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I. INTRODUCTION

Americans today enjoy the highest standard of living the world
has ever known. There are many contributing factors, and together they
explain the reason for such material abundance: It is simply that the
United States of America has the highest per capita productivity ever
known.

Tremendous gains in efficiency and productivity have been realized
in virtually every phase of economic activity during the last 50-70
years, although in varying degrees.

Onpseeming laggard in the productivity pictu}e has been the field
of materials handling. This is a function common to all industry regard-
less of other diversities, Materials must be received, stored, moved
through the production process, and delivered to the final consumer,

In general industry seems to have concentrated more on the techniques
of making goods rather than on the techniques of moving them, However,
notable imorovements have been made in most industries during the last
several decades, especially in the vetroleum, steel, coal, and automo-
bile industries - to mention a few,

A sinpgular excevtion to the "rule" of increased offiéiency in mat-
erials handling in the past few decades has been the Pacific Coast long-
shore industry. In reference to the antiquity of the materials handling
methods in the longshore industry Glasséll S. Stringfellow aptly states:

."It is a paradox of modern technology that the finest in

modern productive and distributive activities are sandwiched
between material handling methods that are no more efficient



now than they were fifty years ago." 1

Jt is interesting to note that during the last two decades long-
shoring costs have risen steadily while oroductivity remained virtual-
ly static, indicating the inflationary aspects of the oroblem. Vhen
one considefs that sueh costs may renresent as high as 70 per cent of
the total operation costs of a general cargo vessel, the magnitude of
the problem becomes readily amnarent.

Great strides have been made in the shioring of petroleum products
and in handling bulk oroducts such as wheat and various ores, It is in
the handling of general cargo - the multitudinoua variety of dissimilar
goods, frequentlv requiring slightly different handling techniques, -and
each shipred in insufficient quantity to justify installation of op-
timum handling methods-- that inefficiency reirns supreme, Professor
Churchman, of the University of California, Berkeley, has even gone so
far as to say that there has been virtually no improvement in the hand-
ling of general carpgo since the days of the Phoenicians.

Higher costs effect everwvone (although in varying degrees) - the
shiprer, the shipping companies, the local and federal governments, and
indirectly, labor.

It is the intent of this paner to examine critically the wvositions
of each of the parties involved in the nroblem of productivity and the
stens that are being taken imorove oroductivity, including mechanization
and its related effects. Of particular interest is the work currently
being done by the National “cademy of Sciences under the local direction

of Dr. Peter B. Buck, which will be discussed at length., Also worthy

1Glassell s. Stringfellow, The Fort of San Francisco: Progress in Mater-
ial Handling, an unnublished master's thesis, University of Califor-
nia, Berkeley, Aupust 20, 1958, p,




of special note is the rather paradoxical position of the union in re-
gard to productivity gains, particularly through mechanization, which
led to the currents rather unique - contract between the International
Longshoremen's and Warehousemen's Union (IIWU) and the Pacific Maritime
Association (PMA), providing for a $1.5 million fund to compensate union
members for work opportunity lost due to increased use of "mechanization."
This fund has some particularly interesing implications which will be
discussed in detail further in the remort and in the concluding remarks,
This reoort is not intended to b? a comprehensive coverage of the
entire longshore industry but will generally be limited to the area con-
cerning productivity and the effects of mechanization. It will further
be confined primarily to the studies and efforts being made in the port

of San Francisco, unless otherwise specified.



II. THE LONGBHORE INDUSTRY - A CONSPECTUS

A complete descriotion of the nmature of the longshore industry
is, as nraviously stated, heyond the scope and objectives of this paper.
This section is included to familiarize the reader with some of the
basic elements of the industry to assist in general understanding of
the problems infolved and to facilitate subsequent writing. The treat-
ment in this section will therefore be brief, and perhaps oversimpli-

fied, but sufficient for the stated purnose.

Nature of the '‘ork

As indicated in the introduction, longshoring i1s a materials handl-
ing industry. It involves considerable nhysical labor - and in all tyvpes
of weather.éﬁit is hard work, There is considerable danger from slib-‘
péry holds, docks, and ladders, and from falling objects. The accident
ratio relative to other industries is high, |
' Work is performed by longshore "gangs," of which there are 206 in

San Francisco., These are '"skeleton" or nucleus groups which are sup-

‘nlemented by additional workers from the union hiring hall-as necessary.

The normal pang in San Francisco consists of 12 or 14 men as follows:

Discharging Loading
1 pang bhoss 1 rang boss
2 winch drivers 2 winch drivers
1 combo 1ift driver 1 combo‘lift driver
2 dockmen 2 dockmen
6 hold men 8 hold men

The gang boss is resmonsible for seeing that his men are used to
best advantage. He has considerably less authority now than in the pre-

1924, pre-hiring hall era,



The winch dfiver operates the ship's hoisting apparatus. This

particular job requires a great deal of skill to prevent accidents,and

damage to cargo, -
The combo 1ift driver operates the fork-lift truck either on the

dock or in the ship's hold (in the latter case additional men would
be added to the pang to work the fork-lifts on the dock).

The hold men work below decks to stow and unstow the cargo. This\\
part of the work is the least desirable, involving the greatest physicalu
effort, danger, and discomfort (heat, ordor, etc.), and is usually per-
formed by the younger longshoremen, the older, more senior men usually
prefertng the other jobs on the gang.2

The dock men rig the necessary gear for hoisting or releasing (aé
the case may be), and build loads on pallets if reqﬁired, though addi-
tional dock men may be required in this case.

There are other catagories of svecialized nature but of less sig-
nificance; also union clerks who keep accurate tally of the cargo receiv-
ed during the loading and discharging operations. They handle the paper-
work (bills of lading, etc.) involved. All total, there are approxi-

mately 4,000 lonfshoremen in the system.

The San Francisco Dispatch System

Yhen a ship arrives or is scheduled to arrive, its arent forwards
gang requirements to a stevedoring commany - which in turn forwards

their request to the Pacific Maritime Association (PMA). Such requests

’F. T. Malm, "Wage Differentials in Pacific Coast Longshoring;" Indus-
rial and Labor Relations Review. vol. 5, No. 1, October 1951,
(University of California, Berkeley, Institute of Industrial
Relations Reprint No. 37, 1952). Mr. Malm noints out the lack of
significant wage differential, but imnlies a sort of non-monetary
differential in this vractice.




are arranged in order of‘priority and forwarded to the union hiring
hall, The dispatcher at the hiring hall (elected from union ranks per-
iodically to insure impartiality) assigns work to those gangs and indi-

viduals with the léast hours worked in each calendar quarter.

Cargo Handling Operations

A brief treatment of the basic cargo handling operations may facili-
tate understanding of subseguently employed terminology.

First, a distinction should be made between the handling of general
cargo and bulk cargo. Bulk cargos, such as oil and wheat can be loaded

and unloaded in a matter of hours. Integration of facilities aboard

ship and at the dock - a situation generally neglected in the handling
of general cargo - allows ore to be loaded and discharged at a rate of
1,000 tons an hour, Cargo handling costs of such bulk cargoes represent
a very small proportion of total costs; they represent well over half
the total cost of aperations with general cargo;3,

It is in the area of general cargo handling that the greatest po-
tential gains in productivity lie, -

The actual loading operation for most tyves of general cargo can
be thought of as consisting of a number of separate steps or ."links.,”
These concepts are helpful in understanding the nature of the operation:

Apron link. The apron is the loading area (or dock) alongside the
ship. The anron link consists of the transfer of cargo from the dock
shed to shipside, usually by fork 1lift trucks.

Hook link. This operation consists of 1ifting the cargo from the

apron to the hold.

3Strinpfellow, op. cit,, p. 50.



Hold link, This stage consists of moving cargo from the hatch
square to a vosition in the winpsb next to the final stowage position.

Stow link. The removal of each nmackare from the nallet (in break-
bulk loading ooerations) by the hold men and stowing it in final posi-
tion for the voyage is referred to as the stow link. The type of general
cargo that must be loaded onto - and removed from - pallets a box or
other unit at a‘time is referred to as hreak-hulk cargo, and is the
most time consuming .-hence exrensive =method of cargo handling, Sig-
nificant improvements are being made - with urion cooreration - to im-
prove material handling of this tvne, such as:

1. palletization - the vre-arrangement and strapring of carpo on

pallets, with the unit loaded and discharged as a whole;

2, containerization - the use of a variety of shipving containers

into which loose nackages are loaded nrior to arrival at dockside;

3. cribs - vallets with sides; and

L, vans - basically truck bodies without wheels that may be lower-
ed directly to a flatbed truck upon arrival at destination and driven
away. Threse may be refrigerated, and are generally carried upon deck,
but future shins may be designed to carry vans below decks as well,
They are currently being used extensively to ship household effects of

military versonnel, as well as other military and civilian cargo.

D..lLabor-Management Relations - in Retrospect

Longshore work is by nature casual., York ovnortunity depends upon
the number of shins in port requiring services at any one time. Work

is from ship to ship and from one stevedore comrany after another, As

L ™Miings" refer to the area fore and aft of the hatch opening.
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a natural result the longshoreman's loyalty is almost entirely with the
union because he has virtually no community of interest with the em-
ployer. This has rather interesting implications in the area of manage-
ment-labor relations, and will perhaps shed a light on historical pat-
terns, A premise by Abraham Siegel seems apropros:
"It has been held that the characteristics of a job may

draw and condition certain kinds of workers, and their at-

titude may in turn be reflected back onto the industrial

relations scene, For example, if the job is physically dif-

ficult and unpleasant, unskilled or semi-skilled, and cas-

ual or seasonal, and fosters an independent spirit, it will

generally draw tough, inconstant, and combative workers,

who will be inclined to strike. On the other hand, if the

Job is nhysically easy and performed in vleasant surround-

ings, skilled and resnonsible, steady and subject to set

rules and close supervision, it will more likely attract a

tyre of person who will reject strikes as a means of expres-

sion,"

Longshoring fits the first examole beautifully, and personal ob-
servation and history will bear this out,

In her excellent booklet6 on the subject of industrial relations
in the Facific Coast maritime industry, petty Schneider reveals in con-
densed version the dramatic labor-management clashes and intricate inter-
union feuds that have characterized the industry. At virtually no time
durinF the 75 years or so that maritime unions have existed in the West
has there heen a period when peace existed at one time both between the

emnlovers 2nd the unions, on one hand, and among the rival unions, on

the other.- until the last two vears,

sqetty V. H, Schneider and Abraham Siegel, Industrial Relations in the
Pacific Coast longshore Industrv (Institute of Industrial Rela-
tions, University of California, Berkeley, 1056), p. 15.

6Betty V. H. Schneider, Industrial Relations in the Pacific Coast Mari-
time Industry (Institute of Industrial Relations, University of
California, Berkeley, 1958).




The calm éxperienced in the past two years is in sharp contrast
with previous periods. Prior to 193, working conditions were notori-
ously bad, with Shanghai-ing, beatings, and robbings commonplace on
the waterfront. When jobs were scarce, favoritism and bribery were the
rule. Management controlled the hiring, and "black lists" were kept at
various periods to discriminate against union inembers,

The New Deal restored vitality to the maritime unions with the
passage of the National Industrial Recovery Act in June, 1933, which
guaranteed the right 1) to organize, 2) to barrain collectively, 3) to
be free of emvloyer intimidation, And 4) to creat '"self-governing in-
dustry codes" covering prices, wages, hours, and working comditions.

When the employers resisted recognition of the unions and their
demands, a three-month strike, which exploded into a general strike,
tied up the West Coast waterfront. It was one of the most violent and
widespread labor-management wars in American history. Out of this con-
flict rose a militant rank-and-filer, Harry Bridges, as the commanding
general on the longshoremen's side of the battle which was destined to
be fought, on one front or another, almost daily for fourteen years.

The strike ended on October 12, 1934, with impressive gains for
the workers: an increase in base pay; a 30-hour basic week; jointly

overated hiring halls in each vort, with dispatchers chosen by the

union; and a coastwide s3ettlement, binding on all norts.8

7Clark Kerr and Lloyd Fisher, "Conflict on the Viaterfront,” Atlantic
Monthly, Sertember, 1949. In this article the authors referenced the
conflict as follows: "But 1934 meant a good deal more than the contract
which concluded the strike. It became for the longshoremen a decisive
social experience......Out of the waterfront strike came heroes, trai-
tors, and martyrs, a tradition of militance, and a leadershiv group
which understood how to use this experience in an enviromment it defined
as one of ceaseless struggle.n

8Schneider, op. cit., p. 35.
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Bitter conflict continued until 1948 when the Pacific Maritime
Association emerged with '"new faces" intent on making collective bar-
gaining a method of 8olving problems rather than a field of industrial
conflict,8 The employers made a sincere effort to bargain in good faith,
and by this changed approach, made Harry Bridges, ILWU president, moral-
ly responsible to act in good faith...and in general he has.

Since 1948 there has b?en nc major work stoopage. The relative
peace has been nlagued o%ly by low productivity and increased wage de-

mands.9-

8 The significance of 193/-1948 is profound, and may never be known in .
full, Wytze Corter and George H., Hildebrand, in their book The Pacific
Coast Maritime Shipping Industry, 1930-1948, vol., II (Berkeley and Los
Angeles, University of California Press, 1952), had .the following to
say about this period in which Pacific coast shinping suffered five
protracted coast-wide strikes, 78 nort-wide strikes, and 1,255 local
stoppages, a total of 349 calendar days and some 11 million man-days
lost forever to the economy:
"Strikes and wage costs were of great importance in bring-

ing about both the extreme instability and long run decline of

the industry. They not only weakened demand directly, by driv-

ing away business; they also reduced the supply of water ser-

vices directly in the case of strikes, and less obviously by

forcing up costs and rates relative to those of land competi-

tors in the coastwise and intercoastal trades. Yet frequent

strikes and soaring wage costs were themselves the effect of

deeper causes, originating within the troubled labor relation

of the industry."
9 Since 1948 management has followed a policy of appeasement in its
relations with the union, Dr, Peter Buck of the National Academy of
Sciences in an interview with the author refered to the union as a
"spoiled child" whom "management has given inZ%n?ht every turn,"



ITI., IMPROVING PRODUCTIVITY IN THE LONGSHORE INDUSTRY

One of the key issues still facing management and labor in the
longshore industry is that of "mechanization." The present contract
allows certain changes - vrimarily the introduction of labor-saving
devices - to be made (for a orice), but may bring the issue ur for re-
negotiation next June, 1940, Yet to be determined is the manner in
which vroductivity gains will be split., In fact, the two varties have
yet to agree upon a standard measure of productivity - essential before
any split of increased productivity can be made.

In other words, the whole question of nroductivity and mechaniza-
tion and its immact and measurement is still very much unsettled. Until
it is settled, planning for maxirum efficiency will be curtailed (managpe-
ment is urwilling to invest in exvensive labor-saving equipment unless
it can be assured of a fair return on such investment).

“ho are the interested narties in the productivity and mechaniza-
tion issue? Y“hat are their goals? Can these goals be realized? Should
they be? Who has the authority to implement the desired changes in each
case? What has been done so farp.and does the value of present research
justify the cost? These are some of the auestions which will now be

investigated.lo

1C Thesge nuestions of conflicting goals, authority and ability to imple-
ment the steps necessary to obtain the goals, and justification of goals
in relation to cost and alternatives - are essential to meaningful re-
search of this tyne, according to Professor C, West Churchman, Visit-

ing Frofessor of Business ‘dministration at the University of Califor-
nia, Berkeley. This appnroach to the »nroblem has been heloful in crystal-
izing the key issues of this complex studv, .

11
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A. Parties Inﬁerosted in Productivity

1. The U, S, Government

Perhaps THE most interested party - both in terms of concerted
effort and money involved - is the Federal Government. This becomes
apparent when one considers that 4O per cent of the general cargo handl-
ed in San Francisco is military or foreign aid cargo, and these cargo
handling costs are paid for directly by the Govgrnment. Oakland Army
Terminal alone spends over half a million dollars a month on its long-
shore labor bill, Without question, lower cargo handling costs would
significantly increase the recapture of operating subsidies (now aver-
aging between $150--200 million annuall&) since operators normally svend
in excess of 50 per cent of their total operating budget on cargo handl-
ing and‘associated vessel in port costs.ll

With this monetary'incentive - and a genuiné desire for improvement
the problem is currently being studied by members of the research sta;f
of the Nationa; Academy of Sciences-National Research Council, a gzivate,
nonerofit organization of scientists and researchers, dedicated to the
*furtherance of science and to its use for general welfare," The NAS
was originally extablished in 1863 under a congressional charter signed
by President Lincoln., I& performs research and acts as advisor to the
Federal Government on scientific matters, which explain its close ties
to the @overnment, althoush the Academy is not a governmental agency.

The National Research Zouncil (NRC) was esﬁablished by the Academy
in 1916 at the request of President Vilson to exvand the efforts of the

Academy.in service to the nation, to society, and to science in general.

11 National Academy of Sciences-National Research Council, Maritime
Cargo Transportation Conference, News Letter, No. 12.’kashington D.C,
May 8, 1959), p. 35.
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The Maritime Cargo TranSporﬁation Conference is an operating com-
mittee of the NAS-NRC, and was organized in 1953 at the request and
with the fiscal suomort of the Department of Defense and the Depart-
ment of Commerce, The Office of Naval Research, as agent for these
two departments, contracted with the Academy for the execution of the
vroject, the objectives of which are:

1. to rrovide guidance on means and techniques leading to improve-
ment in the sea transmortation of general cargo;

2., to determire critical factors and identify possible remedial
measures in the effort to reduce current ship turn-around time; and

3. to stimulate research and nrovide means for voluntary correla-
tion of research in efforts to attain reduction in shio turn-around time,

Guidance‘and review of the vork of the MCT? is vested in a 3oard
of Advisors appointed bv the dcademy for this purnose; actual operations
are carried on by a small vrofessicnal Staff headed bv a Director.12

The San Trancisco Port Studv Project

The Sar Francisco Port Study Project is one of a number of activi-
ties carried on by MCTC in furtherance of its hasic mationwide objective,
as stated atove, The project is a comnrehensive study of all factors
affecting the turnaround of general carfo ships in the San Francisco
Zay area, |

The stﬁdy is intended to nrovide nertinent facts and analyses to
labor, management, and cfovernment to assist these in fair and effec-

tive solutions to relevant nort problems. Or to paraphrase Dr. Peter

2 National Academy of Sciences-National Research Council, Maritime
Cargo Transovortation Conference, San Francisco Port Study Project.(San
Francisco, March 1, 1958).
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B. Buck, Director of the METC research in San Francisco, the port study
is trying to assist in bringing about the long needed revolution in
maritime cargo handling. The research program is tailored to provide
pertinent facts and aﬂalysls in order to "stimulate management initia-
tive and promote a satisfactory climate of labor accentance.“l3

With these basic objectives Dr. Buck and crew have channeled their

efforts into three areas, The first is a system analysis to arrive at a

method of: comnutation which will allow the best long-run balance for
both labor and management as productivity is improved. The work in
this area is being carried out by ProfessorAChurchman, consultant to
the MCTC staff on this study. Through develooment of a mathematical
"model" it is hoped shortly to be able to rredict in terms meaningful
to labor and management, what happens when such variagles as number of
longshoremen, productivity rate, volume of business, shift length (etc.)
are changed,

The second area of emphasis is the detailed analysis of loading
and discharging operations in an effort to tell how best to improve
overations, and how much imporvement is nossible, This is aimed toward
stimulating manapement initiative nrimarily, but inherent in MCTC's
efforts will be the imorovement of working conditions to make the job
easier and safer for the lonnshoreman.lh |

Some interestins conclusions have already been nroduced., In one
study of operations involving 10,000 measurement tons of cargo during

531 ganghours of work, the actual carpo handling in the hold accurred

13NAS-NRC, MCTC, News Letter, No. 12 (Washington D.C., May 8, 1959), p. 30.
14Ibid,
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only 41 per cent of total time loading, and 33 per cent of total time
discharging. However, since the four-on, four-off system was prevalent
when the data was taken, each man in the hold gang worked only half of
that time. Repeated tests verified that the hold gang is only handling
cargo about 50 per cent of the total time, but because of the system,
each man is only involved 25 per cent of the time (break-bulk commodi-
ties were studied). The slack time in both hook and hold operations is
enormous, indicating that productivity could he increased tremendously
by merely improving methods of operation, A complete breakdown of hatch
time for the above study is included in table 1, page 15 a. The reader's
attention is directed toward the eight per cent (8%) of total time used
in rigging the ship for cargo handling and/or securing the gear after
use, Also note worthy are the late starts and early quits. Should
these times be included in the measurement of productivity change be- -
tween two veriods (where elimination of waste time from the latter
would influence the degree of change)? This question - and other re-
lated ones - will be considered later,

Mr, Puck relates that theoretical system changes for a variety of
tvoical commodities has indicated that it should be possible to achieve
both manhour and ganghour productivity rétes at least double the ob-
served productivity figures. And this does not consider the additional
effect of added equinment - such as fort 1ifts, plywood dunnage, adjust-
able platforms, simnler hook-on and hook-off devices, safety equipment,
etc. Productivity could be doubled with no change other than changes
in methods of operation, Hdwedrsr, this would 1wvilve chinges tn wodk -
methods pyedéntly patr¥ of. the dntén comtraot;and wonld be the subject

of additional negotiations,
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TAHLE 1

BREAKDOWN OF HATCH TIME

San Francisco Commercial Data

Loading Time f!! Discharge Time (Z)

Set-up and Tear-down 8 6
Other Support Activity 9 9
Late Starts, Early Quits 7 n
Delays i 1
Lags ' 12 18
Wait for Hook 22 ' 22
Cargo Handling L1 33

100 100

Source: National Academy of Sciences-National Research Council, Mari-
time Cargo Transportation Conference, News Letter, No, 12
(Washington D.C., May 8, 1959), p. 31 a,
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The third area on which attention has been concentrated by the
MCTC is the development of a means of measuring productivity-on a port-
wide basis. The purpose of this effort is to help provide labor and
management with a factual basis for settling the now pressing issue of
sharing the benefits of productivity improvement, for as Dr. Buck states:

"It is evident that only after a long term settlement of

this "mechanization" or "automation" issue can cargo handling

improvements take place at a significant pace......During the

past two years....we have developed a scheme of measuring vpro-

ductivity which we think is feasible. We have tested it with

actual figures from a cempany and have extablished limits of
acCuracye......The memorandum describing the scheme was given

to the research departments of both the ILWU and PMA not as an
MCTC conclusion but as a basis for discussion."5

\

The technical staffs primarily concerned in both organizations
indicated to Dr. Buck that the tyre of scheme suggested by the MCTC
would be feasible.providing that the required data would be available
from all companies. However, a program set un by the PMA for obtain-
ing oroductivity information from all its member received useable data
from less than 50 per cent of the tonnage handled in the port. This
may partly se due to a somewhat unwieldy (in size and content) form,
but primarily it is a display of disinterest on the vart of PMA members
with regard to the measurement program. Mr, Buck renorts ‘that the PMA
welcomed MCTC's support  in communicating with its members, and that he
and his staff found themselves involved in a sales campaign «‘'not to
sell to management our varticular nlan for measuring productivity but
to sell any well-conceived plan."16

Mr, Buck also found opnosition to productivity measurement programs
strongest among stevedoring companies, each of which has convinced his

vrincipal (company he serves) that he is "best in town."™ 7 Factual

15 Ivid., p. 33
16 1bid.
17 Ivid,
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comparison might prove differently. Also, it is possible that these
contract stevedores fear any step toward productivitj improvement since
they are essentially on a '"gcost+plus" basis, and any reduction in the
the base "cost" also reduces the "nlus," They are in a somewhat similar
position to the longshoreman himself in this resvect, according to Mr.
Buck.

The crux of the measurement problem is this: The MCTC is not try-
ing to “eell" any particular measurement system; any and all such sys-
tems will admittedly contain inevitable discrenancies because of the
variability of cargo handling conditions., éut since the union is demand-
ing a share of all cost savings resulting from productivity increases to
compensate for alleged lost work onporfunity, it becomes cssenti#i to
know just how much - if any - productivity did improve with a given
change. In other words, a reasonable,  feasible measurement system will
"force" labor demands to be rational. More will be said about this
later,

Value of the study

The foregoing statement of the objectives and description of the
efforts being made by the MCTC were treated at length because they are
important attemnts to influence rnroductivity. But just how effective
and how valuable has the study been?

In the first vlace the MCTC does not have the authority to imple=
ment the chanres and schemes it oroposes and/or suggests, and in this
direct sense is ineffictive, although it must be said that it has
stimulated much thought on the subject. In this latter sense it is of
value, It is also of value in its pure contribution to science in its

collection of data which can be of use to interested parties.
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However, in view of the general apathy, disinterest, and even dis-
like of much produetivity measurement scheme - even the concept of
measurement - one may seriously question whether the ultimate value
of the improvements made and labor costs saved justify the time and
money spent in studyihs the problem, What good are good ideas if they
are not used? Only time will tell whether two-and-a-half years of re-
search (and money) have been wasted,

2, Management

During a two-hour interview with the author Dr. Buck made pointed
reference to management's lack of concern in the immortant "automation"
issue. Prior to the June 15 (1959) contract deadline he had personally
called on the presidents of two of the bigger steamship lines in an ef-
fort to enlist their support in presenting thelimnortance of the pro-
ductivity measurement problem., One could sense the disaopOintment and
frustration that must have accomvanied his efforts to "make the horse
drink," Still he is not bitter, but objective. Dr, Buck even refer-
enced a conversation he had with one of the steamship company execu-
tives who, in answer to Dr. Buck's question about why the steamship
companies did not give more thought to their future (by giving consid-
eration to the afore mentioned measurement vroblem), replied: "Hell,
Pete, I'm so busy with today's problems I haven't got TIME to worry
about tomorrow's - let alone next year's!"

In general, this seems to be manap;ment's attitude., They are so
concerned with meeting today's schedules and problems, clearing their
ships through customs and immigration and quarantine, handling labor-
relations problems, and (according to Mr. Buck) vieing for customers

and getting subsidies from Y'ashington, that they don't have time to



19
sit down and consider the future.

This short run view is very unwise from a labor relations stand-
point, because concessions, once made, tend to be extremely "sticky,"
especially in the longshore industry., The current $1.5 million "pro-
ductivity fun’ now being raised by management is the direct result of
failure on their part to have investigated the problem of productivity
and its measurement. The fund is in essence a payment to the union
members for unknown hours of work that migh& have been lost as a re-
sult of improvements in materials handlinf methods and equipment by
some companies, Perhaps the amount is union's "fair" share of pro-
ductivity gains (lost work oprmortunity); perhaps it is far too much to
pay for lost work opvortunity, in which case it be a "gift." The sad
truth is that no one knows.

In extenuation, it should be noted that Mr, Paul St. Sure, Pres-
ident of the Pacific Maritime Association, has cooperated fully with
Dr. Buck and the MCTC, and is very much interested in the latter's
efforts to collect solid, factual data about the cargo handling end of
the shipring industry., He realized the value of the faptual approach
to management and labor relations, and at?ﬂggzh,-l959 conference of
the MCTC, appologized for the slowness of some of PMA's member compan-
ies, and pointed out that cooveration is greatly increased. He also
expressed concern that the MCTC refrain from making any statementsa:
which might be taken as recommendations by either party (labor or man-
agément) as this might impair MCTC's position as g¢n independent and

resvected fact-finding group.18

18 Mr, St. Sure pointed out, as an example, that since the size of
sling-loads is a negotiated matter, the MCTC's presentation of theore-
tical comparisons in which draft size is a variable must, by all means,
avoid giving the impression that MCTC is recommending specific action
in this area.
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From his talks with union representatives the writer gained the
imprcasién that Mr. St. Sure has had a.definite influence on the peace-
fulness of management-labor relations of the last few years. He has
a great deal of respect in union circles.

These remarks about Mr, St, Sure are included to point out that
the aforementioned management avathy is concentrated in individual
shipping companies, not in the PMA,

In addition, it should be pointed out that the interests of
management (in the individual shipping companies) are considerably dif-
ferent those of the Government and MCTC., It would be well to review
them.

Basically, maﬁagement does not have the incentive to improve wro-
ductivity that the Government has, With the exception of growth and
additional revenue. from expanded business resulting from such improve-
ments, management does not have much to gain. Granted, &.company's
costs will be cut as ship in-port time is reduced, but not much of
the saving will go to the company.

An example will illustrate why. If the reader was to assume the
roll of a shipoing company official his thinking mifht very well fol-
low this line of reasoning:

"0.K., I invest in some expensive materials handling equipment.

It cuts my labor costs, shortens ship turn-around time, and increases
my profits. Since my profits are now up above what the Government
considers normal, gy subsidy will be cut by 50 per cent of the "excess,"
so that my dollar is now worth 50 cents. Federal income tax takes

half of that which leaves me 25 cents of every dollar saved. The union,
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not considering my 75 per cent srinkage, will prébably demand a large
share of the remaining 25 cents, and if there is anything left I may
be able to recover my investment - if I'm lucky! "

From the foreyoing (somewhat over-simplified) example it may be
easier to understand why management has not been more enthusiastic in
its annroach to the question of productivity. It is frankly easier to
follow a line of apvreasement of union demands - and collect subsidies
from Yashington (who is committed to paying them if the country is to
maintain a merchant fleet - so vital to national defense) - than to
invest capital in something which may 'not earn as much (after "deduc-
tions") as it would invested elsewhere.

Furthermore, it is not feasible for some companies to make sub-
stantial improvement in materials handling facilities - particularly
those who have many porﬁs of call, On the other hand, Matson is inter-
ested in mechanization hecause they have only two or three terminals
to equip.

Other management efforts to improve cargo handling are noticeable,
There has been some switching over to containers and vans. There is
vromise of further effort in these lines. Management is investigat-
ing and using palftization techniques to overcome the break-bulk prob-
lem. Recently management has commenced to exercise a firmer hand over
labor practices such as early auits and late starts which we saw before
amounts to as much as 7 to 10 ner cent of time lost in operations. Such
oractices originally began because of management indifference, and it is
encouraging to note this change in attitude. But others have made lit-
tle or no effort to imorove hreak-hulk overation, Why? One reason: Con-

tainers simoly do not fit every situation, and - Dr. Buck indicates



that we are still likely to have a large amount of break-bulk cargo.
However, in neither case has management shown proper concern for pro-
ductivity measurement.

When the author ;nd a fellow student inquited over the phone if
we might make an aprointment to talk to someone concerning PMA's plans
for productivity measurement, we were nolitely informed by Mr. Max
Kossoris, on loan to the PMA from the Bureau of Labor Statistics,
Department of Labor, that management was still in the planning stage;
that they had nothing written which they might provide on the subject;
and, uoon hearing that the author had an abpointment with the Research
Director for the IL™U, Dr. Lincoln Fairley, said: "Go talk to Dr.
Fairley - he knows more about our vosition than we do!"

This is either a compliment to Dr. Fairley or a.tellinp comentary
on the PMA = or both,

How does management (in this case the PMA) feel about Dr. Buck's
suggested method of nroductivity measurement’ (aside from the afore-
mentioned avathy)? In general it all right. llowever, both the union
and manarement are thinking about a similar, but more comprehensive
method., Both Fairlev and Kossoris have been working on it (jointly).
And it is essential that manarement and the union do cooverate in their
efforts to resolve the nroductivity issue since they are the varties
most resnmonsible for its imolementation., They have the means and vower
to do so, That is why the MCTC (who does not have the authority or
ability to force mechanization and imnroved work methods) has worked
so hard to make productivity attractive to the shinning companies and
to rain union cooperation - because it must rely on these varties to

act in response tc its efforts to pain its ends,
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3. The Union

A popular baby food manufacturer uiaces a slopan on each small
can of baby food: "RBabies are our business.....our ONLY business!"

In much the same way the II¥U's nrime foal is the defense and pro-
tection of their members and their jobs and working conditions. The
union is therefore verv much concerned with anyv issue - oresent or
potential - that may effect its members.

It is vitally interested in the "mechanization" (so-called) issue,
and has throughly investigated every asnect of the onroblem. They real-
ize the vublic aversion to "featherbedding," and rather than resist
oroposed changes resulting in lost work and increased productivity,
the union ﬁas used machanization as an arguement to justify general
wage increases at refular wase reviews, They have not attempted to
"cash in" on past overational charfes because they feel an arbitrator
would rule that they had already received these benefits in the form
of hicher waces, These thoughts are‘presented to illustrate that the

union has thoroughly considere’i the implications of "mechanization,"

from an Objepyéyghfvif se]f-interes@gq - point of view. Their various
"caucuses" on the matter oresent many interesting voints to ponder,
and show a very lorical amrroach to the nroblems wﬂich are created

hv technoleogical advances in the industry.

The issue a vear arfo wvas how the union should pick up "their"
share of rains from nmecharizationi In ware increases per se? In fringe
henefits? In shorter skifts?

This issue seems to hive heen Jecided in some measure in the last

contract settlement, in vhich the PMi arreed to comvensate the union

members 1ith a lump sum for any and all nroductivitr gfains realized
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before and/or during the contract year, It 'is understood that during
this year (ending June 15, 1960) the union and management will cooper-
ate on a productivity measurement method which will rermit accurate
(within limits) calculation of actual oroductivity gains (work onpor-
tunitv lost to the urnion), and that the union will, most likely, in
the future, receive a still-to-be-nesotiated nortion of such future
pains, The contract allows manaceament to make certain changes - such
as the introduction of labor-saving devices and squinment - as long as
the operation does not reauire individual speed-uns or Janper, or re-
duction in gang sizes,

Naturally the union would like to get the largest nossible slice
of the increased oroductivity pie., s one of their representatives
nointed out they are concerned »rimarily with hettéring their own posi-
tion ",..like everyone else in the free enterprise system, thourh this
is not necessarily the best way to operate."19

it present the union is offering or pronosing that the reristered
wvork force receive one straicht-time hour for every hour lost to oro-
ductivity increase, This is not as exorbitant as it appears at first
flance, The straisht-time hour base rate of 32,74 an hour represent
only about A0 per cent of total wages of over 3,.50 when you include
fringe benefit contributions hy tii» employer. When you consider the
overtime saved, the diffefential would he eveﬁ greater, The 60 per
cent fipure, then, seems 2 reasonable (though perhaps excessive) first
bid (Mr. Buck indicated 20 per cent would nrohahly be a more realistic
fiFure), Again, this would not he too unattractive if the specific
increase could be done away with in a year or two. These are problems

ttot v11]1 face nerctiators this summer,

10 . . . . .
' = smion 1s not noted for its love of tha free enterorize system,
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The ILVTU does nct wish any reduction in the labor force, but is
willine to allow normal atirition to reduce it tc an aptimum size (yet
unknowvn - Yr,., Churchman's stuiy mey throw licht on this subject).
Insistence on maintenante of the rresent work force mirfht be subject
to consideratle disnute in some industries, but ° in the longshore
injustry the oro™lerm is mcre academic than actual since the average
ace of tre lator force is 52 years, Gtiil, the insistence on main-
tainins the »resent work Torce in an eymandings economyv which could
absorb the .tisnlaced mer anvrav is an interesting contrast to the view
taken *v John L, Lewis of the 'nited Mine '‘orvers vho "‘orced" mine
onraratore fo meclanize, even thouch such sction wordd cost union men
thalr ‘oz, Lewis helieved that other irdustry cculd absor» many of
the —wen (3% as) an? “hat mechanization o t-a coa?vindustry would
henefi+ tre ,narigtorsg, the riners, and the eccromv,20The ILUT is not
30 ijealistic in cutlook as Mr, Lewis (r~ut then, they are not alone).

How successful has the uninn been in obtaining its poals? Pretty
successful, The recent contract was, in the view of the author, rather
favorz'le to “he unicn - especially the $1.5 million fund rrovision.,
Manarerent's nrevisuslv 4fscussed rreoccunmtion and indifference and

5" »yness te start on the oroductivity measurement orohle~ means that

"0 In 4 recant intepyiew (7.3, 7 - T C3LD REPCRT, 'ovember &, 19459)
Tre imwis state? N5 serscnal nhilosorhy on the mechanization oroblem:
T e have coonarate! with w~lernizat’on trands ever since the machines
Tirst ~awe into the Indastey, Trev wepre called "iron ren" at first.
Yoo cive voan exarale tovrisal of many throurtout the industry, the
(Tffir;'*"tata hat an ex-erience with modernization many vears ago.

Tra npincival overat’io unit:z were ovnel by the raiiroads. They were
ctey 1Y f,L]Lny hetind herguss trev had nct modernized. They decided
too vt eoduce new machinertv, e knew that it would cut the work force in
hat . It was bhad news, but ve were ohliped to tell the men that we
ekt it was a rortr10ut1qf L0 the American economy an’' to the success

A7 these ~reat industries. ' & tol? tham Jt was necessarv so that we
corn o somrete with othier countries desnite our higpgher wages and better
vor- o~ e St icns, Te told them tlat the men Jisrlaced by the machines

Vot i et e onreorted in ottier secnents of e economy.M
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apain this June negcotiations on this subject will be on a subjective -
rather than quantitative - hasis, as accurate measurement of productiv-
ity pains will be impossible until a hacklog of data.can be gathered
for this nurnose,

The part of the union in this entire productivity or mechanization
issue/iﬁimary. In a very real sense the union determines the degree
and rate of nrogress in material handling on-west coast docks, The
concentrati&n of nower which the union enjoys has rhilosonhical and no-
litical implications heyond the scove of this paper, and vould be a
rood subjiect for arother. In a democratic society poﬁer implies res-
nonsihility, Monopolies are not nermitted except where thev would be-
nefit the general nublic, and then they are carefully controlled (utili-
ties, for examnle). In a very real sense the IL\'U is in a monovolistic -
position, subject only to the control of nublic ovinion (which could

cause lepislative action if sufficiently aroused). Compared to Gollath

ILLU, the PMA is a Dav1d - without a sling; the balance of power is I: 2:3::&1*}

;;fﬁ

X

one-sided, an? it is the opininon of the writer that the loser is the

%‘E

general oublic, -

L. The San Francisco Port Authority

The %an Francisco Port Authority is a state agency which acts as
"landlord" of the nort, It takes no part in labor disputes. It merely
mairtains the piers and collects the related fees, Since the more
cargc delivered over the piers the higher the revenue»to the state,
the Fort iuthority has a natural interest in improving révenuos through
increased business to the port, Cutting material handling costs and
ship turn-around time might stimulate business. Thus it favors any

move to reduce such costs, in general.
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For the past several years the Port Authority has been paying out
more for repairs and upkeep of docks and facilities than it has taken
in from revenues. The old, picturesque finger piers are extremely cost-
ly to maintain,

"EbascoStudy

In an effort to find ways and means of imorovines the oort facil-
ities, the Port Authoritv commnissioned the ¥basco Services Incorporated,
a consultant firm, to study the nroblem of port facilities and make
soecific recommendations for improvement,

In September, 1959, the firm nublished the results of its four-
.montk study, The San Francisco Port Authority was advised to rip out
most of the old Embafcadero wharves and confine the bulk of cargo handl-
ing to compact, ultra-modern facilities to be built south of the BRay
Bridre anchorapge.

Ebasco pointed out in the study that from 1948 to 1957 the volume
of shipoing through this port remained almost static while shipments
through Oakland-Alameda increased 172.9 ver cent. San Francisco had
declined from 62,2 per cent of peneral cargo shipments from the.Bay
area in 1942 to 26,7 per cent in 1957. Much of San Francisco's decreas-
ing shares was blamed larrelv on the decline in intercoastal and coastal
traffic. The renort explairs that:

"Presently the cost of loading and unloading intercoastal

and coastal shios can exceed 50 ver cent of the total cost of

vessel operation. 'ith the .adoption of imnroved cargo handl-

ing methods this cost can be reduced to something less than

10 per cent of the total cost of vessel operation," 21

The forepoing serves to emphasize that low vroductivity is not

ine only to restrictive practices of the longshoremen. Rather, the

-

<. . - .

1 fhasco Services Incorvorated, Port of San Francisco, New York,
Sentarher 1750 n, 5 (Summary Rerort),
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report points out that the inadequacy of the present port facilities
are a major factor in low productivity and resultant high costs of
handling general cargo.

The report also pointed out that to institute these improvements
in cargo handling will require the wholehearted co-—overation of the
labor unions serving the waterfront....and that all interests must re-
cognize that unless something is done to solve the cost of handling
break-bulk cargo, this tyve of cargo could disaooear completely and
waterfront labor would be the nrincipal loser.

It is interesting to note that the Pbrt'Authority has since bought
the land recommended for the construction site for the new terminal.

5. Stevedoring Companies

As previously mentioned, the stevedoring comnanios'essentially
overate on a "cost-nlus" basis - the cost of labor to them plus their
added charge or fee, The less hours worked by lahor, the less "plus"
the stevedoring comnanies can add to the bill, In a sense, they are
in much the same vosition as the longshoreman himself, who has no rea-
son to hurry - he would only be cutting his "buddies" out of work,

Stevedoring companies are labor brokers, Like any broker who
vorks on essentially a commission, the more they "sell" the more they
make, Hende, any move to reduce the amount of labor the stevedore

company sells will not be enthusiastically received.

Measurement of Productivity

1. The Need for Measurement

One need for vroductivity measurement is to nut collective bar-
gaining on a rational, nuantitative basis, This has bLeen discussed
at sufficient length on page 11,16,17,19, and 22, and need not be

further emnrhasized,
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From a scientific standpoint the work put into developing a
measurement system have &n intrinsic vainc, and the MCTC hopes to be
able to use the methods and fnformation learned in the San Francisco
study in other similgr situations.

2. Problems Associated with Measurement

There are many problems which must be solved ar at least con-
sidered by management and labor in the develorment of a productivity
measurement scheme,

First, there is the lack of standardized data. Historically, each
shipping company has keot its own records in its own way}) - measuring
the same type of cargo first in measufnm?nt tona; then in long tons -
so that such records have been useless for accurate research. How-
ever, starting this month (January, 1960) the PMA members will be
required to contribute to a "productivity fund" in direct relation to
the amount of cargo they handle, and must file a uniform report of
every loading and/or discharging overation, which may well solve the
problem,

Another problem is the lack of distinction as to what constitutes
"oroductivity." Should the time consumed in early quits and late starts
be included in the base year(s)? Should hatch time and rigging time
be considered?

Will the "tax" be the same for all tyves of productivity? Some
improvements will be made only as a results of heavy investment, and
returns must be allowed to accrue t® the investor - sufficient to
recover his investment as well as some profit. On simple changes re-
quiring no investment, the union might conceivably seek a higher pro-

portion of the gains. But what percentages? What about the percentage
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on moderate investment in handling equipment?

How long will the "tax on an improvement run? Forever? Long
enough to allow attrition to balance out the industry? A year? Two?

Another considera£ion: "That base period should be used? One
year previous? The average of two previous years? Three years? Should
it be a moving base?

These are bhut a few of the problems which union and management
must work out in their future settlements,

3. The Fund

The Pacific Maritime Association is cufrently in the process of
collecting six (6) cents per man hour from each of its member companies,
This money will go into a fund to compensate union members for work
oprortunity lost due to utilization of labor-saving de&ices, as pre-
viously mentioned. Next June.(196C) the entire 31.5 million fund will
be turned over to the union for distribution to its members in a manner
yet to be decided.. The interesting thing is that no one really knows
how much work opportunity was lost !

Nue to the lack of quantitative data on which to base such a
nayment, the fund takes on the appearance of an appeasement payoff.
iowever, the nvayment has one generally pood effect - it has stimulated
interest and study of the nroblem by management. In a sense it is.a
renalty to be vaid for not having previously developed a productivity
measurement ,

The future of the fund is uncertain. Just how it will be raised
in the future is also uncertain., Future contributions may vary accord-
ing to the amount of savinpgs realized, a more equitable solution.

One thing is certain - future payments from such a fund will be
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computed payments, based upon productivity measurement systems mutually
developed by the two principal parties. Management might even have
some "say" about future distribution of such funds,

It has been surgested that future funds would act like bank re-
serves. The amount of lost work opoortunity would be computed, and
the union members compensated. The balance would serve as a basis for
the next yearts fund.22

Other possible uses of the fund: It could be used for severance
vay, to help displaced workers and their families relocate; or to re-
train workers or to retire them early, Buﬁ again these suggestions are
academic in view of the present economic condition, the maturity of
the labor force involved, and the control over some’ of ‘the -more im~
vortant improvement factors (such as sling loads), historically part
of the contract (but which are imnortant variables and could substan-
tially improve productivity).

It is important to keep in mind that the fund could emerge from
negotiations next June a considerably different concept - it might even
be done away with for a more suitable means of remuneration.2? It will
be interesting to see‘what will finally evolve from the efforts and
conflicting interests‘of the various narties involved #e to examine
new apprqaches to the not-so-new oroblems of mechanization and imoroved

work methods, so basic to our standard of living.

22 Aumour # Company has agreed to set up an "automation fund" in its
Chicago nlant. 2 joint labor-management committee will study the prob-
lem of "automation.," Although the exact ourrose of the fund is uncer-
tain, it reflects an increasing trend in all industries to assume more
resnonsibility for employees. As T. J, \latson, Jr., President of IBM
said recently: "An emnloyee who has invested a share of his work life in
a company's business and who has performed competently in his job is en-
titled to every consideration we can five him should he find himself af-
fected h technolorical advances." (Wall Street Journal, December 1,1959).
23 The tax implications of the fund are still being investigated by

the PMA Lo see if the fund will be deductibhle,




IV. CONCLUSIONS

The following conclusions revnresent the opinions of the author
enlightened throurh reading and study, interviews, discussion, obser-
vation, more discussion, and a great deal of thousht., The author ac-
cepts full responsibility for his findings.

The Maritime Cargo Transportation Conference Study

1. The study has been valuable; it has essentially attained its

of .
goal devising methods of improving cargo-handling overations, measure-
ment of such improvement, and making Such information available to
management and labor. Such information has not only been of intrinsic
value, it has stimulated similar investigation by interested narties,

2, Yain value - a restraint on the union. ¥hen productivity in-
crease is known union is at a disadvantare., 1f union seeks henefits
in excess of those due to this increase the results would be inflation,
and inflationary wage increases are "frowned unon" today - especially
when the union members earn a median of arproximately 36,500 or better,

2. Fowvever, the MCTC has no authority to imnlement its findings,
and is thus limited in its measure of effectiveness, Its roll is that
ol a non martial fact finler - to assist union and management to improve
conditions,

Lo Tost - excessive, If the value of the research s measured in
actual pains in »roductivity the money has heen wasted, In terms of
mo4vation of other narties tc the mechanization-nroductivity oroblem,
the exrense of two rears of research is somewhat justified but excessive,
In terms of long-rmn berefits as a result of suhsecuent action taken

hy the interested parties - who knows? The author admits he does not.

22



B8, The Pacific Maritime Association

~
Le

1. The PMA, under the direction of Mr. Paul St. Sure, has done an
excellent job at improving management-labor relations in the industry,
as evidenced by the lack of work stoppages, the conspicuous restraint
both parties have shogn toward each other in press re)eases, conference
revorts, etc.

2. The majority of shipninp companies favor a policy of coopera-
tion with union,

3. A policy of arparent arpeasement has generally been fdl]owcd,
but that it was inevitable in view of the balance of power in favor of
the union, the new management ohilosophy, and a social climate favoring
security and increased concern for "the working man."

4. The PMA is really interested in imoroving nroductivity.

%« It has been handicapped internally by member'companics who are
no£ so excited ahbout "mechanization" for vreviously stated reasons -
namely inaonlicability and lack of incentive.

6. Possihly scme of the members nf the PMA do not care for
Government interference or even suggestion (This is strictly conjecture,
not fact, but the management in this industry is noted for its old style
conservativeness, with its aversion to Government particivation in busi-
ness matters - except in the realm of subsidies).

Union

1. The union is the nrincimal vower in the industry. It enjoys
a mcnovoly vosition with regard to the suprly of lahbor to the industry.

2. It is almost antirely motivated "v self-interest. This is ac-
centable in a competitive situation, hut the union has no competition,
It feels responsible onlv to itself and its members. It does not feel

it is resnonsible for general public welfare, and is not concerned



34
ahout it, esrecially,

2, Similarly, the union is more interasted in the future, though
for admittedly selfish reasons ("Selfishness" - if used in the area
of self-hetterment and imnrovement - is not recessarily unjustifiable,
but in a community situaticn demands moral temperineg and restraint).
T™he o141 idea of inevitakle class conflict is still nrevalent, Undoubt-
edly former managrement contributed to this feeling, as did
other factors,

4. The union has the power to obtain its foals of imorovement of
th= wares and workinfe conditions of its members, :ind simultaneously
strenrsthening its own position as a definite power - not only in the
industry but in the economy and nolitical 1ife of the country as a
whole,

5. e union is Jedicated to its economic, social, and molitiecal
roals - as discussed herein and otherwise, Its staff memhers impressed
the author as dadicated to the union cause. There was a sense of urgen-
cy ahout them - as if they had a story to tel”. They were not only

hel-~ful, they were eager tc helpl

General
1. The problem &f mechanization is not new, Mechanization - or
the more momular "antomition" - has created more jobs than it eliminat-

ed, The problems of mechanization and use of automatic controls in some
instances ; ire not nearly as revolutionary as was the introduction of
the zssembly line by !'eanryv Ford, All narties realize this, The econo-
my as a whole will benefit - not suffer - from mechanization, as our

standard of livine testifies, The TIV'U realizes this, but wants to
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let work force gradually decline, rather than permit method changes
which ig terms of the whole economy might be beneficial, but in terms
of lost work would be an unhappy situation for the union, since the
work force would not hav; had time t& adjust. Adjustment would not
take long in an expanding economy, but would mean unemployment in a
declining one., Furthermore, there is no guarantee that increased pro-
ductivity savings would be passed along to the general mublic. It might
Just as well end up as greater ovrofits for the shipving companies, and
in this case the union feels it has just as much right to it as manage-
ment, particularly since the pains were made ét‘?“io.pcnsc" of the union
("Union" here used to mean members of the union). In a sense they are
justified in this vosition.

However, to the extent that the added vrofits wore.r;-invosted,
thus creating more jobs, or to the extent that lower subsidies could
be paid to the operators, thus saving the public money, the union's
vosition is invalid. However, the shipping companies are less interest-
od,‘seeminply, in expansion than in conducting their day to day affairs,
Where should the "savings" po? Uhere will they go? These are two
still -to-be-answered questions,

2. Of all the interested pnarties, the Government seems to have the
most important "stake" in iLhe improvement of longshoring productivity.

a) It will save considerable money in direct shipping costs and
in subsidies.

b) The develorment of so-called "trade fleets" of roll-on-roll-off

vessels would prove very beneficial in time of war,



V. RECOMMENDATIONS

The following recommendation are presented for the reader's con-
sideration; |

1, That the MCTC study continue - nerhaps at a reduced level -
to assist management and labor until an equitable solution to the mech-
anization problem can be worked out, so that mechanization may proceed.
Without MCTC looking over both union and management sholders the ovub-
lic could suffer, The close relationship of the MCTC to the Government
is a strong psychological inducemsnt to good faith bargaining.

2, That the PMA intensify its productivity measurement studies.

3. That the PMA continue to clamp down on non-contract work prac-
tices, such as early quits and late starts, and if noéossary ask the
union's cooperation and assistance on these matters.

L. That the PMA try to make itself more accessible to students
(they MUST be busy!).

5. That the following productivity "split" be considered:

a) On improvements which will take over a year to pay for them-
selves - 20 ner cent to the union the first year, 10 per cent the second,
no "tax" the third year.

b) On imorovements which 5:5 than a year to recover their invest-
ment - LO per cent the first year, 20 ver cent the second, none the third
vear,

In periods of economic growth when total hours lost are offset by
fains in business, so that the same number of hours worked remains un-

chanped despite increased nroductivity, the justification (to compensate

36
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for lost hours) would have less meaning, and it is recommended that
the above percentages be cut in half in such veriods, since workers
are not suffering a dron in may.

6. That the IIWU and PMA continue such caucuses as those held in
1949 on what could be AOnc to imorove the industry. Anything that
builds mutual appreciation for the other's vroblems and outlook - that
aids in understanding the other's voint of view - will benefit everyone
concerned., Present relations seem to be based on a sincere desire to
"pet along" and to understand each other's nroblems. Time is on the

24

side of neace. Any means that will tend to strengthen this relation-

ship should be investirated,

2L Clark Kerr and Lloyd Fisher, '"Conflict on the Vaterfront," Atlantic
Monthly, Sentember 1749. p. 23.
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