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Several recent bocks have anaiyzed the functicning of local labor
markets, perticularlys the Fitchburg monogreph of Myers and Haclawvring
the New Haven report by Reynolds; and the Nashua project of Myers and
Shultzo2 These studies, which were concerned mainly with factory workers
and large manufacturing firms, have stressed the importance of certeain
restrictive practices: the prevalence of seniority rules and promotion
from within, the existence of "gentlemen's agreements" to avoid labor
pirecy, and others. However, these reports have sttached relatively
little importance to other institutional factcrs affecting labor mobility,
particularly the influence of unions, private employment agencies, and
the public employment service sz placement channels in the job market.

Are the practices discovered in New England labor markets indicééiva
of the characteristics to be expected elsewhere, or do labor market
patterns vary with local circumstances? Is the mobility of workers
generally impeded by gentiemsn's agreements, by seniority ruvles, and by
promotion from within? Which recrulting channels are used by employers
to £i11 various types of jobs, and what worker chargcteristics are con=
gidered in hiring? Are the patterns similar for ail firms, or do they
vary with size and industry characteristics?

A recent survey of employers in the San Francisco Bay Area sheds
additional light on some of these problems of labor mobilibty, and it should
be of Particular interest because of the highly institutionalized chéracter
of this area where unions, employers® associations, and some large firms
have substantlial influence on the operations of the labor market. The
major objectives of this field project were to analyze the nature and

effect of employer practices affecting labor mebility in the San Francisco



- Bay Ares, end to learn something about the impzet of strong unions and
enmployers® associations on the Job markeb.

The method chosen was an interview survey covering 3LO privats em-
ployers, with contacts stratified by industry division, size of establishe
ment, and location within the Bay Area°3 The sample was planned so that
the number of employing qnits included in each mejor industry division was
proportional to the number of persons actually employed in each ciivixs:i.mc,)J
The interview schedvle included questions on recruitment, selection,
training and promotion, and wage administration. '

This paper summarizes the major findings and certain conclusions
from our study of employer personnel and industriel relations practices,
together with some comparisons with the reports of other locel labor mar-

ket studiesos We begin by describing briefly some important characteristics

of the Bay Area labor market.

I. Some Characteristics of the San Francisco Bay Ares Labor Market

In its size, degree of industrialization, average size of establiche
ments, unionization and multi-employer bargaining, and level of wage
rates, the San Francisco Bay Area differs from most of the other local
labor markets in which studies focussing on emplo&er pelicies and prace
tices have been made.

The City of San Francisco is the focal point of a large and diver-
sified metropolitan arsa, which includes the citiss of Oakland, Barkeley,
Richmond, Aiameda, San Leandro, Hayward, and other communities, most of
them within a radiu;.cf about 15 miles., The population of the San
Francisce-Oakland Standard Metropolitan Areésnumbered 2,240,767 in 1950,

in contrast to Fitehburg (L2,691), New Haven (264,622), and Nashua (3L,669).



Despite increasing industriazlizastion in recent yesars, in 1950 ths
San Francisco Bay Area had only 19 per cent of its employment in manu-
facturing, a proportion which is relatively low compared to other majoxr
metropolitan areas such as Boston (29 per cent), Chicago (38 per cent),
Deiroit (47 per cent), Los Angeles (2L per cent), New York (30 per cent),
and ¥hilade1phia (36 per cent)o7 The other labor market studies mentioned
above reported thegropo:tion of employment in manufacturing to be: in
Fitghburg, 56 per cents New Haven, 39 per cents and Nashua, 59 per cent.

The typical firm in the San Francisco Bay Area is small, and there
are relatively fewer large-scale employing units than are found in some
of the major cities of the East and the Hidwestaa In manufacturing, the
average mmber of workers per establishment in 1947 was only hS==among
the very smallest for the major metropolitan centers of ths countryeg
{(In trade and serﬁice, the average size of establishments does not vary
much from one metropolitan area to aqotherg)lo In the other labor markst
study areas, the average number of Horkefs per manufacturing establishment
in 1547 was: Fitehburg, 1143 New Haven, 72; and Nashua, 161,11
; With regard to collective bargaining, the San Francisco Bay Ares is
characterized by a very high degree of unionizatioﬁ, strong employsrs?’
asscciations, and the use of master contracts in collective bargainingol2
The more important unions are affiliated with the AFL, except in a few
instances where CIO {steel, autos) or independent unions (longshoring,
railroads) aredominant. In contrast, Fiichburg and New Haven were very
lightly unionized, although unionization was high in Nashuagt.

Finaliy, the levels of wages and salaries in the Bay Area, although
of course varying from one induatry divi?ion to another, are generally

among the highest for all the major labor markets of the United StatesoIB



II. Findings of the Bay Arza Study

Eacause'it is impossible to report in detail here on all the pere
seanel and industrial relations practices as we found them in the varicus
industry‘divisions and size grouplings, we can only highlight our major

findingz under the following headings: (1) the stratification of the
labor market, (2) the relationships between wage determination and pro=
duct markets and job markets, (3) the influence of size and industry,
and (L) the effect of unions and employers® assoclations.

1, The Stratified Job Market: As with other local labor markets,

the San Francisco Bay Arsa constitutes not one labor market but many,

set, off into parts or submarkets by certain boundery lines--boundaries
which are neither sharp nor impossible to itraverse, but which resemble
regsistance zones making it more difficult for workers to shift in some
directions than in others.lh These submarkets have significance, of
course, in that if the local labor msrket area is subdivided, rather

than comprising a single relatively homogeneous unit, it may be necessary
for some purposes o analyze the euvpply and demand for labor iﬁ each of
several "compsriments," rather than considering the area as a whole,
Thinking of theregion as a unit may give a false impression of the
functioning of the Day Area labor markets. Persons do, not move

freely throughout the whole area, nor are wage rates determined for

this area simultaneously. People move within sectors of the area, and
wage rates are negotlated or determinod to gsoms extent independently for
particular segments of the markel (sometimes over a very wide area beyond
the local labor market, as when a national agreemsnt is signed by General

Yotors and the UAW),



From the point of view of employer practices, the stratification takes
seversl forms: the market is stratified (a) occupationally, (b) induse
trinlly, (c) geographically, and (d) by the social characteristics of
workers (particularly their age, sex, and race). Concerning occupationsl
factors, it is notable that differenf sources or means of recruitment
are used by San Francisco Bay Area employers to f£ill various types of
jobs (Table 1), Unions zerve to place production or operating personnel
(particularly in certain trades or crafts =~ the building trades, ware-
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housing, and longshoring),™” while clerical workers are most commonly
found through private employment agencies, which long have specialized in
£illing jobs of this sort.16 For both these groups, the public employ=
ment service is important as a secondary 3onrca.17 Mansgerial positions
are most often filled from within, particularly in larger firms which
have greater 1nternél labor pools on which to draw. It may be noted here
that workers at all occupational levels in the Oakland labor mokility
study reported finding Jjobs through friends and relatives far more often
than gmployers reported so £illing openings, so that we may suspect that
many candidates who seem %o turn up independently Yat the gate" are
actually following leads picked up from friends, relstives, or casual
acquaintances. -

With regerd to industriel factors in stradificstion, most employers
in our sample reported thet they prefer applicsnts with experieqce in the
same industry or line of work, although when questioned further they
usually admitted that it was the specific occupational backgrouAd rather
than the general industrial experience which is more iwportant. The two

kinds of experience are often interrelated, in that certain tasks, tools,



DABLE 1o
IN RECRUITING

PERCENTAGE OF BMPLOYERS USING CERTAIN SOURCES

SPECIFIED TYPES OF WORKERS2

Production WorkersP

=S

e

Clerical Emplovees
eI

(W = 28L)e
oMndene o, o e R 1. Private Agencies o . . . . 62%
2. Direct Firing 2. Public Employment Service . 55
("at the pateh) ¢ « 5 - 38 35 "Help Wanted" Ad8 « o » « » 39
3o Public Employment Service . 29 o Direet Wimive o0 o o s v 31
lio "Help Wanted" AdS o » « « o 20 5. Friends and Relatives . « « 17
5, Friends and Relatives . . 18 6. High Schools, Business
Other Scurces + ¢ » o ¢« o 20 flolteges, ete. . v ¢ s s 13
OENER SOUPEO8 '« o sis a o 4 25
Sales Persons Professional and Managnx 1al
Ne®21 Parsonnel
; : e MOUCHON S0
1. Direet Hiping & v o s < o . 0L3
2, From Within o . oo s 3 3o Fremiithin o i vic . o 6R%
30 "Help Wanted” Ads . . « . » 26 2. Friends and Relativea . . . 29
lto Friends and Relatives . » . 23 3, Colleges and Universities . 26
5. Public Employmeny Service . 21 i, Private Agencies . . . . . 22
» Private Agencieés. . . ... 20 f 5o "Help Wanted" Ads o« + . o o 20
70[}!}10“5 s s s8¢ 8 0o 8 & & lh 3 iéammctmrmgvvonooo lh
8. Colieges and Universities ., 11 7. Public Employment Service o 11
Other Sources + « « « o o o T 8, Prcfessional Assceiations
X . and Journals . ¢ o o« » » 10
Other Sources . « « »« o « o 10

&Bmployers were asked, "From whai sources do you normally recrulbe o 7"
and they could give more than ous answer, so that the answers do mot add

te

Prhis classification includes produstion, operating,

100 per cent.

and warchousing employees.
®In all tables, "N" refers to the base on wh:.ch percentages were compubedy L.es,

the muber of firms responding.

Only those sources menbioned by at least 10 ver cent of
cur sample are reported here,

construction, mainitenance,




and materisls (the components of job skills) ars most charscteristic of
certain industrial situations {obvious sxamples include the consiruction
crafts in Building & Construction and the foundry workers and machinists
in Durable Manufacturing)e In general, however, the occupational factor
is probably the mors important, for thera are many skills which can be
transferred across industry lines (for ’examplé, typing and other oifice
routines, cerbtain kinds of selling, much building service and mechanical
maintenance work, and 50 on)e

As to geographical boundaries, it is clear that the great bulk of
recruiting activity takes place within a relatively restricted area: almost
eutirely within a 50-mile radius (Table 2) Bay Area employers are
similar to those in other areas in their tendency to hire 1oca11y.16
However, recruiting effort is proportionate to the need, and is often
adjusted to changing conditions in the market: ﬁroduction workers and
cler}ts usually are hired at the plant or office, but junior executives
may be sought as far away as Harvard or M.I.T.

In the San Francisco Bay Area ag in other loecal labor markéts, certain
gocial characteristics of workers == age; sex, and race == have a strong
and often a determining influence on their job opportunities.19 About
three-~fifths of the employers we Interviewsd preferred or specified that
job candidates be less than LS ysars °1d°20 In most firms, women are
limited to certain kinds of work (ususlly clerical, but also semiskilled
production or operating jocbs in manufacturing plants and others), and
find it gulite difficult to break into -other fields cven though they may
possess some real competence or ability,zl Some employers clearly dis=

eriminate against certain minority groups: most severely against nonwhites
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TABLE 2, PERCENTAGE OF EMPLOYERS
RECRUITING WITHIN CERTAIN
AREAS FOR SPECIFIED TYPES

OF EMPLOYEES
Pr‘o&u.ction Clerical Sales Professional and
Workers Employees Persons Managerdal
Personnel
(W = 279) (N = 322) | (4 = 218) (§ = 29)
Within the
Metropelitan ;
Industrial Area 93 % 9 % 90 % 73 %
or 50 Mile :
Radius
Throughout
California or 7 b 10 27
Nationally
TOTAL 100 % 100 % 200 £ 100 §
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(particularly Negroea, but also those of Oriental descent, and those who
are Mexican nationals),zz and to some exbent against Jews. These employe
ment patterns related to ags, sex, and race ars partially the result of
prejudice, but they also follow from predominantly haphazard and unplanned
methods of sebting job specificaticns. The officiels in charge of hiring
reported most commonly to us that they relied on "experience" or on the
requests of supervisors for wh&m 2 job was being filled. Dstermination
of job specification§ through systematic job analysis end validation of
hiring predictions against success on the job were charécteristic only
of large, wellemanaged firms.

Some employers, in considering candidateé for jobs, sre concerned
with the "pooling of judgments" made on an individual in his whole career
in the labor merket, and conceivably even befors enitry into the market-
place.23‘ The individual employer, unsure of his ability to "size upﬂ an
applicant completely in the relatively éhoft time involved in the selecs
tion process, is inberestad in supplementing his own opinion by reference
to other decisiocns or experiences attached to the candidate. The inter-
viewer is able to find some help in such items as theset (1) The current
feelings of other employers on the desirability of the worker as a pros=
pective employse, as indicated by the lengbh of time he has been out of :
work, and his ézplanation for unemployment. A worker's chance of securing
a job 1s 1likely to diminish as his period of unemployment grows 1onger,23
{2) The workert!s currsnt value on the labor market, as ihdicated by his
past earnings, and his current earnings expectztions., Particularly in
certain lowe-wage industry divisions, some employers mentioned that wage

history is considered in order to aveid "comddowns™ -~ that is, the probleme



encountered when a man has to readjust from a high earnings level to a
low ons,

The evidence reported here is consistent Qri.th certain data obtained
from workers in the Oakland labor mobility study. It was found thers,
for exsmple, that in some occupational groups the worker's first j_(_)_!; is
a fairly good predictor of his whole cercer patternt a person who
starts his career in monual employment is likely to stay invzaxork of that
sort, élthough many who stert as uwaskilled workers are able to move up
to séniskilled or skilled jobhs, and so on; and one who begins in alerical
work, or in professional' empioyuent, is likely to continue in the same
field. Kerr has pointed out that the man who enters 2 large firm as an
unskilled youth may well experience most: of his mobllity vertically

: within that firm, while another who works his way into a craft union
which controls certain Jobs of an area may move horizontally at a given
skci1l level from one firm o snothere2’

Other factors restricting labor mobility emphasized in other studies
of local lebor markets-e= the prevalence of gentlemen's agreements to
avoid labor piracy,26 and the importance of seniority and promotion from
within27-- were not found to dominate the San F‘ranciseo Bay Arsa. Most
of the employers in our sample indicéted that they would hire persons who
were already working elsewhere, either without question, or cn conditicn
that the gpplicant give reascnable notice to his present employer (Table
3)e A very small minority of cur subjocts commented that they would " go
anywhers to get a man we want." The difference in practices for our
gample as compared to other studlse of employer policiss is probably due

to the relative size of the communities. The San Franeisco Bay 4ree is



TABLE 3e COYSIDERATION OF APPLICANIS ALREADY

EMPLOYED BELSEWHIRE

(N = 326)
Percentage
Emplcyers who do not hire applicsnts elready
gnployed ©186WheTe o « ¢ a o o o v 0 e & o 35
Implovers who do hire applicants alveady
employed slscwhers, under these gonditions:
741l hire anyone who asks for a jobe o ~ 15
7111 go anywhere to got a nseded man . . v
If there &3 a gcod rseson for leaving
the present emMployedr o o s« « o 5 = » o 10
Applicant must give adsqguate notics
%o prosent emplOYer o o a2 & « o = & @ 1g
Fresent employer rmst give "relcsese” . » xy
Except from employers irn the seame
1ndu3tryorﬁr@liototoo-oa-s 4.
No reatrictions specificd ee o o« o + & » &3

NOT%: TPercontages add to more than 100% bescuse
employers could give more than one rec8ponse.
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. quite large and diversified as compared to Fitchburg and New Haven, and
most employers here are not likely to be in as close contact with one
another as in smaller communiitise; although we have noticed that in some
instances there are quite clozs esnd cooperative relationships anong cer=
tain employers in the same industry or in ihe same immediate ares, another
agpect of the parbitioning of labor markets. Communication among employsys
on labor supply conditions is most effective within restricted industry
or area segmente of the market. In one parbticuvlar outlying district of
the San Francisco Bay Ares, several large employzys do seem to observe a
"gentlemen's agreement.”

Promotion from within was favored by a majority of the firms in our
gample, but meny respondents stsied that they wou1d hire at oll levels to
£ill certein jobs, or that they were forced to do so because they could
not {ind promotable menpower within their cwn organizations. Their
statements elso indicated £hat in fact little was done to make effective
their "policies" of promotion from within, Job posting or other means to
inform employees about promotion opportunities were rarely utilized, and
planned training.programs (even on-the=job programs of the simplest sort)
were relatively scarce. In general, the practice of promotion from within

suparviscry and
is applied mainly t¢/managerial personnel in lerge fimms, and although
it has some application in other job groups, on balance it seems to be &
restrictive factor of somewhat minof importance,

If seniority should be the dominant factor in promotions, labor
mobility would be restricted in that employers would not have free choice
in making job assignments, and workers with accumulated seniority rights

might be less likely to change jobs. Actually, an overwhelming majordity

S
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of ocur sample indicated that "merith or "ability™ is usvally the dster-

ing factor in promoticns, rather then length of service (Tabls L)

The pé%tern is much the same in g1l major industry divisions in cur
‘Sampla, regafdless cf the degree of unionizat iOJazB "Strict seniority®
(Col. 2) is the 1g§3t commonly reportsd practice, and "seniority first,
then merit" (Col. 3) is also rslatively rare. "Merit first, them
seniority" (Col.li) is the predominant practice for most of our groupings,
2lthough "merit cnly" rsnks high in Building & Construction (with high
unionization) and in Reteil Trade (with substsntial unionization).

2. The Job Market in Relation to Product Markets and Wage Determing.

tion: Although scme businessmen rscognize interrelationships among
product merkets, wage markets, and job markets, the opinions of mest
enployers in our sample support the notion that these markets may funce
tion quite independently, or with' rather weak linkapges between each and
the cthers. About three-~fourths of cur respondents indicsted that com~
petition in selling thelir products or servicss does net affect their wsgs
policy, although there were differences from cns industry division to
snother. More than half of the firms indicsted tlnt the supply and de=
mand of 1abo§ were not considered in setiing wage ratesozg HMogt of the
key rates, particularly for unionized workers, are set by master contracis
in which the supply and demzud for labor are only two of ssveral fzctors
conzidersd, and probably not even the most important.

In this highly organized or institutionalized labor merket, so far
ag most individual aﬁplcyars ars comcerned, the ey wage rates result
from the bargaining process, end the supply and demand for labor then

adjust to those rates, rather then determining th@moao Firms tend te raise
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their selaction standsrds when workers are easy to find; and conversely
becone lesgs selective as the market tightens (Table 5). Recruiting
tachniques are modified too; when workers ars easy to find, they are

hiréd "at the gaie,“ at the very site of the plant. When they are hard

40 Josate, labor scouts may be sent out to scour the countryside (Table §).3%
The affect on the supply curve for labor is this: the quoted or adminis~
tered wage rate givee a horizontal supply curve, &3 Reynolds has suggested,
within the range that additional workers of about the same quality may be
hired within a given areca. Beyond that point, although the quoted rate

is ﬁnchanged, the effective supply curve (for eguivalent units of manpower)
would rise because of the lowered hiring standards and the additional re-
cruiting costgs.,

3. Size and Industry as Factors Affecting Personnel Policies:

{a) Size: The size of a2 firm, both in asbsolute terms and relative

40 other firms in the labor market, definitely affects certain of its
personnel and industrial relations problems, and the solutions which it
works out to these problems. Larger firms simply are more "visible,®

in that they are likely to be better known and more prominent in a
cormunitye (It is true that a small firm which advertises very inten-
.sively, or which producas & common consumsr good with a well-known brand
name, might be better knownthan a larger firm which produces en industrial
comnodity unadvertised to the general public, bubt such cases ars unususl,)
The affect of this "visibility" is twofold: (1) Larger firms atbract
mors job applicants through direct hiring, and so need to rely relatively
lesz on unionz, employment agencies, and other placement chgnnels in

order to recruit workers, (2) Ths "public relations" or “community



‘I-‘[;BLE 8o CHARGING OF HPLIOYZRS® HIRING STANDARDS

WITH THE TIGIINESS OF THE LABOR MARKET

(N = 217)
Percentags
Tmployers reporting no changse in hiring standards o 15
eployers veising their standards when the market
is "loose,” and lowering them when the
mkﬁtis"tight"t--00..-.--0»0.. 85
TOTAL 100 %

TLBLE €., CHAMNGES OF RECRUITING PRACTICE ITH
1% TIGHTNZSS OF THE LABOR MARKET

(N = 283)
Percontage
Employers raporting no chenge in recruiting practice 49
Employers reporting some change o « o« ¢ « » s o o o S1
Use different mezns of recruitinga... 38
Use differsnt aress in recruitingse.. 22
TOTAL 100 %

NOTTm: The figuras reported for "different meens” (38%) and

rdirfevent eveas” (227) do not a&d 4o the subto
for "some change” (51%) because some employers
mentioned both typss of changes.

tal
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relations" effects of personnel and industrisl relations policies ‘may be
considersd somewhat more carefully, so thet the large firm, for exampls,
is less likely to say that it is unwilling to hire such minority groups
as Negroes, Orientals, or Jews.

Another factor related to size is the internal job structure of
the firm, There are more possibilities for transfer end promotion in the
large firm, more possibilities for succession and advancement from cne
Jjob to another. Following from this, there is a tendency to think more
in terms of hiring at lower levels and promoting from within, justified
partly by reference to morals, and partl;ryfﬁy the needs for training and
experience., Larger firms think of the hiring process more in terms of
caresr decisions for the applicants, looking toward relatively long job
tenura,

St31] another factor related to size is found in the complexity of
the work procezs and the organization struchure of larger firms. As a
company grows in size; tasks can be subdivided and grouped to gain the

advantages of specialization.3 .

A procedure or technique which might
have been imf;ossible or inadvisable in a smaller firm may become feasible
or adviseble in the larger enterprise, A persconnel technician in the
big company may be able to use vests and éarefully scored application
blanks in his selection procedure, while the office manager in a small
firm mey be unable to do more than glve the applicant a cursory inter-
view. Iwm large firms, procedures generally ars more formalized, more
technicaly they mors commonly use job analysis, testing, planned
training programs, Job evaeluation as a method of wage-setiing, and so

on o
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(b} Industry: The products and processes, and the goods and sere
vices with which a firm deals have a significant influence on its induse
trial relations problems and practices, although thls may not be entirely
independent of sizs. In petroleum refining and in publie utilities, the
nature of tﬁe processes gives some substantlsl advantages to ths larger
firm, and the typlical firms in these industyy groupings are rather larpgeg
on the other hand, in rétailing, in service, and in the constructlon :
trades, the lesser firm seems to be able to operate quits aucce9sfu11Y5
end the average fimm size here is smaller,

The effects of industrisl affiliation may be felt in terms of the
processes and skills, and thus in the kind of work force which i3 re-
quired by the firm in ordsr to carry on its activities. The company
operating with some of the traditionzl crafts and skills, perticularly
those acquired through apprenticeship, is likely to accept the unioﬁ a8
a meansg of access to the labor supply, as in the metal trades and the
construction trades. The employer making vse of semiskilled workers who
can learn their jobs in a relatively short periocd of time, or with jobs
specielized to the individual firm, may profer to maintain control over
the hiring process, pbssibly developing the necesssry skills and abilitiles
through training and experience in the firm itself (as in warehousing or
in the automobilevaaaembly plents using mainly semiskilled workers).

And, despite the comments of employers mentioned earlier, the come
petitive situation in the industry and the traditional wage structure nay
be related to problems in recruiting and promotion. In retailing, pare
ticularly, there is a rather high degree of sales competition, and the 3

salaries offered for the ordinary sales force have been relatively low,
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The skill and experience requirements for much of the selling work also
eppear to be rather low, and a large part of the sales force in many
sstablishments can be hired on a part-time or temporary basis. Even the
permanent employees among the sales foree may not be of the caliber
desgired for execubive and supervisory jobs, so that in order to secure
managerial material some of these firms have turned to specialized re-
cruiting and training progrems which are not open to the average sales
applicant. _

Problems of unionization are also related to the industry position
of the firm, since so many union Jurisdicticné are related either explicitly
to industrial classifications, or to job skills or classificaticns found
particularly in certain industries.

i Unions and Fmployers! Asscciations: Both unions and employers?

associaticns ere important influences in this labor market, and in meny
instances it is difficult or impossible to disentangle the importance
which each has separately. As it happens, the uniona usually come first,
and the associations then developed largely as pfotective'devices of
employers to equalize the bargaining pesition of individual firms vig-ae-vis
the unions. Without the associations, large firms might successfully
stand alone, but smaller employers acting individuvally have found theme
selveg wulnerable tc the whipsawing tactics of wunions, and so have bended
together to maintain uniform conditions.

In some casés == gertain skilled crafts, casvel trades, and others
in which the movement of workers is primarily from firm to firm (especially
small firms) -- an important objective of the union has éeen to secure

control over job opportunities thrdugh the use of hir;ng halls or other
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disgpateching arrengements. These are found among the Building Trades
unions, the Llongshoremen and Warehcusemen, the Teamsters, and others. By
and lsrge, these hiring arrangements are accepted by empléyers and their
assocliations at the present time, although thgfé are some proheats sboub
the qualiity of the manpower which can be gecured in this way.

In other instances =~ particularly in larger firmes with extensive
Job hierarchies in which there is a good deal.of verticel job mobility
posaible within a single firm -~ the union has been concerned more with
conditions of promotion, transfer, layoff, and rehire within the firm.
Sueh cages include the Aubo Workers, the 0il Workers, and the Steelworkere;
Again, these practices usually ars acceptable to employers, and many
programg of shared administration have been worked out.

In still other cases, where mobility of both types may be important
withiﬁ a given group of firms, the union exer;ises influence both over
entry to the firm and over job conditions within the firm. Such patterns
may be found with the Metal Trades union, the Milk Drivers and Dairy
Woriers, and others, 2

Employers® assoclations have their influencz mainly in the determinge
tion of wage rates and closely related benefits for union members. About
60 per cent of our sample rapbrted being covered by & master agreement,
and this percentags was evean higher in our "medipm" size group (100-199
- smployees), where asscciztions have their main strength. The usual master
agreement, although it includes many other items, sets specifically the
mimimun rates of pay which apply to certain standard jobs, and one major
objective of assceiations is to prevent certain employers ("chisellsrs')

fron undercutting those rates. However, the agreement also is aimed at



preventing differentizl treatwent by individual firms {which might open
the way to whipsaw bargaining tactics by the unions, or which might xe-

ult in wasteful competitive bidding for a given labor supply), and seo

@

premium rates higher than thos e specified in the master agreemerit are
zenerally discoursged. On the other hand, nonwage venefits were cqné
sidered by most employers to be within their control and not subject to
restraint Dy the associations. On all persennel and industrial relations
problems, the industry associations and their top or tpeak® ares asso-
ciations are key centers of communication for employers -- egpecially on
woge rates, but also on other personnel and indusirial relatiops prage

tices agnd policies.
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III. Go nlusions

Variations in Fumployer Practic <% The findings of

the San Francisco Bay Area study of employer perscnnel and industrial rela-
ticns pyactices are consistent in some ways with those of other labor market
studies, but differencss appeér with respect to certain practices. These
contrasts ?re attributable to several factors: ‘our investigation covered
employers in all major industry divisions (whereas some other researchers
have focused particularly on manufécturing), and 1t was conducted in an area
which differs in a number of important respects from those in which other
employer policy studies have been carried on ~= in its size; in its indus-
trial structure, in the size distribution of its firms, and in the relative
strength of unions and employers? associations.

Certain propertiss of labor markets seem to be falrly consistent from
one ‘metropolitan area to another, but others wvary according toc the indus-
trial and institubional characteristics of particular localities, as has
been shcwn by our study: The common or consistent characteristics includes
(1) the separation, at least in the short run, of the processes of wage
dotermination and of labor mobility; and (2) the segmenting or stretifying
of the labor r'narketo However, the relative importance of the various sube
markets differs substantially from one area to another; and these differences
have an important bearing on whether particular personnelipractices will turn
out to-be the opredominant ones in a given area. Thf relevance of geographical
barriers within a labor market area will be affected Ly employers? 1ocatisn§
relative to residential areas and commubing routes. The practiCes followed in
2 moderate~sized community which is dominated by large manufacturing firms :
will not necessarily represent the prevailing patterns in a large, indusirially

diversified metropolitan area,
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In addition, there are many instituti5nal factors which will give rise

to local varistions in employer practices, In highly unj.gnized aress {particu=
larly with crafts-type AFL affilietes using hiring halls or other job-dispatching
arrargements), unions may be an important means of £illing jobs. In large

ety ,,poh tan centers, where the public employnent service and the private eme
plsyment agencles have a concentrated market for thelr activities and have
é.daptad their services to local needs, these placement agsncies may be guite
important., Where governmental units are themselves large employers, they may
be signific#nt as pattern—setters as well. Of course, the influence of unions
may extend to many aspects of management in addition to recruiting, but our
evidence suggests that the mere fact of unionization does not necessarily
azan’ that managerial " remgatives" will be hampered materially in such matters
as selection and promotion,

Hecknesges in the Job Market, The labor market is beset by many im-

perfections, and 1t is difficult to say how these should be corrected:
whether by govermzent regvlations, by education and enlighteunment, by leader-
ship from employsrs® assoclations, or by the independent action of individual
firms,
FPor example, the practices of employers toward certain "minority" groups

{nonwhites, Jews, women and older workers) may deny them access tq some ex-

cellent Job applicants, and the net social ccst to the nation as a whole may
be guite large., /ud yet, while fair employment practices (FEP) legislztion
appears to have worked well in some areas, employers here seem bitterly op-
posed to it, and it may not be much consolation to‘them to point cut that if
the same FEP rules apply to all, the burden felt by any individual firm should
not be too serlous, However, during the last decade of high-level employment,

meny zains have come for some of these minority groups; gains which need not
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33

11 be credited to such FEP regulations as we have had during that time,

[

It may be that the best long-range way of bringing about improved employe
ment conditions for minority groups is through a full-employment (i.e., antie
depression) national policy, through education and training of both employers
and workers, and through "gradualism,"

Looking at other sspects of employment practices, it must be noted that
in many firms selection processes are quite informal and hé.phazardu Criteria
of choice somstimes seem ill-designed, and almost never validated against
actual success on the Job, However, for many firms thé best selection test
may be actusl trial on the job; and this may be the most fair arrangement
for both parties == if there is a clear understanding about the nature of the
bokid peited, Hniiiie Mo it Siroiued

In recruiting, business firms could make more conscious use of "friends
and relatives" than they now are doing., Workers place more emphasis on this
means of placement"than do employers, and job~seeking f,hrough personal cone
tacts seems likely to conbtinue, Also, on the grounds that morale can be im-
proved by the building of congenlal work groups, it may be argued that recruite

ing in this manner should be recognized and uiilized as effectively as possible,
To dc this, we would recommend the posting of job opsnings and using other

means to nabs on to present empluyeess some notice of positions which could

be £illed by their friends and rslatives,

Possibly a more serioue finding is owr conclusion that most firms are
not doing  much to make it possible for their employess tc move from
one job to ea-mothero These emplcovers say that they support a policy of pirow-
motion from within, yet plamned training programs are relatively rars., There
are many resources which could be tapped by individusl firms to make their

training programs more effective: local and state school systems, university
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extension divisions, and others. Alsc, the posting of job opportunities
{or job descriptions and wage schedules) could be used to better advaniage,
so that workers could lesrn something about job charachboristics and require-
ments, and about promotional opportunities and related training progrems,.
Tt may be suggested that employers? associations éould help msny of
their members substantially Ly suggestions on personnel programs,‘as well
aa_by-nego%iating and administering union agreements,

Labor Mobility in Relation to the Problems of Economic Flexibility end

Individual Satisfaétioggo Finally, these few words of genmeral evaluation

may be offered releting to the two mejor Tunctions of labor mobility men-
tionad at the beginning of this ﬁaper: (1) The general function, whereby
the movement or transfer of manpover between industries, occupations; employ-
ers, and areas perm;ts the adjustment of the economy to changing conditions;
(2) The individual functicn, whereby particular perscas are able to gain
acezgs to Job opportunities suited to their training, experience; and
aptitudes, :

Despite variocus institutional restrictions impeding both horizontal
end vertical mobility, it does appear that there hés been sufficient flexi-
bility in the utillzation of our manpover résources to permit our economy
to adjust to the changing requirements of war and peace, new product and
procese development, and sc on., With changing conditions in the labor
market, employers may raise or lower thelr hiring standards, they may re-
erult over narrower or broader areas, snd they may lessen or intensify
their training and promotion programs, Altogether, a great deal of flexi-
hility is present, and employers have found effectives means of adjusting
to changing circumstances,

On the other hand, -the individuazl is somelimes blocked by institutional
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barriers from job openings which could giwve him greater income or status,
and which might permit him to contribute more to the national product than
in his present employmént. While union membership requirements and employer
prejudices in hiring a£ present seem to warrant criticism more with respect
to thelr individual effects than their general effects, nevertheless the
results following from individual restrictions probably csuse some net re-

duction in national output,.



FOOTNOTES

1, Over time, of course; the labor force can also 2djust through
the shifting of new entrents to the labor merkei, and with changing
levels of national income and employment there may be shifts in and out
of the labor force or between employment and unemployment; however, these
dimensions of labor mobility are beyond the scope of this study. For
further discussion, see Herbert S, Parnes, "The Mobility of American
Workerss A Critical Review of Recent Besezvrch in Lebor Mobility!

(New Yorl: Socizl Science Research Council, 1953; duplicated), Chapter 1,

20 The full cltations for these local labor market studies ars
listed here, in order of publication:

(1) The Fitchburg study: Charles A, Myers and W, Rupert Maclaurin,
The Movement of Factory Workers: 1A Study of a New England Industriel
Comvmxm ty, 1937-1939 and 1 {Cexbridpn: The Tecumology Presg, and Tenr
York: viley & Sons, 1953

(2) The New Haven study: Iloyd G. Reynolds, The Structure of Labor

Markets: Wages and Labor Mobil’tv in Theory and Practice {New Yorks
”31‘*" ar & meo’ 1951)o

(3} ’f” 12 Nashua study: Charles i, Myers and George P. Shulbtz, The Dypamics
of 8 Labor Markets A Study of the Impact of Employment Changes om iabor
g)oihty_, Job Sa.tisfactions, and Company and Union Policies (New York:
entice-ilall, 19517,

et

Some reference is alsc made below to:

(L) The New Haven-Charlotte study: E. William Nolaernd and E. Wight Balke,
Workers Wanted: A Study of FEmployers®! Hiring Policies, Preferences, and
Practices in New Haven and Charlotte (New York: Harper & Bros., 1949).

(5) The I1linois study: Murray Edelman et al., Channsls of Employment:
Influences on the Overaticns of Public Employvment Offices and Other hiring
Channels in Local Job Markets (Urbana: University of Illinois, Institute
of Labor and Industrial Relatioms, 1952).

3, Although the San Franeisco-Oakland Standard Metropolitan Ares
includes Solanc County, we excluded it from our sampl partly becauze a
large proportion of the employmeat thers is in government {Mare Islond
Navy Yard and Benicia Arsenal, paerticulsrly), end partly because of tie
travel time which would have been required to reach some portions of the
CQJ.uu}"«;

The interviews were conducted mainly ducing the first half of 1949, &
period of high but somswhat declining employment.

4o Qur sample was ba :e,i on firms covered by the Celifornia Unemploy-
5 Caztapens%tion A_ct, under ".zhic‘n. the princip&l&. ex

"‘E‘r are: <Cas ql’:i'}ﬁf. and




employees,

Qur industry weighting was reazsonsbly close in most Jrotnncec, so &
a reporting of the number of responses by ths employing units in owr so
on any one of our questlons is falrLy representative of the area so far aJ
the industry representation is concerned, although there is some cverwelghting
of firms in Durable Manufseturing and in Finance, Insurance, & Resl EIstate,
and some underweighting of firms in Retall Trade and in Service & Miscellaw~
neous,

So far as size representation is concerned, .sufficient representation
was obtained in each of several size brackets to permit comparisons of
persomnel and industrial relations practices by size of firm, although this
resulted in interviewing 2 relatively greater number of the larger firms
than would be appropriate in a strictly representative sample, This was
done partly for the sake of "efficiency," in the sense that a given number
of interviews would thus cover as many employees as possible, and partly to
insure that there would be sufficient responses for the largest firms to
feeilitate the testing of differences for statistical significance,

5. A research program aimed at a complete understanding of the funce
tioning of labor markets may require the use of several research methods,
focusing on:

(a) The s ~u¢y‘31de. €.8.5 analysis of the carser histories of workers,
crdirarily secured directly by interviewing the workers themselves, but
senatimes indirectly from the records of employsrs,

(b) The "marketing agencies": studies of the policies and activities of
unions, governmental bodies, and other institutions (such as private em=
ployment agencies),

(c) The demand side: analysis of the nature and impact of employer
nractices, including governmental units,

We are concerned hers mainly with the labor market as seen by private
enployers, and this methed of approach clesrliy has some limitations., Eme
ployers ordinarily cannot furnish detailed data on ths mobility rates of
individual employees, and employers® accounts of the nature and effects of
their policies and practices may be subjsct to blases just as are materisls
gathered from horkera. Nevertheless, information secured from employers
may add something to our total understanding of labor market processes.,

6o The San Francisco-Qakland Standard Metropolitan Area as definad
by he Us S. Census Bureau includes these six counties: Marin, San Franciseo,
San Mateo, uuntra Costa, Alameda. and Solano. See U, S. Department of come

merce, Bureau of the Census, 1950 Census of Population, "Characteristics of
the Population of the San Francisco-Oakland, California Standard Metropolitan

Area: April 1, 1950," Series PC-5, Mo, 45 (~Wshington: Us S. Buresu of the
Census, June 6, 19515

Te Ibid,, "Summary of Characteristics of the Population of Stendard
Metropolitan Areas: April 1, 1950," Series FC~7, No. &4, (Washington: U.3.
Bureau of the Census, 1951), p. 10,

8, For some discussion of the effect on collective bargaining problems,
see: Clark Kerr and Lloyd H, Fisher, "Multiple-Employer Bargaiming: The



San Francisco Experience," in Insipghts into ILabor Issues, ed. by R. A,
Lester and J, Shister (New York: Macmillan, 1948), ppe 25-61,

9o Using data from the 19L7 Census of Manufactures, we couputed the
number of workers per manufacturing establishment for each of the 18 largest
metropolitan areas (each with over 100,000 employees in manufacturing). Only
in Los Angeles (37) and in New York (33) were the averages smaller thon in
the San Franeisco-Oskland Area, In all others, the averages were larger,
;(:art.’;cularly in Rochester {(115), Detroit (117), Pittsburg (152), and Youngstown

197).

See U, S. Depsrtment of Commerce, Bureau of the Census, Census of Manue
cchuresy 1947, Vol, IIT, "Statistics by States" (Waskington: U, S. (overn=
at Printing Office, 19505., Computations are based on separate tables for
each state, pp. 90ff, passim.

'{.:1 L)

10, Using the same 18 metropolitan areas referred to in the preceding
footnote, we computed the mean sizes of establishments for retail trade, whols-
sale trade, and the main service category in the 1948 Census of Business., In
retall trode, the range of mean size of establishments was only from 4 to &
emplcyees; in wholesale trade, the range was from 9 to 133 ard in service, the
range was from 2 to 4.

See U, S. Department of Commerce, Bureau of the Census, United States Census
of Business, 1948, Vols, III, V, and VII, -

11, Computed from tables for each state in Census of Manufacbures, 1947,
Vol. III, pp. 279, 120, and 320,

12, Kerr and Fisher, op, elt.; James C. Nix and Laura C, Chase, "Employer
Unit in Collective Bargaining," Monthly labor Review, Vol. 71, No, 6 (December,
1950), p. 6963 A. N. Jarrell, "Extent of Unionization in Major Labor Markets,
1951~52,% ibid., Vol. 76, No. 1 {Januery, 1953). pp. 26=29.

13. Tolvo P, Hanninen, "Wage Differences Among 40O Labor Markets," Monthly
Labor Review, Vol. 75, No, 6 (December, 1952), pp. 620623; Frank C. Pierson,
Community Wapge Patterns (Berkeley aud Los Angeles: University of California
Press, 1953), Chan, 1, and pp. L6-49.

14, The most extreme emphesis on the subdivision cof markets msy be found
in the statement of Reynolds that there is "virtually e separate labor market
in each plant,” because most persons who are already working are quite firmly
attached to their employers, and would not consider ether jJebs until sfter
losing their present positions. -- Reynolds, op, cit., p. 83,

The existence of submarkets has also been mentioned by: Myers and Ma
who stress the barriers tc movement bebtween one industry and another i
{ops cit.,po 45); and Myers and Shultz, who identify four main submarkets i

A
the market for factory workers in Nashus (op. cit., pp. 154-155).

clawrin,

15, Our findings on the importance of unions in the labor market stend in
gome contrast to reports on the functioning of other, less unionized labor merkets.,



Myers and Maclaurin reported "little evidence that the intreduction of
union rules had any immediale effect on movement,"=-Op. cit., pe 53.

Reynolds indicated that only about 20 per cent of the workers in his
sample use unlons as a msans of getiing information about jobs, and there
seems to be no reference to employer use of unions as placement agenciesge-

Ope citey Po 8o

Edelman found that about 20 per cent of Illinois employers relizd on
unions for part of their work force.--0p. cit., p. 197,

16, Private employment agencies scem quite insignificant in the accounts
of Myers and Maclaurin (op, cit., p. 47), Reynolds (op. cit., p. 84), and
Myers and Shultz (op, cit., p. 53), although Edelmen reported that ithese
agencies exist "in the large, complex markets" (op, eit., p. 197).

17. Covernment agencies ployed a minor role in other local mobllity
studies, filling mainly semiskilled and unskilled jobs, and serving only a
small proportion of employers: Myers and Maclaurin, op, eit., pp. 47, T3;
Reynolds, ops cit., p. 56; Myers and Shultz, op, cit., p. 48; Edelman,
9ne, Cikes Po 1970

The relatively high use of the public agencies in the San Francisco Bay
frsa is probably the result of the adaptation of offices to specialized needs
(clerical, professionsl, junior, ebe,), and the progrem of employer contacts
and education, See: Arthur P, Allen, Unemplioyment Insurance in California
(Los Angeles: Heynes Foundation, 1950), p. 100; Don H, Roney, "Administrative
Implications of Mobility in the Labor Force," in Proceedings of Fourih Annual
Meeting, Industrial Relations Research Association (Boston, December 2¢-29,
1951), p. 123.

18, Myers and Maclaurin, op, cit., pp. 26, 45; Reynolds, op. cit., p. 50;
¥yers and Shultz, op. cit., p. 51; Edelman, op, cit., po 39.

19, Noland and Bakke, op. c¢it., p. 10 and passim.

20, Reynolds indicated that worksrs older than 45 or 50 may expect serious
difficulties in finding new jobs.==0Op., ¢it., p. 83.

Other studies report similer results. E.g.; "In the U, S, A., there is
common agreement that the age is 45 for men when recstrictions become generally
noticeable, o o == Albert J, Abrams, "Discrimination in Employment of Qlder
Workers in Various Countries of the World," in Age Is No Barrier, recport of
the New York State Joint Iesgislative Committee on Problems of the liging,
Legislsative Document No., 35 (1952), p. 80.

21, Similar patterns were fourd in New Haven and Charlotte.--Noland
and Bakke, ops €lt., vp. 12-15.

22, Minority groups evidently were unimnortant in Fitchburg (Myers and
Maclaurin, op, ¢it., p. 45) and Nashua (Myers and Shultz, gp, cit., p. 27y,

~

Cf. Noland and Bakke, op. cit.s p. 10 and passim,
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for wage retes and salaries to Be conéidered ggggg during the conbtract
period, with labor supply and product markcgﬁqnngitiéns relatively une
important as factors affecting the quoted or ﬁsﬂinal wage rate during
thet periodo (At the time of reopening of wage agreements, of coursey
such factors would almost certainly be taken into account in barzaining
on new wage rates, whebher through employers' associations or othéruiseo)
As conditions vary during e contract period, employers may adjust by
chznging their recruiting practices or by modifying their hiring stane
dards, and in general the labor market sppears tc retain subsbantlally
the flexibility required for adjustment to changing circumstances.

: Unions and embloyers' associations have affected persomnel practices
in meny ways, but there are some important differences associated with
the size and industry characteristics of employing firms, IEoth unions
and employers adapt their policles to the labor market circumstances
which confront them, including such factors as skill requiremente,
employment relationships, occupational structures, and the tightness of

the labor market.



