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CONFERENCE ON FAIR EMPLOYMENT

Governor Will Address
Special Luncheon Session

A special conference on fair employ-
ment will be presented by the Institute
of Industrial Relations from 9:30 a.m. to
4:30 p.m., March 1, at the Fairmont
Hotel, San Francisco.

Edmund G. Brown, Governor of Cali-
fornia, and William G. Caples, Vice
President of the Inland Steel Company,
will make the major addresses.

The gathering will also hear the first
public report on the cases which have so
far come before the State’s Fair Employ-
ment Practice Commission. Edward How-
den, Chief of the Division of Fair Em-
ployment Practices, will make the presen-
tation.

John Anson Ford, Chairman of the
State FEP Commission, and John F.
Henning, Director of the California De-
partment of Industrial Relations, will
lead panel discussions.

Caples will open the morning session
with a speech on “Practical Problems and
Methods of Employment Integration.”

A panel on the same subject will follow
under Ford’s chairmanship. Participants
are: Thomas P. White, Secretary-Treas-
urer of the Teamsters’ Warehouse Local
860; Elmer Nelson, Assistant to the Presi-
dent of Aerojet-General Corporation;
John Roberts, Director of Guidance Serv-
ices for the City of San Francisco.

At a luncheon session presided over by
Institute Director Arthur M. Ross, Gov-
ernor Brown will discuss “Social Needs
and Public Responsibility in California.”

The afternoon session, chaired by
Henning, will deal with the problems of
“Achieving Compliance With the Fair
Employment Practice Act.” Howden will
be assisted in his report on case his-
tories and operating procedures by FEP
Commissioners Elton Brombacher and
C. L. Dellums.

Members of the afternoon panel are:
Russell Crowell, President of the Ala-
meda Central Labor Council; Terry A.
Francois, member of San Francisco’s
Commission on Equal Employment Op-
portunity; Daniel E. Koshland, Chair-
man of the Executive Committee of Levi
Strauss Company.

(Continued on page 4)

Speakers at March 1 Meeting

Edmund G. Brown

William G. Caples

John Anson Ford

Conference Scheduled
On Health Insurance
For Older People

Should a federal law be passed to pro-
vide health insurance for retired persons
and older members of the labor force?

A conference on the issue will be pre-
sented March 24 by the Institute in coop-
eration with the California Labor Fed-
eration.

The all-day meeting will be held at
the International House, Berkeley. The
registration fee, which includes lunch,
is $5.

Arthur M. Ross, Institute Director and
Chairman of the Governor’s Commission
on Retirement and Employment Prob-
lems of Older Workers, will open the
conference with an address on “The
Older Worker in America.”

Dr. Lester Breslow, Director of the
Bureau of Chronic Diseases at the State
Department of Public Health, will speak
in the morning on the health problems of
the elderly. Principal speaker at the after-
noon session will be Nelson Cruikshank,
director of the AFL-CIO’s social security
department, who is to cover current legis-
lative activities in the field of health in-
surance for older people.

Each speaker will be followed by a
panel discussion. Participants are repre-
sentatives of the California Labor Feder-

Management Group
To Study Problems
In Communication

A series of six seminars on “Effective
Business Communication” have been ar-
ranged for management representatives
of the St. Paul Fire and Marine Insurance
Company.

The program is being conducted by
Samuel G. Trull, Acting Assistant Pro-
fessor of Business Administration at the
University.

Seminars will cover such subjects as
the importance of advance planning, the
use of visual materials, the ways in
which individual participation in group
discussions can be increased, the proc-
esses by which group decisions are made,
and an evaluation of the “problem-solv-
ing” process. Particular emphasis is to be
put on the techniques of making group
decisions.

Recent surveys have indicated that ex-
ecutives are making use more and more
often of group discussions as a means of
solving organizational problems. The St.
Paul Insurance series is one of the Insti-
tute’s attempts, through the Community
Services program, to assist industry in
the development of more effective meth-
ods of communication.

Information on the Institute’s edu-
cational facilities and how they may be
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CURRENT
RESEARCH
ACTIVITIES

Three major works by members of
the Institute staff have appeared within
the last few months—Reinhard Bendix’s
Max Weber: An Intellectual Portrait
(New York: Doubleday, 1960) , Seymour
M. Lipset’s Political Man: Where, How,
and Why Democracy Works in the Mod-
ern World (New York: Doubleday, 1960),
and William Kornhauser’s The Politics
of Mass Society (Glencoe, Illinois: The
Free Press, 1959). All three authors are
also members of the Department of Soci-
ology and Social Institutions on the
Berkeley campus.

Since the subject matter of the volumes
lies somewhat outside the field of indus-
trial relations, the authors conducted
their research under other auspices. How-
ever, in the case of Lipset’s book, certain
chapters which deal with relationships
between occupation, social class, and
political behavior were originally pub-
lished as articles and have been included
in the Institute’s reprint series.

Bendix has been a close student of
Max Weber’s work for many years. Thus,
his book is not so much the product of a
particular piece of research as of a major
intellectual interest of long standing. Al-
though there is an introductory chapter
presenting a brief sketch of Weber’s
career and personal life, the volume is
primarily an analysis of the develop-
ment of Weber’s thought.

Lipset likewise recognizes his intel-
lectual indebtedness to Max Weber, as
well as to Robert Michels and others, in
an introductory section. He then goes on
to consider the economic and social con-
ditions that have contributed to the sta-
bility or instability of democratic insti-
tutions in modern societies. A major
theme running through his analysis is
a concern with the importance of dis-
tinguishing between education and social
class as determinants of political be-
havior.

Kornhauser’s book is more specifically
concerned with the conditions contrib-
uting to the overthrow of the democratic
order. In seeking to analyze the sources
of support for communism, fascism, and
similar movements, he develops his cen-
tral argument that a pluralist society is
likely to be inherently more stable than
a mass society. Both Lipset’s and Korn-
hauser’s studies were supported by a
grant from the Ford Foundation.
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RECENT PUBLICATIONS

Health Plans and Collective Bargaining
By Joseph W. Garbarino
(Berkeley and Los Angeles: University of California Press, 1960; $5)

Although research on voluntary health insurance plans in the United States has
been increasing rapidly in recent years, there has been relatively little careful analysis
of the economic aspects of collectively bargained health and welfare plans. Yet the
development of negotiated plans has not only brought private health insurance to many
families not previously covered but has also introduced a new element into the market
for medical services. For the first time, consumers of medical care have been repre-
sented by professional negotiators who have attempted, in some instances, to use eco-
nomic power to force concessions from suppliers of medical services.

It is this aspect of the voluntary health insurance field—the economic impact of
bargaining—that Professor Garbarino’s study is particularly designed to explore. Has
the spread of collectively bargained health plans played a major role in driving up the
cost of medical care? What has been the impact of this growth on the relative roles
of insurance companies, Blue Cross and Blue Shield plans, and independent group
practice plans? To what extent and in what ways have the county medical societies
and the hospital associations been drawn into the process of collective bargaining?
Have the negotiated plans had a noticeable impact on the organization of medieal
services?

These problems are nationwide in character, but they cannot be readily analyzed
on a nationwide basis, since most of the significant negotiations are occurring in a
limited number of metropolitan areas. The San Francisco Bay Area, which forms the
locale for much of Garbarino’s analysis, is one such area. Here the unions have been
in a position to bargain with insurance companies, the California Physicians Service,
Blue Cross, and the Kaiser Foundation Health Plan. Under some of the plans, more-
over, union members have been given an opportunity to express a choice between the
Kaiser Plan, on the one hand, and CPS or insurance company coverage, on the other.
The presence of these choices has given union representatives wider latitude in nego-
tiating for “packages” of protection than has been possible in most other areas.

Institute Reprints

Industrialization, Ideologies, and Social Structure, by Reinhard Bendix (No.
132). Dr. Bendix considers some implications of his book-length analysis of manage-
ment ideologies and the authority relationship between employers and workers (Work
and Authority in Industry, 1956) . The essay is divided into four parts: (a) a summary
of the changes in management ideology that have occurred in the Anglo-American and
Russian civilizations over a 200-year period, (b) the historical significance of such
ideologies, (c) the theoretical implications of a study that treats these ideologies as
an index of social structure, and (d) the difference between totalitarian and non-
totalitarian forms of subordination in industry.

Radiation Disability: Will It Be Adequately Compensated? by Earl F. Cheit
(No. 133). Based on a statement before the Joint Committee on Atomic Energy, Re-
print 133 examines the reasons for concern over radiation as an occupational hazard
and analyzes the problems which have-arisen in.respect to-state workmen’s compensa-
tion laws. Dr. Cheit finds that only a few of the state laws approach recommended
standards of protection; under a number of laws, workers injured by exposure to
radiation receive protection and benefits less favorable than those available to the
victims of more “conventional” industrial accidents and disease.

Biological Models and Empirical Histories of the Growth of Organizations,
by Mason Haire (No. 134). In considering a biological model for industrial organiza-
tions, Dr. Haire treats in some detail such subjects as the natural laws of growth, the
operation of natural law in forces internal to an organization, the relation of an organi-
zation to its environment, and the interdependence of size, shape, and function. He
emphasizes the need in organization theory for more empirical data and for conceptual
frameworks based on the logic of science.

Price Behavior and Productivity in the Medical Market, by Joseph W. Gar-
barino (No. 135). This article is primarily an analysis of the behavior of physicians’
and surgeons’ fees over the past two decades. An effort is made to determine the
relative importance of the factors responsible for the upward movement of the price
of medical services. Dr. Garbarino finds that the growth of health insurance has not
been as important in the rise of medical care prices as is commonly believed and that
the most important factor has been the failure of the supply of medical services to
grow with the demand for more medical care.



SOME THEORETICAL VIEWS:

WHAT IS ORGANIZED IN AN ORGANIZATION?

By Mason Haire

One of the fashionable subjects of the
day is the problem of organization. In
many academic circles “organization
theory” is an accepted term. In com-
panies a Department of Organization
Planning is definitely in vogue. We seem
to go from panacea to panacea looking
for the solution to broad gerial

to correct the trouble. A tremendous
amount of information is centralized to
create this situation, and there is a cor-
responding centralization of authority.

Favoritism tends to flourish in such
an organization. Training is minimized
because members are relatively unmod-
ifiable, and the leader tends to be the
“born” leader rather than the profes-
sional

problems—for example, job rationaliza-
tion, scientific personnel selection, labor
relations, human relations, operations
research. Interests wax and wane much
as the hems of skirts rise and fall. Each
new devel t has seemed, at the mo-
ment, to be the great white hope for
solving a company’s problems. Currently
the interest is in organization planning,
and there is a diligent search for “the
best organization.”

A real difficulty seems to lie, however,
in the fact that no one is very clear about
what the best organization is best at. By
what signs would we recognize it if we
saw it? There are three distinct theoret-
ical approaches to organization planning
and quite different assumptions are pres-
ent in each. In the first place, the ap-
proaches represent different appraisals
of the nature of man. Of course, the
character of the “ideal” administrative
apparatus will differ with differing con-
cepts of man. In the second place, the
approaches take into consideration the
adjustment problems of the particular in-
dividuals who must be satisfied (the re-
sponsible members of the organization).

Classical organization theories

Let us look at some views of organiza-
tion and see what this means. The classi-
cal theories of organization of Urwick
and Fayol are built on an accounting
model. Administrative control is built
into a system much as cash control is
built into a bank or quality control into
a production process. There is maximi-
zation of neatness and control. The con-
cept of man is that of homogeneous units,
relatively unmodifiable, which can be
plugged into the slots designed. The no-
tion of “an extra pair of hands” fits this
approach well. Specialization of function
and rationalization of work are carried
from the production line to the organiza-
tional apparatus.

This system allows a high degree of
personal adjustment because nothing can
go wrong undetected. The chief executive
officer can go home at the end of the day
knowing that not much can get out of line
without his knowing it and being able

(=}

The decision theorist

The second model is the administrative
organization of the decision theorist. In
this case, man is viewed as a rational
creature (in a modified sense). Instead
of guaranteeing that the top knows what
everyone has done, the system antici-
pates and programs decisions in advance
to take care of all choices that may come
up. We often see articles today about
attempts to build a computer that will
work like & man; a decision theory of
organization tries to specify the job so
the man will work like a computer.

The decision theorist’s organization is
a chess game in which an assistant does
the playing. The boss has told his man
all the moves the opponent may make
and which action to take in every antici-
pated eventuality.

This approach protects the chief exec-
utive. He can go home at night knowing
that no one has made a poorer decision
than he. Indeed, no one else has made a
decision. Instead of the “extra pair of
hands” of the first approach, the organi-
zation members in this situation become
“‘extrasensory” mechanisms which stand
in the place of the programmer and do
what he would have done had he been
there.

Rational man would always make the
best choice of alternatives; administra-
tive man would if he could see clearly.
Since he cannot, he is told in advance
how to choose. He is not allowed much
initiative for fear he would make a mis-
take, and little initiative is got out of
him.

The human relations approach

A third approach seems to be grounded
in the human relations movement, job-
satisfaction surveys, and interest in the
motivation of people at work. Instead of
the rational man it concentrates on the
motivated man. The aim is to create a
situation in which the individual’s initia-
tive is stimulated to the maximum. The
system calls for stated management ob-
jectives and requires that the chief execu-
tive officer set clear and obtainable goals

for all subordinates. So far as the per-
sonal adjustment of the chief is con-
cerned, this system is best suited to the
executive officer who is comfortable when
relying on the other person for drive and
choice as well as execution.

For the person who needs neatness to
be happy or for the person who is un-
comfortable relying on what the other
person sees in a situation, the above sys-
tem is nightmarish. The ability to work
as a team leader and to take responsi-
bility for allowing a team to do the work
requires a good deal of a chief executive
in terms of personal adjustment.

A special problem is involved in this
third approach. There is heavy depend-
ence on the human relations specialist’s
contention that more human satisfactions
are good. But, “good” for what? Will
more satisfactions be good for the com-
pany in that productivity will increase?
Or is the provision of more human satis-
factions simply a good thing in itself?
Perhaps increased satisfactions lead in-
evitably to increased productivity, but
we need a lot more careful study of the
extent to which this is true. And it would
be useful to have a careful accounting of
the expense of providing satisfactions
and the return from the increment of
productivity. If the contention is just
that more satisfactions are good in them-
selves, we need to make a different sort
of evaluation: how much of the com-
pany’s good (profits) can and should be
sacrificed to obtain more satisfaction?

Conclusion

The present article is not designed to
answer the question, “What is the best
approach to organization?” but it may
help to clarify the reasons for choosing a
particular method. Usually, when an or-
ganization is changed, it is in the ex-
pectation that it will be “better.”

What does “better” mean? One feels
more comfortable, somehow. But in what
way ? Does one know sooner if something
goes wrong? Are general decisions dis-
tributed to all levels for action so that
subordinates cannot make worse (or bet-
ter) decisions? Or does “better” mean
that everyone will be able to use his ini-
tiative to the maximum benefit of the
organization? The answers to these ques-
tions may have real cost implications,
and they certainly will have implications
for the executive’s feeling of security.

The alternatives have, of course, been
caricatured a little to make them stand
out, but recognition of the choices and
the principles involved is important.



ITEMS OF INTEREST . ..

‘Supervision and Leadership’

Because of the large number of re-
quests from members of the management
community, the Institute’s short course
on “Human Factors in Supervision and
Leadership” will be repeated again this
spring.

The new series will start March 3 on
the Berkeley campus. As before, meetings
will be held from 4 to 9:30 p.m. on six
successive Thursdays.

Professors Samuel G. Trull and Lyman
W. Porter of the University are in charge
of the course.

Further information can be obtained
from William E. Rogin, Institute Coor-
dinator of Management Programs, at
THornwall 5-6000, extension 2571.

Federal Employees’ Conference

The conference on “Health Insurance
for Federal Employees,” previously an-
nounced for January 16, will take place
February 27.

The one-day meeting is being pre-
sented in cooperation with labor organi-
zations represented in the federal civil
service.

Discussions will cover the Federal Em-
ployees’ Health Insurance Act of 1959
and the problems which have arisen over
cost, quality, and organization of the
health care now available.

Dr. E. Richard Weinerman will pre-
sent a broad survey of experience and
problems in health insurance and medi-
cal care.

The second major speaker will be
Gordon Peterson, Health Benefits Rep-
resentative of the 12th U. S. Civil Service
Region. Peterson is responsible for ad-
ministration of the Act in the Bay Area.

A panel discussion will follow each
speaker. Morning panelists are: Carroll
J. Lynch, health plan consultant; Austin
J. McFarlin, Manager of Employee In-
surance and Benefits, California Packing
Corporation; Dr. John Morrison, Presi-
dent of the Alameda-Contra Costa Medi-
cal Association; Donald Vial, Director of
Research, California Labor Federation.

Afternoon panelists are: George Lucia,
Assistant Executive Director, Blue Cross-
Hospital Service of Northern California;
Harry Polland, labor economist; Arthur
Weissman, Chief of Statistics, Kaiser
Health Foundation.

The conference is to be held at the
International House, Berkeley. The regis-
tration fee, which includes lunch, is five
dollars.

Supervisors Forum

Joseph Redo of the Dobeckmun Com-
pany of Berkeley addressed the February
meeting of the Supervisors Forum on
“Motivation.”

The Forum will consider current super-
visory problems at the March meeting.

Industrial Relations Seminar

The impact of the Landrum-Griffin Act
on labor-management relations was the
subject discussed at the last meeting of
the Industrial Relations Seminar.

Guest speakers were J. Hart Clinton,
Executive Vice President and General
Counsel of the Distributors Association
of Northern California, and George
Bahrs, well-known Northern California
labor attorney.

Recent Labor Seminars

Both the San Francisco and East Bay
Labor Seminars met during February.
The sessions were held for the purpose of
discussing the bonding and election pro-
visions of the new labor law.

The San Francisco group, which met
February 2, was addressed by Charles
Scully, counsel for the California Labor
Federation.

Roland Davis, San Francisco labor
attorney, spoke at the East Bay meeting
on February 9.

Kaiser Engineers

The final seminar in the series ar-
ranged for executives of Kaiser Engi-
neers will be held this month.

The group has been studying the prob-
lems involved in leadership and decision-
making.

Ross Asked to Advise
On British Columbia’s
Proposed I.R. Program

Arthur M. Ross, Director of the Insti-
tute, spent two days last month in Van-
couver, B.C., at the invitation of President
Norman A. M. Mackenzie of the Univer-
sity of British Columbia.

Ross was asked in order to assist uni-
versity and government officials in their
plans for a proposed industrial relations
program. At a series of meetings he de-
scribed similar programs now operating
at American universities and at the Uni-
versity of California in particular.

The Board of Governors of the Univer-
sity of British Columbia is interested in
developing such a project because of the
recent spread of both collective bargain-
ing and industrial conflict in the area. It
is hoped that American experience will
prove useful in the organization of an
integrated teaching, research, and com-
munity service program.

Fair Employment
(Continued from page 1)

The conference is presented in cooper-
ation with the California Fair Employ-
ment Practice Commission and Univer-
sity Extension.

The public is invited to attend the
meeting on fair employment. Conference
fee for the day, including lunch, is five
dollars.

Further information can be obtained
from William E. Rogin, Coordinator of
Management Programs, Institute of In-
dustrial Relations, THornwall 5-6000, ex-
tension 2571.

Insurance Legislation
(Continued from page 1)

ation, the insurance industry, the Califor-

nia Medical Association, the Kaiser

Health Foundation, and the State De-

partment of Sociai Welfare.

Further information on the “Health
Insurance for the Older Worker” confer-
ence can be obtained from John Hutch-
inson, Institute Coordinator of Labor
Programs.
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