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the work. They hare done an exoelient job.
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an. constitutes their unanimous recoendatios. The International

Offieers have reviewed it carefully and bolieve that its

recmndations are desirable and practicable. Wo urge its

adoption by the local mebership
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lReDort of the InternaLtionaLl Hiring Hall Committee

What th* Committee did

The C ittee has sought to conduct an objoctive surrey of the
operation of the hiring hall to find out whether It is successfully aring
out its function of equalizing work opportunity and to recmnd chan
which vould bring about better equalization.

'The Cittee's proposals, if adopted, would go a long vay, we
believe, toward insuring that every member who mies hiself regularly
available will secure his fair share of the workl. The rules and procedures
proposed by the Comittee would tend to eliinate the charge of chiseling
and favoritism which are so widesprad on the front a hich are so dig-
g to unity in the local.

In the course of its surrey the Comittee h fo sm instances
of apparent chiseli nd is ppared to t its information over to the
proper body in the local for appropriate action. We did not conceive it to
be our function to-do the Job of the local's Investigating C ittee or of
tho Biness Agents.

Our interest throughout hs been to locate any loopholes in the
existing procdures which afford opportunity for favoritism or chiseling
and to try to plug these holes. We have been more.concerned to stop the
possibility of irregularities in the future than to mke scapegoats of those
who my have taken advantaes of loose rules and procedues in the past.

With this general perspective the Comittee proceoded as follows:

1. We spent the first couple of days in the hall, a particularly
behind the dispatching indows, watching the dispatch and disc ing rules
and practices with the dispatchers.

2. We secured a r9om upstairs in the hall and invited m brs of
the local to give us any facts, suggestions, couplaints or ar wvhich
they thought would be helpful. Close to 100 mebors took atage of this
opportunity. We have a record of each complaint or suggestion, giving the
member's name, book an brass nubers, and a ry of his ideas.

3. Wo chocked all ailable records of hours work, of plugs missed,
of gray an ke-up ti.

W.We conducted a special surey of hours worked during the 189th
and 190th periods.

5. We reviewed mlnutes of the Exccutive Board, the mmbership
meti and the Grievance Comittee to check on the present status of
dispatching rules a to locate the names of men authorized to work steady.
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6. We sent one member of the Cittee to Wilington to study the
operation of the low-mn-out system in effect down there.

Need for an investigation

In our audgmenta thorough lnvestigation of the hring all has been
long overdue. Statements made by m s to the Codttee indlated wide-
sprea cynicism about the operation of the hail. r ae oonvinced
that hiring hall procedues can be improved to better equalize work opportun-
ities and there is videspread belief that chiseling is coon, that the dis-
patchers.are playing favorities, and that favod individuals are getting Jobs
off the street.

Whether true or not, the belief that these condiltios exist is
extremely damging to the morale of the mmbership ad itself b ds is-
regard for the rules. This belief on the part of th bership the
reason for setting up this acittee. When men are onvinced that others
are breaking the rules, they are thomelvso tempted to do so. The situation,
In consequence, gets vorse and Vorse.

We feel that the local officials should themselves have instituted
an investigation before matters reached their present state of demoralization.
The hiring ha is the most ciou posession of the ion a i to be
preserved at all costs, We cannot afford to let a situation develop where
any significant propprtion of the meborship believes tho hiring hall has
been corrupted. The employers tried their best lt year to weaken the ball
and to subvrt -it to their ends. If' the membership isn't prepared to upport
the hall, the employers or the NLRB will next be successful.

There are other reasons, too, why a survey of the hal is desirable
and necessary. Like the San Francisco transportation system, the ha not
been adjuted to a growing Job. The and its mthods of operation were
never devised for handing sm 2,700- mn each eeko. The employers' intonen
that gangs consist only of those working on the ship hs greatly increased the
work of the dispatohrs. Formrly, it was mostly replaseent that went through
the hall; now the entire dock contingent except hook-on men has to be dis-
patched. Operations would need to be streamlned for this reaon alone.

Similarly the problem has been a ated by the fact that the prosent
hall was designed with the expectation in mind that the Eat Bay llould
be oped soon. This ould have relie the congestion which at present is
one of the seriou problem facing the hall.

And finally, the'La and prolonged slackness of work h focused
attention on the shortomngI of the hall. Weaknesses whloh were tolerable
so long as there vas plenty of work for everyone, have become intolerable under
conditions of only 30 to 35 equivalent hours per week. The work situation has
focused attention on the necessity for dividing the work as eqally as possible
and for convincing the mbership that this Is beg done.
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FINDIN AND REC(MEIDATIONS

1. Genral laxity in the operation of the hall.

The Coittee was imediately struck by the obviously lax way in
which the hall is being operated. A fev of the more important evidences of lax
operation include:

(a) The written rules regulating dispatching are scattered in a
booklet issued in 1947 - two years ago -, in Executive Board minutes and in
membership inutes.' No one, including the dispatchers, has all the rules in
one place or even knows what they all are. It is obvious when the dispatchers
and the mabers are not sure of the rules that irregularities can easily occur.

(b) It is impossible to find out at the Records Office or at any
other sigle place what hours any mn has put in since the beginning of the
port year on December 20, 1948. The WEA records do not inolude time worked
for Mutual or for other independents. There are other weaknesses in the records
which are discussed later in the report.

up ti.
even this
the hours

different
excess of
check has
Ca_ittee

(c) Silarly, there is no record whatsooever of gravy time or make-
A record is kept of who is dispatched on gravy and make-up, though
was lost for a considerable period, but there is no record kept of
worked.

Consequently, it is impossible, without going through a mass of
records in different offices, to check whether a man has worked in
the port hours, It goes without saying that no toutine systematic
been attempted by anyone despite all the criticims of the hall. The
has attempted to do so in a limited number of cases.

(d) There is no single place where it is possible to check how many
men are working steady,, who they are or whether they.are authorized to work steady.

(e) A number of apparently unauthorized people have access to the
area behind the dispatching windows. Thou sa may have legitimate business,
this is a practice which clearly is undesirable and should be stopped.

(f) The Comittee observed that the time clocks used to stamp the
dispatch slips are not accurate and that some Job orders bear no ti stamp.
on 5, for exAmple, the Cotumnittee noted that- the slips were stamped April 6,
19148 or April 5, 1949. Not a single slip for that day carried the correct date.

When the hall is run as laxly as is indicated above, it is inevit-
able that oharges of chiseling and.favoritim will be coaon. The important
corrective step, as we said earlier, is to tighten up the operation so that
whatever lrgularities have occurrd in the past cannot occur in the future.

mach specific charge
Coltte ha been checked into.
foundation. In other cases there

of chiseling and favoritism received by the
In some oaes it was fond to be without

appears to be so basis for it.
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In general, the c ttee bellev6s that of the charges along
this ine are unfounded and that in the mm the hail hs be honestly ad -
istered. If the rules are clified the procedres tightere up, the ber-ship can be confident of getti a square deal.

2. stand

In king a study of the stand by situation, the Comte took Into
consideration first, the original purpose of stand by and seCond, to what extent
stand by is being used today.

Stand by was first started some years ago at the Clay Street Hall.
At that ti there was a large nmber of permit men who had little or no cha
to keep up to the port hours. After the hall closed at 6 p.m., a few of these
brothers would stand by in case g men failed to show on the Job. Only re-
placements of men who failed to show were handled during the stand by period.

The Committee now finds that the stand by is in reality a second
night dispatch period. Both gag foreen and companies now rely on the stand
by for men, and regUlarOOrders that are not replacements are filled after di-
patching hours off the stand by.

To illustrate this, we find companies ordering anywhere from four
to thirteen swing men at 6.30 p.m. for a seven o'clock start.

The same thing is true In regards to lift drivers. In one instance,an extra gang of 8-6-3-1 was made up off the stand by and dispatched to Pier 26
at 8.I45 p.m. Tw&lve of these men were listed as gray. This is a clear viola-
tion of the dispatching rules by the employers.

The Committee feels that this is deliberate on the part of theemplyers in the sense that they wue the stand by as a safeguard against order-
ing at the usual time men they my be able to do without.

Many individual orders are also placed between six and seven fora seven o'clock start. These Jobs are lost to the men plugged in, who went
home when plugs were mde good for the dayr.

By continuing this practice, we not only allow the employers an
additional dispatch period but force our brs to stand by after the hall i
closed in order to get their time in. Thi also tends to build up the gravytime while regular plug men are unable to get the port hours.

In checking the records, we find during the month ar April:

Total stand by Jobs - 612 Gravy - 30

Jobs ordered by oanies - 172 Mae-up - 26

Jobs in violation of rules - 211 No replace nt - 106
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During the period fromt May. lt to May 15 we find:

Total stand by Jobs - 189

Jobs ordered. by companies - 99

Jobs in violation of rules - lOb

Gravy - 31

Make-up -17

No replacement - 121

For the benefit of all conoerned and the welfare of our Union, the
C ittoe is of the opinion that stand by tim shoul be returned to its
original purpose of replacing those few brothers who for one reason or
another failed to show.

The Comittee recomnds:

(1) MHAT NO CIRDE FOR MEN BE ACCEPEEI) FROM ANY COMPANY AFTER
DISPATCHIG HOLMS.

(2) TEAT AL ORDER_s FOR GANG REPIACEMENI'S BE TURIED IN DURIING
EC*¶tAR DISPATCHINGe HOURS.

(1) THAT ALL STAN]) BY JOBS BE REPICE3{NS ONLY AlND
MAN BEINGREPIACED TO SHOW ON DISPATCH SHERT.

NUMBER OF

(4) NIBKRS OF ALL MI FAILING TO SHOW TO BE PlACED BY TE
DISPATCER O RIUYANCE BlAN ND TUR OVER TO BtBINE;SS
AGENT.

3. 8LOff
Although the contract provides for scheduled Sund.ay off for all

gAngs the C ittee finds that many angs ewrlilng when theyre listed
as £ff.

Gangsare listed in three groups: A - B - C.
February and off March and April.

Group A would be on

Il checking the records, the C ittee finds that a total df 80
nag worked on 91 Sundays when they vore officially listed as off in the

period February 1 to April 24. Sm gangs wore more than one Sunday.

The Coittee could
working when scheduled off. As
gang need work their Smd.ay off

not see- any valid reason for a gang to be
all gangs are-guaranteed the port hours, no
to-gt their time in.-

We feel that ir this situation is allowed to continue,--it will:

(1) Iead. to a breakown of the whole question of Sundays off a
a step backvard in our efforts to eventu y have al Sunday work stopped.;
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(2) Cause friction in gangs vhen one or two members may have
plnned the day, kmoving their gang was scheduled off, vhile the remining
mmbers may wish to work;

(3) Opens the way for the dispatchers to be accused of favoritism
or to practice same in allowing certain gs to work when they are scheduled
Off.

We feel that the question of Sunday off should be mde crystal
clear so every member of a gang will know exactly when he is off or subject
to call for Sunday work.

The Committee recommends:

THAT TEIUWJ ME R OF THE LABCR REIATIONS BOARD ED IATELY
NOTIFY THE WE& Al) HE1 CHIEF DISPATCHER, THAT ONLY THCSE GANGS
IN THE GROUP L1BTE FOR SUIDAY WORK WILL BE SUBJECT TO CALL.
ALL OANGS WHO ARE LISTE) AS OT WILL AUT7ATICAILY BE REPIACED
ON SUNDAY.

11.DisDatching rules

The Committee fo that an accurate, com:plete and up-todate set
of dispatching rules is nowhere available. In 19417, the rules then in effect
were printed in a yellow booklet entitled "Working and Dispatohing Rules".
Rules adopted by the membership since then are buried in minute's of the
Executive Board of mebership meetings.

This situation is a source of confusion and breeds disregead for'
the rules. If no one is sure what the rules are, it is easy to evade them and
it is easy for suspiolon to arise that others are breaking them.

Because of the confusion, the Committee observed that in so
instances actual hiring hall practices are at variance with the rules, For
e ple, rule I on page 20 of the yellow booklet reads:

"The Dispatcher shall arrange the ng orders in the sequence
a to be filled before the start of the dispatching perio and

in no cae shall the sequence be changed to give a mn a
oioe of Jobs."

This rule is not being followed in all instances.

Or, another eple: Rules 14 and 15, page 22, provides for
calling volunteers and the Use Of green slips for replacements and short
jobs. In actual practice, instituted by the dispatchers, plugs are pulled
for a Jobs hen work is slack, but volunteers are -alled for at other tmes.
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The practice of pulling plugs for all jobs under present slack
conditions Is one the Comittee approves an believes should be continued.
Our point here is simply that the written rules make no provision for it.

Other rules have been adopted but are not carried out because
the employers have been unwilling to go along. For exanple, as discussedw
later, it is necessary from tie to time to mike up gangs off the board In
order to equalize time between gangs and plugaen. But this isn't being done
because the employers oppose the use of muke-up gans.

Still other rules are entirely unclear at, the present time and
some are conflicting. No one knows just what the rule is regarding make-up
time or under vhat ciromtances it is okay to finish a job even though over
port hours.

The Comittee recmends:

THAT THE LOCAL PROCEED AT ONCE TO REVIEW AND CODIFY ALL RUIE
REIATING TO DISPATCHING; THAT ThEY BE DISCUSSE AND APPROVED
BY THE MEANERSHIP; MD THAT THEY BE PUBLISEED IN AS U5ABLE
FORM AS PC6SIBLE SO THAT IVERY 1OMBER MAY HAVE CUE. E
COMMITTEE BELIVIY THAT THIS IS A PROPER FUNCTIu FCOR TE
RECORDING SECRETARY.

5. Extent of inequality in hours

(a) A gngpp The Committee has received no complaints about
the division of work among gangs and believes that the system is working sat-
isfactoril. In any one period, there is substantial variation in the hour
worked from gng to gang, but over the whole period since Deoeber 20, 19148,
equalization has taken place to a very considerable extent.

(b) Men with very few hours. There is a large group of plug men
vho for a variety of reason apparently do not make themselves regularly
available. In the 189th period, the Committee froun that 8-pero-nt of all
the non-gng men worked fever than 65 hours, or less than half the port time
of 130 hours for that period.

Among gang members the peroentage working fever than 65 hours was
only 2 percent* These are presumably men unable to work because of illness or
injury. We believe that the difference between these two percentages, namely
6 percent, represents approximately the proportion of non-gang-men vho are not
aiking themselves rOgularly available for reasons other th illness or injury.
This tans there are about 175 men in this group. In this connection the Com-
mittee checked the number of missed plugs for the week of 5/8 through 5/14 and
found a total of 516 plug missed.

The Conuittee concluded that no reemnindatlon ragarding this group
is necessary. If a low-wn-out system were adopted, it would autontioally take
oars of this problez because men not regularly available would be dispatche* on
the basis not of their o low hours, but of the average hours for all those in
their work category.
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(c) it of hours of men over port hour at the end of the
190tlh Eoriod -5L8A9*

Due to the liitations of the records in the Records Office, the
Comittee found It ipossible to capile a cplete list of men ovor the
port hour after consideration of "gravy" ti.

The mple analyzod oonsists of 476 mea vith the highest hours
in the 189th period. Also included are 16 men vho were given 30 days off
in May 1918 by the Grievace Comittee for being over port hours. Those
men appealed their cases and no final action was taken.

For the above group of 492 men equivalent hours were figured
through the 190th period (Dcembr 20, 1948 to May 8, 1949) for ti worked
for both the Waterfront ploers Association and Mutual Stevedoring Co.

The mn vho were over by 25 hours or more are grouped as follows:

(1) Gang men: Eleven men with overages from 28 to 248 hours after
allowing for differences betwen gang hours and port hours on 5/8A9.

(2) Plug meiv: Thirty-two men with overages from 41 to 298 hours.

(3) Steady men: Seventeen n with overages from 34 to 299 (list
attached). Includes men working steady for onoac aith the exception
of garmen. The question of proper authorization for such steady vork Is
discussed in another section of the report. These overages are figured on
the- bais of o0 actl authorized hours per week, which equal 40 equivalent
hours for wsn on a 8-hour day, sUch as cooers s eepers, and 45 equival-
ent hours for mn on a 6-hour day, such as carmn.

It should be borne clearly in mind that the overages shown above
for gang and plug men include travel time of less than one hour an "grav"
time, if any. The one-half hours of travel t are included i l records
furnished by the WEA andai ot be septe from the other hours The "gra"
timean be established onll by checking Job orders for the port year and then
getting hours from the t1 sheets. This amount of work was beyond the Coi-
mitteets power. The amount of work involved in dete n "gravy" ti Va
inoreased because of the loss from the hiring hall office of the daily lists
Of "mke-upe an "a Jobs up to April 26.

Reaommendations on Records Office

fThe Records Office at present cannot furnish a m Bn equivalent
hours fo the port year. Two lists furnished by the WEAre now used. The
hours from both lists must be added overtim hour converted to equival-
ent straight tim hours The resulting figure is far from cmlete as it
does not ilude ti worked for kMtual Stevedoring Co. or vaation hours.
On the other hn it does include travel ti lses than one hour a "vy
ti. These item are not chargeable to port ti.
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The Coumittee's opinion is that the records should show the port
hours charged to each man that the WA has some responsibility inasmach
as informtion formerly available in the Records Office is not now being
furnished by the WEA. The Records Office sh-ould be able to furnish a list
of men who are over port hours at the end of each period.

The Coittee therefore reeouinds:

(1) TEI LABOR PlTATIONS COW4ITT&E REQUHTT OF WHEWEA ONE LIST'
AT TH ED OF C PEIO SHOWNG EQUIVAIT HOURT FOR
EACH MAN FROM 12/20A8 TO DATE.

(2) LRC HAVE RECORDS OP'FICE SErT U A L RTO W IDIVIDtAL
VACATION TIdE, "GRAVY" TIME AND MUTEUAL SVEORING CO. TfE
AFI!R 2/6A9 WOuD BE PcsSD. THE S G IP CO S L
AND PCBTING IT FROM4 DECEMBER. 20H TO DATE WOULD REQUIRE AT
LEAST AMT'S WORK BY NE CLK. AFTER BE:ING BSTABLISHED,
IT WOUID NVOLVE LITTLE EXTA CLERICAL WORK'.

(3) RECORDS OFICE TO NIMIAIf A RECORD OF GANG MEN AND STEADY
MEN FOR PURPSE CHE G PORT HOURE" CCMITTEE
COIPJI AN INDEX OF GANG M E I CAN BE T OVER
TO ERECORDS OFICE.

(4) ALL TRAVKL TIME TO BE CHAR TO POIRT TIME, BEGINNING WITH
NT IOD.

(5) MUTUAL STv:EVORING BE REQUSTXD TO FUNISH_ LIST OF HOURS BY
MAN FCOR PRID FROM DECDBR 20, 1948 TO FEBRRaRY 6,1919.

(6) RECOS OFICE TO FURNIH AT THEMEND OF EACH ERIO[) TO TE
BTJBINES AGENT A LIST OF TEE MEN WHO ARE OVR THE PCORT HOURS.
A CCFY OF THIS LIST TO BE PO6TED IN T HIRING HALL.

While several of the above recomndations will require additional
work on the part of the Records Office, others will save their tim The
Cammittee believes that no additional clerks wvil be necessary oucw the new
procedures have been established.

Alternative Recomendation

The cost to the Union of establishing proper recordis frm the
start of the port year, would approiate $400. If the mebership considers
it inadvisable to establish records covering past periods, the present port
hours could be toerinated at the end of the 192nd period and a fresh start
.de0 The ngs ad plug men would 'be levelled off as of that date and start

with zero port hours.

All the points in the first recommndation would be necessary
except those concern the establishing of past records.
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Steady Men Over Authorized.Hours 12/20-5/8

Brass Name Category

E. Iarson
Nelson
J. Holsworth
Mirabella
J. Tice
Randig
W. Myers
E. Lecornec
M. Kirkevoog
J. Decamp
P. MGArdle
Brady

C. Hansen
Julian
D. Cannata
W. Davis
W. Cook

Utility
Iasher Gear Dock
Sweeper
Lift
Utility
Utility
Utility
Utility
Geng Boss
Cooper
BagCge
Cooper
Cooper
Cooper
Cooper

Car
Cooper

Matson

PS & B
Ocean Term.
Matson
Matson
Matson
Matson
Matson
PS &B
Istian

Amer. Pres.
Mission Tern.
Mission Term.
Isthmian
Mission Term.
Seaboard
Pao. Fai, East

Coopers, sweepers, utility - 8 hr day - 40 equivalent hours per week
Others (gearmen excluded) - 6 hr day - 45 equivalent hours per week

(d) Inequality in hours between gin and
(d)~~~~~~~~i -n. basic

problem for the hiring hall, particularly important since the gag ere cut
down to ship gangs only, is to work out a procedure for achieving equalty
in hours between ngmen and plug en. The conviction is widespread

men vho work off the plug that the members of gangs get a much better break
and that, in fact, the whole system operates to benefit the gang men while
the plug men get the short end of the deal.

The Committee is glad to report that the inequality between these
groups is not as,great as mny believe it to be. But we are forced to report

also that the inequality coud be elimimted if the dispatchers were better
informed regarding the facts. As an example of the lack of infomtion, dis-
patchers thought that the plugmen were doing better than the gangn, though
the facts were to the contrary.

In the 189th period, the average of hours worked by gang mn was

128.6, or amoat the port hours of 130, while the plun put in 120.6 hours.
T'his is a difference of 8 hours in the period, or 2 hours per week. This is.
not a large difference, but large enough to be sie ifiot when work is so
short.

The remedy kr this situation is to =%,ke up off th-e board enough
gas so that the averages are equalize&. In the absence of adequate records,
this would be difficult to do with any precision.

However, the Committee believes that a much better Job could be done
along this line than is now being done, even on the basis of existing statis-
tics* Each week the employers compute the total straight and overtime hours

Hours
Over

336
386
1004

2491
2723
3960
3974
4579
6960
9538-
9575
9620
9628
9632
63577
65327
69583

A.
HO
W.
Jo
H.
J.
R.
R.
A.
D.
J.
J.

To
J'.
R.
R.

141
133
169
145
299
64

29i4
81

155
153
107
178
213
14.8
183
34
66



worked in the preceding week. From these figures, it is easy to ompute the
total equivalent straight-ti.. hours. If this total is then divided by 5500,
the approximate number of men available in the port, the result is the average
equivalent hours per mn for that week.

If the average is below the port hours for that week, then the
gangs are getting ahead of the plugmen. The dispatcher could then make up
gangs, using the men plugged in at the time, and hold baok the regular gangs.

If this were done each week, the dispatcher would soon be able to
tell whether he was making up'too mny ans or not enough.

The effeot, of oourse, old be to make the board move faster.

This suggested procedure is very rough. If the Committee's suggest-
ions for improring the records maintained by the Records Office are adopted,
it will be possible to work out a better method. Also, if the low-mn-out
system proves feasible in San Franclsco, this probl can be readily handled
Just as it is in Wilaington.

In order to achieve greater equalization of hours between en
and plugen, the Comittee recoomnds:

(1) TAT TE DISPATHER MAKE UP GANGS WENEVR NSARY TO
BRIlIG AVERAGE HOLM WORKED BY PLtUGEN IP TO TE LEVEL OF
HOURS WORE! BY TE GANUB.

TE CMMITTE RECOC STHAT ADOPTICO OF THIIS RECOIENDATION
IS NOT POSSIBLE WIIOUTCHCENT BY TEE EFPLOYERS. T MATTER
SHOULD, TERFRE, BE ED TO TE tnIClE MEMBERS OF TE
LABOR RIATICES CCWTTIEE.

(2) T COITTEE RECOMMENS THAT TE PRFBENT RULE 24 ON PAGE 23
CF TEE BO T CF DISPATCHING U BE ENFORCED. TEE RULE
STATES THA A LIST SHOWING GANG VACANCIS 1BE PCSTED IN

THIS LIST COUD BE EASILY COMPIED BY TEE RECORS OFFICE
EACH MONTH FROM GANG PERSXONEL SHEETS

OUR STUDY OF GANG ME SHC'W ABOUT 2600 MEN STEADY iN GANGs.
TOTAL BEOF GANG JOBS IN TEE 264 GANGS IS 2904.

TEDRE ARE TEEEFOR ABOUT 300 ^'ANG VACANCIES, OR AN AVERAGE
OF ABOUT 1.2 VACANCIES PER GAIu

6. Steadymen

The Co ttee-was asked to look into the steady men situation.
Upon searching out the steady men, it as found that no definite, concise
record has been kept in recent years,, No one knows how many steady men are
actually working or if those working are authorized by the union to work.
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In order to secure a list of steady men, the Co ttee searched
the-minutes of the Investigating Citteen of theEeoutive Board, plus
the extra men's time sheets-in the Records Office. The find s give a not
too conclusive picture nor a very aocurate one* They are as follows:

Matson - 45 men authorized by Executive Bd '47 and- v. Com, '48
2 men - no authorization found

men - total

1 mm working other docks as vell as for Matson.

APL - 15 men on docks - no authorization found
5 Steady porters not usng plug board

20 Oooasional porters using plug board
1O mn - total

2 of the 5 steady mn were found to be working for
another oc also.

California Stevedore and Ballat - 1 mn- no authorization roun

Associated Bannmig - 4 men - no authorization found

Pope & Talbot - 4 men - no authorization ounid

Sohirmer - 3 mn - no authorization fomud

Western Terminal - 2 men - no authorization found

Grwac - 12 xen - no authorization foumd

Marine Terinal - 1, sen. - no authorization found
6 men authorized by kecutive Board or by
the Investigsting Committee

2 mwn - total

Garmn were found to be steady for P.S.B. as
wel as Mirine Terminals

Pacific Stevedoring & Ballast - 6 men authorized
-j1non - no authorization found
25 men - total

Men working for this c a work in four or five
occupational categories.

Th re men were working steady at other companies
along with steady work for their ca .

West Coast Termlnals - 18 men - no authorization found



T-hu-s we find a total of 198 meon working steady. Som work under
the Longshore contract; others wider the Miscellaiou contract. ;The -
mittee is convinced that the number of men working steadyii substantially
larger thani thiss We did not have opportunity to mk a complete survey of
all the steady men. Such a survey should be mde by the local. The Coit-
tee is prepared to turn over to the Investigating Comittee for further
investigtion the lists which it has compiled.

The Comittee reco nds the following procedure In order to
nsure that only properly authorized men shall work steady:

(1) EACH DOCK TO BE CHECED BY T5 DOCK STEWARD TO ASCERTAIN
WHO IS STEADY AiD BY WHAT AUMHORITY.T STEWAR TO
SlTMIT A LEIT O TFH STEADY MEN TO TE BUBINS AGCT.

(2) E5ACE MAN NOW WOKG STEADY TO REPORT DIRECTLY TO
BUBINFSS AU3NT.

(3) ThE BBlIFIES AG TO TUER OVER TO THE IVSTIG(TIffG
CC)t4TTE ALL UAM SUBMITT TO HIM BY STEWARDS
AID BY TEE mEN TEELVE.

(4) THE IVESTIGATING CCE¶TTE TO REVIEW ALL NAMNSMID TO
ESSTUE-AN EICEPTION CARD TO EACH MAN AL'HORID TO W
STEADY;.

(5) A CARD INDEl SHWG ALL SIH AUPMRIZATICS TO BE STARTED
AMI UPT IN T FICE OF THE BBINSS AG2NT'

(6) STEDY mEu BE ALLOWED TO WCORK FOR CE CCOMANY ONLY.

(7) DCMATx BAGA(G AM HAVE AiLL PORTE AMO BAWAGEC JOC
PUE FROM TE SWAMPER BOARD.

7. Jobs without lugingin

The- fact that s men are entitled to Jobs without plu4gging Xi
lead to contentions of favoritism etc. The Cmitees found:

IStud ats 6 men 1/wk 21 .Job opportunities/o
Invest. Con. 15 men 2/mio. 60 n
Ek Board 35 men 2/mo. 70 "
Griev. Coa. 15 mn h/mo. 60 n

Besides these mn, the folowing are entitled to Jobs without
pluggng in*
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(1) Witnesses for oses coming before comittees.

(2) Crane operators for banana docks; ten (10) men for bulldozer
vork on coke at Richmond; and men for lift Jitney operation on paper.

The Coittee was inforned by B. A. Walter Nelson that the bu ozer
work had to be done by preferred men in order to keep the work for ILWU as the
'AFL thought they should do the work. In time he thinks enough men will be
qualified so that preferential hiring will not exist.

The Comittee reCinds:

(1) THAT AN lNPAID C ITTE ME R WHO is WORING TE PLUG
BE ALLOWED A JOB OPPORTUNITY ONLY IF HIS PLUG HAS BEEN
PULED. OTERWIS HE WA HIS T N BOARD.

(2) THAT AN 'UNPAID CONMITTE MEBER WHO. IS A GANG M E BE
ENTITLED TO A ONE-DAY JO(B ONLY IF HE MSSED WORK OPPORITY
BECAIBE HIS GANG WAS WORIG.

(3) THAT BUBINqS AGEN¶B DO EVERYTING POSSIBLE TO ElEND T:
L4T OF MEN AVAI ALE FCOR BULLDOZER WCORK AND LDT JITNEY
OPERATOR ON PAPER.

(4) LISS OF ME QUALIFI AND AVAIABLE FOR TEESE OPERATI
TO B3E PCOSED IN T HEHIRING HoALL.ME WHO BELIVE THEM-
SELVD5 QUALIFIED FOR THIS WORK SHt)OW PREPORT TO TB B1BINESS
AGET.

(5) CRANE OPERATORS FOR BA DOCKS SHOULI) COW OFF TH WINCE
DRIVER BOARD AS NO SPECIAL SKIL SRIEQUIsRED FOR THIS WORK.

8. Gb s

The desirability ofxthe elimination of vy and e-up Jobs is
recognized.o owever, under the present system of dispatching, only a re-
duction in the nmber of these Jobs is possible, as total elination would
make it impossible to fill all jobs with tembers of the union. Certain sw-
gestions in other sections of this report would result in the dispatching as
regular jobs of many which are now being dispatched as gav a mdmake-up.

The numbers of gravy sad make-up Jobs for the 40-day period from
4AA/19 to 5/10A9 are as follows:

CMan NLke-
NXiAht Total Di&t Total

Banam *302 86218 129 91 223
Other 318 96 41 175 2
Total 620 280 900 30 1914

*93 bsnana Jobs were filled on 4/29 by outsiders. These Jobs are not incinded
in the table.
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The average number of Jobs per veek in the 190th period from 411/
to 5/8 were as follows:

99 49
Other 81
Total 98

The number of manpower hours per week for the s period, based
on eight equivalent hours per Job is estimted to be as follows:

(aIvy 1500
Male-up 800

Total 2300

Jobs not dispatched through hiring hall

A primary dispatching rule Is that all Jobs be dispatched through
the hiring hall. Rule 1 in the booklet on working an dispatching rales states:

"Any registered longshoreman not using the hiring hall
for the purpose of obtaining a job under the Jurisdiction
of the hiring shall for the first offense be given 30
days off, and for the second offense the cancellation of
registration."

It is obvious that this rule is fundamntal to the operation of the
hiring hall.

The Comittee found that at the present ti some Jobs are being
picked up on the street, presumbly because of men failing to show vhen the
hall is closed, an are being rked as gravy the next day in the hall vhen
the.man filling the Job so requests. The man Is then given a gravy dispatch,

No record of this type of Job has been kept other than a regular
Job order maked gravy. The dispatchers state that this practice is foLloed
but do not think there are n such Jobs. The Co.umnittee was unable to deter-
mine the number of Jobs involved in this practice.

The Comittee recends:

THAT wHEvE A BOSS PICKS TIP A MAN ON S1T E MAKE A
REPORT TO THEC F DIJPATCR STATIG HEICRCtMTCE AND
ENBER OF TH MAN REPlACE1, AND THAT NOMAN F G SCE

A JOB HE GIVEN CER)IT FOR MRAVY. THE CHIEF DISPATCHER WLL
RECRD THEE INFORMTION CO A JOB ORDER AND PLACE THE ER
OF TH MAIN FAILING TO SHOW Cff TE DAILY LIT TO BE GIVEN TO
E15 BTaIII S AGi T.
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The Co ittee reels that this reccin-dation Is necessary to
prevent the possibility of intentional by-pasing of the hall in flling
Jobs. It wul hold such cobs to an absolute minimum and provide a record
of them. Discipliarwy action ageinst the man failing to show is necessary
so that replacements will be dispatched during the regular dispatching
period.

9. Bannas

The banana ship which arrives in San Francisco one day each week
is a specific problem. On busy days it is soeties difficult to get the
required men. When work is slack many of our members would like this work.

There also arises the adsdedituation of aome men working on their
port hours while many others are working on gravy or make-up.

All ng en have the opportunity to take these Jobs on gy if
their gang is off that day. Vb feel that plug mn should have the s
opportunity and ll banana Jobs be considered as bonus.

In view of these facts, the Comittee reconnds:

(1) THAT ALL J03S POR TBE BA ABT BE CONSERID AS GR(AV
AID NOT APPLICABE TO P1T TIME'.

(2) !UAT ALL CANGSBEBE MADE UP FROMT PLUG BOARID, ISTEAD
OF DISPATCHING REGULAR GANGS

(3) ALL JOYS TO COME 01? THE REGULAR BOARD FIRST ON A VOLUNTARY
BASIS. RDKAINING JOBS TO BE CALIEDFTIM BANANA BOARD.

10. (Ras laced on ice.

The Union is on record as opposed to putting gangs on ice. How-
ever, since the employers were unwilling to do awy with the practice, it
still continues.

The dispatchers expressed the op ion that under certain circum-
stances the practice is desirable in order to prevent sending new gangs to
short Jo4bs The Committee agrees but feels that the practice should be kept
to a minimm.

The present practice relative to g being placed on ice is a
follows:

(1) No day placed on ice.

(2) No gangs on ice for Sunday.

(3) No plug mn put on ice.



The Committee .till*d the on ice problem for the periods 189, 190,
and the first week of period 191.

The Committee found 95 gngs involved and 8 companies he on ice
question occued 48 tims One cany, ly, rine Teminals, created 14
itances alone. In this case of Marine Terns, it appears that the
practice is being abused,.

On Ice 3/13 - 5/10

Gangs involved . . . 95
Cct-involved .... 8

Fregmeney
Matson . . - - . . 3
C.S.BN. . . . . . . . 7
W.C.T... . . . . . . 5
Seaboard ..... 8
N .T. . .. .. .. *1)4
Jones . . . . . . .
Arrow Lines . . . . . 1
P.S.B .... . 6

48 instances

The Comittee reconds:

(1) TMAT PLTG NU STAY W GAG WEN -GANG IS PIACED ON ICE.
W1l ON: Iac, PLUG ME= MAT PLUG IN, B1UT TO GO ONI JOB IF
GANG IB REORXDRED'. PLIJ WILL BE W IFDWNTROM BOARD PRIOR
TO PIVKPTION OF WORK WITH- GANG.

(2) THAT TE CHXF DISPAT[VBER REPORT TO THE LABCOR rIATIOWS
CCTTE ANY CONPAIIY THAT]B ABUSING E PRACTICE.

U. Phyical aseto of hirig -halI

With the thougtin omnof providing more space for members using
the plug board, the Co ttee looked into the physical make up of the hiring

We find that more floor space Is sorely needed as many members
have trouble getting to the dispatching windows when their plug is called.

Much of this congestion is due to the fact that the plug board and
dispatching windows ar next to each o,ther. Men -looking for their plugs or
pl g in form a barrier, that mk-es it diffioult for those answering their
pl to get to the windows Many brothers have lost out on -One Day" or other
voly Jobs bcause of this situation.

After discussion with the Dispatchers, the Co t-tee reuends a
structural hage. (See the diagr)
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This will give approximtely 175 additional square feet to the main
hall. It will also plaoe the big day board away from the dispatching vindows.
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12. Hiring hall oDerations

The Coinittee mkeo three reco ndations vhich need no elaboration:

(1) THAT RU1E 33 ON PACE 21 OF TH !ELOW BOOE OF DISPATCHING RUL!S
BE STRICTLY ENFORCED*. THIS RTJL RAS:
"NO ON ICEPTLW OICIAIS OR ATEER PBERSC SHALm
BE SEITTD IN T ICE SECTIONI0CTF DISPATCHING

The Camittee observed that many unauthorized men were permitted in
the office section of the h . This practice interferes with the work of the
dispatchers, breeds sspicion and lays the dispatcher open to charges of
favoritism. The C ittee recognizes that insofar as the geng bosses are
concerned, they often have legitimte business with the Chief Dispatcher.
We feel, how r, that this business should be transacted through the window
provided for that purpose.

(2) THAT THERSGRAT-AT-AR14 NOT BE AIL(MWD TO HAJDLE PLUGS_.
RLE 32, P. 24 CF BOOK OF DISPATCHIG FORBIDSTHE
SRGANT-AT-AR? FROtl HADLING PLUGS AT ANY TIME;

The Comittee observed the sergeant-at-arms returning plugs during
dispatching hours. This is a double violation of the rules because plugs are
not supposed to be retured until after the dispatch is over.

The serg.ant-at-arm sho of course be permitted to help with the
daily check of the plug numbers which is mde for purposes of unemployment
ompensation.

(3) THAT DISPA CHRS CC ERTD E POBSIIIL:TY OF HAYING tlE
DISPATCHER 4VAI AT$ALL TIME INT DISPATCHING AREA SO
THAT MEN CAN (lT THEIR PLtXS MAC1 WIT01 WAITING.

13 Low-mn-out sytem

In considering the question of a low-mn-out system, the Cittee
was guided by the motion made at the brship meting of kbrch 30, 19,9.

It was moved, seconded and oarried -

"That we do away with the Low Man Out Systemrad go back to the old
system until suoh a ti that the officials ca bring in a recm nd-
ation that will dispense with chiselers.
Many of the rs ho appeared before the Committee expressed the

opinion that a fairer mthod of dispatching as needed, especially in theslow
moving categories* There was a general feeling that the recent trial of a
low-mn-out system failed because there had not been any previous -study or
preparations mde.
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The Comittee decided to make a thorough examination of the facts.
We wanted to determine what improvements could be ade and what if any were
the shortomings of our present system, our min interest being to find a way
to make our plug board work for the benefit of all the members.

In anny cases our present system forces members to gble with their
work opportunity. What category shall they plug in? WhIch is moving the fast-
est? Shall they take a one day Job? A member will turn down a one day Job
today and tomorrow or the next day he is sent on a regular Job that only labtb
one day. In another instance we find two men plugilg in on onday. The first
man plugged in gets out on Tuesday and works Tuesday, Wednesday, Thursday and
Friday. He finishes Friday at 5 p.m. Work having slowed down, the second mn
doesntt get out uatil Friday morning. His job is across the Bay and is only good
for one day. He works until 6 p.m The result is that the man who worke.d four
days is ten or fifteen plugs ahead of the an who only worked one day,.

All this adds up to an unhealthy situation and makes it obvious that
some thing should be done to correct it. The Cozuittee felt that with a fairer
distribution of the work, much of the gravy time could be eliminated.

The Committee decided to send one member to San Pedro to mke a survey
of their hiring hall. We felt this would enable us to determine if their system
would work in our port. If not a perhaps part of their -system could be used
to our advantage.

The officials of Local 13 were very cooperative and helpful in explain-
ing their dispatching methods. Pres. Ernie Adams, Chief Dispatcher W. F. Hen-
drickbon, Dispatcher W. Nall and all the dispatchers gave their time to the
Comittee so we would have a clear picture of how their system worked.

Local 13 has a memberehip of 2500. Approximately 600 are in gangs and
1900 on the plug. This compares to 2700 men on the plug in San Francisco. They
have a real low man out system. The men are dispatched according to hours, a
mber having 47V7 hours being dispatched before a ber having 47j. Each

m br puts his number a hours on a list and the n with the lowest hours
i1 each category goes out first.

Any plug amn my take a day off by simply "squaring" his number on the
list jl. This gives him his scheduled day off and protects his Job opportunity
for the next day.

A member squaring off does not lose his unemployment insurance if he
would have been dispatched that day; provided, ct ourse he is not called the
balance of the week.

All menbers are governed by average hours as aainst our port hours.
At the end of each month, any meber more tan ten hours below the average must
take the average hours. Any member hanging from g to plug or from one oate-
gory to another, mut take the average if his hours are below the category he
enters. If his hours are above the average, he keeps his hours An ber
issing three dispatch periods must alo take the averag hours. Any n missing
his plug has 6 hours added to his ti.

-20-



Thhis system is actually an honor system. Each ber keeps track
of his own hours but can check with the Records Office. Their rules are few
and for that reason are not only known but lived up to by all the members.

This system vas found to be especially helpful in mintaining
vacation hours for all members. In any particular oategory, either the
members naing themelves available will be eligible for a vacation, or none
of then will bave the required hours, We feel that this would provide a gauge
to tell if the qulifying vacation hours are set too high if so give us the
facts necessary to have them reduced.

After a thorough discussion with the dispatchers, the Committee felt
the correct approach would be to try the system with two or three of the slower
moving categories After a fair trial of thirty or sixty days, if found work-
able, and to the benefit of the members, it could then be spread to other groups.

The Comittee is of the opinion that the system will result In:

1 - The equalization of wor ort

2 - The elination of theWroblem of calling one day Jobs.

3 - Giving ]Lug men a scheduled day off.

]- Reducing gravy Jobs to a mini.

5 - A better opportunity to make vacation hours.

6 - Elimnation of .ny nnecessary rules.

The Committee therefore rconends:

(1) THAT E LOW MANI OT7T SXSTEMI BE STARTED WIT TEE TEREE FOLLOWING
GROUPS: WDINDRIVES, JITEY DRIVERS, L1FT DRIVERS.

(2) THAT IF EDRSED T SYSTEM GO INITO EITECT AT T BEGINIG
F ANY GIVEN PERIOD.

(3) THAT BEFCUE PUATING THIS SETZK ITO PRACTICE A MKETING OF Sz
THEE GROUPS AND EE DISPATCERS BE HL FOR TE PURPO?E OF
THC1ROWIXLY EPlAINING TEE R,IL1E AND DMETDS [BED'.

(4A)TT T CH DISPATCEZR EEPaRT BACK TO TH IPrsAFTER
ST BS!BTDI HAS BEW TRID FIR TWO MPRIODS.

In conclusion, vs wish to thank the officials of Local 13 for the
courtesy and help given us. We wish to especialy thank Chief Dispatcher
W. F. Hedrioksam. who bas also xpresed -his willinagne to ome to San
Fanoioso If at any ti the bership foels he cam be of assistance.



Conclusion

The C ittee is convinced that the above reco ndations, if
adopted, would go a long way toward bringing-about a better equalization
of work opportunity. They would help to allay suspicion and to prevent
favoritism and chiseling.

The Codmittee wants to emphasize, however, that adoption of any or
all of these recendations is meaningless unless the brhip is watchful
to see thait the changes are in fact carried out. Recent experience with the
low-men-out system proves that a change in rules is not sufficient; the change
has to be satisfactorily administered.

As we stated at the outset, the hiring hall is the union's most
precious possession. It was the main t gained in the 1934 strike and
we fought agan to preserve it in 1948. At present it is not working as
well as it should. The Committee believes that the best efforts of the
officials, the dispatchers and the Labor Relations Committee should be devoted
to eliminating th come so serious.

Respectfully submitted,

JOEN P. OLSEN

FREDERICK SMITH

HAL DIFEING

LINCOLN FAIRLEY
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