifies c-tizenship. or application for it,," -- Bakery
"No di.43crimination between semxs Js specified in the contr%acg7 Further, for riz.

Chaical eiiqwLoyees, the union and the firm have -agreed to use trade tests in determining
fitns3 for promotion." -- Air line

"The urn-on requires drivers to take a physical e=mirnation. I.f he failst he is not
i eligible for the union pension plan." -- Laundry

",No medical eammination is given, no qualifications as to physical condition; union
agreement." General construction fir

"The job breakdod-.v-n . . t8events us fC;orn using haniJicapped workers," Millinery Coo

"[The hiring halj7 may eause troutlef, but as yet has not bothered our operation'".1i
leat products distrbut

E w"The f rra requires that all personnel other than union people take a medical examina |
I tioDn.. . e uniOg prevents the company from building up loyalty to thse firm0w lMarine terminal jj
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FlGUIR?i 2

gj bSi 0E -i:S D.Er0.t.r'T>'S QUALIFTIUA-RJ.'2 SUGSL,E BY DI.I;Y ASSOC.A.PltFIS

(N 332)

Not at i.,- 87% __4tn1

Fo2lowf doscv,pixtL,n sug-
gested -vassociation . . 0

I1 vFollow J&b ioscr4PtioQnT in [
i; Publis£ic-d -wage surveys,00

, ew emp.A"yc-cs mu.t havne
acceptablle record in "sso-
ciation file 0 . 1 h

Use not I;,eified . . °

. ro 0 10 20 30 4 5060708090160

N Percent

Fmoyr e.,omrlents:

I, ;.Xir association has a suggested application form, and we send in
a cey to them to check the individual's record,. Manufacturer

3"rO, not an employersg asvociatiAon; but the professional associlations
set ,, crtain high standards. * Certified public accountants

N!O we ju3t uso the3i asitLa,JassociatioJ i,tPructual
iron products fabAricetor

i "'~~IV.,e folloaw th-,sb o,alificatincrs established _.-4+-a ,Job emaluationl p2ALar by t,he i
g ~~retall mAorchan.ts coacil.o De-Prmermt store.i
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to be the standardized job descriptions used in a&centrally desig,ned or

adiiinistered wage administration clan or survey, except for the tiny,

numbc,rx of cases in which it appeared that an association was maintainiJ.ng

a cerL.tOral file of records a-a.1nst whiich the ncannies of new appAicants miuht-

be Chencked0

LI.SenioritP Pract.csad ayourUtlzto

'niortti - It has been su-g,ested that

ons L;,),ortant restrictive tendency in moder. lator markets is a trend

tapard increased emphalsis on promotion from withirn, and more use of

seniurity as a factor in selecting individuals for advancement0 If

11str'lt" seniority and promotion from within shiould actually become

doirnelnt, labor mobility would be restricted in that employers would not

havel free choice in mal.king promotions, and worker3s with seniority rights

would be less likely too change jobs0 This -wruld. be especially true for

workers, if in shift'ing to other firms they should have to begin again

at the bottom of the promotional ladder0

With regard to promotion from within,2 mroSt 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).

lfhamberlains ng to apnElo~Ghaberlin,The Inion Challen emo~an ent Control P. 8l.
Reyznolds, The Structure of Labor Aarkets, pp. ,I 5 3P

2Employers were asked, t"Do you commonly hire at all levels, or
usuaflxr only at the lovwest, level and pro.rnote from withirl?"
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orA1,r if other factors are equal, although 11 percent of the sample in-

dicatoed that seniority usually is considered firsto

The pattern remains much the s&ame in the detailed underlying tabu-

lat.ion cornparin.g the responses by major industry divisions, ",Strict

seni.crity4' is t.he least important basis of pro-motion in all divisions,

ae' senioriy first, then merit" also ranks low throughout. The

pr~.ne.3al cas-es in which seniority ws clearly established as the primary
factor .n promotions are found in 'tihe union contracts secured from rail

ro,nde aand airlines. Seniority practices have a long history on the

rai)roads, and apparently were applied first in the choice of engines

and cther job assignments eviven before unionizationo1 The railway con-

ti'sects now generally provide for strict application of the seniority

principle in the choice of jobs or runsm within a seniority unit, and in

susl, promotions as from fireman to engineer. In contrast, the sample of

cosxracts from employers in the construction industry made no reference

at a-11 to seniority; obviously, the principle cannot be applied effec-

tively there because of the typical short-term employment relationships0

Trai 3 Training programs are useful to employers both in

d'Seloping candidates for "'promotion from within," and in improving per-

forria;-ace on jobs currently held. About 70 percent of our sample reported

tha; th;.ey employ some kind of nonsupervisory training for their emplcyees,

mo&"t c>;rnnomlly unplanned or informfial orn-the-job training (Figure 53) Only

John A. Lapp, How to Handle Problems of e2 (Deep River,
C,ownnO. National Foremen's ImT it76te 7 7, l70-188

Cfo p. 8.

3F.mployers were asked, "Do you have a trainina program? Of what sort?"
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FIGUPJ 5
USE 0? TRAIIINIG P?OGRAIAS

(N a 337)
For noitsureri}so ernpi S:
No tra-inng program at all0.29%

Traininga program. as indim
cated:
Vocational schools , . . 4
Company "vestibule" prOs
gram (entry level). . . 7 zi

Appref2iticeship and other
union programs. . 0 0 18

-.Hor, study courses, . 1
If'ori;A'J on-the Job, O 41 __ _
Pla'A.|sd on'the-Job. O . 9
CoiimJ-ay school (beyond

erit:, level), . . * . . 10
Not pecified, .. 0 a I

ForArei.sors: |
No training program atL all., .65%_
Training, program, as indil=
catied

0Outside training (niver4
sity e;-tensions, etc.)* 4

Co=,ra^xy training school
for rnew supervisors . 3

Inficr- oon-the-;job. * 13.13
Plaznmd on-the-job, . , 3
Conf:- ce program for

p<-.csent supervisors. . 15.
Nor<t c,ifled, 6 * O . 1 _______

0 10 20 30 40 50 60 70 80 90 100
Percent

NOTE: Total is more than 100 percent because firms could give more than one response.
EMp1oycr-Pe comments:

"Our training school consists of an evening lecture series: explanations
a di.amonstratios, open to all employees. Its on their own time, and not comr
pu2}cr,"@- Steel products distributor

"Wie have innformal, on-the-job training for our seasonal wrkers." -- Cannery
'"de use the state apprenticeship training program through the public

schools." Shipbuilding and repair irm
!We use both vestibule and on-the-job. All new employees are placed in

the main store for training and observation, After a certain period in the main
5tS>re8 they are shifted to the stores wvhere they are needed." Food store chain

ttT-je have a QnwaxiaZeraeyit conference' program., which involves mor-thly m.eetiings
of supervisors in all our locations, This is quite valuable to us, both in ter-ris
of training these meni., and in getting their vfews on policies and problems."
'6et;'ol1eun comr'pany

t'Therels a foreman's meeting once a month,"1 - Filter manufacturer
"No training program of any kind,"1 -- General contractor
"We have a company school program of merchandise trairning for supervisory"

leve:ls; two tc-rras of ten wereks each year," Department store

- -.-a-
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about one third of our respondents registered the use oA' slpervisory

tv'aini-g, with conferences Gnd informal on-the- 4ob programrs most frequent,
Almost 20 percent of,the firms mentioled the use of apprenticeship

training, in cooperation with unions and the California State Division

of Apprent-ieship Standards, and the proportion was much higher in the

industry divisions affected by the Bluilding Trades Councils and the

l4etal. 'Trades Councils of the American Federation of Labor: 60 percent

in b.A-1ding end construction, and 45 percent in durable goods mnanu-

factu.ingi. o far as we are able to judige rrom the quality of commients

in ismirviews, the firms affected by apprenticeship consiLder it a natural

scitiJ-Lon to the problem of' tr-ining qualified craftsmeon in the skilled

trCad.e and do not view it as a restrictive union nolicy denying them

acc :ss to prospective employees.

Suoervisory training programs in our sample appear' m!ost frequently

amon;, big enterprises generally, and in certain industry divisions

cha`.cterized by larger firms (especially in nondurable goods manu-

facturing, which includes sizable petroleum refiners and food pro-

cessers). Neither unions nor the ordinary administrative employers'

associations hlave much effect oni the training of supervisors, for both

thesc. agencies are mainly concerned with the bargaining problems of

other em!ployees0 Of coursep personnel associations (the California

Personnel lanagement Association and the Califor .ia Training Director-s'

As3eo.iation) and other employer groups (such as the American Institute

o! >s^kting and the Fire Undearwriterst Association of the Pacific) have

ded inn training executives and srpervisorso and the Federated Employers

Oi Oac Prancisco recently has cooperated with some firms on training

problems *
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7r-I ncvl, however, it sappears that there is a -ea]. nr'owed among rmost

,Q and nedi'umusized firms in the S,--n Frarncisco Da.y Area 'or n oxre

eiJXllectivere pla.ning and- operation o' training programs -- a need that

c.cxLd d-ell be met by employerst associations,, possibly working -hro-t;h

s7;&D. e,-;tbAl-shed agencies as the University of Ca'-liornia Extension anad

-;ha.idult education divisions of local school systems.

ot d Layoffs. Seniority prcy.i-1s govcrningv layoffs -ra

mozr. waidely aocav>pted than those determinrig.1, prorMICdiono This contrast

in oractice is in part a recognition of the value Judgment of workers

that rights to job retentibn are builti up withn longer service, h.ereas

rightse to promotions do not so accrue.2 l,nion contracts supplied by the

employeris in our sample indicate that -when layoff policy is r,ientioned in

a,na6remeent, seniority usually is the major determining factor (Figure 6.)e

'*'pp.* on. i otP.x; 22*11-pcito
2%3enge reports the results of employee attitude sunrveys in 25 cofm-

pani?sR 10 of which were unionized manufacturing plants0 His results
ilf"-.cate that about 75 percent, of the employees surveyed felt that "pro=
-&n4i`otn anld pay increases should be determined by individual merit
rathelg rather than through length of service. "- Eugene J. Benge, "W1ofhat
iTorCkers Think About Merit Rating," Facto nt and Maintenance,
V&o. ITT, No. 2 (February, 1953), pp*310-3l2.

For a union statement questioning seniority as the sole factor in
prornotions, -see Brotherhood of Papermakers (AFL), Laboxr Unrest a.nd
DLssalUisfaction (Albany, 19414s), pp. 4i750; referred to y 'Paul Pigors
a-d Gharles AT yers, Personnel AdministraLion (2nd ed.; New York:

Me.tasill, 951 ), P*

This tabulation is based on an analysis ox 1149 sepaxrate and distinct
collective bargaininog agreements collected from our sample of employers,
but it was necessary to use wi adjusted weighting to compensate for con-
trvo coverage. Thus, for example, several contracts for the various
crafts on a large railroad were counted as one; and the DANC-ILTNT master
warehousing conitract was given multiple we-ight because it applied to
sevcr-nl firms. In most instances ,Ye vi-ere ''.nab'lee -tor secure data orn th
nu :^ ---r of employees covered 'ay tho>se contracts,
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;| "£e. Qpoye igrecogzizes tee principle fhac length ofsapsracitcloe serity einloaid
ob^ r2ew rin;';.b proeortieate iob ecurilte of opoetunitysoh * prvoiotlrn ontr ai
noll> yows: ornere merinagd abiltey are apudogenately eqal in theoy ,metgandoithe

|f,eoxmo:.:::i-.iu Tn-jrehouse employer

e. sc -. Srty$sh-ll be theoalyt consieratolen in layoffs and rehirinlg ex- s
n'dIn &pe.:'.:lasu's en:2'ioyesvchoseab'ioits alevital o productiondbisWhdc0urd not.
take ento cosiydhe applicathonef the seniority prlnciples stated above rxyinero-

;; tined '. tho e'vento f a laofffd ithsout regard toseniority."o Druogprodslots maite
. f ct .rc

, '*l^ elrploSyer is obligated to recognise the principle of seniority. aying
S'Io r r %irpaingemployes he p rinciple of seniority shall prevail andcoitrol in
| Stchlayf; Is or rehiring vrhere in thepudiPgent of the er.ployer, merita and-bm1iioty, ae eq.c..l-. In xercising such judgment the e.1plorer is obigated to do ,2 fairly,

li -^easontably,, ,1zid imp-artially with full consideration being given to all o: the reeords
,! an~d f;4ur>ther information in 'he dispuvted mseo The employer is firther oblig ted to
: "taceis't. considerat on the relative merit and abt4y1 of empnloye witl exps- ence in:

'j .;- typlve or ,es of voLrk nd-rb dise-C-sioL and such considerat'vion shall not be ited
"f','''1't W78 ee in the parti.cular deartmen affeted. Department store ......

4| t n1/. c;achs plants employe-es eligible fo senio3rity status shall bne divi--Lded into
,' to g. s .solo. (1) Regular Employes-those who have v.,oked in t"he plant

3at 7le^'tZr,, weeks diiring thepreceianngc lee^r year. (2) Seasonal .mloyees-
>o0e'-3h, r tlianregular emloy es ihiohave. worked in tehe plant at least 6C, per ce.t
f t'he t-;.:l.nu: t:rof oper shatibegdays of seaid ilat daringthdeh pecdingecaledar
.earo.

¢J' X^ :b*e-rving seniority principles for filling jobs, rehiring, and layc f ;of
::loycc::: it is recognized that the company shall be the sole judge of the q'"i"'"
a ionso e employee to perform the work availableo but it is also recognied -hat

sreniori.',:y :orkers are entitled to pr'.:1r:y considerationoo°," - Cannery
___ _b__



There often are qualifying statements requiring that the iore senior

eaploytes rmust be capable of perforArming the work of the junior persons

whi -r-i to be "bumped" downward or lald off, and in a few cases th-re

xwt8 -mecial provision for regular employees (as compared to sessonial) or

fcr those "whose abilities are vital" for efficient operation of the

p~snt01

Substantial differen.ces are found, of course, in the practices of

sc¢-ne industry divisions as cormpared to otheis, In manufacturing (both

durable and nondu%-able goods), in wholesple trade, arncd in public

Gfti7.tiSs, transportationi and comtnunicatio^, seniority is usually pri-

i-ax-v In Isayoffse The seniority rule is applied ,-iiost strictly in the

railr-*oad and airlines contracts. In c!ontrast, seni2ority is unrimportant

or tanTits?s-nioned in the ag e-ermints from: the constri;ction industry and from

Vi;1-Uoring.

in many firms, then, seniority is an im ortant factor determining
-;ies in layoffs and in r hiring0 Job transfers or "bumping"

re,,-,_red by the seniority rules, especially where the seniority unit is

a brogad one including many jobs or crafts, may cause a great deal of

d.sruption and inefficiency in operations*2 Where such seniority rights

exa.t, there may be a tendency for workers to be restricted in their

There rcr ,;man 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 Lo Aronsons Laoff Policies and Practices (Princeton: Princeton
Univ,ersity$ Inde s Sio 1 ; Frederick H. Harbison,
Serniority Policies and Procedurs3 aS 1Velop1ed throulholecoive
'n-ffir;-.^Lin Princeton. lrnc=ioh University, Industrial Relations
ic' n, 1941); Lapp, eCit. Leonard R. Sayles, "Seniority: An

ntcrn-rial Union ?roblem," Harvard Lusiriess Review Vol0 XX No. I
(J aeu.OLFebruary, 1952). pp. 55-619

L)aniel 13e1, "'The BumpyVIo, LFortune, Vol0 XLIX, No0 3 (March,
1954 japp. 69-7>.
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inter-area or interi-firmni obilitM. Men who heve been temporarily relThased 1e

ceaof lack of wvolrf may be reluctant to seek jobs fCrom other firms (either

in the same com-muntity, or e&sewhere), becanse they e-;xpect or hope momerne

t6rily to be restored-I o t;heir Jobs,,J This is particularly true for mren

w-:th- g ten-is of service and substantial sentiority rights in their

pi * rct employrmis ntO

Aiowevec, it is difficult to form a balanced judgment on the Zrestricutive

C -teLis of zuiion-kiposed seniority pr; ctices in layoffs, for against these

restrictions we must ofUset certC--;.n qalifications. It is clear that

zx>;as2 on seniority rules Lb not invariably associated witlh strong

'.ij^ni.n zSome uni-on contracts indicate that seniority is secondary,

rat-Lier 'than primary. In construction and in longsllioring, industries

chaacterized by a high degree of unionization, union policies have

placed relatively little efnphasis on seniority, but- instead have

s-xessed systems of dispatching to jobs throxca8h central hiring halls

(whichi in certain respects improve the mobility of labor in these trades

with short-tenri minployment relationships). The union agreements in the

construction industry usually make no reference to seniority at all, and

it appears from interview comments that the employer ordinarily is free

to- wake his %in choice in layoffs. On the other hand, in banks and

Insilrance companies, with low unilonization, seniority often plays an

irn.porte-nt role, It would seemr that the recognition of seniority rights

c to develop, with or without unionism, in those industries whiere

This behavioxr of wo-1,11kars in the currenit ?;rc"dtlu.stnent" period ha2c
reported in £'usi".ness WTeek and elsaWihere.
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L-- cccupational structures and the clployment relationships lend -'hemr

se5L\ <is to such policies0

In addition, it. is not necessary t<hat e11 workers have completely

unrestricted mobility in order that our labor mernkets be able to adjust

to changing economic conditions. It is necessary only that a rginal

nui-ob,er of worke3rs be willing and able to shift away fromn areas of con-

-racting employaient toward those in wihich employment is expanding. If

unemployment is widespread, of course, unimpeded labor mobility cannot

by itself create full employmentg

Orn balance, it appears that seniority rlles may create pools of

wo-Akers with restricted mobility, particularly arong semiskilled pero

Sc;wine] laid off in manufacturli.n industries and in warehousing and dis'

Jtr'iution, btut in the Say Area this is offset somewhat by the operstLiori

;of urlion hirin-g hals which help the worker to locate jobs within his

tr-dde if any are available. In most othier industry divisions, seniority

practices in layoffs do not seem to be seriously restrictive, but

seriiority rules of promotion and layoff in railroading may be excessively-

strict0

The San Francisco Bay Area is what -may be termed a strongly "tinsti-

tut^ona ized" labor market, in wihich wage rates are determined quite

laJeiy- by a few key bargains negotiated by administrative employerst
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d..-ations and by Iaxge firms with parti cula-ly .1riocrt".,it ur.onss

TG\-s been argued,, especially by Kerr, Fisher, and Ross,2 that efage

set'ingan under master agCeem.ents is deter--iiied by political ;'.actors (such

ta-ts the growth and slarvial nvds of employers' associaticais and unions),

:A.S-171 1 as by the usual economic factors: the cost of living, wages in;

the industry, wages in the area, and ability to pay.

Froan the viewpoint of individual employers in such a setting, it

wc,i cseem that wage rates are determined by forces mainly beyond their

oo1nt'rol and that supply and demand adjust to that wate rate rather than

det;ci.-rtning it. One of the objectives of our study was to establish

wliether this was so.

The Market the Product Market and the Job MTarket. -- In

at;*Sipting to analyze the process of wage determination fron the in-

<'>-idual employer's point of view, we gathered infornation oni the effects

cxl product competition and labor supply conditions03

EIAxamples of key Bay Area master agreements were mentioned in
Sei>ion I above.

Patutern-setting national agreements affecting the Bay Area include:
t?ha UIni-.ted States Steel Corporation and the United Steelworkers of
Aiierica (C0O); and the "big three" automobile companies and the United
A ciy-,o U,;orkers (CIO).

1'or further discussion of the nature and i-mportance of key wage
o.;:-.n see: John T. Dunlop, Wa Determination Under Trade Unions
(2id ed., New York* Augustus T-1. i\efe7l5F p. vi; Reynolds, The
St.ucture of Labor Markets, p. 231; Arthur M, Ross, Trade IJnionWa
Porl'Uv (ierke1ey and Los Angelas: Univrersity of Cal.ifornia Press,

pp.o07h.

Clark Kerr and Lloyd H. Fisher, "Multiple'Fraiployer 3argaining:
The 2,n 'rancisco Experience," t Ross, 2,0 Chap. TI.

'Timployers were asked: "Docrs competition in selling- your productR2±X ;t your wage policy?"
'9If applicants for jobs are either plentiful or scarce, is this

(mi si.dered in setting wage rates?"
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tnifLorm.i Howe-;er, all other workers are in overhead cost, and the
firm must be vexy conscious of this overhead cost when biddig on jobs.
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with the result that overhead wage costs are constantly studiedo" -
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It has been suggested by wage theorists that the relationship

between wage rates and selling prices in most industries is a long and

te.nu.ous one,1 and the opinions of the employers in our sample tend to

s-upport this: about tIree-fourths of theTi fel-t that competition in their

p.-.duct markets w_ fmer-thing apart fro. their behvaior in the wage

rs2.*- (Fig,-u rc, 7, Ho ever, building and contstruction differed from

ot+i imjor im.tdustry civisions inj that a sA.in.ificantly higher proportion

of 4-rms raported thiat sales conyetition did aflec-a - wage policy; this in

a g-tupi.ng in ch,Jich labor costs are a largee part of twotal costs, and also

ic. bid priccaes must often be set c-refultly on each contract in

''tAem,:?ping to win jobs. This suggest's that if we could isolrite for

-iialvss other relatively homogeneous groups of firms in highly com-

;i7, industries, we would -ind other cases in whlich price policy

an( . 2,, policy are closely linked.2

hitih regard to the relatonship btuteean the job. -srukx-t, and the wao-e

almost 60 percent of our rea,ponden,ts `-z--licated that labor supply

conditions are not considered in setting, wag .cate3 ('h:u-e H),How.

nrr&-several emoloyers pointed out that. although the base rate or the

ra^-t.u-g $14Sbeyond the control of the irndividual fim.i,, there is the

)#:Ji6iiiy o2 pay g a rate h-igher than the base or minimum in order

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

f-ossG qp. cit., p. 80; cof. Dnlop, op. pp. 96, 217

'The size of our sample did not permit any more such groups to be
identified.

r further discussion of the import-nc of distinguishlngbitLseri
tW^ 5*`b mnarket and the wage markets see Clark Ke,r, "Lacor tarkets:
Ta,-.@> Character and Cionsequences," Pa-pPrs and Proceedings, American
Economic leview, Vol0 XL, No. 2 (M!ay, 1950)pp 7 i2
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ot%cd (or nominal) wage rate -would rei.laii unchznged v;;hile the effective

PI: v -̀Wcu-ld shi.ft with changing conditi ons in the labor rurket0

erIn rs' Associations and !4aster A geernentso- About 55 pcrcenrC

of t,e firms in our saruple indicated that their wage rates are affec-ted

by/ ,;aster agreements negotiated by employerst associations (Figure 9).
Most .nmnonly., these master contracts -wtrere siaid to nrov'*rdc specific

rpr^t fior individual jobs, without -'ate rangf:es, but in almost as many

cc:K-;- rlle contracts were reported to specify only the minimum or starting

rat,es :Lor various Jobso2
.in response to another question probing at the degree of rigidity

din ¢sge rates controlled by employers' associations,,3 about 35 percent

of' -the firms subject to master agreements replied thiat they are not

2El.nployers were asked these questions:
"Does thie employerst association to wnich you belc>wVg a&fect
your wage rates?"
"Does the association negotiate your contract?"
"Does the association negotiate grievances?"

4In nearly all instances where mraster agreements are effective, tJhey.
havo been drawn up so as to include all individual employers as members
of t4-he associationso However, there are a few cases in which the firm
foalows the association pattern even though it technically is not covered
bytQl-e master agreements sometimes signing a similar or identical contract
's;*,;N ted" independently0

Almost 60 percent of the firims affected by associations Indicated
thSa their associations are adcTinistrative: that is, the association s
charged with the adjustment of grievances, the processing of arbitration
cases, and other matters involved in the continaing administration of
ITho;,.r agreements, as well as acting for the firm in the negotiation cf
tIe contract. This practice is important when many f-rms in the asso-
civ. et,icns are weak in bargaining power relative to the unions with which
thery deal. For the protection of the association as an institution, the
rig^½ to adjust grievances .nust be reserved to the association; when
thin i.s not done, the concessions wh:iich unions securea by "whipsawing"
indv-idual firms endanger the structure of the contracto

3Employers were asked, "Are tpremiume or 'pereson-al' rates allowed?I'
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e-.-`.`;ted to pay any "premium1' or "personaltt rates higher than those

at;> ? by the contracts.* few employer3 -rrp'!'rtad thnit such a practice

ic pcrmiti4ted only for certain special cas.s:

'We hnve some tred Circlet rates going to people who were
getting more than the standard rates ne-.,otisated in the asso-
ciation's first muas,r -rraemnnt, back in 193f3 Theytll get
those differentials as l-ong as they're still with us." -

Pharmaceuticals distributor.

t Iiajho.;-;ity of thie res-pondents on this cuestion indicated that premium

rae wenre "lallowed," but often with the Gadd:itio-naal comment that the

pL;csce was avoided (either because of the fi2-mts own judgment, or

becauso the association discouraged such rates).

"It's allowed, but we never do It 5Feferring to the payment co
wag,e rates higher than the contract ratej7, because the union
-ses it as a lever to get more." __ Hotel

Butt, even though the quoted wage rate remains fixed during the con-

tract period, other changes may operate. So long as there is some un-

ei;p1o~ierLt in the local l.abor market, as Reynolds has pointed out, it

yi-r be possible for the employer to hire additional units of labor of

tia sm lit at the same rate.1
As we have reported elsewhere, however, employers are likely to

chn i-e both their recruiting practices and their hiring standards with

cha.nges in the tightness of the labor market.2 As the labor aiarket

tightens and it becomes more difficult to lccate qualified personnelp

the eniployer may have to use more exensive teChniques of recruiting (as

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

"The Structure of Labor Aarkets, P. 229.

'See F. To Malmn, "iRecruiting P=atterns and the Functioning of Labor
'IVS. s

1 0tt
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st2ridsards. As thlisa is done, although the quoted wage rate remains thea

s.re,O' the actual. cost per unit of equivalent manpower will rise.

Job Evaluation. 1 In contrast to certain other surveys which

s ct that systes atic job eval-uation pirocedures are typical of present

d2 .e-rsoonne. practices, only 25 percent of our sample reported that

o+ -valuation rolans wera in effect (Figure 10). Point plans were men.

t ouobd most commronly, with factor cot)prrison ran'king nexto It is clear

that. job evaluation is more likely to be aenployed by larger firms, for

there is a sharp increase in thse proportions using job evaluation in

thlosn size groupings where persor:n;al or industrial relations specialists

are likely to be available. Only 4i to 7 percent of very small and small

firns report using job evaluation, whiereas 23 to 52 percent of medium.

and iarge firms do so.

For small and mediumnsized firms in this highly unionized labor

marketo area, an orderly and controlle.d wage structure may best be

se>.X?ct under multiple-employer bargaining; thus, membership in an

ernpzu,ers' association and coverage by a master agreement are likely to

detexrmine a set of wage rates sufficient in number to cover all or most

o-the job classifications within the fi.mo' However, large firms comnmonly

h,7re more complex occupational structures, with many specialized job

Employers were asked, "Is a job evaluation plart in effect?"
2
See, for example, kWalter Do Scott at alo, Personnel Mn m

(fifthE 2dition New York: McGraw-Hill, 3t p67i t hh
and "I4atthew J. Mlurphy, Job T;valuation and Foloye Rstin (New York:
IcGyraw-Hill, 1946), 1p(loo

In certain instances, associatiozis uise some form of' job evaluation
to prepare for the negotiation of as-, agreements, So that certain firms
under such agreements may be following job evaluation withcout recognizing
ito
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classifications (some unique to the firxm) Some of these larger firms

f It helpful to uso certain master agreement rate ass peg points1 or

' ...e.n arks" 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)o. Job evaluation procedures then are employed to make com-

pCrison:s between the key job rates and other rates within the firm so

that thie whole wage acd salary structure of the firm will be consistent

bo¢-,h internally and in relation to the "going rates" ofth( labor market

area.

Sources of Waze andSalry Inforitono The interest of employers

in learning about "going rates" is indicated by the varied methods and

Sa,^OQG of information used to gather wage and salary informIlation (Figur. 11 )o

Th -;t,X the comments of some ermployers emphasizing the importance of

3';.-srd practice" and "usual procedure" .might lead one to think that

no! i Aver acts independently to establish a different pattern or

levrel of wageso This is not the actual case, of course, for although

these firms and their associations are sometimes checking current con-

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 determining what their own practices will beo

The "thinness" of the market for certain job rates, and the con-
sequent use of job evaluation by some firms, has been mentioned by
Dunlop, opocito, pc 215o

2Employers were asked, "Where do you get the information used in
's .:.inI: wage rates?"
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T-he importance o cFirmllerst assoc'iations a-id uin4os in this labor

i1";~ ar.ea is rea-f'fizaTited 1.4 th, f1requency w-ith which they are f:zent:Loned

ThaS associ.ations which supply wage and salary information include

bciQ`: tr.he regular administrative associations such as the Fian Francisco

R^iD1OYOrs' Council United Employers (c1 Oakland), the Distributors'

sseitLt.ion oof Northern Califorriia, -rd #-eAarni specialized or semri-

o;rfes.ional associations such as t{he F¢dar-ed amployers oI San

F-- ct'cco, the California ?ersonniel TIanagenent Association, and the

;2t7 trionia Training D)irectors' Association. All of these groups hold
tnoe+9.A, and conferences at which inf.ormation is exchanged (sometimes

i* ~ally), and most of them publish bulletins and are atvailable for

t&e'.!7phone or written inquziries.

The watching of union demands is irmportant to marny firms; this is

s'x< .2irs done by obsenrving published reports in newspapers and the labor

>seW5'es, and also by listening to presentations by labor representatives

in co2llective bargaining.

The use of the data published by the Un:ited states Bureau of Labor

Statistics or otherwise available from government sources was mentioned

ratmer rarely br our sample. Most employers apparently prefer to use

the sources of information with which they feel most closely allied, the

e!p7toy-erst associations, and feel th}at in this way they are securing the

.'tup-toedate data arranged and classified to suit their needs.



L"nions .xn-t--he Wae Structurce;" It has beoen suggested that tlo

5. I .- ie.s and p&l1iticl sBt6ructurfS ofl- some unions have affected wage

.2%r.lLtures so that, for example., with the growing influence of serniskiL1-ic.r

wo-irrkers in powerful industrial unions, thl-ere has been a flattening of

t, .0ate structure caused by wage increases which ha-nve been reai
2gvecter for Jot classifications at the lower end of tLhew1, e scale

However, over 60 percent. of the employers in our sam.ple apparently

ace%pted as equitable the rate structuree under !4which they were operating,

although a minority vote indicated that certain union rates were felt to

o i-zequita-ble in one manner or another (Figure 12). Some employers

reported that wage rates in the San Francisco 3ay Area were so high that

tn&y could not operate profitably, although the general feeling among

one pne?rsonnel and industrial relations men whom we interviewed was that

't rates, while being hig,h, were at least standardized to some

(>-rnt for all emrployers in the area. In addivion, some commented that

ti clity of labor available here, and the good working and living

c:&Ict onsrs make it possible to secure a high level of efficiency wlicih

1Ermployers were askedj, "Are any rates out of line due to union
oE-*;ures or union politics (either internal or inter-union)"?"

In wage and salary administration, rates are considlered "out of
15i11w3i if the amounts being paid for certain jobs do not correspond to
the :.elative value of those jobs, which may be determined by various
criteria: the pooling of opinions in a job evaluation committee, the
nerbI,&tion of key job rates in a umion contract, a suxrvey of the rate
strl,-ture in the appropriate labor zrwrket area, or the arbitrary judgment
of ;agerto Inevitably, the concepts of "relative value" and '"out of

l-^! are determined in the final analysis by subiective Judgnents0
2 Harry Ober, "OccunationalT.age Differentials, 1907-1947)," Monthl.

Lilxfr 1exiew, Vol. 67, No. 2 (August31u48), pp. 127-134; see alsRichard
<-te -lciln,15A . ester, Labor and Industrial Relatilons (New York: Y¶acmillan, l95l),

ip 67O

o>r a discussion of the situation in one industry, see F. T. Mlalm,
"8>V-z Differentials in Pacific Coast Longshoring," Industrial and Labor
Ro__t._ons R Vol. 5, No. 1 (October, 1951), pp :3349
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onens~tes for `hc hiLdh xwage rates as compared to other parts of thz

V. Conclusions

Fom our survey of ceorain inrajor personnel practices in this

ins-.iutionalized labor mCarket. it is evident that unions and employers'

ass-&ciations generally have had relat-ively little restrictive effect on

e.nloyers in their selection, pro.motion, and layoff practices, although

thee 'Oargaining agencies have defin.tely affected the patterns of wmzage

a&Jnaristration.

In recruitment and in the design of job specifications, most employers

do uiot feel that unions have had a restrictive effect., even in highly

un,1onized indusz;--.es, and the influence of employers' associations has

b&.f negligible. A large proportion of firms make use of unions as a

,:f locating prospecti-ive worker3 , particularly for marnual jobs but

t. r an%xtentaVlso for sales work, The hiring halls and other (infornal)

. zu union placer'ient are seen by the employer as aids to mans ge-.ent

in. occuring an adequate labor supplys although it must be poinited out

that in certain cases he would prefer a freer hand in recruiting and

seV.ting his employees0 This conflict appears especially in 'Uhose

caer2s wilere job control through the hiring hall has been a vital issue

in union security, and wihere there are sharp ideological differences

botw-e,v;n unions and management; the-main examples bothi involve the left-

iing International Longshorements and Warehousenen's Union c its long-

shor-- locals baro>airing .ith the Pacifii Naritkirime Association, and its

wareThonse locals bargaining with tie Dist-ributors' Association of Northern

Califorrniao
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:W proraotion arid traini-ng "r,etice, e-,pyoe' associations

h.nu.ive d ne li gible effects Lfins affec-i traj-a i,Tpro rarms .ai,nly

ii n pprenticsship programs of thz.skilled bul3ding trades and meK!I

-tr.¢^ts tbo-ut again ;M.l;st e,nployors view these pract-ices as an aid tc >

maintenance and control of' the labor supply rather than as having a

rosttictive cffect. 'eniority in most insLances hias not come to be the

ai.ajor influence in determining promotionsQ , even int hig1hly unionized

industries. tTnion seniority practices tl&fectu layoffs and rehires in

manufacturing and in distribution, but do not seem to cause serious

conaern generally; at least partly because many firms recognize the

seni,o:iy principle even when not required to by union contract.

In wage adlinistration, howEver, the freedom of the individual firm

defin;itely has been restr icted by the actions and policies of unions <.d

e%mloJers' associations. in most industries of tltc San Fraicisco Bay

Artea; the typicctl firm. is i.norizei, and many firms have found it deslr-

,:Z1 to participate in rmultiple-enaployer bargainizig in order t o lrprove

their bargaining power. Uaions, of course, nor.;-i.l1y wl wl not pernmit

emnplcyers to pay less than the standard contract rates for those jobs

specifi.ed in the agreement, and there is a tendency for employers#

ase:'_Xations to attempt to prevent pay rates which are higher than the

sts~-rd. Some enployers would prefer to have greater freedom to

rez,c;n'zn individual differences0

.o far as we can judge from the reports of individual employers, our

f>ldi>gs are mainly in accord with the suggestions of Kerr,IReynolds, and

otX1irs that the short-ruin labor supply curvre is horizontal, In this

high;y institutionalized labor market area, there is a strong tendenicy


