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C. Relationship of internal and joint committees to community
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D. Committees and local union leadership in conflict and
cooperative situations

E. Special implication of ccomittee work to trainees in
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XVI The Local Union Executive Board

A. Make-up of the board: formal (constitution or by-laws)
vs. informal

B. Board functions and responsibilities
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2. On joint labor-management (collective bargaining)
probleAs
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3. The decision-making process

4. Leading and/or representing the membership
5. Reporting to the membership

6. Influencing the action

C. Role-playing by student groups using audio-visual
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By La'wrence L. Lien

I he Leadership of Human Resources-

A Framework Managers Can Use
Management, the people involved and the pro-

cedures followed, has been identified as the main
factor influencing the success or failure of busi-
ness organizationis. Dun and Bradstreet, an invest-
ment researlch firm, has cited poor managemenit as
the precipitating cause of corporate bankruptcy.
Management, of course, is an all-encompassing
word, and to be examined must be broken down
into its component parts.
Within any profit-making organization, utiliza-

tion of human and physical resources to produce
a return greater than the expenditure involved,
or to make satisfactory profit, is principally the
responsibility of the management people. Func-
tions involved include planning, organizing, staff-
ing, directing, coordinating and controlling. These
functions of management are performed by all
ONels of supervision from the president of the
company to the foreman of the smallest crew.
However, the methods they use, their span of
control and their range of objectives differ, which
necessitates the development of dissimiliar skills
to be effective at various levels. For example, it
is not necessary for a production foreman to be
knowledgeable of corporate tax matters or ac-
counting procedures to be good in his job-
whereas such knowledge is necessary to be a good
president. However, in dealing with the human
resource all levels of management must possess
approximately the same knowledge and skills to
be effective leaders. The difference here lies only
in the number of people led, and not in the per-
formance of the activity.

This article examiines the idea of leadership,
especially as it applies to the supervisor vithin
the corporate enivirornment. It will begin by dis-
cussing various aspects of leadership in general.
What Is Leadership?

Possibly it woould be better to have asked the
question, "Who is a leader?"'For leadership is
A,quality or group of qualities atn individual poss-

Lawrence L. Lien, a tr4 ing and developm^ent specialist,
is with Peter Kiewit So71s' Contpany, Contractors, in
Omaha.

esses which identifies him as a leader.fMost ex-
perts agree that a leader is anyone wfib has in-
fluence on the individuals around him. A group
leader is considered to be the person who has the
most influence on the activities of the group of
vhich he is a member.
These concepts are deceptively simple, for at

least three observations have to be made. The first
is that all members of a group either by action or
inaction influence to some degree the activity of
the group. Therefore, leadership is a variable,
which is possessed more by a certain member of
a group and less by others at a given time and in
a given circumstance. Ihe second observation is
that leadership acts are events which involve in-
terpersonal behavior, which is person-to-person
interaction.4rherefore, as is true in all interactioin,
leadership is two-way. The leader influenices the
followers and the followers in turn influence the
activity of the leader. A third observation related
to this idea of leadership is that a head of a group
designated by an authority outside the (roup may
not necessarily be the actual leader because he
may exert relatively little influence. Or in other
words, not all designated leaders are actually
leading.

Within the corporate environment certain indi-
viduals are designated as managers. Some are riot
leaders, or more specifically, are not leading the
activities of their respectivre groups. Rather, they
only coordinate the grotup's activity, and other-
vise exert relatively little influence. Howvever, the
success or even endurance of an organization rests
on the proportion of designated managers func-
tioning as real leaders who occupy its super-
visory ranks. These leader-managers are able to
perform certain functions, in addition to coordina-
tion, which are necessary in the exercise of real
leadership.
Functions of Leadership'

It must be remenmbered that the following func-
tions are not perfornied simultaneously, but at

I Adapted fromn Krech, D.; Cirutchfield, R.; Ballachey, E.
Individual Iii Society, MIcGraw-HIill Book Co., New York,
1962.
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'different moments in time as the atmosphere of
the group and the cirCLumstainces change. ,< way
of looking at leadership futnctions is to consider
them as variOUs hats woorn by an individual$\The
more hats he is able to wear and the better the
fit, or the better he performs the ftunietioni, the
n,)ore lealdership quality he possesses.

J/Direeti'L. This is directinig and ordering group)
member-s to carry out aictivity that will accom-
plish pre-established objectives. at involves the
coordination of the grouLp effort to get something
done.
/ kunlawLitg. This is the planning of long-r-ange
and short-range steps and methods to achieve
grotup goals. Many times the leader is the only
one who knows the entire plan, while the group
members knowv only segments, which seem un-
connected.

Administering Goals. The leader communi-
cates the group goals and administers the policy
in line with these. Group goals can be established
in three ways: (1) "From above" or directed by
an authority higher than the leader. An example
would be corporate goals handed down from the
board of directors. (2) "From below", or dictated
by the group members to the leader. For example:
constituents often indicate what they want their
elected official to do. (3) "From the leader" when
he has the personal authority or autonomy to do
so. No matter what the source of goals and the
resultant policy, the leader must be involved in
such decisions.

Beinzg An Expert. The leader functions as a
source of readily usable skills and kioowledge
which are needed to achieve group goals. With
the increased specialization and sophistication of
modern business, today's leader leans more
heavily on the advice of assistants and advisors.
His expertise lies in his ability to judge, organize
apI utilize this information given to him.

Representing The Groutp. The leader is the
spokesman of his group to other groups and indi-
viduals. He is the channel thr-ough which com-
munication flows from the gr'Oup, and also into it.
The psychologist, Kurt Lewin, has described the
leader perfor-ming this function as the "gate-
keeper."

Controlling In-Group Relationts. More than
anyone else the leader determines the structure of
the group and the status given to each member.
He also determines who has the greatest influence
on the decisions he makes.

Givitng Rewvards And Punishment. Very im-
portant from the members' viewvpoint is the power
the leader has to reward or punish. This can be

done externally, such as a manager increasing a
man's salary, or a foreman giving aI certain person
an uinpleaisant tatsk. It cani also be accomplished
using the group itself, such as promoting a person
in the groul) hierarchy, or depriving a main of
ain important or coveted position in the grOup).

A)rbitarati A ad elldIia tiyl-. The leader acts a.s
a judige and at timQs. conciliator of contlicts be-
tw-een the nmemiibers. Throuigh this functioni he is
aYe to increase oLreduce the friction within his
group, depending on what he feels is beneficiail to
the accomplishment of group objectives.

Giviing E.xam)ple. The leader assumes the role
of model for the group, giving a concrete example
of the p _ t. His dedication toNhe
goals, enthtusiasm for work and endurance of ac-
tivity, greatly influence the behavior of the group
members.

Symi-bolizing The Groutp. At times the leader
acts as a symbol of group unity and purpose. Cer-
tain people personally identify with the leader
as being members of his grotup. As goals and
activities change the group cohesiveness remains
constant, for the unifying factor is the leader.
A leader may at times fulfill other functions

also. However, these activities usually are not
required, nor even advisable, to achieve success
as a leader wvithin the corporate environment.
They are enumerated here to complete our de-
cision of leadership functions.

Substitnting For Responsibility. In certain
groups, the members pledge their allegiance to
the leader in return for the leader making all of
their decisions. In such cases the members at-
tempt to achieve security by delegating their
responsibility for difficult decisions to the leader.
They try, as the psychologist Erich Fromm has
said, "to escape from freedom".

Being The Idealist. In some circumstances
the leader establishes the ideals and values of the
group, which at times are contradictory to those
of the individual members. This is accomplished
through control of the incoming infor mation,
and censoring the ideas to xwhich the members
have access.
Being The Father Figure. Sometimes the

leader fills the role of father for the members.
Under such circumstances he is an ideal object
for the identification, the feeling of submissive-
ness, or the feeling of affection expressed by some
group members.

L' Being the Scapegoat. This is the other side of
the coin of the above fuLnction. If the group is
disappointed or frustrated in achieving its goals,
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the - nembers tturn oni the leader directing all
theirihostility antd blame at him.

khe fonctions of leadership are rhoat a leader
does, wvhat actions lie perfornis-l. Ill OLul' disctrUsion

lealershippV C nmUst also con1sidier tlle mietho(d
.y which he perfornis or hoi' he acts. This nmight
be calle(l typies of leadership behavior or styles
of lead(lersllip.
Styles of Leadership
Two relatively indepenident dimensions of lead-

ership behavior have been identified by manage-
ment researchers aIt Ohio State Univeersity. They
have been labeled (1) "consideration" and (2)
"initiating and directing".2

Consideration is the behavior of a leader which
is concerne( l)rimarily with the motivation of
grotup members to accept the goals and perform
the w%vork to achieve the goals. Als.o, it is concerned
wvith keepinig the grotup working together as a unit
and Nvith providing for each member a feelincg of
satisfatction from work completed successfLully.

Iinitiating Anid Directing is the behavior con-
cernecl with the methods used to best achieve the
grouip goals, and wvith the direction and coordina-
tion of the VariOLIuS member activities toward a
common goal.
These two dimensions described the leader's

.rientation toward his duties and responsibilities.
Jonsidelratioii" is describing men-iber-or iented

behavior and "initiating and directin(g" is describ-
ing task-orientated behavior. Both are positive di-
mensions which are independent of each other and
are riot mutuLlly exclusive. Therefore, leader be-
havior can )0e juist task-oriented, or just member-
oriented, or both task and member-oriented. Scien-
tists have fouLnd that approximately 70'j of the
differences in leader behaviors can be accounted
for by identifying and measuring these two di-
mensions.

In addition, numerous studies have classified
variotus types of leadership behavior. These are
usually referred to as styles of leadership, and lie
at diff'er-ent points along a spectlrLlm rangingr from
authoritarian to democratic behavior. Authoritar-
ian behavior, at its extreme, is demonstrated by
the leader, alone, determining the policies, plans,
and goatls oL the group. He dictates the activities
the nmember.s are to perform, and is the ultimate
judge of the worth of each member's contribuLtion.
On the other hand, democratic behavior is dem-
onstrated by the leader trying to gain maximum

2 Fleishmian, FEdwin A., A Lealder Behavior Description
IorIdoist,rY in Stogrlill, R. M1. Coons, A. E. (Ed) Leaider

Behavior: its description and nieasuremerit. BLireau of
Business Research, Ohio State Univ., 1957.

involsement and participation of every gr-ouip
member in the setting of goals, preparation of
plans, and performance of activtie.s,. ft (dele,uitc-
some of liis authority and responsibilities for task
activities to the groupt) wenmbers.
The dimenusions of ''coni ideration'' and "initi

atinig and directinlg" e\xi.t in all the various tx pes
of leadership behavior. The relationship between
authoritarian and democratic behavior, and the
dimensions "consideration' and "initiating and
directing" is graphically demonistrate(d in Figure
1.

FIGURE I
Consideration

Authoritarian Democratic
Behavior Behavior

Initiatinig and
Directing

Although the twvo vertical dimensions are in-
dependent of each other as was statecI earlier, it
has been found that the "consideration" seerns to
increase as the leadership behavior becomes more
democratic. A similar or reverse relationiship),
however, has not been foulnd with "initiating and
directing".

It nmLust be remembered that the difference be-
tween authoritarian and democratic leadership)
behavior is not necessarily in the powver pos-
sessed by the leader but in the wvav he uses it. The
establishment of goals, delegation of duties anid
achievement of objectives are accomplished Nvith
different ground rules. Betseen the extremes of
authoritarian and democratic behavior, variouts
types or styles of leadership) have been idenitifiecl
and labele(d. The titles are just descriptive and in
no way meanit to be derogatory or flatteringr. They
are used for Nant of better onies.

Military. The most authoritarian of all leader-
ship styles is the military. This might be calle(d
leadership by rules. All the activities, objective.s
and intercommunication of the grotup members
are governed by establishecd procedures. USaall1
no one, not even the leader, feels lhe has the pow er
to change the ruLles becaulse they hase been ini-
posecl from ouLtside the group. The hierarchy of
the group and statuLs w ithin it of each member i.
very wvell defined.

Autocratic. Next in authoritarian behavior is
autocratic. Againi, it is leadership by rulle, except
the atitocratic lea(ler makes his oxvn rLules a.s he
goes along. He centralizes all the authority, re
sponsibility and clirection of group activities
within himself. He establishes all goals, develop.;
all the plans, and (lirects all the activities. Blasi-
cally, all decisions that have to be ma(le, are iacle
by him.
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Diplomtatic. At about the mind-point betwveen
authoritari,an an11(l elmiocritic behalzvior lies the
diplomatic style of lea(lershil). The gl 0E11) me?m-
ber-s have mor'e kno ledlge and initluenice in the
establislbment of thie groupl) goals and(I methio(Is to
accompili.sh tlhenm, buLt for the sole purpose of thie
leader getting what lie octoits. This miighit be
called lead(ershipl)y manipulation. The (lipl)lmatic
leader iilaces imllortance on the group members
beinig involved in planning and decision-making;
however, he uises his powvet to influence the mem-
bers to rlhoose certain goals.

Conisietirc. MTore towards the denmocratic be-
havior side of the spectrum lies the consultiVe
style of leadership. The lead(ler is the expert or
most knowledgeable per-son in the slphere of ac-
tivities in which the groLup) is engaged. He acts
more as a reSOuIrce personi for the group rather
than a controller of its activities. The atmosplhere
of the grotp is relatively informal, andi its focus
of concentration is on the task at hand around
which all grotup participation ancl communication
revolves.

Quarterclck. The style of leladership demon-
strating the most democratic type of behavior is
the integrative or quarterback style. In this case
the leader is more closely i(dentified wvith the
group members in terms of goals and activities.
HIis concern is with the task being performed,
an(I the ways it relates to the feelings and atti-
tudes of the members. The atmosphere is very in-
formal with almost no hierarcv. Communication
is close and informal and easily flowss up or down
in 'he group.

These classifications of leadership styles are in
no way pure or absolute, but juLst general de-
scriptions of various poinlts oll the authoritaiian-
democr-atic behavior spectrum.

FIGURE II
Authoritarian Deni6cratic

I I ~ ~~I I I I
Military ALtocratic Diplormatic (Consultive Quarterhack

R'emember the styles of leadership jutst described
are the xvay or the hoic' a person Iperforms thle
leadership funactionis that wxere enumeiate(d earli-
er in the lesson. No particular style is necessarily
the correct or incorrect way to lead. The effec-
tiveness of the leaderslhip style used by someone
is detei'mined bv many factois.
The leader.s personality is very important in

considering his method of leadership. MIany men
feel quite uncomfortable, insincere, or unethical
using a particular style of leadership, and at
times try to fake it. Of coLurSe, this is not leader-

ship at all. A leader can change hiis par11tiCutlar
style, btut it involxes the exerte(d effort an(d Coll-
nmitmeint that i.s ne(dedl to chang1e ba.ic attituides
toward his role and thiose of the group mnl)ebrs.
It is not an easyv task buLt at timlles essential to
success.

Another consideration is; the orgalizttional
clirMait ill WhiCh the l(ead(e is fnlctiollilng. If It iS
very formnazil and auithoritarianll. it wx ould 1e all
but impossible to futnctioll in the quarterback.
style of leadership. HIow-ever, in nmodernii )tvLinlles";
today the qLulrterback antId consulltive sty le, of
leadership are being- seen as more effective ill the
accomnp)lishment of desired goals. Therefore, it is
nowv becoming incr'easinwrlv ditlicult to practice
mor e authoritar-ian styles of leadership, foi the
simple reason that many employees xx ill not
followv.
A third consideration is the composition of the

group. The number of members, their gyener.al
educational level, their experience and personali-
ties are all importaiit in considering what style of
leadership will be most effective. Usually, as the
age, personal independence and educationi or
years of exIperience increases, the most produc-
tive leadership style tenids to be on the democra-
tic side of the spectrunm. This tendency will be-
come more apparent in the futture as ouLr standardi
of education, diversity of careers and indixidlual
opportunities increase as they have in the past
twvo decades.

Finally, the task and its duration are impoi taut
in determining the most effective style of leader-
ship. Short-ternm routine tasks usually require
quite a different style than long-term. Effective
leadership seems more authoritarian for the for-
mer and more democratic for the latter. IYfocever,
woik which requires the employees to be creative,
highly educated and technically competenit is per-
formed better as the leadership becomes more
democratic.
rherefore, no particular style of leaclershiip is

right in all sitUations, with all people, ol' on all
jobs. The capability of a leader to funlctioln at all
points betwveen authoritarian aind( dern acrtic be-
havior is the true nmarik of his leadership abilit.
A main this flexible in aIttitudle a ndl hehav ior is
ver, unique. To become a leader requires a ma-
turity of personality, dexelopment of abilities,
acquisition of leader.ship s;kills anid general leau-
ership development on the part of the individual
seeking such a goal.

Before going onl to Nvhat can be (donie to become
a better leader-man1agrer in the organizationail en-
vironmenit, let uis examinle some characteristic ;
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thal have been associated with effective leader-
sllil) ill thle col)(po itet setting.

Twvo psychrdlo(ists, Dr. Daniel Kattz n 1) r.
JAobert Ka;hnlll, du(rLIilg tlheir extensive studhies of

lriotis coinpanpiesi fotunid three factors they felt
'were linkedl ith effective lead(lership as it relates
to prodlUction. Other researchers have rel)orted
similar fin(lings

Takotig 7The cader Role. They fotundl that sti-
per% isors ,xNho assumned the position of leadership
receix ed better production from their crews than
those who performed basically the same activi-
ties as their- menNn other words, the leader cain-
not be "one of tihe boys" for he has special fuLnc-
tions as a leaderws-hich must be per-fornmed ; other-
wise prodUCtion stlfferls.

Closeness Of Sopervisioo. The closer the SU-
pervision the lower the productioni. It xxas fouind
in most cases that withoult a certain amouint of
autonomy oni tlheir jobs, men became dissatisfied
with the job, the supervisor, and the companiy
thus r-educing and sometimes even sabotaging
production. However, the closeness of stipervi-
sion could not be allowed to degenerate to no su-
pervision at all. Crews needed to be supervised,
or led, but generally prodticed more and better
quality produicts if they wvere allowed some say

vwhat they were to do and especially in how
was to be done. This does not mean they wanted

to do everything their way, btit wvished to have
the opportunity to offer suggestions and make
certaiin decisions about their woIrk activities.

Co?osideratioo. Supervisors whohdemonstrated
the dimensioni of leadership behavior eairlier
labeled as "consi(leration" along with the dhimen-
sioII labelecl "initiating and directing" received
higher pro(tuction from their creNvs than those
supervisoiors demonstrating only "initiating and
directing". Sl perlViSor S w-ho -were concerned about
their meni as individuals who had feelings, ineeds,
an(l aspirations of their oxk-n were more effective
leaders. It ws as pointed oat, however, that em-
ployee orientation can be o erdlone to the detri-

fThent of crew production. SAn effectixve supervisor
tvas found to have the ability to differentiateI
betweeni competenit and incompetenit crewv niem-
bers. Ile was emotionally indlepen(lenit of hisnmen,
not relying on tllem for approval or sUpport,
and thiuxs lhen ieeded could discipline and if

tneed be discharge incompetent men. "Con.sidera-
tion" dloes not meain developing personail attach-

Kahn, R. L., and Katz, D. I,en(ledrship Practices it, Re-
latiotn to Prod,lCiity ui id Morale. In ('artwvriciht, 1). and(l
Lander, A (Ed.) Grouip Dynamics. Evanston, W1., Row,
Peterson, 193:3.

ments to crew members bUt beingt concerned and
initereste(l in each nmemiiber as he Ielattes tO g,ettinlg"
the jol) (one.

Increasing L,eadIersllil) E,ffecti'-eness
The (Iirectioin of a crew, department personnel,

or companY personnel is the most important
activity a manager performs. Itis boss w-ether
he is the plant suIperintend(lenit or the president
of the organization expects this. And niore im-
portantly, as farIas hiis conmpetence as a mnanagert-
is concerned, his ssubordinates expect him to lead
them. WN'ithotit the Support and prodtuction of
those under him, no mnatter what his position in
the corporate hierarchy, he won't be there for
long. So what dloes it take to be a real leader?
What attittides shoulid one be forming? What
activities shouild a manager be performing to
develop his ability in this area of leadlership?

Flexibility. A certairi style of leadershii) which
worked very stUccessfUlIlV with one grioup will niot
necessarily work at all wx ith anlother. It may not
even wvork with the same group in a different
situationi, at a different time or wvith a different
type of work.
The often told story abotit the Ford Motor

Company dramatically illustrates the need for
flexibility in effective leader-ship. Henry Ford
founded and btuilt a powverfullyI successfUlly cor-
poration. Prior to WTorld Wlar II, Foird products
dominated at one time 85%, of the atitomobile
market. This accomplisinient was niainly attrib-
uted to the geniris, imagination, anibitioni and
leadership of Mr. Fordl. Henry Ford xxwas a strong
leader. However, after the W'orld War II, the
seemingly invincible empire w-as beginning to
disintegraite. Every year Chrvsler and General
Motor.s wNere taking a larger percentage of the
mLishroomiiig atitomobile market. MIorale at the
Ford Company was immeasurably low, enthUsi-
asin had died, anid attrition of employees espe-
cially at the supervisory levels had reache(d panic
proportions. Forid x-as dying. Upon taking man-
agement control of the company, Henry Ford III
changed the whole style of management, hired
new conipetent men from other cotmpanies, rec-
ognized the importance of the huiman element, and
basically instilled a breath of a new life into an
old company. As yoti know, Ford has again taken
its place among the well nianaged, sticcessful
enterpn-ise.s in this country.
The important poitit of this story, of coLIuse,

is that Ihenr y Ford, *vho had demonstrated his
great leadershil) ability in the past, failed to rec'-
ognize that a WVorld WVar had changed things.
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The people wvere different, better educated, and
no longer as isolated from what was happening
as they were before the great influx of electronic
mass communication. Henry Ford tried to lead
in 1947 as he did in 1926. He dictated what he
wanted done, and how to do it. Authority and
responsibility was not delegated, and all deci-
sions were made by him or one of his few truLsted
executives. Corporate emphasis wvas focused
solely on the production of a product without re-
gard to the people who made the prodtuct, or even
those who were to buy it. Leadership to Henry
Ford was "ruling with an iron hand". This style
of leadership, which apparently worked in the
past, just didn't work anymore. Failure to rec-
ognize this fact almost caused irreparable dam-
age to the Ford organization.
The same is true today and will be tomorrow.

A supervisory or leadership style that was ef-
fective in the 1950's will not necessarily work in
the 1970's. People change. EdUcational levels rise.
Technology increases. The effective leader must
function in his present time and with the people
at hand.
V The ability to remain flexible is equally im-
portant when changing groups, departments,
companies, or even different areas of a country.
This demands that the manager continually re-
examine his assumptions about himself, his
people and the job as a whole, and make the
proper adjustments in his behavior. As was
stated earlier, flexibility is a difficult quality to
maintain, but it is an essential characteristic of
lffective leadership.

Com0munication. It is obvious that an effective
manager and leader must have the facilities to
conivey his ideas, attitudes, and instructions to
the members of his group. Howvever, just as
crucial is his capability to perceive and at times
encourage messages from his group to him. Re-
searchers have found that the most common abil-
ity attributed to an effective leader by his men
is his ability to listen. Of course, listening is more
than julst the hearing of sound wa'ves. It is the
encouraging of conversation through attention,
appreciation, openness and most importantly, re-'
sponse. A leader solicits and then acts onl the
ideas, suggestions and observations of his group.

The response miay be planning a differeit pro-
cedure or altering the presenit one, or many times
explaining why' a SuLggestion is impractical. The
interchange betwxeen the leader and his glouOp is
the foundation on which the leadership positioi
is bulilt aind maintained.

People follow a leacder becaUse he is able to fLul-
fill their neecls. These may consist of a need for
direction, identificationi, discipline, organization,
accomplishment or an innumerable combination
of these and others. The effective leader mutst be
able to determine what the needs are before he
is able to satisfy them. Communication is the
vehicle by which the needs are determined and
satisfied.

Only through communication which includes
awareness or sensitivity to the situiation in which
he is working is the leader able to determine
what style of management will effect the desired
results. The personalities of the people, the in-
formal organization that has evolved, and the
task to be done all must be considered by the
leader in performing his functions.

In conclusion, leadership is a many faceted sub-
ject that has for centuries defied definition. Writ-
ers and historians have described men who pos-
sessed leadership ability, and philosophers have
grappled with the semantical and existential prob-
lems of lea(dershil), yet only in recenit times have
belhavioral scienltists attacked this concept and
given us concrete guidelines that enable one to
increase his effectiveness in this area. The impor-
tance of leadership in management has niever been
so pronounced. The successful company, or for
that matter, country -will be the one which offers
its supervisors an environment conducive to the
development of leadership ability.

This article presents some of the research find-
ings that can be used by the manager to under-
stand better his position as a leader, and ideas he
may be able to implement to better his perform-
ance. Actually, leadership research is in its em-
bryonic stage and the upcoming dlecade will hope-
fully produce ideas and principles related to lead-
ership function and education that will be
directly applicable to the btusiness environment.

However, what must be present before any
leadership or management training, whether
formal or self-developnmental, can be successful
is the desire of the individual to be a leader and
manager. No amount of informationi w ill help
one to be more effective if he is not motivated.
He must be willing to sacrifice the time, exer-t the
energy, and take the risks that are demanded
of effective leaders.
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Reproduced from George Strauss and Leonard R. Sayles,
Personnel: The Human Problems of Urban Management,
Englewood Cliffs; New Jersey: Prentice-Hall, 1967.
Copyright, 1967, George Strauss and Leonard, E L E V E N
R. Sayles.

INTERVIEWING: THE FINE AR[ OF LISTENING

'My boss doesin't give a hoot about me. As far as he is concerned I am ani-
othr,piece of m;chinerv."

"111 say this abouit my boss: No mnatter s%hat Your problem is, he'll hear you
through."
"Though I'm stpposed to be iii charge of this department, it's my people

who do the wsokl. I try to remieinlmer that to himnself each per-Son is absolutely
differcnt fiom anyone cisc. fie wants special recognitioni. So I try to pay itten-
tion to him, listeni to his I)rol)lemis."

Effective Co0IMoiiucationt re(juiires (Ifort both by the senl(ler of the inessage
and the receiver. The last chapter was devoted largely to tile senl(lilng of
messages. lit tihis chapter wc shall bc concerned with an imtiportant aspect of
recei'ing theni-x%itli tisteniing.

Listening is onie of the most imnportant of all manaageinenit tools. Yet even
tlhoughg people leanrii iO listein before thexe leari to talk, relatively fesv listen
well-lewv :iav'e lear ned the axrt of initeircicUiollg.
What do wCe mean by "interviewing"? Mlost people thinlk of intervievm-ing iIn

thle sense oi the formal intervie's ominc(ted(l with getting a jobi liy iiterviec\-
ing we initend ,I iich more thiani tlhis: w I'eanI deliberate, acttlv" listenillng wlion'
purpose is to diaw tile otiler Peisoil otit, to discover shat lie ically wants to
say, anid to give him a clhance to express hliiself fully.

HISTORICAL BACKGROUND

Management first becamle aware of the value of interviewing ill industrial
rclations (lurin, the 1920's a.s a conisequeniee of stuidies conducted at tlle
Hasvthoine plant of the Western E1tectric Company.' 'liese sttudies wer(

I For tie niost thorough reisew of these studies, see F. J. Bocthliswercer amld W. 1.
Dicksoni, Manai,":c,e ntal t/eli Workcr (C.ummbridige: I tirvar(l Uiiiversitv Press, I'J3')9). For
a ci-itical anaklssis of tlhese stii(lies imm the 14:ht of liter reseircti, see i teir' Lanilshier'er,
ltaw;tlhorne lie-is,tcul (Otihiaca: New York Stile Scliool of ljIdustrial ami(l L,abor lichatiomls,
1958).
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primarily concern,-d withi the determinants of nmoralc and lprodluctivity. Hoxv-
ever, in their attompts to uincoveit basic fc4ings regardinig tlhese factors, the
researcher fotin(d tlhat dlirect questions designe-d to flind otit lhow the sibjects
felt about specific aspects of tlheir jol)s resuilted in sIpl)erficial, "lifelh's" answ(ers.
Even worse-or so it sccmie(l at the tiunc-instead of giving "straightforward"
responses, somle oif the people intevIiewed tended to talk abouit wshat interested
thelim m)ost at the iioinueuint.

Following this clue, the interviewers triced a ra(licaliv new experiment: They
sat back and decided to let the interviewces direct the interviews. Now they
discovered that people began to express their feelings ais xvell as give factual
answers. Employees launched into lonig t-irades (to wvich the interviewvers
patientl)' listeyned) revealing attitudes that inighit otherwise have been kept
carefully gtuarded. In fact, some employees expressed attitd(les that thiev had
not been consc;oslv aware of themselves. As a consequeince, the interviewers
got a miuclh behter pictuIe of the psychological geography of the plant. They
liscovered surpriingi-relationships about wvhich thecy v.oldd never have
leaniecl by asking direct (iqiestions.
More importanit: Trhje employees benefit,cd greatly as well. Jut by talking

freely in the presence of a sympatlhctic li:tener, they got their 1prolblemns off
their chest and felt better. Tlicy experienced what psychologists call cathlarsis
(from the Creek. to make pure). In addition, imlerely by talking things over,
the employees began to galin insiglht into tlhe natuire of tleir ouvn problems.
Onlce they had relieved thicir feelings by speaking openly in a receptive en-i
siron(ment, they were able to look at thiir prIol)lemI)s nore ob)jectively'. Andci
their clearer understandings, supplemented by further (liscussio)n, ofteni enabled
thenm to work out soluition<s (at least to those problems that they xverc in a
position to solve themselves).

lmn)pesse(d 1)b the value of the Hawthorne experience, WVestern IElectric
institutted a program of formal counseling. Specially choisen couiselors were
trained in the uise of uioncliicctivc interviews. (13y nonldirective intervi('ws we
mcan-as xvc slial explain later-a type of interviesw in which the intervieser
encouraces thle interviewec to express his owvn thioughits xvitl' considerable
free(lom-as contraste(d to directivc interviewing, in vlnicl thli interviewer
asks direct quiestions and tries to keep the discuission wvithin predeterminie(d
limits.)
These "free-floatinig" counselors xvere given no reguilar supervisory duities;

they were completely separate from the n3rmal managemenit hierarchy. Their
function wvas merely to listen to employees' probleims vithout giving advice or
takin;g action. Othier comilpanies rapidly followved Vestern Electric's example.
Particularly during WN'or-ld War 11 couinscling w"as very l)optilar. Many cm-
ployers assignedI "free-floating" couniisclors throughiouit the company, especially
to licip women vu rkers.
The counselors fLced a touighi ethical problem of svhat to do with the in-

formationi thtey ireceived. If the)y repeated to management wvha! they had been
told, the wort-els woWuld no longer truist them. Onl thle other ha.lnd, if tihcy couild
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use their information in a discreet mannser, they might he able to elimlinate
the causes of trouible. Ofteni thje counselors cotnproinise(l bty giving i.ii;.>i(-
ment general reports vithout revealing (letails thlt tiligfkt i(lentify im1diVId1di a

In recent )ears the use of suich counselors as a personnel tool has (lecliineil.
It was discovered that this technique has nmany drawbacks, includiolg thec
following:

1. Altlhouiglh counseling might help an individuial ma-kec a better adijustmllent
to a poor environment (say to -in iniept suipervisor), it ditdn't improve the
environnwcn' itself. Employees often began to feel that they w.ere wastinig ll,t,,
time talkmi- to a Counselor xvhlo could dlo nothing for theilln, and Cnded II1)
almost as fitistrated as before.

2. Counseling is directed almost cntirely ow-arld challging ind irdutal
attitudes aod l)clhivior, in spite of other evsidlentce fromt fliv lawtholmintie stidlv
itself tlh.t gi-oup attitudes are often more imnportant tlIati intdisviilil att titlets.

3. Thlel counseling systen gaVe subordinates a uhance to bypass and tlittle
on their supervisot-s. Naturallv, tlht supervisors objecte(l.

4. In soimie cases employees 4--gan to compare the "good" counselor wiih
the "bad" supervisor. Supervisors felt they were entit.led to the uidivi dt
loyalty of suhord.nates.

5. The cotimselors discoveredc liat they were spendlitig most of theiir timne,
wvith a fcev disturbed individuals wvho tealli' needed (leel) psyclhotherapy r.itlier
thani counseling.

The b.isic troubile wvith "free-floating" cotinselintg ws'as its separationt ft oitt
linie managemient Line niantagemnent emphlttsized (lownwarl comllutllitalcion.
Counseluing provide(l upwatd(comntititiication. Buit thle two for illS of (toll
muitiicati(it wetlltwinta liflietl tllittil'..

Managei titt b(egan to licr t ailtt efecctive collillililticatiolts lutiist [i litl,
pvays. Jilpladl coltiittittlicatioit and (d(iwttwar(l comuiiiatiit n, listtIt tin!(d
order givinig, are biothl niori efelletive if dite by tie saict per.son. FJtttllu ffi|s
if they ale 1i(trged into the satnie process, somethinig tews ati(d bettet cnillsts
Thus, idotie has come the realization that cotuniseling or inteirtviewitig or listclfill
(wvhich ar. reall. all the same thing) is tiot a special tez!hniquc for ttwt lbv
personn'l experts only, but a v'itr I aspect of good management generalls'.

LISTENING AS A MANAGEMENT TOOL

To list the eircunmst.inces sherc interviessiing is ttsefttl voumld be alnlost
like listing- the ftiuictiotis of titainagetuient itself. Indeed, all tltroulll oir dlis-
cussioI (if g,eneral supervision atnd Imethio(ds of correctineg mllistakes we con -
staritly eiliphasize the ittmpot tance of listening. 'Ihe follos\ itig exalliple indi'Ia tes
wvlat taiiglit halpp)enI sWie1 this approach works at its best.
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Supposc yjm, are a divisioni mawtv;ger sind yoll sant to itlrodiuice a ncw systern
Of quiality controln. Altlho.liX'0(II hise Ilot 15 yet consullted 'witl i the pr:)deAtion
supervisor, youl haes he.!rd tinllligh tile g:-ap'Cvine that hie hlas strong objectioiis
to thle new syst m. Yet iis cooperation is essential if the systein is to sicceed.
You feel pretty certaini that vour plait is good and that the production super-

visor's objectionis are not well grounded. You are the boss, of coirse, and you
could give him . direct order to ptit the p!aln into effect. (Question: flowvwould
the supervisor teact to this order? Hlowv loyally would he carry it out?)

Instead, yeui leCidc to listen to lhis p)o!nt of views. In spite of the grapevine
you can't *e;lh be stiue you know sihat his objectionis are uniil he has sp)okeit
to you personaliv. If vou are at all sincere, you moitlst admit to yourself that lhis
objections nsa) ihave sorne merit. (Question: What would happen if you had
already mad tul) your nmind, and jtist sent through the formalities of listeniing?)

So you explain the proposed chanige to him, being careful to empliasize th;at
you still have an open mind, anid ask him to comriment. You listeni atteintivel)
and encouraige him to express himself fullv. As lic speaks, he rel,axes and ex-
plains his point of viesv with more balarCe and restraint thin lie s\ould if he
Felt he were ol tlle defensive. Instead of trving to answer his arguimenrts, yon
enicourage hil) to tell 00u everythiig he thlinikls anid feels about the chlaiuge.
NVIen he finishes, ovnibrieflv suminarizr what lie has said to savke suire you
understand--and also to indicate to him. that youi have undeistood.

After speskiing his l)ece, the pioduction supers isor feels free to listen to youir
poinlt of s iCesv--\hllih iav:s have challcec' since you heard his objectionis. lon
fill in somne of the al reas w;h(er syou feel ihe was nliistsk-in, indicateCthC poilnts on]
which you have c hiangeJI your own tliitikinga, aut(h explore \issthulhim any adjLst-
ments that seemtii necessa sy. Eseui if lie is Still not fullyl convinced of tie wisdom
of your phlan, lie is inoie sillinig to trv it otut anid probably feels pleased that
you coisuIlted hlin ami(i listt'e(n to lis ob1ections.

The above examnple stiggests the flexi i)ility of the intervicev techlnliquic
(though we must emniphasize that the resuilts are freqiuentlv niot as good as we
have pictuired). It is obviously well suiited to formal interviews, suich as those
used for hiring, exit, and re(luests for transfer. Buit it is also appropriate in less
fornial situations, suichl as thie follosing:

Low mlorale: finding out the cause of employee dissatisfaction. tuirn-iover, or
absenteeism.

Discip!;:uc: discoserim g swy emplov'ecs are performming unsatisfactorily' and
helping thcim to evolve imleans of correctling themselves.

Ordcr-gi' in.: gettings reuictioii to and acceptance of oi-ders, to see that the
person swho receives the order really understands it.

Resist-laice to clmatnge: gaining acceptance of icwv techniques, tools, pro-
cedures.

AMerit ratiig antd( cvuuloation: helpinig an employee cori-ect his wveaknlesses.
Trai:ing: fi'wding otut how mucl aii employce knosvs and what difficulties

he experiences in lesrning.
Cricoance-andfuing: finidinig otit the eal causes of a union grievance and

getting the om:ion officers to agree to a constructive solutioil.
Settling disputes: findinig ouit the causes of the disputes between employees

and getting themi to agree to settlemeiit.
The interviesv approachl is not somethlinlg to be applied only \slicn dealing

with specific problens. It is a general attitude which the mian;ager can apply
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day in ;iiid day otut in his deadlings with fellov supervisors, subordinates, and(
his lboss. In a niitsht'll, it is a iiiattcr of glways being ready to listen to the
otlher fellowv's point of i(ev indh iiie to tkc it iljto accteuit hinzre taking
action onIesClf. If this attitd(le is absent, then cominiunications inaly beconie
blocked, as they di(d in one companiv:

woi k tr.as%1el r.ails einti l, Iti w-. ditfi lilt 1) lt "1' e:'(I 1111. 1"
cially if tlilf werecr tical at)out tlw job oi about life in the faiteorv. 'I ,lic nu.ni
stuimbling ;io(k in ge'ttincg stuch feelings resolved( was thic retjience' abouit Coln-
municating tlihe' tpvairdls. 'I'lic ct;c(llCe Wv.s s;iiil to be deic to the fact that
if a persot trie( to CxI)ress to hiis stipelior his fevlii,gs al)out the jole, or about
thc superior lhimsclf, it %%as Ill too likely lhat tlle steiperior 55o1uld irgue with
him and try to shusw Iliin tlat liis fe(linIgs weic 11111 cismalblie ald cit 11ee d idl
not tallyv with the flets. Hlving tllo, existeiice of olnvs feltliigs delied ill this
way oeldy ma(le llileigs worse. Ile cperson NVaS ilot (tnly' Ieft with tlie oligiIl
feeling lbnt in additiiion ha(l a ieseitIlient againist his supeerior for niot uinderstanidl-
ing himi andcl niot helping hiim get at %dhat was disturbinig hiin.2

Establishing Confidence

The stupeivisor neust take the initiative in (encotraging salbordinates to
come to himswith their problems (see our disclussioln in ChLap1ter 8). IcIcniuSt
show that he is xwilling to lhear tierri out. Otherwise mnii.or irnitations may
grow to treinendouis proportionis, even before the manager has become
awvare of the danger. For examiiple, the managcr does something tle subordinate
doesn't liike. Thc suibordiniate doesin't feel free to talk abouit it. Gadutiallv hlis
irritation growvs and he begins to sec hiis suiperior in a new liglht. Everything the
superviser cloes mav 11ow sceni threatening an1d uinfair. The stmllordlinates
antagonlisIm grows stroneger and stroniger, uintil at l.ist tliei Ies a serious lreak-
dowvn in lit's relate)ionshiil) with the suil)ervisor.

If the irditial imitelview is a pl(easasii experience for the stilbordinat(', hle wIll
come hack niiorc freely' and imore regtilarIy w'hen ii( w problelui. ari ise. If it
has been ani uiipleasant experience and if lie feels ee hlas been "put oni tle
spot," hie w;ill h)e reluc tant to reveal whliat is on hiis mind in tlhc fiittire.
The manager shoulld h)c awvare that somiie of the iemi whllo report to imii wsill

be easier 'o get to kiiows' than others. Sonic 'vill talk to hiim (jilite freely and
easily'. O ers wsill liold back becausc of fear or natural tiimi(iitv. Thie nianager
must be carcefil not to spend all his timne with thosc to \homil it it easy to talk
To avoid the chiairge of favoritisiii, and to insure that he is able to deal wNithJ

the probleis of all hiis employees, the suipervisor must go otit of his wvay to
make conWact with cmiployees who are reluctant to comiie to hini. The manager
must recogniize that tlherc is an invisible bail icr which separates him fio01 liis
subordinates. For somne, this statuis difference is of little importance. but for
many it makes effective uipward coismintiiication nimichi hlarler.

2 Elliot Jaqves, Thic Changing Cultuirc of a Factory (Lomedon: Tav;istock, 1931), p. 133.



Intcrvcewing 251

Off.ilie-Job Problems

Mianagers sonmetimes us%e interviewing to liellp cmiployees solve personal
off-tlhc-job probleim!s. Noutnally stable indisiduals imiay l)ave unexpected troul)le
anid seek to uise thie-ir st)pervisor as a wailing wall. However, the mlanager
shoukl be careful inot to give advice or get himself sad(dled with the responsi-
bility for ruinining lhis sui)or(iinates' personal lives.
The manager should be particularly cautious when sensitive areas are

reachied in the cousre of ani interview. In situations like thiis, sshbat most people
wvant is a sympathetic, understanding listencr rathierl thani ani adviser. Tlic) may
aslk for advice, but actutally thevwvat onilv .i chanice to talk. Evcn ss hen advice-
giving is successfuli, therc is the danger that the einploveo may become over-
dependent on his m-111.anger and run. to himn wheneser hie lhais a Iniiior p)robIlemI.
The managc: shiouldk be still more, careful wh'len (deepe)ated personality

p)r ob)lemis are involved. hi suich a casc it is wise to refer thle persoii to a pro-
fessionally trainieed specialikt ratlher than to play amateur psvchologist. The
average manage: is not equip)ped to do .o iseling, nor is this pairt of his jol).
The patient-psychiia!rist or client-.counselo relationslu)ii is ist not c'nisistent
wviti thia.t of sbordiiiate 10(1 boss. Ani(d the subordiiiate nay reseilt being
conne(ldby the nodildc(ctiv teclnique into bluirting ouit confidlences whicheie
later )tegrets havwilntg vle(d'(A.

THE USE OF NONDIRECTIVE APPROACH

The type of interviewing we slall (discss herc has beeln called "non-
directivc" becai.se it emnphasi;zes )erlititimg the ititerviewee (r itlaer thlan the
intervieser) to dictthelt interviewv, at itleist in the early stiages. What can this
approach acconiplish? 'The nondirective intervies lIas thircv Ifnnti.os-

1. From the poinit of vies of tihe interviewer, it hellps 1)rid(ic (Illes to
what the interviewce is really thinlking anid \shat lies at the loot of tile Problemn.
Tlhuis, for a manage,r, tile ilterviesv is a means of gettinig informiaton onl shich
he can base decisions.
The first answer an employee gives to ain involved (question may' not be the

whole trutl. Hie mtiay not be exactlv l]ina, but lhe findls it difficult to express
julst howv he feels. Truic, if tihe nranacrr starts to fire (lirect quiestions, he svill
usuiall) get direct aniswvers, and tile)' may soOt(I reasonable. litt tlhes' may
rep)resent o01)' a sinall, inaccurate saiple of the interviesec's total feelings.
Most of us have trouble expressing tir rcal feelings to others. InI part tilis

is so because we aire fearfuil or ashamliae( of liat the otler peison will tlilk.
NW wsant to mnake a good iinf)rL'ssiotl). Thlis rcluctance to reveal ouir trite
attittidles is also a pro(diuct of out in.-uility to und(lerstand(l out osvn compllex,
often conflictilqi, alld (vln unconsciotiis feelinsgs. Conisequentl) we ofteit say
tliiiigs we donl't tidilly ian.

I'alient, prGlonged, sklillful listening i.s re(quired to lell) anothier person
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express his fcfclings. Good interviewing, then, is essentially' a techniqiue to
encourage ex;pression wIich is uninfluenced either b)y the preconceived notions
of thc interviever or bv flic necd of the iaterviewce to make a good impnression.

2. It helps the interviewee achieve catharsis, a feeling of relief. There aruc
many sourrces of frtistration in mondern indtiustry, andI unleess frustration is
relieved it maiy lea(d to aggression, regre.;sion, and other undesirahie responses.
The interie\v provides a channel through which frustration may bc partly'
drained away', even tho'ugh the causes Mf the frustration remnain.

3. Nondirective interviewing hell)s a m-an develop gracater inisight into his
ownl prolnems. T1urning11 his (qtiestious hack and encuolmigilng himi to talk
enable(s him to inswver tleCnii himiiself. lVe often think hetter wheti wse think
out loud--when we have to organize a;nd weigh otir thoughts -than ws'hen we
arc thinkinig to auurselves.

In arraniginig lis thiouiglhts before piesenting tlein to a symzpatlctic listener,
the interviewee may bring his prohlemn inito slharper focuis arid, wvithotit a(ldi-
tional help, actually' change his omsn attiludes. At this stage one hears (omminenuts
suchi as, "Yotu know, the more I talk about tlhis, the mome I think I have beu'n
on the wvron, track." Sol'itions reacedlecl in this fashion, are nmiuchl inore likely
to l)e implellmenllted with enthusiasin tbari are those suggested b)y the supervisor.

Stages in an Interviow

In understanditig bus the nondirective apl)roach shotikd! be used, it is
helpful to think of the interiewv as utinining thlrouighi three siages: feelinigs,
facts, soluitioos.

1. FeCe'lings. The interviesvee is (ncwourag('d to r( l(ase lbi; feelings,; the
interviewer is concerned 'ith hpelpingJ lic interviewee exlpress himnself. Tllis
stingC is the m)ost p)lure'ly n1on0direetive, for the interview('r still has little ideai
Wvhere the (lisclssion vill go.

2. Facts. Ilasing blovn off steaCI, tlc intervievee is now readv to look
at the facts rationally. In this stagfe the interviewer can be merec directive and
may even use 'probes" (to be discuissed later) to bring ouit informnationi that
the interviesee lias niot already Volunteered. In fact, the interviever mav con-
tribute additional information on his oxwn.

3. Seu7ttions. Onice the facts havc been assembled, thje interviesee is
in a position to weigh alternate soluitions anid pick the best one. As we have
mentioned frequently, it is preferable to lhelp thje interviewee work ouit his
o\vl solution, however, the supervisor may hav'e to be rather strongly directive
to inake suire tlhat tlIC SOlutiOnl iS COnSiStenlt witli the nleC(ds of the organization.

Thiese, then), are the three major stages of the interview, althotugh it mayV
swvitch back aind forth froim one stage to anotlher as differenit problemiis are
considered. Still oni a given problem tIme intervie,wer slhouild stick to tIme order
indicated: feelings, facts, solutions. Certainly he slhouldl avoid the commno
human tendency to jumnp to a soluitiorn before getting all the facts.
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Equally importaiit, he should not vaste his time trying to isolate the facts
before the interv'iewr'e ls lhad a chance to expriess his feclings, to blow off
steam. WVhy? Becauise feelings color facts, and as long as a mani is enmotionally
excited he is unlikely' to aipproachi problems rationally. Furthern'crc-an( thle
point is subtle-tl, teelings of thc people concerned in the situation arc thtem-
selves facts that mutst bc considered. For instance, the office manager has been
lhaving trotible g"tting ;Mary to (lo a ftull day's work. The most inmportant fact
in this solutioni manv be the imaniager's intense dislike of Marv as a person. Until
the miianager's feeling is recogniized as a complicating clemncit, "facts" he
presents will be dlistorted by 1lis antagonisni toward Mary.
Does this mnean thiat the interviewer shotild never express hinmself-that hie

shouild never try to correct tle othier petisoni if he is wrong, or try) to change
his opiJnion? Of comrse not. It may be enouigh for the p)sychiatrist or thc pro-
fessional couinselor merely to listeni. The supervisor must also take action. Btit
in miost cases, befoic he takes action he should wait uintil he las lheard the
interviewee's sw'hol' story.

Stippose a suLb)OrdinlatC comes to you anid says, "Boss, yol''ve got to tranisfer
mc from this job. I can't stand it ans: more." If he insists on his rc(tqest, yon will
have to give 1hini sousle kind of answer. Onilv antagonism sill resuilt if he gets
the impression that you ire trying to put him off. But there is no nieed for
youI to commillt youirself before you have licard hin thiroughi.
The nondirective approachl is niot a im-iagic soltItioni to all liuimall-relations

problem)s, of course. Iliere arc tiunes w'en a supervisor may have to be (lmite
firimi and directivc in the soluitioni stage of thic interview to inake sure that the
soluition is consistent with the needs of the orgalnization. For inistanice, the
supervisor ilay liston patni"itly to the subordinate's olbjectionis to a n('w Sy'stetli;
the suibor(diinate iiay prsist in lhis resistance; and the supervisor m'ay s(ill haIV
to overrule him, explaining whv, aind inisi;t that thei system bc fsi'(l. Hlowever,
the subordinate wvill have had tile s,atisfactionl of being consuiled, of knowing
thsat lie had his lay in court to present his side of the story.

INTERVIEWING TECHNIQUES3

Skillful interviewing is ani art, and like all arts it requires trainiing anid
cxpericence. It can he learned better b) practice than by reading a book,
especially' when the practice is supervised by an expericneed inistructor.
Fcrtuniately, one cani gain unsupervised practice ev'erv da) of tle year.

Eachi interviewer intist develop) a system that is comfortable for him an(d
that fits his personality, but lie slhould avoid usinig the samc technique vitli

Threce excellent aed sery (lifferent treatnients of interviewing arc: Carl itogers antl
others, Client-Ccitcred 'iliecrnpt: Its Cuirrernt l'ractice, lItplicatiotns at0(1 'lUioryj ( loston:
liouglutoi Mif/flur:, 19551); lRobert L. Kalihn and Clharles E. Cannell, 71/ic Dynamaics of hli-
tcrvicuinig (New Y'ork: Wiley, 1957); StephlnRlIlichardson, lBaib.iras Dolrenwend, and
David Klein, Interviciving: Its l;orms and lFunctiouns (New York: Basic Books, 19G).
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all peoplc an(d for all purposes. An interviewv held for disciplinaiv rtasonls \'ill
naturally be diflertAnt fromn an interview held for the purpose of order-giving.

Regardless of thie form of the interview, here are a few hinits tiat may prove
useful.

Encouraging the Interviewee to Talk

Youir primary objective is to get the interviewvee to talk freely, n2ot to talk
yourself. The best way to fiiid ouit wvhat the otlher personi w'ants to sav is to
listen, and the best interview' is uisually the one in vhiicl the intervicw%cr talks
least.

lIut listening is tiot easy, for outij natural impullse is to talk. 'I ilis is paartctiulatly
trkie when w%(e f((l threatened by whiat is being said to us--ft itnstalwe, vIhen
we are beinig Aili.i/ced. Un(ler these (irenmstanccs otur ntorital inipisttlse is to
defend otursel' es ;ttliei tlhan to listen.

Listening is more th.ati juist niot ta;lkinlr, however. It re(itiires an active effort
to conv'ey that you uniiderstanid anid are interested in what the othier persot is
saying-alno.t tha.lt you are helping lini say it. A friendlv facial expression and(1
an attenitive but relaxed attitttdle are imlp')ortant. A goodi intervieweer also inaLes
use of phrases stulCh as "Ubi-h1ubI," "I uindlerstanid," "Th)at ex)lainls it,' or "Coildl
youi tell me more?"
Even sileniec can be uised to keep a man talkingcr. %IVhen lic, patises in his

discouirse, hie is eitlher being polite anti giving you a chliance to talk. or else
hc wvants yoit to coillmenlt, to evaluate what he is saving. \Mreiv 1y niot takingr
up his challenge, by waiting thl-roughi his pause, )yout inidicat". that vou have
notlinlg to say at the nmomiient, that y'ou want him to continlue talkin.
Even if yott plain to use tie n1ondlireclive al)ploal, it is vital to set tle stage

properly, to indi:(at( to the interviewee whltat yott want the iiterviesw to eover.
IFor exaniplp, if yuot \sitsh to talk to a worker abouit sloppy wor0 , yoVi ttig'it
start with, "Bill, yott sveenli to be llhtvitig a little trouhle wvitll tIle hlii-'edge
gadgets."

Reflective Summary

One of the mlost effective devices to encouirage the othiet person to talk
is the reflecziie stntnizaty, in wyhich you try to sutn up the feelings a 1malln has
expressed, disregardiu, the factual details and incidentals. For exatmple: 'lTe
reasoni I want to quiit is that so-and-sc foreinan keeps pestering mc. Ile \son't
give me a chan(e!- Tlhen lie stops, wondering wshethler lie lhas got limnself inito
trouble by saying too tiiuch. Youir response, "lie won't give you a cliatce?"'
enicourag('s him to t(ell the iest of hiis story, buit it (loes not cotmotit yott inl any
senlse. Stuch a stitimnar' seIrves a nuinber of putrposes:

1. It shows the work-er that you are givinig his ideas care(fitl consideration
and that yost understand hlitn-in other wvords, that you are being fair.
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2. It gives himii a chIanWc'e 1(o restale ande(lae&boiratc lhis lattitll(l5 if he feels
that you havenI't (quit(' grasped his point.

3. It serves to hiighilight what hl has lreally b(en saying. ( )ftci; pCop)C. are
suirprised to learn what their w'ords have minant to someone (ise, anid are
rcsarded with deeper insight inito tlheir owvn attitudes.

The reflectivc sumimiary is partictlul-l effectivc if yot reflect niot onily what
the m)]an hlas actually said, hut cani soinm'lhow ptit inlto wor(ls what lie hias tried,
unlsuccessfully, to express. Be careful, however, Jlot to hear muore inll his words
than lhe inten(ds to p)it into them-t. For if lic findls you reading thlins inito his
words that lie did not mean to bOe themc, he will he dotubly careful to wvatc
'what lhe says.
Youir sunmmary should indlicatc neitlier approval nor disapproval of what

the interviewec is saving. It slhouild simply indicate that yotu are listening
attentiv'ely. For instanc'-, lhe says, "It's got to teie poinit where I imay lose my
temper anid take a poke at the foreman." If votu w'ere to sav, '"\W1(l, tlhat's (ftiite
understandable," yout s\\oild ahlost be inviting him to cair)ry out hiis threat! A
far miiore satisfac(ory response 'would be, "Y'otu ar-e really sore at him be-
caulse....

Probes

The "free-floating' counselor is intereste(l primarily in geftilig at the
interviewee's tundcrlying feelings. Ani(d as a suipersisor volt toe are int(ereste
in thje feeilings of your subordinates. 1Buit if yotu knowno that yOu miiiist act on the
basis of what you learnt in the interviewv, you will a1lso w'ant to get all the
facts, thle whole storv.4 This micaiis that after the feelingr stage !s1passe('(, you
slhouild to some extent (lireet tIh' intelrv'i(eV. Tactfully and(I calmnly, yo! should
steer the conversation, lbut without forcing the inlerviewce ilito iin area 1.' eloc's
not vanit to enter, and with nio Iint that sot liave already made ul) ouir mind.
One way to dlirect tIhe interviewv is to build on what the interviewee has

already said. B3y repeating certain wo:ds selected fromi what lie has said, you
can indicate that von would like him to talk niorc about this particular area.
This des'ice is calle(d a "probe." For example, in explaininig how a fight started
bet'een himii)self aiid another cinploy'ee, the mani being interviewed says, "Joe
was always ridi-ig me. W\'hen lie pickcd uip my ltinch bucket, dliat was the last
strawv." Nosy if the supervisor wants to finid oLit nmore about sshat Joc has (lone to
arouise this nman), he has a good chance to insert a prole: "oui say Joc svas
always ri(ling )ou?" Tlhcen he stops aid ssaits for the man to go on0. Notice that
the interviewser (loes nlot say: "'What (lid Joe (1o to mnake you so sore?" Bather,
lie simply) repeats the employee's owvn vords. Chlances atc this approach will
encourage tlhe man to tell miiore abotut the "riding" thaln he would if he had
beeni asked .1 ciicet (quiestion.

4 In other words, your intericsving is "organiization) centered" not "client centered." See
Rogers and othirs, ot;. cit.
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L,ess sul)tle mrrl),es aire: "Couild youi t'll mre morw aboult ...?" or "I aml
interested in what yoti said abl)out.

Weighing Alternatives

Sometimes it is enouigh if tlhc interview helps )ou find oult hov the era
ployce fccls about the situiatioii and what the esseintial facts are as li sees
tlhem). In other instances, however, you mia.ly wvish to help him (levise a soltition.
Ilowv can you do this without seetlinig to impose your own ideas on1 him? Thie
followving approach mlay be uisefuil both in individual interviews an(d in group
mee(ings:

Let us assutrim onie of sour managers wishes to discipline s(verely (SnC of his
cmiployees w'ho hias been a trouiblemnak'lr. The manager's first suggestion, for
example, ma)' he that he should goo rigrlt ouit to the shiol) and fire the tiouible-
maker. If you ker'p askiing for additiornal sm-estions, hie. may sulggest lesser
peiialties. Finally, lhe inav even coine around to suiggestinig certain changes in
his own behavior.
Now, after the nmanager has offered al these suggestions, your would attempt

to get hlim to examillee (cach One:

MlWat world its probal)he effect bc?
11o.v would( thm, lleni erot
Howwvould it hijip him solve his problem?

By liciping the interviewee think tlnough his problem, yotu miay succeed in
lavin)g him co'nlie to a 'conluiioni tlat is his, riot yotus. And(l if it is h,is, he wvill
benmuclh ImoreC likely to act onl it wvithi 'ntdijusiasm.

Direct Questions

Onie of the imiost frcquent errors maade by inexperielnced interviemsvers is
transforming tlhc interiewic into a game of "tsentv questions. A rman has fllen
into the habit of comiig to work late and( lhis suipervisor is anixiotus to stuaighten
him otit before (liscipline becomiies necessary. Having had somle training in
huiman rc.tions, the imianiager suspecms that a lhome problem is insolvcd. Iirs
end of the conversation may riuin somentthing like this:

"Do you hase trouile starting \rrur car?"
"Is there any' trobile at homnie?
"Docs yorrr alar in clock go off on tine?"
"Didl you have a drinik too mary' last nighlt?"

To eachi (question Bill repjlies, "No, it isni't that." Anid to himself he says,
"Tlat's none of Iris bmsiness.' Ani(l then anothler (pic(stitin is silot at him.

IHere tIhe inmanger. iot Bill, is dircecting tire interviewv. Ndte tlrat every one
of thiese quLestions is p)h1ra5sedl in suichl a mariner as to puit Bill immediately ito
tihe defensive anid maake huim over-cautious in what lie says. Sonic of the
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questions, stich as, "Did you have a driink too many last night?" he iiiay' feel
are insultinig.

The interviewer rarelv knlows the right quiestionis to ask; if he (lid, he wouild
probably know the answers as well. The intervicwee's problenm is uisuallyi"iore
complex than it seems at first glance, and direct qtiestions tend to narrowv it
down too quickly.
To complicate matters, miost subordinates try to say what they thin,}k vill

please their supervisor. Direct questionis often imnply the kind of answer the
supervisor s'ants, or at least give the subordinate an 'out." For instanlce, the
question "Dlicl you have trouble starting your car?" p;ovides a read) excuise
for a tardy work-er.

If the supervisor wvanits to mll(1 otit s'hat the subo)(linate really has oni hiis
mind, he should leave the situation as free as possible to p('rmit the silb-
ordinate to emphasize thie thinigs that are important to lhinm.

If possible, the interviewer shlould avoid (liuestionis that cain he answered
with a simniple yes or nio. "Well, (lo )yott like youtir 1o0? "l)o voti thinilk the tools
are in bad shape?" Questions of thlis sort shiut off (lis LissiaN because tlieN, can
be answered bv a relatively meaningless "Oh, I guess so," "I sppl)ose you
might say that."

THINGS TO AVOID
Too Much Warm-up

Mian) people feel that before gettinig down to the subject of an interview,
particularly if it is ai unpleasant one, they shoul( try to place the intecrvio.wee
at ease by ciscussing soine irrelevanit topic-baseball, fishing, the traflic prob-
)cm, or ssvhat havle you. lThus, a forceman callinig a mani in to lay hinm off mi.av
chit abouit tlie Dodgers for a few miliitntes before settling down to 1tie Ilasty
task.
This approach inay relieve the foreiman's anxiety, but it intensifies tlit of the

workeer, particuilarly if he lhas somc idea of whlv lie has been ealleo ini. \W11le
he is oni the "hiot seat," lhe may be thinking, "'WVhy doesn't this cl. tem get
dowvn to business? Wht1y' does he have to play cat-and-miouse? \Wil.t's this
building up to?'

Such1 "warmning-up" is u,se-fuil at tillmes; however, the interiewer slioitih(l le
careful to use it only when it actuially reduces anxiety. Ofteni when the soiper-
visor initiates the intervicvs, "beatinig arotund the buislh" merely increases the
suspense. Similarlv, if the employee conies to the stupervisor wsith a problem,
he probably vvants to get dosvn to business vithout delay.

Preinature Judgment

The interviewer should avoid giving anv indication that wvhat the sulb-
ordinate says citlier pleases or displeases him. In other words, he mlost refrain
from passing juldgmenit before all the facts are in. This rcstrainit is extrcmely
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importaint li.cause subliordlinates lock for v(rbln or facial cues that sill tip
them off to what the suiperior wanlts or (does niot wvant to hear. (Of couir!e,
unconsciouisl) we are always formiing impressions, even on thc miiost mneager
facts. lIowever, the supervisor slhoul l)c asarc of hiis )redlispositionis and( trv
to keep them from warping his ju(dgment or lhis conmmunication.)

Criticizing or mor.alizing puts the interviewvee on the defensive. Even if he
does not arguie back, lhe svill begin to edit what he says in order to wvin the
interviewer's approval. He wsill concenitrate on proving that le is right rather
than on giving an hotiest explan1ationl. Certaiiilv putting a iiian on the defenisive
makes is harder to find out what he really thlinks.
Even praise or sympathy should he avoided until the end(1 of the interview,

for it ma'kes the interviewee think hiis present ap)proalch is correct andcie-
courages him to avoid the hard swork of thinikinig the problem through.

Arguing

Little is gainer! flo01 argmentvlt, it least ill tlhe carly stage of the ilitet 5vi(ew.
Yet everyone has a sti onig hr man teu lieycv to correc-t thc dtiher person wvieri 1w
says somethi;ig that is ohviously s Norg.Moreoer, if the mt (rs'iewer lijrseif is
attacked1 personally, he mulst exercise trenulendos restrilijit no' to ans\wer haulc
For examol", ani employee says Ie is having trotuble doing the \o\- ik be-

cause the stock has been chaniged. "The company muiiist he l)uying (ciluapei
material tlhese (lavs." Nows if you knowv that there h-as been nlo Change s.ht-
soever in the iiiateriials, you will bce stronglv tempted to "set tle einlplhyee
straiglht" on this point, althiouighi hi' c )inplaint mnay be a sy miptoni of soniietling
nmuclh more basic. If you give wvay' to tlhis tilliptatioll, uvMI 'Iiilvti,irsV
form the interview inito a fruitlets.s ni guLeDt. If ViI julSt cot11ntoC to listen,
howsever, the employee may move oni to inore basic problein, aindl (litljeilties
that he finds iniore troublesomc to discuss.

Excessive Psychologizing

SonetinmCs managers abusc the nondireetive technZliqu)C b) slhiftinig the
discutssion fromii the techniiical aspects of the qcsestioni alt hand to the sub-
ordinate's motives in dealing with it. SLuelh abLuse oCCLIs m1ost io0lls
'when the n.anager has a psyclhology or social vork background. For exraimple,
a subordinate may have a souned l)ractical objection to soiirlet' ing hi.s boss iiiav
vant to do Iiistea(d of listeninlg to the objections thini(use vis, the( excessivel\
psyclologicall)-oricented boss umay look upon tIme surbordiiarte's attitu(le as an

examp)le of hostillity and miiay seek its eiiotiona1l basis. Obviously such air
ap)proaclh often, adds to thle' hostility it is (designe(d to allecivlte.

For a good (lisetissiomi, sec Peter Bltti arid V. Richiard Scott, Forinfrl Orgatrizatiort (Srn
Francisco: (Chiidler, 1962), pp. 188-89.
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Advice-Giving

When you finally get the complete pictturc as the cm)ployee sees it, you
may be able to provd:de ad(vice or informnation that lhas not previoislyv beeni avail-
able. But again it is often better to help him work throughi his own prolblems.
In any event, you slhouild hold off g1ving advice until after the interviewee has
told his entire story-until you have all the facts.

Masterminding

hMany people go tlhrough the motiQns of the nondirective interviw btht
violate its spirit The lhope by anking shreswd questions to r.manipuilate tle
interviewee inito believin" that lhe is thinkina throug,h his problein by himself,
though the way (juiestionis are worded inevitablv forces the interviewee to
arrive at the interviewer's own predetermined conclusion.

Masterminlding is used with varioLus degrees of soplhisticationi. One of the
less subtle forins makes conistant uise of the leadling (question, thle "don't you
feel?" approach: "Doni't vou feel it ssould be better for the comJ)any and youlr
owvn future if you camile to work oni time?'

Questionis like this usually perint only one answer. Tlev aic thinuly veiled
forms of advice, ju(lgenient, or jutst plain bawling ouit. They are even more (li-
rective than an over t, straightforwarcl statemiienit. I heic intervie\ve is ofteni free to
reject outright advice, and even if it is clear that he mjiust accept it (in otlher
words, when thie advice is really aa1 order) he imlav be unhal)j)y about it, hUt
willing to be a good sol(lier. NMasterminlding, however, niot only requires the
interviewee to do what thie interviewer sants, but also to saiy that he likes it.
The interviewee is trcatedi likc a child anid the alleged( intervliev degenerates
into a formri of brainwvashing.
There are sutbtler forms of brainwvashing in svhich the intcrviewc may'

actually lecd conivinced of somnctlins(_ at the time of the intcrview, onilv to
realize that he has been duiped afte r he has had a clhanice to tlhink tlhinigs over.
Conversion at a forced rate seldomii lasts. As the poet Ilobert 13Ruins oniec said:

He \%'ho is conviniced against his \\ill,
Is of the same opinion still.

Pcople change their attituides slowly, and only when they are ready to do so.

CONCLUSION

Intcrvicving is a formn of communilicationis, and like other forms of coin-
muniications it is mnost effective 'lMien it is two-\way. A goo(d intervie\v is more
than a one-%ay piocess in which the interviewee tells his story to the inter-
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viewer; thc inlterviewer muist in tuirn be conistantly cotnunl)uinicatilng his interest
in the interviewee as a pe'rsoni andti in what he hias to say.

It is not l'uoughl for the maniager to iind(-ei-stanid his eilliployees; le illst also
give tlslc'm te( feeling that he is sincerely trying to hit'lp themn. 'T'le nmanager
mtist not only listen, but miullst altso commulnilnicate the feeling to his cnimployces
that they arc being listened to.

Thle basic puirpose of nondlirective intervicwing is to enal,le the interiviewer
to find out ho.v the individuial ses the problem or situiation at issuie, and thlern
to help hirn thiink and, abovc all, feel his way tlhrouigh to a solution. The goal
of this wlholc philosophy is for the supervisor to be perceived as a sou1ce of
help-as a man who can assist the suibordinate to develop and do a hettcr job.

It has been arguied that the interview' ahpproach wouldhi' finie it a managet
had niothinga else to do all day except serve as at waililng vall, b)lt tlhlt iln
practice he just doesn't lave time to (lo muilch listeninlg. lRealisticallv, lpr(essire
and other demand(s ma)' make hin abrupt anid tinsympl)athcti ll liis (dcalin)gs
witlh stubor(inates. And( yet the mlanager who "nmakes time" to listenl in.iy find(1
not only that his lhumanICrelations are better, but that in the long rLn bc wvill
save enoulgh time by having fewer personniiel crises to deal with.
The nondhirv'ctive interview is not a cuire-all for every situation. Effective

interviceving re(quiires considerable skill, and(l even a good intervicser discovers
that m.any)' people find(l it difficull to (liscutss thlcir p)roblcules. Mloreover, manyv
problems involve seseCIal people and require grotup disOission. Finally, certaill
problems cannlot be (leci(le(l at lie managcr-subordiiiate vescl. Still, in s'pite
of tlhese rescrvations thje interviewxing teclmii(ue is a genieral-plurpose tool for
every manager.

PROBLEM 1

INTERVIEWING DIILL

In each of the following cases, which of the responses sulggested woul lie
more likely to lead to a constructive solution of the prol)le'mi? cnmemble' tilat
these represenit the ope'ning of the interviewv.

1. Youi have come home from a hard day' and your wifc greets yotu with.
"Wliat a clay I've hal. The baby sas cryinig all morning. 'hc wash-

inig machine broke downo aindl I hald to do the things by hand. Tlhc I
went downtown to buiv a hat and hlad to wvait tswentv mlinluitcs for a bis.
I couldn't finid a thlinig I liked and everybody was so pusbv and(I the stoi-c
was so crowvded. When I got back the baby-sitter ha,l )et the stesv burn-
aind I'd worked on it so hard. I'm so mad i could cry. Auid I'se got to go
dows'ntown tomiorro' againi to look for a hat."

a. "You must bave hach an awfully hard dav."
b. "Youir old hi,t looks prett' goodl to me."
c. "I'm tire(d too. Youi siould hue.urvhat happencdci to mc. First..
d. "Doni't say another 'ord. Ptit on youir glId args anid I'll take y'ou

out for dinitier and(i dloni't meicnitiont it."
e. "You kno', may be we ouighit to get aniother baby-sitter."
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2. A worker has beefn late tl)ree times in the last twvo weeks. You ask him
why an(d ih( replies:

"I just canii't seemii to get utp in thlie iorn-ing. Franlly, I've lost nmy
enthusiasin for the jol). It doesn't interest inc any nmore. So wheii 1 (lo
get up I'vc got to rislh likc iinad to get here."

a. "Don't you thini1k vxoni arc letting the company down?"
b. "D)o you have an alarm clock?"
c. "You've got to lick this problemi or I've got to lay you off and givc

youI somile time to think it over."
d. "The job (boesn't iiiteiest you any inore?"
e. "Are yout having atiy trouble at homiie?"
f. "Have you thouglht of goiug to bed eailiei?"

3. A worker vho has beeii nmaking little progress tells hii boss:
"I just cani't seem to get tbc hang of things. I try to find( out what l'mn

supposed to do, but nio one tells me. The otlher guys doist pay any atteni-
tion to me aind I cani't figure it out by wvatching. Ma.uybe J ouight to quit."
a. "Why (lori't you give the job a chance? Most people take a wvhile to

learn it."
b. "Why doii't you tiy harder? You can't get ahiead vs'ithout hard work."
c. "If I were Nou I would ask the otlher fellows to help youi."
di. "D)o youl have an ideas why thc othel fellows doni't hell) yotu?"
c. "I'll assigin onie of them to inlstiuct yon."
f. "You feel that the otlier fellows dou't pay any attention to you?"
g. "Let meiC shiow you boy to do it."

4. A toolmaker tells his foreman:
"I've had ttii ycears' experieiice and no one ev(r told m1e I (lid a burm

job. Stire I niake a fews mistakes, buit why do I get all the blaiiic?"
a. "All I wvamit you to do is be a littic more careful in youir work."
b. "You feel the standaids aire too hiah?"
c. "I'm nlot saying it 's your fault. I amii just asking you to plcase do the

piece over."
d. "You feel you arc uinfairly blamed?

PROBIEM 26
THE EXTRA HALF P'LUM

Scene I
MSary, a salad girl, is seated at a table backstage yl) herself, thtimbing

through a nmagazinie. Shc is off duty. Miss Jones w.alks on stage froiin thc
right aiid stop)Js at Mary's table.

Miss Jon1es: Mary', may I speak to you for a inoment?
AMary: All riglht.
Miss Jomics: It's al)out yc.uir work. I feel that you're a hard wvorkcr but thlere

are times when youL seem to gro\v a bit careless. I've noticed lately that
sometimiies your salsds are a tmifle sloppy in appearance, anid vouj don't
als'ays check your recipes carefuilly cenotugh. For example, the fruit salad
calls for twvo halves of pluinis. I saw you puittinig three on somne of the

6 Ve wish to express otir thanks to Professor 'illinam F. NVlmytc for permiission to use
this case, which wvas prcp.sred by him.
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Interviewing Nmot ar iolor.

a ai wwoad PAw. =o off-icew Uamliue tat wheN tely amehnln beste
ams actwly In iateavientn. mver. tif ta La ft hi hw

ca"rfl uin offlcers uwt he n deali with _ae (or as wil edbm later)
.upa'v ses.

In hmn ".latialso it aWt wha ym do bit the map *t ipu d t. rOo
vrum alw I involve pedle- griese ae nmr realy settled mtil tale
people osamnd ar satisfied. ittl@ p_owi am a oit big owe If oas mtt
hadethe Juplmivlved vitbh tact0 &and gesect. Ge th other hand,, ev big pao-

h1 wNle1be auvely sige If &Wu keep them n h_d.
All of the preia ae" m tough ames. In each tam fa" we all Il ta

yet the facts "wes head -to get nless tJe stoned shoa twt and mmieataaidng.
thex am _thre ioblectves of pievawe interiewig (1) Gfetn te

facts; (2) Giving the -e#gr the Ina tht he lgt a tt i,a (I)
Gett accetame of atin nm .
1. Gettlas the Pa"ct ae ho to get. Noee ofn Ve ga,esnw Job-.,
they give gm call? half the story. either . they think gmAmunowth rest or

IL_ th realso that _of thedfats ae uf Wo to thi. oft, too,

MD 'a" fo exied to tell the storyestaight ad peaepJt t spk gish
oe well. _ ie tgas wthe woloe bac ound.

A _r of on pr.ided their fte d With a checklist of w.*. e
are thinJg.which turds ohoud find out in teijr Intervis.

First you Whud get a haz outlne of th facts:
Who Is 1ivol
Whet did they "s an do?
hdid it haJ_?

Fdid it happe?

* y Geoge has.Te c te volw asems am Unina Adintrtamo (ie
bg Coemall Urdnv ty) i1ncue both caes (inluding m of tIe am in
Course D) and c ntwries rhe innarie ax d thlp studen"s
as th Cox". GelV the va tinriee am il he".
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TMi, twever, Is not enugh. feors taki any haes action whigih Vou may
later regrt, you shold try to find the anmr to a amc moe f tal quetion.

did It happen -- what Is the underlying muse?
Thm you wlll have to consider two ther questloat
Whet do VW. wat fro the In the wg of a resedy?
Which alase of the oontract ha baem volated?

2. Gio the eAtte on

AV if gy know whet the wants before he open We oth, giv him a

full chane to havw hi sav. Uoar hi tIs particularly tref yo're
- to turn him doNe.

our rech shomed that to a very lare extent the wuion io judged by the tet
which Its stNwazde ow In ers e t have grila_c. an members
enet to se ther mittemmn as a veling tll. X so, listen to them. r,

If the n r t he Is not gtting prper attention, he will be md et beth
ou and the union.

3. GtAvhepac fnvAto emr
?inally, In a dem atc uon, gy shold epain to the aggriO m r care-

fully Whet Vou g and cuu do for him In h Iang his grievan. Ou shoud
xplain to him the stpw you are going to tae, an tr to get is agrnt thUt

the ar the proper ones. Pt instance, you mght tel the agiev:
As far as Z can as you have no cas hwe bcau
But If yu disare with m, of ougee you can always
tak It up with the a ining cmittee.

I'" goig to Investigate this matter further and
Z1ll lt you know later whet I'lI do with It when
I get more inozati

a going to hav to take this up with the bargainin
oettee buse It invlves a policy matter.
Z will let Vou knw wht theg decide.

Z think you have a strog cas and going to take

It up with the for_ at onCe.
If the grievanc is cmplety unjustified, be sur to explain ff1. it out

Wu reasons. Refer to the cmtrct. If the m_mber is still u PPy, explain to him
that he ha a right to appea. (Por e, "Dill, donl't think you he a 4ev to
stan n. Aitiyu lieydo hv teb right o appea to the ective Car- over
my decsion.')

cer, If yu ags to handle the case be ntre to eoep the menbr i med of
the progr"s you make eve if yo onlyay lo haent had a chanwto tak the
setter uP yet, but Z haveIt in mind.'

zt youg ae't su ful with m aag,let tbhm bmw at nce ad also iWom
the aggriee wt further apea step can be taken, It any.
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Good intzviewig sean ar-t et cannt be leane by reding a manul any sore
tha yOuca ccaone a Babe Muth merely by ading &uw t o a Name-Rumun t."
Practice and se1f-alwns are a.Z-lptant. w r, hre am a few euggetins:

1. Don" be hurried. be , at Oese. Do your swearing atea .

2. Show you ud.retan Lo people In the, ee. Wourege the meber
to get out evet ng not oanly the facts, but also the feeling.
Often he will fel a lot better ater tat and start quietin daWn.

3. Unls gyo are vey short of time, let the other perso hav his ey
otelg befor you start giv urrpnon.

4. S_mrs what he bs Co ea. is gyou undstad. It also
encourges th mebe to bEring out the things he hadn't wtioned
before but which he thinks are reevantgo After you fJiish eumr-
isin, ask ilave Z tted your cae jrt" Xf he agres, you
hve your first a et. iris mind is et to agro other things.

iJe form of llstoning qires a gret doa; of tAme. In the long rn, It saves
both time and Noa h e eliminate festering grievaNeswwhich ow apathy ad
anti-union feeling.

Rmmber, lots of memer-s contact their offlces solelyb they want a

sgthetc "Jr. Prhapa thew know the offi"r dolIttleto help thmin their
partcular situat,i yet thwy fel better after they he gott thng off their
chet.

- ~

any ea , who recognse thed rablity of shwing tact In deling with
fellow m-eer, yeol and bluster at thi fore . Zn dong so they meke their job
har. *t Is ich better to develop a rolationehip In wich the fora is willt
to -o-perate with you and to handle grievances qdckly and fairly. In e cas"
this i hard to acascqish. StIll, you wont get e it ougmo out of y wal
to antagonize his.

Man a f co free union rans1 lives In a union neghSbrod, and stll1
eels mre like a workr tha an employer. Give half a chance, he idll be frimay.
After all, he Is In a difficutmdedle poition between the ution oe

eop menag-nt. No cannt decide mrl ordes acow dawn to him fro highr
meag_at and whether he agree or not, his jb Is Co se that they ame corrie out.
However, if you deVeop a friewlnl relatimon p pe he may shade am of the
loes deision your way.

In handling a grieve, or interiwi aforaon ost of the sow rule
apply as Co interiwing brs. rho iotant thiMisJo to _IV the other fellw
a e t a .
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The following cases are difficult one.s. hey ae designed to help you (1) pre-

paz Your arg tens, (2) think through your strateg, and (3) develop interview tech-
niques.
conclusion

Before 9Ou staxt discussing a Case with a etaive of manamnt It Is al-
wys wortwhile to ak you"rslf, VBm would Z feel if z were In hiS shmpoe You can

be sure that as ou walk up to him, grievanc fo In hand, he Is thinkin "Met doe
guy ant now?" or "Nhat have Z done vwong now?"

Later* after he has had you present the case, h bably tells himself, WZ
didn't man to do wrong -- why does he have to rub It In?" or "Ne dosn't undeetand
my position -- wh d sn't ha give Me a chanc to listen?l or LotI' see if I can
figure som graceful way of getting out of this withot losing too muh prestige."

In other words:

1. Dnst rub It In.
2. Listn to his story patiently an syathetically.
3. Let him retreat gracefully.
of course, the surest guarantee of whinng a grievance is to haer a strong, well-

prepared case aad the hacng of the m in your prte. oIkW r, griae
which are settled in a friendly rwe usually stay settled longer.

If possible, try to reman on friendly temse with sprios. this Will help
you particularly When yo haVe a weak borderline Oaso. A rlaatic hip where each
side is trying to rub the other's nose In the dirt hurts both.

Here are a few suggestion about 4 withfo
1. Start by telling the foremn the problem as the aggrieved ses it.

(ZVply that you have an open mind, at I Sst till you her what he
has to sa.) Don't be lealistic at thitt stage.

2. After that let him talk. Encurage him to ste his poestion a..
pletely. If he wants to use you as a "wling wa1 -- all the
better. Evry foreman thlnks he has the mast difficult job In the
world. S. will feel better and more r b after he gets his
gripes off his chet.
De a good listener. many stewards talk eves out of a cso.

3. next sho hm that you urstand his paosiion, en If you donat
agree with It. this show that yo ar beig s .

4. rthn tell him how far you agre with him -- and where your dis
a et startS. rll him what you thin* should be do -- but
be flexible. If possible, trY to get an grema t on thO facts.

S. Stick to. the pointt. Avoid raising questions of principle. If he
says "I don't want the union interferAng In everything I do" don't
argue back (much as you wuld like to), but say "I can understan
how you feel. z certainly _ ging to try to keep the number of
grievces to a minimu and 7 think parhejw we can ellinate them
altogether If we try to find a constructive solution for ech pro-
blem aseit a up. For In In the ea" we hamchee,
think It Is just a question of the mani Of th conrat N
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Irt is mch easier to find solution of specific problems than to
settle the great Issues which have dividd uon and g t
for yas.

6. Avoid dlscussing personalities as icl as poible. Don't ake
belittling rem r which have nh to do with the oae at hand.

7. Unle you ar anious to take the ase to a higher level at once,
don't force the foreman to sag "no. If FM &aen't getting any-
whe, let hi think it over for a while. 5e VMV m_ljkw later
on on the other ad, don 't let his sall too long.

U. If you con't reach a satisfactzv settlment don't think the wrld
will . ou can alwysappl the ase. l'hat's what the other
stepe of the grievanoepam for

. inally: Speak softly and carry a ig stick. Don't lose your
tmpe by accident.

RELAIZONS l G S I

Introductlon
rhe typical grievance cases, the ones which ast un_ien rtnk about, are

rather siqle. The Involve ony one i vidul andthe y. (ftr instance, A

worker Is unfairly d1sciplned or his pag is m$ _ted.)
Utfortunately, uny problms ax oh mre coulicated. rhey Involve disputes

between workers as well as against e_.cony. A Is almost always the case wher
seniority i onc d, and to a lssr extent with job evaluatn and nmentive.
In these listances, the union can favor one gup of r or oa member only at
the of another. Inded, soetmes two grie can be filed which are
directly contradictory.

The following cases WJ1 Illustrate sc of the area In whlih swh Intergro
difference -y arise. More important, an effore wll bo mode to highlight various
mans of settling these differen". No union ca elimte conflict bete upe,
but It con provide scoe type of orderl roc whch disputes can be settled
fairly and to the stisfaction of the vast mjority.

Inter-group differnees, such as those presfeted inprevious cases, ar bowd
to aeos. They cone up over matters such as seniority Job evaluation, inceotive
plans, shift preferences, and a host of other things. If Io rl handlod, s
can wreck a union. ower, with ptienot , understandng, and imertiallty their iIl
effects con be minimsed.

As a union officer It Is your job to bkow wher these are -- and also whr
they re likely to ocur. Dont xaggerate the. on the oter had, don't prtend
that they don't exist.

Onc they arise there shuld be an orderlg l of settlg thm. I d
of bn glosed over with ples for unity," differenes shold be brought out In
the on and provisions should bo made for the to be heard an setled.



sxactly how thmes difference are settled Is elativel nI ot so long as

there Is definit d with Which e yone is faabiliar. In union these
dcilios are ade by the Executive Boar or argainin C tt", in others b ate
wards or chief stsards -- or en by lc or d twtal 4i. (Vh as of
the Pbocess Inspector" illustrates s of the di ltis which arise when deci-
alons MO wde by large gronu sucb as local or de mtal wetings.)

Regardless of whio akes the decisions, the following sugget9ios my be useful.
1. Try to find a olution which will satisfy almost m . tis

will be hard but Samse It can be done.
If yu ostmae a decision whbh wIll hurt one group ad help
aother, be sure Vou conidr all the raificatiom. Whtr_ you
like It or not, your dcision will be looked upon as a Preceent.
try to be consisten with previous decision. his my be her

u a dcson which Is consistent With am prement way be
inonsistent with another, cass frs real life being so copli-
cte. Uwever" dont let a p be ud too cre an oius

2. Be etrel careful to give all group a chamm to be heard.
Particularly when inter-rp l, 't
decision until you hav all the facts.
Bon t let ny groups intr go by default. If individuas ar
too timid to stand up an &spak for Ves, the nmiofnfics
still have the oblgation to fin out whet thew wat.

3. Avoid too mnapas fe eha a choam to be her befor
the decision is wad, thee wil be les now for appeals
In the area of Inter-group differnces the best decision Is ony farly
good. Even a bad decision Is often btte e leaving things unsttled.
As long as the sn rmins tht a decisi ight be ,
peoplewill be

If you follow these rules, In nine coe out of eoo decision will be gene-
al1y a by all the partles. they way gripe for a whle, but In a yer or so It
will he acpte as shop law.

Romb Zn mot caose people are un"Lppy becuse they don't keow whet to ex-
pet. Onc a prototonal segmice, a gytem of job evaluations, etc. Is set up
people axcept It and will resist violently anV chg. trh human ablity to adjust
Is on thing whch make the undon officer's job a lot easir.

ttIArONS BME UNION LMDW AND 21 C I ta
Introuton

Union officers say over and over agin w1the most impotant thing Is to hve the

suPpOrt of your nber." ere w onsider the central pavbem of poltic how to

lk"p your own an the union's politital fences mnded. Among the questions these

(1) WeM can be done to mako an apethetic group more Inter In theu
(2) Whe should an officer follow his on onwciace and diecretion, eve



though )hts-ections a o b y m br?
(3) Leadership often smen going on ahead In frant of the rank and

fIe. Nov far ahead shuld you go?
(4) When a ga'mp Is Internally divided, what, if anything, can be

don to help th_m rolve their Jifftrenes.
Cn~lusion

oe upon a time there was a emz d ill. ben DIll was hading a grie-
vance, he wa an ercllent steward: he did evrth good teward shuld do. But
the ret of the tme he wasglum an grouchy -- never had a god word for anyod.
Ni phspy was:

Why should I look for touble? I'll fight like hell tor a - with a
grievance - but If he doesn't think of- his own case to put It
in writing, I'" not Intested enougbh wate time.

Dill. is no longe ateward. Mis successor says,
I relise, that In pracocally everything Z do i'm represntifn the
union. Being a setorad Is a ftull-time job. it's my job to build
active union participation In my partment.

Sill's sucessor Is right. r many the steward Is the union (at least
he Is the, unon repreenative they sea moat often.) *te attitude an loyalty of
mny r toward their uon Is determined by hw well the stowad is able to
hndle his on human rations With the otho Ii his d tmet. VI wit
rank and file support a steward or any other unton eder can do very litUe. If
his e don't understand aa re of whet he Is doing, tho can out the

A union leader must develop and maintain close contacts wdth his contitunts
Basically, this dms he muat get axound, talk, and &abo all, listen.

(1) New members are the most impresinbe Your job Is to make them fool
at hom, both trithin the plant and In the union. Welcom the Into the rankse
plain what the union has gained, prowvsonm of the ontract: a whn the loal
metig is held. More than this, sik yur ne ti a two-WVy atfair. find out
something about their

(2) many pi urg their m to make rqurd Ohowdy 'rounds In whic
the fOrean speaks to, ch wrker individually. Union offices should do thesm
thing. (of course, ths Is hard: man companiex place restrictions on officrs'
movemns- so you must make your owtacts at Junch or after work. Purth r,
officers are often so busy with imediate urgent problem that the hava little
time for grass roots building. Nowever, a really good officer w11 always find
time for the aparentl smell thing whc are really so important.)

(3) Many union officer proed on th prtinciple of putting the oil where the
s zueak Is loudest. This poliy does not, always aJy off. Some peop grips at the
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drop of a hat; others keep their problem to themelves -- Vet If nothing Is done

abot them they becoom apathetic toward unlon participation or ew anti-union.
The man who brings his proble to the steward is already convincod that the

union can help him. A real sales effort wast be made amng those whokeep thebr
prblom to themselves.

(4) Your job, as union officer, Is to mlantaln u cation V

downzds. rds couwnication mens yo should mke a detezuined effort to fid
out what the members want, to listen to their ides. Dowrwaxds C atio means

you have responsibility for ,asi!M on infomation which you piek up in bargai1nig
comittee meetings, neWotiations with mag nt, and the ike. As the best I forMd
membr In your depazrtmnt, it Is your job to sa that informtion io passed around.
Aside frra lnforming m s of union policies, you shmld Interpret union policy
where this is ncesry. You are the link been the orkers and highr union
officers.

(S) Encourage them to atend mtings and to ta part In union activitlis.
Sm union officers try to kep wht takes place In the union meting a osplete

secret, saying: "If we keep th membersIn the dark,, evntually curlositywill win
out and they will c.?." If big league baseball toea followe the same prncipe,
there would be no baseball nws ad geat receipts wuld be almot Xero.

Seep the members informed of what happens at the m go. This enourags thea
to attend -- and even if they don'c attend, It's igportant that they know what

happer.s.'
(6) Depwtmentl meelngs are extemely useful. Attn tc Is usually higber

than a local-wide meetings. Such meetings givo the officers a chane to h e

problems of the particular group. Also, they give bers ch better chance to

ask quest:ios. Above all, they make It poesible for the group to develop a c*mn
policy.

(7) Rank and file opinion Is not easy to discovr. rhe ndivilduls who spek
most often my represent the rest, then again the may not. The oly way to te Is
to talk to the 'silent ones.' A smrt trick, which mO officers u" when an imor-
tant decision is to be made, Is to ask eah individual in a departmental meting to

give his own opinion briefly. rhe samepolicy can be followed by union officrer
when thag mke their "hwdy" rounds through the shop.

rn concelusicn, grievance handling may be the emt dramtic part of a uion
leder's Job. But that's only the beeinning of his work.
hten Sould Officrs FollowRank and FileO

it Is always useful to find out what Is the ri.nk ard file opinion. n most

instance, It Is best to follow It. Nowevr, terae are tins whe offiers must
find courage to, do the politically unpopular.
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For instan:e2 in the case of the '1T.aporsry SuiMr Bplcyeea" a departmeal
meting would naturally vote against suar .rVloWes. A decision by the local met-
ing would be almost as bad; permnant employees night easily pack It. tire the Bar-
gaining Coemitte hs a tough decision to make which revqres considerable political
heroism. Yet, if they desire to build a strong union, they mst aek* what the think
is a fair ruling (regazdless of political expediency) an stick by It. In most in-
stances an officer who has done an hnest job will be re-elected, even If he turns
down som requests for special favors.

RNMTTrONSNIZPS3OUNO lEDS ANDMANGM#T
Introduction

The primary function of a union is to deal with wanagemnt en behalf of Its -
Mrs. All the other relationships previously discussd are subsidiargy their purpose
Is to help the uni2n do a better job In collective bargaining.

Of course, the kind of relationship which exists boen labor and msnag_emnt
cannot be determine by one side alone. The mg the union acts depnds on what
anagement does. Similarly, behavior is related to how It ses unidon

behavior. Within limits, r, the unlon can Influence the type of relationship
by Its own actions.

The following cases rai" a number of diffimlt questions for the union leader.
Amg these are:

1. Mw forml should the "elationsp be? Should all grievances be put In
writisn? Should the grivance proc re b followd stop by step in all
case -- or should sow problems be hanled by informl discussion, sa
between the personnel director and the local prosident?

2. Nov flexibly shou-d the contract be interpreted? some unions seek to
follow the contract through hell and high wmter, eve If It results In
obvious injustice. In other relationship the contract means ver
little and th parties try to solve och problm as It come along.
owevr, If carried too far no one can predit what will happen. Me

r is open to favoritism.
3. Should the union push all grievances regardless of mrit? or should

they push only those which s to have real meit - or only tho"
which they could probably wvi at arbitration?

4. Should the union try to maintain the sam Jknd of relationship through-
out the plant? Or should it try to develop a good relationship with a
given supervisor, *evn though the er-a1 reationship is bad? Whe
should "de4ls' be allowd?

These are tho kinds of questions which every UQion executive boerd must answer.

Newcer, the answers they give depend upon the peuliar circuaaances in the parti-
cular situation. Ther are no 'right" answers which fit everywhere.
Conclusion

A pamphlet like this should not try to dictate union policy. eer, few
ideas y be r*leva&;n:
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1. The old adage still holds: you can catch uwr flies with hone than with

vinegar. it Is always better if you can ao ish your objectives peace-

fully and amicably.
2. Xe Is entirely po.ssble for a union off crancadny poesan to be

firm and fortriught In presenting their point of view, yet still raiin

personal friends. In fact, persoal a sity Ltwen cop leaders Is

often idsastrougfi to both side.
3. in only a few instance is a cproise mpossible In nt ases if

each side oak-es patiene effort to understand the others point of view,

a solution can be roached In which cach gets the essence of what it wants.

4. There is a big difference between the onstructive amd detructive o_

proise. rhe essence of the conructiv cm pse Is that It tries to

solve basic problem rather thean teporarily smoth over sg ptim.
S. One of the szreatex advantages of the Aerican system of collective bargaln-

Ing is that It m*es possible informl handling of problem on the shop
level. Grieaces which are taken to higher stages are arely settled

as well
6. Good human relations will never solve Phe great differences which separate

unioa nanagement. They my help rmwom the incidental Irritants which

make discussion of the rel Issues more difficult.



Ii"

~C.i * fR*
*£*g

11111
iE

X0

2

.1 i~

e:

- %

~ '

I"
A p

AIII
I

28

4E
.a.bg

t a.*If
A so{

I

a

.E
la

r.

I
c

-

It
F

i

CN
c

CL .0

0
C)
0hal
.,
co

ffi



.X., ,.

Eq1
!4JJ
In.111
I P..

Isfis

pi a

I.

IFr
P%

iEI
7 jaii;

11

.

II
g-A
.SSs

I a

.II

U
L .

.1 9
I

jR'4

I!ii;if

jil]

8iie

;Ii

tJ.

6.6

0:1

II
,.1l
*8

gi

11

i.6aI

I

I
AU



-s~

_
cc2

0CS C.g~cX '

*-0
a~ %^ 0

*e c. z
DI '; A

ot. 2-

o -n CCQ
LU g

I) ,, E -@0

y. ,y

- 0

CA~

0F

c9 E 4

c 2 cr

4i8
0

U-X Q CF

A 90 a 00C v

_ .

Ct
Oj

4O

X,X0
*0

0

'A ~

Ca
L.U

0
co

Cs:
oj

°C,cCtD

in

00

c

CO

U-

.-c
~ -

-._

Og 5

* e

^4o

I;
-.

0
v
U0.

0

4-

C
ED
10._

C
0

0

C

0

V
v

0
0.

C
a

v,

0
la

C

0

C

I.-

00

0
3:



Lii
p~~~~~JL~~~~~~~~ ~ ~ ~ -."J 11*l

IC
O ~~~~0~5i. ~1.3 .~~~~ i.~~~.9II5~~UujAI

4i~~~~~~~~~g

I~~~~~s -41' ~~~~~~~~; g L[3~~~~~



WJ 04 .0 .. 0*.. L ^ 0 %; a c v 0 S.C C t;% S. t3 -6 SC-3 4i 0 .U F. &4 zg ..E 11 2 %A
fs -h =

IU 0

,A .- -c
co

cl 'A u0 4i'.U. :3 C %, 10-Is U -U m C 61. c 2 Z10 IA AE
%io.

0

r.
13 'O C to

CZ ej co 40
c C CC6 C3

cjj C:
C6 00,46- cii ;g0 V3t's 4i U

tu 4i
4i C 0ei rs'1E 4.0C: U wi

Pu C
rr E AA

,S

E >
A

C4 .0
'- -'I

*.. 'A0 v =
IU

r 53 eQ:9 0 E R -0 03 PJ r- EE
M 0 C v t: il es L4 Cs 0 U< F. C6

O,

C3 I .- - E `;* - a mQ. E = 0 .-
ri0 C r

CL.0 t4 -"3P .- esr. .L 0 - -O .,= - BLE C,
C

C3 U M C.6.39
- 0 4j 0 1

CA b. 0;. - -!2 - ? a j: 4, E .-

0 "Z r4
C: 0 OJ fA U U'u

0 .0. ro.IL IL 0 .-

C
0 #A

C JJ
0 = E

Et c6 M
E 0 :a U =

.4 0
0 V

A Z

:3 C E >

E W.o 0 C
W 0 A. E H

v E
U

U a U CL #A 4AQ..C O. - M I-o9
0

0 U ?L> #A 0
-S!C - C

U
.0 , 0

U

03
C re

0
S: 0

Cs

CS C 75 r. C
4u

C 0
W es 'I S.

U es co E = -
WI W% i: r. 4, cl. S-J C co0

U - .- - .0 =..# EE E



a.

4

C -

41

C:

q: t

._
0 C

0X 8

n0

5s - G

,

<

4

0:
cX _

_.
° >

,C4

c :

e '.

'.0

s s

E

EE~

A; E 0X

AQ t

_w

.t'

0> Cs.

I41

_~

3% U
_s _ W

.._

'4

i;

* ;

,,c c5: °
cJ

_ ,

° c,41004130
c.~ -: c

03

1~ A0

.C

.41

to
- -~ C

o o

o ,, e

0. 5."

4_

.c A-
9

O e, S

..

0

-c 0

. Q .

''- 3 D
Ci C

0G 2 >t

3 4

E '0*-

o 0

.- O

.c 3¢

*

_

414F

4141°
,s o

° 1

A_ Co

41zs,.j_0 o

:

' Q

< A .

O1~

A

a

0._00 _

O-0
OI 0

C.

41C .

CL)

-0z

41

M.



c =

LE

*Csw

C

b .3

Z " 8 ~~~~CJ£
i,@ ._ &

4 C

Cs30

¢ z j ~~~~~o
^ffi £ z s:~~t

X XZ o E~~~S
k.n

_ m

'U4 Q , A

0
JA,n

'3 bx>'

C;-3

.C 4

Jo6

Cs.
.__C e

C0S

wo^ zs

SL
Q EB-

c: '06 -Z

31 T_ .

<_O.n
ae >

40

co

C'S

.n

a:
'A.
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from: EFFECTIVE UNION ADMINISTRATION by Wm. L. Abbott
(Industrial Relations Center, University of Hawaii, 1967)

MOT I VATI NG THE UN I ON MEMBE R

BASIC HUMAN NEEDS

Alexander Pope wrote in a poem that "the proper study of mankind is man."
A union is a unity of people, and if we are qoing to study how to run a union,
we have to understand what makes people tick in an organizational situation.

An example of the recognition of changing needs of members is found in the
January, 1963, edition of the Oil, Chemical and Atomic Workers Union News.

"Working people do not hunger for the same things they
did 25 years ago, or even 15 years ago. We need to
determine and evaluate present desires...clearly...
labor must discard many past practices and take a fresh
approach."

The needs of people change, and to remain meaningful to people the union
must change. In a union film made in the thirties, the protagonist tries to
crash a picket line. A picket pushes him to the ground with hardly any effort.
The picket captain rushes over the scene. "How long since you've eaten?" he
asks the fallen man. "A couple of days," is the reply.

Present-day unionists watching the film find this statement nearly unbe-
lievable. Was there ever a time when Americans actually went days without eat-
ing? In the thirties many men were literally motivated by empty bellies. To-
day this need has almost vanished in the United States.

The concept of changing needs was noted by the Dutch scholar, M. Van De
Vall, who quoted a young worker in the Netherlands welfare state. The youth
said he felt that unions were once necessary but today "I really do not know
what to ask for." He pointed out that he already had paid holidays and vaca-
tions, sickness, old age and unemployment insurance, and a decent standard of
living. What need had he now of the union? What more could the union give
him? Why participate in something that was not meeting his present needs?

"The only effective solution," says Van De Vall, "would be to make union
activities once more a part of the daily experience of the individual worker."
(3) Participation in the union is the key, but to encourage such participation
the union must broaden its activities to include a greater range of interests
to satisfy the needs of a younger generation of members.
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But before we can intelligently discuss changing needs we have to ask our-
selves what constitutes human needs in the first place? We speak in terms of
needing a color TV, of needing somebody to love, of needinq a ticket to the ball-
game, of needing a happy home, of needing a living wage. Such "needs" are un-
equal in value and some may not even be real needs at all.

There is a difference between real needs and stated needs.

Vance Packard, in his book The Hidden Persuaders, said marketeers decided
it was dangerous to assume that people acted in a rational way. He cited the
example of beer drinkers who said they drank "light beer" by a 3 to 1 margin,
when actually they drank regular beer in preference to light beer by a 9 to 1
margin. He then quoted Business Week which said: "People don't seem to be
reasonable. But people do act with purpose. Their behaviour makes sense if
you think about it in terms of its goals, of peoples' needs and their motives."
(4/13)

This is to suggest that what a worker says his needs may be and what they
actually are could be two entirely different things.

What then are needs? Here is the problem outlined by A. H. Maslow, one
of the nation's leading authorities on motivational psychology.

"If we examine carefully the average desires that we have
in daily life, we find that they have at least one impor-
tant characteristic, i.e., that they are usually means to
an end rather than ends in themselves. We want money so
that we may have an automobile. In turn we want an auto-
mobile because the neighbors have one and we do not wish
to feel inferior to them, so that we can retain our self-
respect and so we can be loved and respected by others.
Usually when a conscious desire is analyzed we find that
we can go behind it, so to speak, to other more fundamen-
tal aims of the individual ... In other words then, the
study of motivation must be in part the study of the ulti-
mate human goals or desires or needs." (5/65-66)

Maslow says we must examine the most basic human needs in order to deal
with any needs at all. Let us then explore with him the inner core of human
needs:

(a) We must think of the "integrated human being." There is no such
thing as "economic man" or "political man" for man is man in all
his complexity. Our desires are either conscious or unconscious
means to goals. The idea of man, the qoal seeker, cannot be
stressed enouqh in a course in Union Administration. One cannot
be an administrator or much of anything else without clearly de-
fined goals.

(b) True needs are so basic that they remain the same, although dif-
ferent cultures may interpret them differently. The interpreta-
tion of human needs is a historic union function.



(c) There are multiple motivations. One motivation may serve as
a channel through which other purposes may express themselves.
"A hysterically paralyzed arm may represent the fulfillment of
simultaneous wishes for revenge, for pity, for love, and for
respect." (5/67)

(d) Motivation is dynamic. If a person feels rejected, his rejection
leads him to other states like compulsive desires to win back
affection, defensive efforts of various kinds, hostility.

(e) "Man is a wanting animal and rarely reaches a state of complete
satisfaction except for a short time. As one desire is satis-
fied, another pops up to take its place...Wanting anything in
itself implies already existinq satisfactions of other wants.
We should never have the desire to compose music or create math-
ematical systems, or to adorn our homes, or to be well -dressed
if our stomachs were empty most of the time, or if we were con-
tinually threatened by an always impending catastrophe, or if
everyone hated us." This should suggest that unions today can-
not satisfy people today with yesterday's goals. (5/68)

Needs therefore change, for a need once satisfied leads onward to the satis-
faction of other needs. New goals replace old ones. They are largely realistic
goals, things that the individual feels can actually be obtained. In the Depres-
sion, a worker might dream of a job and food on the table. Today he might want a
boat, a cabin in the woods, a color TV -- things undreamed of by this very person
thirty years ago. And what of the large doses of leisure time for which unions
are negotiating? Wlhat will this do to the dreams of Americans? The union itself
can change the needs of its members.

But what are man's most fundamental needs? And how does the union attempt
to satisfy them? There are, says Maslow, five of them:

1. Physioloqical Needs (Survival). Hunger, thirst, sex. As far as
the union is concerned when men are ill-housed, ill-fed, and ill-
clothed, the union appeals to such needs. The 1965-66 California
grape strike of agricultural workers is a recent example of such
an appeal. Unions still fight in some areas for a "living wage."

2. Safety Needs (Security). Plant safety, job security, seniority,
pensions and insurance, protection against favoritism and other
forms of discrimination, easing the pain of unemployment with
Supplementary Unemployment Benefits, are all methods of satisfying
security needs. This is the heart of the union program at present,
but there are persistent members who keep asking "What have you done
for me lately?"

3. Beloncingness or Love Needs (Social Acceptance). The strength of
the ancient workers' guilds lies in the fact that they constitute
a way of life. A man belonged, he had identity, he found a home
in the guild hall. In the society of the guild the worker was a
somebodv.
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Among other things, man is a herd animal. He must feel be belongs
to a group. If he doesn't feel he belongs to the union group, then
he obviously is not going to attend meetings or otherwise partici-
pate in the union. He feels rejected and the union has lost him.
This should strongly suggest new member programs, a wide variety of
activities to appeal to many interests, social events. The union
must be attractive, and like a home there must be a comfortable,
sociable quality about it.

4. Esteem Needs (Ego). People need self-esteem or self-respect and
the respect of others. Maslow describes it as the "desire for
strength, for achievement, for adequacy, for mastery, for competence
for confidence in the face of the world, and for independence and
freedom. Second, we have what we may call the desire for reputa-
tion or prestige (defining it.as respect or esteem from other people),
status, dominance, recognition, attention, importance, or apprecia-
tion." (5/68)

Even officers of a local union appreciate some encouragement. And
the shop steward who works without pay for the members needs to be
told that his efforts aren't in vain. Ego-bolstering is healthy for
an organization which must depend upon volunteers. Some unions
honor the stewards once a year with special stewards' dinners, others
single stewards out for special mention in the union paper.

5. Self-Actualization (Self-Realization, Self-Fulfillment). This is
the spiritual need to fulfill one's potential. To realize oneself,
to make oneself a whole person, to become capable of becoming every-
thing that one is capable of becoming. This need manifests itself
in the words "dedication," "idealism," "loyalty," The leader sees
the union as a cause of noble purpose and he wants to leave the
world better than when he found it. He wants to make a contribu-
tion to humanity.

An effective union will take all needs into consideration when forming
its program.

THE DIFFERENT MOTIVATIONS OF UNION MEMBERS

The United Rubber Workers Education Department made a study of one hundred
union leaders for lajta.tes. It wanted to know just what did motivateti~acv
union me-erT* It discovered that a wide variety of different reasons for union
activity were given, but that they fit fairly well into Maslow's analysis of
basic needs.

Thirty-two of the leaders were outraged over some injustice in the shop and
this motivated-them into union action. Here we have a combination of idealistic
outrage plus insight into the need for survival. Twent7-three were influenced
by their family or friends and their actions gained them esteem in the eyes of
those they valued. One candidly said he wanted to be a member of a group and the
unionwas the handiest group around. Two were motivated out of abstract idealism
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and eight more said they wanted to improve general working conditions. The
political ideology of two activists motivated them and two were dissatisfied
with local union policies and became active to try to change them. One
wanted better labor-management relations and he was active in the union to
try to bring this about, but another, a former small businessman, became
active to get revenqe on big business. Two saw being active in the union as
their democratic responsibility, and two wanted to end depressions and saw
the union as the best political vehicle around. One simply said he wanted
a voice, and the union gave it to him. (6)

The study suggested that it would be foolish for a union to put all its
programmatic eggs in one basket. There is no sinqle motivation for union
leaders. To increase participation, the union must appeal to many different
kinds of needs. This means the creation of different kinds of activities.

COMMUNITY SERVICES IS A CASE IN POINT

In 1946, the CIO created the CIO Community Services Committee under the
direction of Leo Perlis. It was the idea of "Citizen CIO," the fact that
unionists had an obligation to build a better community. And also the union
has an obligation to help its members with their problems off the job.

Trained "union counselors" in the shop acted as referral agents for
their fellow members with problems. If a worker needed legal aid, he was
referred to the Legal Aid Society. If he had a drinkinq problem, the AA
might help him.

The union counselor miqht be the worst bargainer in the world and perhaps
unsuited for any other union activitv except this one important function. What
was needed was a sympathetic type of person who would keep secrets and who could
get along with other people and community groups. On the old welfare committee
such people were just kindly souls who visited hospitals and took up collections
for unfortunate members, but under Community Services they were organized. They
had prestige in the communitv, they had identity, and a higher degree of self-
fulfillment.

Before World War II, less than 100 union leaders served on health and wel-
fare boards across the nation. Today, over 75,000 unionists serve on these
boards. Their esteem needs and self-actualization needs are thus satisfied
to the benefit of everyone concerned.

And notice, here was a new idea, a new facet to union activity which
worked and therefore showed conclusively that unions could benefit from new
*ideas and new activities.

QUESTIONS FOR DISCUSSION

1. Do you feel that the founders of international unions ever looked
at the membership in terms of changing needs? In what ways do
internationals suggest to local unions ways of meeting different
needs?
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2. What are the greatest needs of workers today?

3. What should unions be doing to meet these needs?

4. What is meant by the expression: "the union must become
a way of life?"

FILM DISCUSSION

The Skilled Worker, Canadian National Film Board.

or

Man on the Assemblt Line, Canadian National Film Board.

Both films are based on the problems of work and how the worker feels about
work. The skilled worker has identity, a meaning in life because of his skill.
'he man on the assembly line faces a lifetime of dreary routine. But what hap-
pens when the machine replaces the skill? Where is a man's identity then?
Where is the meaninq in life in a work-centered world? Doesn't automation ane
the leisure time which unions have negotiated mean that unions will have to fin,
something to replace a man's loss of identity and work values? Won't we all
have to change our thinkina about the nature of work and leisure?

SUGGESTED READINr:

Frank Tannenbaum, A Philosophy of Labor, Alfred A. Knopf, N.Y., 1952.

A. H. Maslow, Motivation and Personality, Harner Brothers, N.Y., 1954.

Vance Packard, The Hidden Persuaders, David McKay, N.Y., 1957.
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BUILDING THROUGH ACTIVITIES

The way to help union members participate in the union is to provide for
them activities in which they can participate. The more activities there are,
the more interests of more people the union can appeal to. Activity leads to
stronger more dynamic unions -- and more democratic ones as welll

Why not, then, begin at the beginning with the new member?

REACHING THE NEW MEMBER

More often than not, the new member knows little to nothinq about the
union. He has no clear idea of what the union does and of his responsibili-
ties to participate in the union. The union must go on the assumption that
it must start from scratch in the education of the new member.

The Education Committee should have a continuing new member program.
With little effort on its part, the comnittee could produce a history of the
local. Local union histories range from one page to attractive booklets, and
they make the important point that the qains workers take for granted today
were won by the sacrifice and solidarity of those who built the union. Every
new member should receive a history even if it is only a one page mimeographed
listing of gains through the years.

Most union constitutions call for an oath to be taken by new members.
This can and should be an impressive ceremony. Constitutions are written to
be followed and no local union should ignore the oath or any other part of the
law of the union.

Some local unions conduct a special meeting for new members. The officers
meet new members over a cup of coffee and try to interest them in the activities
the union offers. The President officially welcomes them and the Education
Committee might show a history film which dramatically tells the story of labor.

Attention should be paid to symbols like buttons, T-shirts with the union's
name on them, posters with a message, even union jackets. Let the new members
know that people are proud of their union and proud to be publically associated
with it.

When a new member comes into the shop, the first thing the shop steward
should do is to introduce himself and tell the member how the union can be of
service to him and how he can be of help to the union by his participation in
it.

The President of the Local union should also introduce himself. Many use
the following techniaue of writing a letter of introduction.
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Dear New Member of Local 1000:

On behalf of our entire local union I want to welcome you
to Local 1000. The gains you enjoy -- the good wages, the pen-
sion, insurance, SUB, vacation and other programs -- are the
result of the sacrifices of those who preceded you. No gains
came easily. In 1940, before the union, we made an average of
55¢ an hour. Today, we averaae over $3.50. We never had any
security, no vacations with pay, no pensions nor insurance.

This may sound rather grim to you, but I did want to make
the point that our union is only as strong as the members make
it. We need your active participation.

This Wednesday, at 7:30 p.m., we will have the initiation
ceremony for new members. It is a solemn occasion and I know
I can count on you to be there.

There will also be a list of activities and I hope you
will sign up for at least one of them. There is an activity
to fit every interest.

Enclosed also, is a brief history of the union and its
structure and functions. I hope you will enjoy it.

Looking forward to meeting you in person.

Fraternally yours,

John A. Jones, President
Local 1000

THE ORGANIZING COMMITTEE

There should be a committee constantly trying to get non-union members
into the union if there is no union shop. Persistence is one of the best
techniques. If the union shop exists, the organizina committee can work with
the city central labor body in offerinq aid to help organize workers in other
industries, trades or services. The idea of the labor movement is that of
"all for one and one for all." A local union should never consider itself an
island unto itself; it has a responsibility to aid all workers in need of
help.

THE COMMUNITY SERVICES COMMITTEE

This committee should operate both within the local union and the community
with close cooperation with the AFL-CIO central Community Services Committee.
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Members of the committee should be required to take union counselor train-
ing programs, sponsored by the AFL-CIO. The committee should be broad-based,
with union counselors on all shifts and preferably in every department.

The committee should also work in the community as a voice of the underdoq
and as a constructive neighborhood force. Members of the committee should serve
on health and welfare boards. Thev should also attend meetings of the City Coun-
cil and of the County Supervisors to battle for adequate health benefits, recrea-
tion, education, safety and other issues which need championing.

THE CIVIL RIGHTS COMMITTEE

The Civil Riqhts Committee should see that the law and the Constitution of
the union are policed and that no member is deprived of his or her civil rights
or liberties. Complaints of favoritism, violations of free speech, harassment
by local authorities, discrimination because of race, sex or creed should be
processed through the committee. Any invasion of a person's right of privacy
through eavesdroppinq investigation or espionage should also be the committee's
concern. The committee can also take on community functions in fighting dis-
crimination in housing and other fields.

THE EDUCATION COMMITTEE

The Education Committee can also be combined if necessarv with the Publi-
city or Public Relations Committee. It should handle internal communications
and if combined with publicity, must handle external communications as well.

The committee should sponsor leadership classes in the local union, help
plan interesting meetings, promote reading material, and publish a newsletter
or newspaper. It should conduct new member programs and advise all other com-
mittees contemplating proqrams.

Externally, the committee should assign a member to deal with the press,
radio and television. It should set up a speakers bureau for civic organiza-
tions and for high school classes. It should train public speakers and writers,
and it should be able to explain to the public the key programs of the union.

THE COMMITTEE ON POLITICAL EDUCATION

The COPE Committee may be combined with the Legislative Committee if nec-
essary. It should have a close working relationship with both the city central
labor body and with the international union.

Its primary duties consist of:

a) Educatinq the membership by making them aware of social, economic
and political issues and their responsibility as citizens to vote.

b) Collecting a dollar from each member to aid the COPE program. (The
Taft-Hartley Act forbids the use of union treasury funds in federal
elections.)
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c) Breaking down the membership into ward and precinct units in
order to know who does and who does not vote.

d) Get out the vote on election day after seeing to it that the
members are registered to vote.

e) Speaking up in the community for the things that will make a
better America.

f) Explaining issues that affect the members. This may entail a
special session of the stewards to strike home the importance
of a particularly timely issue.

A healthy democracy needs effectively competing groups which offer the
public new ideas and alternative courses of action.

THE LADIES' OR WOMEN'S AUXILIARY

A valuable adjunct to the COPE committee, among other committees, is the
Ladies' Auxiliary. (There is also WAD -- the Women's Activities Division of
COPE). Women can handle phone brigades, work in the precincts, take care of
home meetings and other social gatherings, and, in fact, do all the things men
can do including running for political office.

THE UNION LABEL COMMIXTEE

If your plant does not have a union label on its product, there should be
a committee pushina for use of the label. The committee can promote labor
solidarity by urging union members to buy union-made goods.

But here is a word of warning: many industries overseas are unionized.
Unionists all over the world are brothers and sisters in the International
Confederation of Free Trade Unions. American labor promotes freer trade be-
cause this is the only way countries overseas can get dollars with which to
buy the goods Americans produce. Boycotting overseas products generally
hurts the American job picture more than it helps it. Imports alone support
nearly one million American jobs, and every one billion dollars in exports
means 150,000 jobs. 4,500,000 Americans would be out of work if we did away
with foreign trade.

THE RECREATION AND SOCIAL COMMITTEE

This is an extremely important committee which can appeal to the social
needs of the members. it can make the union an attractive place to be in and
it can provide an atmosphere of welcome for the new member. The recreation
committee can plan dances, parties, after-the-meeting social hours, picnics
and promote bowling, basketball and baseball teams.
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A new service the committee can provide for the members is a trip to near-
by, or even far-off places. Bus outings are fun and they knit groups closer
together. There is also a labor cooperative travel agency -- the American
Travel Association -- in Washinqton D.C. which stands ready to help local unions
plan low cost travel programs for anywhere in the world.

THE RETIREMENT OR PENSIONERS CLUB

There should be a club for those who have retired from the local. The
club should have its own officers and activities. The Legislative, Community
Services and Education committees may wish to include this club in some of its
activities. The club can also utilize the Group Services section of public
libraries and travel services.

Some local unions cooperate with the city recreation services in offerine
their facilities for retirees if the city will plan and execute proqrams.

THE SAFETY COMMITTEE

There should be a joint labor-manaqement safety committee. If manacement
refuses to accept such a committee, the union should form its own independent
program.

The committee should inspect the nlant or shop for safety, fire, and health
hazards. Any hazards discovered should he immediately reported to manaqement.
If no corrective action is taken, the union should either resort to this qrievance
procedure or report the violations directly to state and local authorities for
immediate action. The committee should ask for inspectors from the state to come
or and it should insist upon seeina the inspector as he tours the plant.

THE WORKMEN'S COMPENSATION COMMITTEE

The committee should inform all members that if they are hurt on the job
they should file claims for compensation. Members of the committee should help
the injured member fill out and process his claim or refer him to a competent
specialist.

THE NEGOTIATING AND/OR GRIEVANCE COMMITTEE

This committee always contains the top officer of the union and approximately
four other members, usually selected by the executive board. The committee's
duties include:

a) Negotiating all agreements between the local union and the employer.

b) Making the final disposition of grievances. But to protect the
aggrieved member, the decision of the committee may be appealed
first to the Executive Board, then to the membership.
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SPECIAL COMMITTEES

An expanding, progressive and flexible local union may need special com-
mittees to build a union hall or to take some action not covered by the stand-
ing committees.

HOW TO SELECT MEMBERS OF COMMITTEES

Effective committee members may or may not be good politicians. Working
on a committee is not a popularity contest; interest and ability to do the
job should count first. Nor should committee membership be a political pay-
off for votes delivered to the incumbent officers. The opposition in a local
union should certainly be allowed to serve on committees. Everybody has a con-
tribution to make.

QUESTIONS FOR DISCUSSION

1. Where can you go to get further information on union activities?

2. What if you have a new member who wants to put out a newsletter?
Should you reject the idea because the member is new and you can't
trust what he will say? Should you accept the idea but contain
safeguards? What safeguards would you use?

3. With so few people active in the union, why form more committees?

4. What if the majority of the committee agrees to a position you
feel is an erroneous one? What can and should you do?

SUGGESTED FILMS

Labor's Witness, UAW. Walter Reuther clashes with Senators Goldwater and
Curtis over labor's role in politics.

When the Day's Work is Done, AFL-CIO. Shows how the union helps the
community.

SUGGESTED READING

Nine Steps t" a Strong and Active Union, Developing Union Education
Committees, 20 Ideas for Steward Meetings, How to Reach the Union
Member. All are AFL-CIO publications.
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Union members today would vote overwhelmingly
for President Johnson's reelection against any potential
Republican candidate. They support the President's
legislative achievements and endorse the legislative
goals of the AFL-CIO and the President. Yet there
is some uncertainty and unease among unionists,
notably concerning jobs and economic security, some
areas of civil rights and Vict Nam, though the vast
majority of union members support the President's
conduct of the war there.

These are among the major general findings of a
survey taken among union members by professional
pollster John Kraft. Those interviewed did not know
the poll was just of union members or who sponsored
the poll.

Behind these generalities are a host of specifics that
point up the attitudes of union members toward their
unions and their government in the mid-1960s.

The scientific accuracy of the poll is above ques-
tion. It was conducted among a cross-section of
1,700 union members representing 12 separate inter-
national unions-industrial, craft and service. An ac-
curate age, sex, regional and racial sampling was
involved.
Though 1,700 may appear to be a small figure

among an overall AFL-CIO membership of some
13.5 million, in the world of opinion polling it is
actually a largc sampling, far more gnerotus than
most. Major national polls -- l aI is. Gallup and others
-nornally rcly on al saimipling of only between 2,000

ALEXANEI)IR E. BARKAN is lDirtor of the AFL-CIO
Committee on Political Edxcstion.

and 4,000 in forecasting the outcome of presidential
elections among a potential vote ot more than I1t)
million.

The Kraft survey was commissioned by the AFL-
CIO Committee on Political Education. Its findings
reflect the feelings and opinions of members as of
January 1967, when the poll was condutced.

From the survey, this general profile emerged of
the trade union member today:

* 32 percent of union families are in the $5,(0()
to $7,500 a year income range (figures embrace total
family income of the union member, thus includinl'
in many cases the working wife of a member and, or
working offspring);

* 46 percent are in the $7,500 to $15,000 a yeas
income range;

* 25 percent of union members are less than 30
years old;

* nearly 50 percent are less than 40 years old;
* nearly 50 percent of all members now live in

suburbs;
* nearly 75 percent of members under 40 live in

suburbs;
* about 20 percent of union members are women;
* about 13 percent of union members are Negro

and 4 percent are Mexican, Oriental or other minlority;
* 25 pcrcnt of presetl oeinicers; have 6elonged

to their- tIIioIn for 5 years or kess,
* 54 perceiit havc belonged(ito ilthir iiiniont for 1)

ycars or mIore;
* 58 percent ideentify themselves as Dcmocrats, 16



HOW MEMBERS WOULD VOTE
The Kraft poll revealed that,

i _;g,~ as ot January 1967, union
-,j j_ members would have voted

for President Johnson's re-
election overwhelmingly
against any of the protni-
nently-mentioned potential
Republican candidates. Since
January represented a low
ebb in the President's popu-
larity with the public at large
and since recent public opin-

¶ ion polls show a sharp upturnin his popularity, inevitably
this would reflect an even
higher standing for the Presi-
dent among union members
than the following figures

rresieent Lynaon B. Jonnson show:

Johnson
Nixon
Not Sure
Neither

Johnson
Romney
Not Sure
Neither

Johnson
Reagan
Not Sure
Neither

Johnson
Rockefeller
Not Sure
Neither

Total

55%
22
15
8
46%
30
19
5
60%
16
17
7

55%
20
18
7

PERCENT,
.I.

5Q

40

30

20

10-

Age Group
Under 30 30 49

55% 53%
-25 21
12 18
8 8

42% 43%
47 29
10 25
1 3

57% 62%
23 16
15 16
5 6

58% 55%
27 18
8 21
7 6

L.i

50 and Over

55%
21
14
10

51%
25
17
7

59%
13
20
8

55%
19
17
9

percent as Republicans, 17 percent as independents
and 9 percent are not sure.

When union members were asked their choic,c
for Prcsidcnt, they declared themselves emph;atically
for the reelection of Lyndon Johnson against any (iOP
contender. For example, the Presideint would defeat
former Vice-Presideent Richaird Nixon 55-22, Michigan
Governor Georgc Romney 46-30, California Governor
Ronald Reagan 60-16 and New York Governor Nel-
son Rockefeller 55-20.

It should be kept in mind the Kraft poll was con-
ducted in January, when the President's popularity as
reflected in national polls generally was lower thlian
today. The Louis Harris poll in January showed only
43 percent who gave the President a good job rating.
By June, it had soared to 58 percent. Any increase in
his popularity among the public-at-large inevitably
would be accompanied by a like, or greater, increase
in his standing among union members. In the Janualry
findings of the Kritft poll, among only onle group of
unionists did the Presiident trail any potential G(l
opponent. Union members under 30 att that time
favorcd Governor Roniney over lBJ, 47-42.

Wthen menibers werc asked how they voted in the
presidential election of 1964, they re!,pondcd Johnson
over former Scnattor Barry Goldwater by 6t)-1 2. Aske(d
how they would vote today if the same two were
paired, members declared 56-15 for Johnson, a re-
markably slight slippage given the Presid(ent's IcnLvh
of time in office and the momentous events (it
tenure.
The President's popularity as a candidate is niir-
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rored in the widespread acceptance of his legislative
achievemcnts and goals, most of which are supported
by the AFL-CIO.

Members were queried on the major national is-
sucs of rccent years as to their degree of support or
opposition. From medicare to pollution control, they
backed by huge margins the achievements aind aims
of the Administration and projected improvements in
most progressive programs already on the books (see
box).

For example, when asked if medicare coverage
shouild be expanded, 74 percent responded "yes."
Asked if they supported federal efforts toward water
pollution control, 94 percent said "yes" and 91 percent
were for air pollution control programs. On expanding
the scope of workmen's compensation, 76 percent
said "yes." Ninety-one percent backed truth-in-pack-
aging legislation and a like percentage supported
truth-in-lending.

There were lower, but still substantial, percentages
of support for expanded federal aid to education, 67
percent, and a minimum wage increase, 71 percent.

Support for repeal of Taft-Hartley Section 14(b) was
2-1 among members, with 54 percent agreeing 14(b)
should be repealed, 23 percent disagreeing and 23
percent not surc. Support for repeal was strongest
where awareness of the "right-to-work" issue was
highest. In states where an open shop law prevails,
and in states where it has been a live issue, union
members overwhelmingly reject it and want 14(b)
repealed.

The strongest support for AFL-CIO positions on
almost all major issues occurred among women mem-
bers.

Interestingly, a mild division between younger and
older members crops up in the degree of support evi-
denced for certain issues. More recent prominent issues
-like air and water pollution control and consumer
legislation-achieve a slightly higher degree of sup-
port among younger than among older members.
Convcrsely, issues that dwelled in Congress for years
issues with roots in the 1930s, 40s and 50s-garner
higher support among older than among younger mem-
bers. Medicare, for example, gets 75 percent support
from members in their 40s and 78 percent from
mcmbers 50 and over, while it gets 70 percent support
from members under 30, many of whom apparently
view it as a problem that won't crop up for them until
far down the road.

Despite their clear approval of President John-
son's performance and program, union members-like
other Americans-do not view contemporary America
as Elysium. They've got problems and in their minds
the problems are big ones.

Members polled were asked this question: "What
are the big problems on your mind-the things that
bother you and should be getting attention?" The
issues clearly uppermost in their minds were those

involving jobs and economic security, the war in Viet
Nam and civil rights.

Fifty-three percent of all members listed economic
problems ranging from the cost of living aind taxes to

How the Press Distorted the Poll
Before being released, the Kratt poll was the

subject of a spate of newspaper stories-mosst
of them completely distorted.
On the basis only of hearsay, The Wall Street

Journal ran a lengthy article on) the poll last
month. One press service pickedl up. and pro-
vided wider distribution for, thc Journal piece.
In an article crowded with distortions and in-
accuracies, some of the worst of them were these:
The Journal claimed the poll showed: "Labor's

traditional legislative goals are far ouit of line
with union members' main interests. 'I li
AFL-CIO's No). 1 goal in this session of Con-
gress-boosting social security paymneras--draws
more boos than cheers. . ."
The fact is: Thie poll reflected oveiwhlcming

support among union members for AI'l-CIO
legislative positions with the sing'le xk-cption of
open occupancy housing. Futrther, v7iO SeCu-
rity per se was not included ai < . ion in
the poll. Medicare was, and men'h r ,
for expanded medicare was 74 percent.

The Journal claimed: "A surprisingly hi,41
proportion of rank-and-filers wcon't reatdily ad-
mit they belong to a uniion." They "ownied up
to being union members only when piessed...

'11Te fact is: Sixty-four percent of mncmtbers
quickly identified themselves as silach when asked

iz to name their associations fr(ont . list of various
chuich, civic, social and job-rclate0 organi;ia.-
tions. The rest, when asked if tlhcy s er, irn.!n-
bent of a union, answered affirmatively wiO: ul
hesitation. The loaded phrases in the S>Urn-1
article, "won't readily admit" anxd ")n's tir' '
make it appear many mnembers vicw 'tic" nlnivf-

- bership, as something sinister anid to; be hidden
at all costs. T7his was not the ca: ;.

The Jouroi.l claimed: "The poh's political
findings were stunning. It quot;At onrie
incredulous union mani" as saying. 'It# ibowtd
.alnmot anyone could beat L.yndion JohIn n, in
1968, even (Illinois Republican Senator) Charles
Prcy."
T-he fact is: President Johnson Was arn over-

".Whelming favorite for reelection among uaion
g mheinbers when pitted in the poll against the
most prominently-mentioned potential Republi-

1,can candidates, Michigan Governor Gecrge
Romney, fornier Vice-President Richird Nixon),

S Califoniia (3overnor Ron,ald IsR, ai}K. nmd Nt;ew
York Governor Nelson Rockeicler. Seniator
Percy's name did not even fij,mre in the poll.



HOW MEMBERS VIEW THE ISSUES
Following is the degree of union member support, ex-

pressed in percentages, on some ot the major issues of
today:

Expanding Medicare
Agree
Disagree
Not Sure

Total

74%
13
13

Water Pollution Control
Agree 94%
Disagree 2
Not Sure 4

Truth in Lending
Agree 91%
Disagree 4
Not Sure 5

Repeal Section 14(b)
Agree
Disagree
Not Sure

Air Pollution Control
Agree
Disagree
Not Sure

54%
23
23

91%
4
5

Age Group
Under 30 3049

70% 75%
15 14
15 11

98%

2

93%
4
3

55%
25
20

95%
3
2

Improved Workmen's Compensation
Agree 76% 77%
Disagree 11 15
Not Sure 13 8

Truth in Packaging
Agree 91%
Disagree 3
Not Sure 6

Higher Minimum Wage
Agree 71%
Disagree 21
Not Sure 8

Federal Aid to Education
Agree 67%
Disagree 20
Not Sure 13

Open Housing
Agree 43%
Disagree 46
Not Sure 11

92%
2
6

72%
23
5

71%
19
10

94%
3
3

91%
5
4

55%
24
21

89%
6
5

78%
10
12

93%
3
4

73%
20
7

70%
21
9

50 and Over

78%
9

13

91%
3
6

88%
4
8

53%
20
27

89%
4
7

73%
8

19

89%
3
8

67%
20
13

61%
21
18

48% 41% 39%
48 48 43
4 11 18

the employment picture and wages. Forty-two percent
listed the war in Viet Nam, with the largest percentage
of these supporting the President's policies there. More
than 33 percent listed civil rights as a major issue.
While most members supported civil rights progress
in voting and public accommodations, support for
open housing was slightly below the 50 percent point.

Beyond these, concern about many other issues
reflected the members' special individual problems. For
example, one of the biggest problems for members in
their 40s and early SOs turned out to be education.
It is they, after all, who have children in the schools
and nearing, or at, college age.
Members were asked what problems the President

should wrestle with and which ones are in the province
of congressmen and senators. The weight of responsi-
bility for action on almost all major issues, in the
eyes of members, falls on the shoulders of the Presi-
dent. The White House, in their view, is where the
action is.

Finally, in terms of issues, Kraft found that suburban
living naturally has directed members' attention to
suburban problems, often in higher priority than na-
tional issues. Members in the suburbs share their
neighbors' concern about local tax assessments, zoning,
sewage and garbage disposal, street repairs, transpor-
tation and school bond issues. It is not that they change
from liberal Jekylls to conservative Hydes the moment
they cross the city line into the suburbs; it is that in
many cases their roster of interests is shuffled and
becomes more locally-oriented.

In his polling, Kraft found most union members-
64 percent of them-quickly referred to their mem-
bership when asked to list affiliations with various
public, private, church or job-related organizations.
All of those sampled answered affirmatively when
asked directly if they are union members.

Yet though their status as members is clearly in the
forefront of their consciousness, this is no guarantee
of member participation. Nor does it assure that the
member is always listening when the union speaks.
These facts became apparent when Kraft asked a re-

T



lated qucstion about attendance at mcetings and at-
tentio'n paid to union publications.
The poll revealed that about 20 percent of mcmbers

reported attending almost every locial union meeting-
a surprisingly high tigure-and that an additional 14
percent attend "quite frequently." However, some 36
percent attend "rarely." Members under 30 years of
age rate highest in regular attendance, while this age
group also has the largest percentage attending meet-
ings only rarely.
Some 63 percent of all members answered that they

read their union publications "a lot." The highest
readership was among members 50 years and older,
77 percent of whom answered they pay a lot of atten-
tion to their union publications. (Four percent reported
they receive no union publication, which suggests a
problem in union administration or the age-old prob-
lem of keeping mailing lists up-to-date.)

The entire area of communletons emerged as
one of the most interesting sections of the poll. For,
though members by and large read their union journals,
they appear to rely generally on television, daily
papers and magazines-in that order-as their most
trusted sources of information.

Forty-seven percent responded that TV is their
most reliable source (small wonder-the poll found
that 58 percent of members spend 10 or more hours
per week in front of the tube); 31 percent look to the
daily newspapers and about 9 percent to weekly news
magazines. Radio ran a poor fourth; only 6 percent
of members consider it the most reliable information
source.

Despite the overwhelming competition of the mass
media, however, it was clear that a fair portion of
members still look to union sources as helpful, reliable
providers of information. From a list of sources
of information, only President Johnson, a leading
nightly network TV newscaster and a major weekly
news magazine came before AFL-CIO President
George Meany as the "most helpful source for in-
formation." Considered in context, this is an excellent
showing. The regularity of national exposure for the
Prcsident, a nightly network broadcaster and a news
magazine obviously far exceeds the exposure President
Meany achieves on a national platform. Of those who
named President Meany, 78 percent did so because
he "represents my interests, levels with me, tries to
solve problems." This was a far higher percentage of
identity of interest between the persons polled and
the information source selected than any other listed
source achieved.

The Kraft poll on the whole is encouraging. It
indicates that the policy positions adopted by the
AFL-CIO convention accurately reflect the feelings
of union membership, with the single exception of
open occupancy housing. This has 43 percent overall
support and 48 percent support among members
under 30.

Yet there are warning signals. Where support ap-

pears least strong generally is among younger members
aInd more and more the trade union niovemcnt is
becominig a younger movement.

While two-thirds of members over 30, for exanmple.
said they pay a lot of attention to their union publi-
cations, only half of those under 30 do.
Though members under 30 were more emphatic in

believing their union should take a stand on important
issues, they responded generally in lower percentages
in supporting their union's positions.

Though a higher percentage of young members
reported they attend union meetings "nearly always,"
a higher percentage of them also answered they
"never" attend.
On some basic union positions in support of old-

line, though still crucial, matters it is the younger
members whose support is softest. (This problem, it
should be pointed out, is not unique to the labor move-

WHAT MEMBERS SEE
AS PROBLEMS

The Kraft poll asked union members this question: "What
are the big problems on your mind -- the things that bother
you and should be getting attention?"

The three big issues on their minds and how they feel
about them follow. The figure In bold lace represents the
percentage of those polled who mentioned the issue. Per-
centages under it represent those who felt the listed aspect
of the overall issue was most Important.

Economic
High Cost of Living
Taxes
Unemployment
Wages, salaries
Working conditions
Other

Viet Nam
President doing

best he can
Escalate war
End war - make peace
Escalate or get out
National unity,

patriotism
Stop (lessen)

foreign aid
All other

foreign affairs

Civil Rights and Law
Entormement
Open housing
Juvenile delinquency
Back civil rights

progress
ore police
protection

Crime rate
Highway safety
Auto safety
All other civil rights

and law enforcement

Age Group
Total Under 30 30-49
53% 61% 55%

20 13
13 28
13 3
10 5
2 1
3 5

42% 56% 37%

20 13
13 9
8 6
5 2

5 1

3 5

2 1

33% 49%
10
7

7

7

2

9

20%
3
6

3

2

11

3

50 and Over
44%
8

21
5
4
1
5

33%

11
5
8
2

5

30%
3
3

3

5
7
1
8



ment. Throughout all groups in society today, it is
the younger members who are most restive.)

It is the younger members who are both less in-
formed and less concerned with these issues. The
tribulations of 30 years ago are remote from a young
member's experience. The Depression is a moment of
history and the issues it spawned are tangential to his
own life or unrelated to his problems. To younger
members, Franklin D. Roosevelt, who was a live
inspiration to many of us, is but a name in the history
books aind his great achievements a matter for the
archives.

The 1960s and their unique problems are what is
right now to the younger member and the problems
of yesteryear seem to bear little if any rclationship to
the problems he sees t(olay zIl(l tomorrow.

As with the younger member, so with the suburban
member. There is no minimizing the impact of local
issuies on the life of a suburbanitc. In his mind, the
issues are deeply important and, in fact, they are.
They involve his welfare as intimately as most of the
larger national issues. They involve his home, his
money, his child's education, his security, his recrea-
tion. In effect, we compete with these problems when
we attempt to capture the member's attention and
these are problems which from a national level are
hard to articulate and even harder to engage.

It indicates that for many members we have not
yet succeeded in showing that national issues have as

great an impact on their datily livcs aind welfare as
local ones.

In all, the problems faced are far easier to define
than to deal with and the Kraft poll projects *io,
questions than answers.

For example, in terms of labor's political effor... is
there a way to channel the suburban member's ni-durIl
interest in local affairs and candidates to constructive
action in the C-OPE program, which is geared primarily
to national issucs and candidates? Can COPE, organize
in the suburbs first around local issues? Can it then
branch out to involve suburban mcmbers in ntitional
issues and behind COPE-endorsed national candi-
dates? We now havc pilot projects seceking ways to
reach and involve members in the suiburbs.

Most importantly, can the labor movement in its
political and all other aspects keep tlie commitmen:
and loyalty of its younger members, wlioim1ike tip an
cver larger pairt of the movemenit? T'here is evidenlce
that most of them enter with commitment. Some
international unions are making efforts now throuigh
new-member programs to fan the commitment and
keep it burning. A COPE program with buildinig trades
apprentices is attempting to intercst them in labor's
political activities and to involve them in the political
life of their communities. Is there more we can do?
These and other questions suggest themselves as
a result of the Kraft poll's findings. The final question
is: Can we find the answers?

Speaking for COPE, I say we must and we ssilh.

Reprinted from August 1967
AFL-CIO AMERICAN FEDERATIONIST
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Is therec any
unfinished be siness?

@ The meeting wiill
come to order.

The secretary will

read the minutes
of the last meeting.

Minutes are read.

Are the atty ctrrec-

lion.s to tle mnit#!es?

oreci ions are suggested without mnotion or vote.

If there are tio
(fairther) corrections
the -ninniizes stat:t
iI)Irovedl as reati

(as corrected).

Ye will have the
repoort (of the . .

'} i',@ f-l. I,l,lji,

TVPIl I(vl Ieaillleri

##_ S[)(~~~~spiail ('0O'll]lllI''.I.C

I( )tiItoe t. (Itdited fina:ncial repox rt
! 1w 'lP)1 !AliV'l 01 M11tid;itedl'( repor()lt. If (,.oi)-

(!s(u.sul lv chlI irnil.in oi the co mitni ICe) ives that
t I:lIt(l)tlC tud l)Itbtcla(pted. Otherwise, reoxrt is file(d

> _4\ Action is Comlplt ed
on any business not settled
when last meet illg was :djournecl.

(See Handling Main iol/iOns)

0
Afunte Iillfinlislhedl Imllness . .

is. there aLIIV
new business?.1

Each new motion is discussed and settled
before anothter nmain Itotiol) catn )lboXp )sedl.
(See Handlinig MAfaini AMolion s)

ri tt'l lnasitsi Is ti m e)lt'e C(.

o\ Are there 'myi-

~~~~~~~thrtmerf'fli#tt- it-M1

slaild~~~~~/ l lj s s i s prestl lt d

1f aI.s('l)lbly %v'1she(i Ito a; J411l 1111(41l-il(li? I,behor
bll lasiltwss is c((hII )Altt( itig 11111isI h it! joill tied

b)y illotitss.

OA Qasorumo (lt na1llilwml of tut irle-ui nlect.msar) aCcortling lto (lit
In11slitsinellss l 1H) (ll nmsigte.s) musljf premzwit) 1izzitl a
lotSll-duss lt'il.

airman: 0



Meember stands:

Chairman.

.sciond ia'mto.

I s¢9 sel-n ihe- inotiora.

* Chairman recognizes
speaker:

miss x.

The,niotiont has been
ma-de by (iname of mover)
and seconided that.'...
Is there anry discuession?

ILT

Discussion mmust be addre%sed to the chair (chairman) . Motion may
be changed by amendment. If the group do'es not wish io take fin.ld
action on the motion, they may dispose of it itn wsioe oilierl way.
(See Rules for Handling Motions)

WhlVilen discuission stops .. .

If ther' is no fant/her
discuission (silen ce is taken
-is c4onsetnt the mto! iont is . . .

AYE

NO

Ali in faivor please
say "Aye" (Yes).

All opposed,
please say "No."

1 1 the chair is able to tell from this "Voice vote" (v'iva v(Xe-)
whetther there are mlloIrC "Ayes" or mnore 'Noes," lie annocines lic result.

bh.o .r'

it. 'I'/h ' otio n} is

carrud (or is dtr/rated).

If any one calls "Division" (questions the voice vote)

the chtair calls for a slhow olf hands or a standingvote.
(All in favor raise your right hand [or stand j. All opposed...)
If a majority denmand it, the vote may be- taken by ballot.

0

0

p _



After a main motion has been made and seconded...

I move to amend
the motion bj...

Inserting or adding a word,. phrase or sentence.
Striking ou't a word, lj4rase or sentence.

- S- iking (lil stud is.erlitng a worvor rI;ol °r
hi Int it-Ite trog;t sentence or pitgit

I secon( the
motion to amend.

* It has beetn proposed
to amend the m?otion
to read as follows ...

Chair states the main -motion. and the amendment, so the group
will understand how the amendment changes ttie motion.
Amendment is handled in the same way as a mnain motion,
with...

Discussion: Is there au,y discuqssio'n?

Question:

% NO flAYE

t-
...._.

._.
_'f

Vote:

Chair announces
the outcome:

If there is nio fuorlher
(/iscISSi)l.tilllh Ian (dilnet
is . ..

All in favor of
the amendnent..

The amendment is
carried (or defeaited).
The motion noz
before the houtse is...

(motiqn-
pls thle amiiendment, if carried)

S.{o

0

IA

._..

F'.



Types of Mfotions
Order Must

of Handling .Be Sec-
onded

Can Be,
Dis"-'

cussed

Can Be Vt
Amended quered'l

Can'not he made'In present a proposal ~if any other Yes Yes Yes ao- YesIn a~~stnably ~motion is fndin t

indefinitely ~Has precedenceAfin.I,Vin poSipotiC ~~~~~ovelrabove Yes Yes No Mao- A oiiutheatooit? ) a motion moio ol

En amend(improve'i ~Has precedence Yes, whien. Yes, but Mjrover above Yes motion is only Yea oi.un tilotion ~~motions d#batable once I)

TO refer inotion to committee Hasprcedncover above Yes Yes Yes Mjr e(for special consideration) motiosYit
It)0 postpone definitely (to Hasprcedncover above Yes Yes Yes Mao- Yesceltain timne) action on a motion mtosity

motions

itt cal forvote (oendHas precedence
over above- Yes- No Nos 2/3 NosIdhcuss(iotanationceanvoemtis

To table titotion Has precedence
over above Yes No No Major No

(to lay it asid:e uintil later) mtosity

fti~ Ilspend rule' temporarily

ite.g.. to(10change order

of business)

'I o close.nominations"1

'It) t-opeti i niiiationis

IIniultaI % (n tnf lify a

I-I II vfsutA t'PI

tI III I 5I

l'ist- it) it x)int of or-der.

(1oruc Iutles ot. progra m)i
o) ppealI front decision of

.'n'l tist lIe nia ole

No

definite

pecedence

rule

Thlese
113(11t ions

has'e

precedlence
ver oitionl

to whiichl
they pertain

Yes No No 2/3 No

Yes No Yes 2/3 No'

Yes No Yes Major-
ity vonly

No. N5Nt

No vole.
No No .' No chairmanl

rtules

Yes, wheni
Yes motion is

debatable. No
Major-
.ity

No

Yes

Vote Can
Be Recon-
sidered



7'v/'s ofJ AltAions
Order Ifust

..of Handling Be Sec-
on)ded

Can Be
sdis-

usw$$d

Can Be Vote-- Re-Amended
qtuired'

.<A i;; h;3S. &cayrmtoof.*. ) lrdt..r IZtl (los
-tw keep maecting to program

fii

0,,- if),},Of'privilege (Lo bring
''1l i1 .t s; nttI rl ('fs1 s rl lf

4IT %A M(1054 111nf i. i. r'

'I. ike a recess

'Fo ai(jtlrn

tr' st I llxt z'iceting time

Hraspcedence N vote No
Over abo)ve No No0 No reuiNo*~I . __eq ire(

I las jra edence
ter ;abio¢ve,

ITo ions

Hals precedence
over above
motions

Has precedence
over above
motions

Has prcedence
over above
motions

Noi¢ No No Major-- ity

Yes. if no
Yes Mnotiohn is

Dendin2
.. Major-

ity

Yes No No Major-Yes
I

No No ity

Yes, if no
Yes motion is

. veddinr

As to
tinme

aind Diace

Major-
ity

No

No

No

Yes

ikc 10iottafro06m tale (to
Iii t,g tip talblet! inotiont for Y'es No No MNjority No

. Msidcrtt ion) Cannot be
t1) reconidiler (to bring p made if YYes, when
clSSsin anid o-mbtain vote.on any other Yes motion is No Majority No
e it(.si decidied motion)' motion IS debatable

penfding.... . 9-- decisionpending - Yes wlenl MajorityA },f) r.e- il (I `(reeE a) decision ,- .-ia Y es motion is No or Yes

(.15 tdebatable 9/3

ri-d site is alwavs lost except on a nmotin to appeal from tine
It, [iin itf ihv chair (seeI "Incidental Motions"') wlets a tied

loit' S1iflains tile deIWci sion Of the chair.

til.i,l;;a\ elomtions are nsotions that pertain to a nain motion
itl,04 A is% pieul iog.

il,I;a.I*tl.llt itlsiOIo4; eisr outitf snci ber ltsnlion 1tint is
IJ.;tlIl .41.1 .im'l Iw tlecideol befoitre the qis tiousli *,1i1 (of w hticl

i,. th".I API.O0110 ,1(iolinaiionis withk "Nomtinations pre now in or-
*vi. timiadoi.is snay be tnade by a nominsating eonimittlc, by a

flo.nNui;i li lllot otr fromn the floor. A member omay make a

mW,. it cloii n0,tinatiatns or the chair may declare nomninations
is% 4aaltttil t%siliy Ihas been given a chance to make nmihta-

ii 1110I;1 hlmts r-ttiaelst to Withdraw or modify hims nution with-
I), eililtit iif a vl5Ole beftire the motion has been pt asseisw bly
con''(ttidli'rai itii Whei'n niotitn is before the assemb if

t' IS t1 iajeiiitisn fronm anyone in the assmbly. the chairman

annouences thal tihe taatlion is wilhlfirawui or IIIstlifiit'l. If autisie-
objects, tlie reqtest isPitut Io a. sole.

A.lelember may interraslup th spc.iPeaker who1san hlsethaw' st) risc to
a poxiialt of ordlet 4or' appeal. call for atrdtas ofrth ulda. tar lairw a

qausoiin of privile-ge.-
lols -Iis of the4Nr11d 1 .ita ' maaiga,111 In .t H1411 ii011 las siasI lilt'

PIlaMitUo tan1 w i;mkt'n froml the1 table l tlaig I3111' uta limig wh iat it
was talbIecd or at tIh ntiixl tt'tiltg.

l0lotion to reonsktier nay be anate dilily by ou)It' wham ttietd tn the

presailing side. A mcotion to reconsider antast. be milatte tltaring
timc meeting when it was tletidt'd or the uIrt aasict'cuding tlay of
the same sesion.

ilot is imnposible to rescind any action that has been taken as a
oretmitof a motikm..,I)itt the.tmiaaxecamteI isart m11av bw re'winstett.
Notice mast h1e.pven "ttC niectinig iteftire the svoe is lake n- oPr i
Voted. on inimaedately. a 2/3 vote to resriand is necessarv.

Vote Can
Be Recon-
sidered



SL. 0)1 (;AVFNL:

Rill) wnce to call ni

Rap) once to10mainm
It,ap o011ce to) dleclai

* Calls the meeting to order.

O Keeps meeting to its or(le of business.

* Handles disctission in an orderly way:
.Cives every member who wislhes it a chance to speak.
_.T tfully keeps all speakers to rules of ordler

_ and to tile quest ion.

Shotild give pro and col speakers
alternating opportunities to speak.

b \ \ 0 Does not eniter into discuission.
* States each motion before it is discussed,

and before it is voted upon.

* Puts motions to vote
and announces outcome.

0- May vote when his vote wouild change outtconme,
or in any cast when voting is by ballot.

ceting to order. Should be familiar enouigh with parliamnentary lawv
Latin order. to inform assemljlv on proper procedure.
re adjouarnment.

Q May appoint committees when authlorized to do so.

0 May suggest motions (e.g., for adjouriinment)
but not inake them.

hlie chairman can remain seated duiring the meeting
except at these times.

To call tihe 'leeting Io order.
T1 f)ttt it (1114 sttolt 1tO Vot'.
1(o giVe hIls% decision 4l m1 laf liI-l ofI itikr.
M1ay sland it) recogtii,slnp.tik'rsl(pxartil.mrly
if'aSC'tnl)ly is lar-ge).

In speaking to the assembly. the chairman
r'cules t() hlimlir as 'The chair.'
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Keeps an accurate record of each meeting, including in the minutes:

0

0,0'
'

Kind of meeting (regular, special or adjourned) and name of assembly.
Date, hour and place of meeting.
Name and title of officer presiding and presence of quorumii.
Approval of previous minutes.
Record of reports.
Record of- eacih main motion (unless witlidrawn) wvithi name of person whlo
made it.
R:cord of points of order and appeals.
Record of all oither motions (unless withdrasvn).
RordI of counted YVotes.- *
Time-of adjournment. -
Signature and title of secretary.

Keeps an up-to-date roll of members.

Keeps copy of constitution and by-laws, witlh aimiendments properly entered.

Keeps a record of all coanmittecs.

Provides list of pending and potential business for chairman before ileet-
ing.

Handles correspondence of organization (unless there is a corresponding
secretary).
Notifies members of meetings (e.g., if a special meeting is called).

Recording of minutes:

Recox d ivltat is done, not what is said.
Keep) notes togetler in a special notebook.
Or a,in.: t lhe notes into clear, concise
statemients and record in permanent
li tinitte book to be read at next meeting.
1Reco d each motion in a separate

Mini ;in should lie read and approved
IN1W%4 :IW' alnine OltMx n'-ellar fnt,' ad-

(AIAng. 1 11nin otnailltoo/lil is
t1jiled to 1liien lotu several inonths.

ittinan shotitd lie read before adjiouirn-
c_ ii '-hr -Meeting or a (omtmittee Imiav
60' lj.,s;:cd to alppi-ove tlhem whien
"',4 'II .11 ptermanent form.

Final form of the minuites:

Should be typewritten or legibly
written in permanent jail:.
Should not be defaced. (Corrections
should be made by bracketing the erro-
neous portions and stating correctly in
the wvide margin.)

Shloldtbe kept in book forn. If in
longhand. a hound 1oxnk shounld li- utwed,
if nvlwwrinnrllta|.a. loisrlrn ,nmnanhook,. 1i
a 14InSC'lra numn0rl n10a10L i1 si'ed ''h a1'ge
sholoild lie sigltw( n11t itinildlat'y scarel.-ri
and one othletr olfirert to gmuardl against
sustMittution oif pages.

Sh-iould he recorded with a wvide inargini
for corrections.

Mintates, when approved. shlotild be
signed by secretary and if desired, by thIe
president.
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