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LuUs 15/1”"‘(BESPONSIBILITIES AND PSYCHOLOGY OF LOCAL UNION LEADE
// * 18 sessions, 3 hours per session, 3 semester units (54 hours)

Course Description: A non-technical exploration of inter-personal
relationships affecting the ability of individuals to function effectively
in leadership roles, with emphasis on understanding social behavior and group
conflict. Employs role-playing techniques in handling problems related to
the functions of leaders of unions and community groups.

I-II Introduction to Leadexship

A. Overview: dynamics of leadership - The union leader
B. Definitions

C. Leadership qualities and traits

D. Styles of leadership

E. Factors involved in seeking leadership positions

F. Factors in the selection of local union and community
leaders

III Responsibilities and Duties of Local Union Leaders

A. Formal: with reference to constitutions and by-laws
B. Informal: politics as the mother's milk of administration

C. Divisions and distinctions: internal union machinery
and politics vs. joint labor-management (collective
bargaining) machinery and politics

Iv-v Interpersonal Relationships

A. Interviewing: the fine art of listening

B. Interviewing techniques -~ stages in an interview
l. Feelings
2. Facts
3. Solutions

c. Role-playing by students in various interviewing
situations

VI-VII Interpersonal Relationships Continued

A, Applying interviewing techniques in the grievance process
B. Getting the member's attention

C. Getting acceptance of necessary action

D. Interviewing the foreman

E.- Role-playing by students in various situations
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VIII Relationships Between Union Leaders and Management

A. The need for a flexible relationship

B. Steward-foreman relationship

C. Establishing a working relationship for
1. Contract administration
2. Bargaining
3. Grievance handling

D. The role of compromise

E. Role-playing by students in various situations

IX-X Group Relationships

A. Areas of conflicts

B. Factors in agreements

C. Problems of contractual differences

D. Union and community leaders and constituents (role-
playing situations)

XI-XII Motivating the Union Member

A. Overview of human needs

1. Physiological (survival)

2. safety (security)

3. Belongingness (social acceptance)

4. Esteen (ego)

5. Self-actualization (self-fulfillment)
B. Differing motivations of union members
C. New member vs. old member
D. Problems of communication
E. Role of meetings, conferences, and socials

X1LI-XIV Parliamentary Procedures - A Valuable Tool for Union Leaders

A. Overview - Leader's role

B. Motions - precedence, classification

C. Union meetings: agenda, order of business
D. Mock union meetings (student role-playing)
E. Parliamentary girategy

Xv Worxking Effectively with Local Union Committees
A. Role, function, composition and leadership of local union
committees
B. Local union committees compared to joint labor-management
committees

C. Relationship of internal and joint committees to community
problems and activities
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D. Committees and local union leadership in conflict and
cooperative situations
E. Special implication of committee work to trainees in
this program
XvVI The Local Union Executive Board
A. Make-up of the board: formal (constitution or by-laivs)
ve. informal
B. Board functions and responsibilities
C. The board's role in formulating policy
l. On internal union problems
2, On joint labor-management {(collective bargaining)
problens
3. On community problems
D. The board and the union as a community agency
E. Meetings of the executive board: mock sessions
YVIY Higher Levels of Union lLeadership
A. Composition of district, metropolitan-area, state or
national organizations with which the local union is
affiliated
1. Formal description (from constitutions and by-iaws)
vs. informal
2. Provisions for local union representation and
delegate selection
B. "Conference” leadership
1. The chairman: duties, responsibilities, and
problems
2. Developing the agenda and order of business
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
equipment
XVIII Review and Final Examination
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Materials
1. Basic Materials

The Local Union, Sayles & Strauss (Harcourt, Brace & World, Inc.)



Supplemental Materials

Referenced: Personnel: The Human Problems of Management,
Sayles & Strauss

Human Relations in Organizatiohs, Sayles & Strauss

The Psychology of Human Behavior, Richard A. Kalish

Extract Reprints: Effsctive Union Administration, William Abbott
Cases on Union Administration, George Strauss

Contemporary Problems in Contract Administration,
Center for Labor Research and Education,
Institute of Industrial Relations, U. C.,
Berkeley

Parliamentary Procedure at a Glance, O. Garfield Jones




By Lawrence L. Lien

the 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 organizations. Dun and Bradstreet, an invest-
ment research firm, has cited poor management as
the precipitating cause of corporate bankruptey.
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

vels 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 difter, which
necessitates the development of dissimiliar skills
to be effective at various levels. IFor example, it
is not necessary for a production foreman to be
knowledgeable of corporate tax matters or ac-
counting procedures to be good inhis 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 examines the idea of leadership,
especially as it applies to the supervisor within
the corporate environment. It will begin by dis-
cussing various aspects of leadership in general.

What Is Leadership?

Possibly it would be better to have asked the
question, “Who is a leader?':)(F‘or leadership is
.a\qua]ity or group of qualities an individual poss-

Lawrence L. Lien, « thria_ing and development specivlist,
13 with Peter Kiewit Sons’ Company, Contractors, in
Omakha.

esses which identifies him as a leader.fMost ex-
perts agree that a leader is anyone who has in-
flience 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
which 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. ThereforeX 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. The second observation is
that leadership acts are events which involve in-
terpersonal behavior, which is person-to-person
interaction.(T herefore, as is true in all interaction,
leadership is two-way. The leader influences 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 group 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 not
leaders, or more specifically, are not leading the
activities of their respective groups. Rather, they
only coordinate the group’s activity, and other-
wise exert relatively little influence. However, 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 remembered that the following func-
tions are not performed simultaneously, but at

1 Adapted from Krech, D.; Crutchfield, R.; Ballachey, E.
{ggévidual In Society, McGraw-Hill Book Co., New York,
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different moments in time as the atmosphere of
the group and the circumstances change. lA way
of looking at leadership functions is to consider
them as various hats worn by an mdmdua])([‘he
more hats he is able to wear and the better the
fit, or the better he performs the function, the
more leadership quality he possesses.

Directing. This is directing and ordering group
members to carry out activity that will accom-
plish pre-established objectives. Nt involves the
coordination of the group eftort to get something
done.

v Planning. This is the planning of long-range
and short-range steps and methods to achieve
group goals. Many times the leader is the only
one who knows the entire plan, while the group
members know only segments, which seem un-
connected.

V 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.

Being An Expert. The leader functions as a
source of readily usable skills and knowledge
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
apd utilize this information given to him.

Representing The Group. The leader is the
spokesman of his group to other groups and indi-
viduals. He is the channel through which com-
munication flows from the group, and also into it.

. The psychologist, Kurt Lewin, has described the
leader performing this function as the “gate-
keeper.”

Controlling In-Group Relations. 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.

Giving Rewards And Punishment. Very im-
portant from the members’ viewpoint is the power
the leader has to reward or punish. This can be
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done externally, such as a manager increasing a
man’s salary, or a foreman giving a certain person
an unpleasant task. It can also be accomplished
using the group itself, such as promoting a person
in the group hierarchy, or depriving a man of
an important or coveted position in the group.

Arbitrating And Mediating. The leader acts as
a judge and at times_conciliator of contlicts. be-
t\\een the members. Through thlb function he is
dble to increase or reduce the friction within his
group, depending on what he feels is beneficial to
the accomplishment of group objectives.

Giving Example. The leader assumes the role
of model for the group, giving a concrete e\dmple
of the proper way to act. His ‘dedication to the
goals, enthusiasm for work and endurance of ac-
tivity, greatly influence the behavior of the group
members.

Symbolizing The Group. 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 group. 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 within the corporate environment.
They are enumerated here to complete our de-
cision of leadership functions.

Substituting 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 information,
and censoring the ideas to which 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 aftection expressed by some
group members.

t// Being the Scapegoat. This is the other side of
the coin of the above function. If the group is
disappointed or frustrated in achieving its goals,



the members turn on the leader directing all
their hostility and blame at him.

[The functions of leadership are what a leader
does, what actions he performs. In our discussion
¢ leadership we must also consider the method
vy which he performs or how he acts. This might
be called types of leadership behavior or styles
of leadership.

Styles of Leadership

Two relatively independent dimensions of lead-
ership behavior have been identified by manage-
ment researchers at Ohio State University. They
have been labeled (1) *“consideration” and (2)
“initiating and directing”.?

Consideration is the behavior of a leader which
is concerned primarily with the motivation of
group members to accept the goals and perform
the work to achieve the goals. Also, it is concerned
with keeping the group working together as a unit
and with providing for each member a feeling of
satisfaction from work completed successfully.

Initiating And Directing is the behavior con-
cerned with the methods used to best achieve the
group goals, and with the direction and coordina-
tion of the various member activities toward a
common goal. )

These two dimensions described the leader’s
-arientation toward his duties and responsibilities.

Consideration” is describing member-oriented
behavior and “initiating and directing” is deserib-
ing task-orientated behavior. Both are positive di-
mensions which are independent of each other and
are not mutually exclusive. Therefore, leader be-
havior can be just task-oriented, or just member-
oriented, or both task and member-oriented. Scien-
tists have found that approximately 707 of the
differences in leader behaviors can be accounted
for by identifying and measuring these two di-
mensions. .

In addition, numerous studies have classified
various types of leadership behavior. These are
usually referred to as styles of leadership, and lie
at different points along a spectrum ranging from
authoritarian to democratic behavior. Authoritar-
ian behavior, at its extreme, is demonstrated by
the leader, alone, determining the policies, plans,
and goals of the group. He dictates the activities
the members are to perform, and is the ultimate
judge of the worth of each member’s contribution.
On the other hand, democratic behavior is dem-
onstrated by the leader trying to gain maximum

= 2 Fleishman, Fdwin A., A Leader Rehavior Description

or Industry in Stogdill, R. M. Coons, A. E. (Ed) Leader
Behavior: its description and measurement. Bureau of
Business Research, Ohio State Univ., 1957.

involvement and participation of every group
member in the setting of goals, preparation of
plans, and performance of activities. He delegates
some of his authority and responsibilities for task
activities to the group members.

The dimensions of “consideration” and “initi-
ating and directing” exist in all the varvious types
of leadership behavior. The rvelationship between
authoritarian and democratic behavior, and the
dimensions ‘“consideration”™ and “initiating and
directing” is graphically demonstrated in Figure
I .

FIGURE 1
Consideration
Authoritarian T Democratic
Behavior Behavior

Initiating and
Directing

Although the two vertical dimensions are in-
dependent of each other as was stated earlier, it
has been found that the “consideration’ seems to
increase as the leadership behavior becomes more
democratic. A similar or reverse relationship,
however, has not been found with “initiating and
directing”.

It must be remembered that the difference be-
tween authoritarian and democratic leadership
behavior is not necessarily in the power pos-
sessed by the leader but in the way he uses it. The
establishment of goals, delegation of duties and
achievement of objectives are accomplished with
different ground rules. Between the extremes of
authoritarian and democratic behavior, various
types or styles of leadership have been identified
and labeled. The titles are just descriptive and in
no way meant to be derogatory or flattering. They
are used for want of hetter ones.

Mzilitary. The most authoritarian of all leader-
ship styles is the military. This might be called
leadership by rules. All the activities, objectives
and intercommunication of the group members
are governed by established procedures. Usually
no one, not even the leader, feels he has the power
to change the rules because they have been im-
posed from outside the group. The hierarchy of
the group and status within it of each member i<
very well defined.

Awntocratic. Next in authoritarian behavior is
autocratic. Again, it is leadership by rule, except
the autocratic leader makes his own rules as he
goes along. He centralizes all the authority, re-
sponsibility and direction of group activities
within himself. He establishes all goals, develops
all the plans, and directs all the activities. Basi-
cally, all decisions that have to be made, are made
by him.
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Diplomatic. At about the mid-point between
authoritarian and democratic behavior lies the
diplomatic style of leadership. The group mem-
bers have more knowledge and influence in the
establishment of the group goals and methods to
accomplish them, but for the sole purpose of the
leader getting what he wants. This might be
called leadership by manipulation. The diplomatic
leader places importance on the group members
being involved in planning and decision-making;
however, he uses his power to influence the mem-
bers to choose certain goals.

Consultive. More towards the democratic be-
havior side of the spectrum lies the consultive
style of leadership. The leader is the expert or
most knowledgeable person in the sphere of ac-
tivities in which the group is engaged. He acts
more as a resource person for the group rather
than a controller of its activities. The atmosphere
of the group is relatively informal, and its focus
of concentration is on the task at hand around
which all group participation and communication
revolves.

Quarterback. The style of leadership demon-
strating the most democratic type of behavior is
the integrative or quarterback style. In this case
the leader is more closely identified with the
group members in terms of goals and activities.
His concern is with the task being performed,
and the ways it relates to the feelings and atti-
tudes of the members. The atmosphere is very in-
formal with almost no hierarcy. Communication
is close and informal and easily flows up or down
in the group.

These classifications of leadership styles are in
no way pure or absolute, but just general de-
scriptions of various points on the authoritarian-
democratic behavior spectrum.

FIGURE 1I

Authoritarian Democratic

J
[ I | [ [

Military Autocratic Diplomatic Consultive Quarterbuck

temember the styles of leadership just described

are the way or the how a person performs the
leadership functions that were enumerated earli-
er in the lesson. No particular styvle is necessarily
the correct or incorrect way to lead. The effec-
tiveness of the leadership stvle used by someone
is determined by many factors.

The leader's personality is very important in
considering his method of leadership. Many men
feel quite uncomtortable, insincere, or unethical
using a particular stvle of leadership, and at
times try to fake it. Of course, this is not leader-
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ship at all. A leader can change his particular
style, but it involves the exerted effort and com-
mitment that is neéded to change basic attitudes
toward his role and those of the group members.
It is not an easy task but at times essential to
success.

Another consideration is the organizational
climate in which the leader is functioning. 11 it is
very formal and authorvitavian, it would be all
but impossible to function in the quarterback
style of leadership. However, in modern business
today the quarterback and consultive stvles of
leadership are being seen as more effective in the
accomplishment of desired goals. Therefore, it is
now becoming increasingly difiicult to practice
more authoritarian styles of leadership, for the
simple reason that many emplovees will not
follow.

A third consideration is the composition of the
group. The number of members, their general
educational level, their experience and personali-
ties are all important in considering what style of
leadership will be most effective. Usually, as the
age, personal independence and education or
years of experience increases, the most produc-
tive leadership style tends to be on the democra-
tic side of the spectrum. This tendency will be-
come more apparent in the future as our standard
of education, diversity of careers and individual
opportunities increase as they have in the past
two decades.

Finally, the task and its duration are important
in determining the most effective style of leader-
ship. Short-term 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. However,
work which requires the employees to e creative,
highly educated and technically competent is per-
formed better as the leadership becomes more
democratic.

herefore, no particular style of leadership is
right in all situations, with all people, or on ull
jobs. The capability of a leader to function at all
points between authoritarian and democratic be-
havior is the true mark of his leadership ability.
A man this flexible in attitude and behavior is
very unique. To become a leader requires a ma-
turity of personality, development of abilities,
acquisition of leadership skills and general lead-
ership development on the part of the individual
seeking such a goal.

Before going on to what can be done to become
a better leader-manager in the organizational en-
vironment, let us examine some characteristics



that have been associated with effective leader-
ship in the corporate setting.

Two psychologists, Dr. Daniel Katz and Dr.
LRobert Kahn,” during their extensive studics of

rious companies found three factors they felt
were linked with etfective leadership as it relates
to production. Other researchers have reported
similar findings.

Taking The Leader Role. They found that su-
pervisors who assumed the position of leadership
received better production from their crews than
those who performed basically the same activi-
ties as their men.Xn other words, the leader can-
not be “one of the boys” for he has special func-
tions as a leader which must be performed; other-
wise production suffers.

Closeness Of Supervision. The closer the su-
pervision the lower the production. It was found
in most cases that without a certain amount of
autonomy on their jobs, men became dissatisfied
with the job, the supervisor, and the company
thus reducing and sometimes even sabotaging
production. However, the closeness of supervi-
sion could not be allowed to degenerate to no su-
pervision at all. Crews needed to be supervised,
or led, but generally produced more and better
quality products if they were allowed some say
4x what they were to do and especially in how

was 1o be done. This does not mean they wanted
to do everything their way, but wished to have
the opportunity to offer suggestions and make
certain decisions about their work activities.

Consideration. Supervisors who -demonstrated
the dimension of leadership behavior earlier
labeled as “consideration” along with the dimen-
sion labeled “initiating and directing” received
higher production from their crews than those
supervisors demonstrating only “initiating and
directing”. Supervisors who were concerned about
their men as individuals who had feelings, needs,
and aspirations of their own were more effective
leaders. It was pointed out, however, that em-
ployee orientation can be overdone to the detri-

was found to have the ability to differentiate
between competent and incompetent crew mem-
bers. ITe was emotionally independent of his men,
not relying on them for approval or support,
and thus when needed could discipline and if
need be discharge incompetent men. “Considera-

tion” does not mean developing personal attach-
—

‘Kahn, R. L., and Katz, D. Leadership Practices in. Re-
tation to roductivity and Morale. In Cartwright, 1. and
Lander, A (Ed.) Group Dynamics. Evanston, [ll., Row,
Peterson, 1053,

(ment of crew-production.”An effective supervisoT’!

ments to crew members but being concerned and
interested in ench member as he relates to getting
the job done.

Increasing Leadership Effectiveness

The direction of a crew, department personnel,
or company personnel is the most important
activity a manager pertorms. His boss whether
he is the plant superintendent or the president
of the organization expects this. And more im-
portantly, as far as his competence as a manager
is concerned, his subordinates expect him to lead
them. Without the support and production of
those under him, no matter what his position in
the corporate hierarchy, he won’t be there for
long. So what does it take to be a real leader?
What attitudes should one be forming? What
activities should a manager be performing to
develop his ability in this area of leadership?

Flexibility. A certain style of leadership which
worked very successfully with one group will not
necessarily work at all with another. It may not
even work with the same group in a different
situation, at a different time or with a different
type of work.

The often told story about the Ford Motor
Company dramatically illustrates the need for
flexibility in effective leadership. Henry Ford
founded and built a powerfully successfully cor-
poration. Prior to World War II, Ford products
dominated at one time 85°¢ of the automobile
market. This accomplishment was mainly attrib-
uted to the genius, imagination, ambition and
leadership of Mr. Ford. Henry Ford was a strong
leader. However, after the World War II, the
seemingly invincible empire was beginning to
disintegrate. Every year Chrysler and General
Motors were taking a larger percentage of the
mushrooming automobile market. Morale at the
Ford Company was immeasurably low, enthusi-
asm had died, and attrition of employees espe-
cially at the supervisory levels had reached panic
proportions. Ford was dying. Upon taking man-
agement control of the company, Henry Ford IIT
changed the whole style of management, hired
new competent men from other companies, rec-
ognized the importance of the human element, and
basically instilled a breath of a new life into an
old company. As you know, Ford has again taken
its place among the well managed, successful
enterprises in this country.

The important point of this story, of course,
is that Henry Ford, who had demonstrated his
great leadership ability in the past, failed to rec-
ognize that a World War had changed things.
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The people were 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 trusted
executives. Corporate emphasis was focused
solely on the production of a product without re-
gard to the people who made the product, 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. .
[ 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
effective leadership.

Communication. It is obvious that an effective
manager and leader must have the facilities to
convey his ideas, attitudes, and instructions to
the members of his group. However, 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 just the hearing of sound waves. It is the
encouraging of conversation through attention,
appreciation, openness and most importantly, re-
sponse. A leader solicits and then acts on the
ideas, suggestions and observations of his group.
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The response may be planning a different pro-
cedure or altering the present one, or many times
explaining why a suggestion is impractical. The
interchange between the leader and his group is
the foundation on which the leadership position
is built and maintained.

People follow a leader because he is able to ful-
fill their needs. These may consist of a need for
direction, identification, discipline, organization,
accomplishment or an innumerable combination
of these and others. The effective leader must 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 situation 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 leadership, yet only in recent times have
behavioral scientists 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 never heen
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 decade will hope-
fully produce ideas and principles related to lead-
ership function and education that will be
directly applicable to the business environment.

However, what must be present before any
leadership or management training, whether
formal or self-developmental, can be successful
is the desire of the individual to be a leader and
manager. No amount of information will help
one to be more effective if he is not motivated.
He must be willing to sacrifice the time, exert 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 ELEVEN
R. Sayles.

INTERVIEWING:  THE FINE ART OF LISTENING

“My boss doesn’t give a hoot about me. As far as he is concerned I am an-
other piece of muchinery.”

“Il say this about my boss: No matter what your problem is, he'll hear you
through.”

“Though I'm supposed to be in charge of this department, it's my people
who do the work. I try to remember that to himself each person is absolutely
differcnt fiom anyone else. He wants special recognition. So I try to pay atten-
tion to Lim, listen to his problems.”

Effective comaumication reqquires effort hoth by the sender of the message
and the receiver. The last chapter was devoted largely to the sending of
messages. In this chapter we shall be concerned with an important aspect of
receiving them—with listening.

Listening is onc of the most important of all management tools. Yet even
though pcople learn 1o listen before they learn to talk, relatively few listen
well—tew Have leamned the art of interviewing.

What do we mean by “interviewing™? Most people think of interviewing in
the sense ot the formal interviews connected with getting a job By interview-
ing we intend wnch more than this: we mean deliberate, active listening whose
purposc is to draw the other person out, to discover what he really wants to
say, and to give him a chance to express himself fully.

HISTORICAL BACKGROUND

Management first hecame aware of the value of interviewing in industrial
relations during the 1920's as a consequence of studies conducted at the
Hawthome plant of the Western Electric Company.! These studies were

1For the most thorough review of these studies, see F. J. Rocthlisherger and W, |,
Dickson, Management and the Worker (Cambridge: Harvard “University Press, 1939). For
a critical analysis of these studies in the light of later research, sce fHenry Landsberger,
Hawthorne Revisited (Ithaca: New York State School of Industrial and Labor Kelations,
1958).
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primarily concernad with the determinants of morale and productivity. How-
ever, in their att>mpts to uncover basic fezlings regarding these factors, the
rescarcher found that direct questions designed to find out how the subjects
felt about specific aspects of their jobs resulted in superficial, “lifeless” answers.
Even worse—or so it scemed at the time—instead of giving “straightforward”
responscs, some of the people interviewed tended to talk about what mtc{cstcd
them most at the moment.

Following this clue, the interviewers tried a radically new experiment: They
sat back and decided to et the intervieweos direct the interviews. Now they
discovered that people began to express their feelings as well as give factual
answers. Employees launched into long tirades (to which the interviewers
patiently listened) revealing attitudes that might otherwise have bheen kept
carefully guarded. In fact, some employees expressed attitudes that they had
not been consciously aware of themselves. As a consequence, the interviewers
got a much betier picture of the psychological geography of the plant. They
discovered surprising relationships about which they would never have
learned by asking direct questions.

More important: The employees bencfited greatly as well. Just by talking
freely in the presence of a sympathetic listencr, they got their problems off
their chest and felt better. They experienced what psychologists call catharsis
(from the Creek: to make pure). In addition, merely by talking things over,
the employces began to gain insight into the nature of their own problems.
Once they had relicved their feelings by speaking openly in a receptive en-
vironment, they were able to look at their problems more objectively. And
their clearer understandings, supplemented by further discussion, often enabled
them to work out solutions (at least to those problems that they were in a
position to solve themselves).

Impressed by the value of the Hawthorne experience, Western Electric
instituted a program of formal counseling. Specially chosen counsclors were
trained in the use of nondirective interviews. (By nondircctive interviews we
mean—as we shali explain later—a type of interview in which the interviewer
encourages the interviewee to cxpress his own thoughts with considerable
frecdom—as contrasted to directive interviewing, in which the interviewer
asks direct questions and tries to keep the discussion within predetermined
limits.)

These “free-floating” counselors were given no regular supervisory duties;
they were completely separate from the normal management hierarchy. Their
function was merely to listen to employees’ problems without giving advice or
taking action. Other companies rapidly followed Western Electric’s example.
Particularly during World War II counseling was very popular. Many em-
ployers assigned “frec-floating” counsclors throughout the company, especially
to help women workers.

The counselors faced a tough ethical problem of what to do with the in-
formation they received. 1f they repeated to management what they had been
told, the workers. would no longer trust them. On the other hand, if they could
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use their information in a discreet manner, they might be able to eliminate
the causes of trouble. Often the counselors compromised by giving manage-
ment general reports without revealing details that might identify individs Al

In recent years the use of such counsclors as a personuel tool has declined.
It was Ciscovered that this technique has many drawbacks, imcluding the
followiag:

1. Although counseling might help an individual make a better adjustinent
to a poor cnvironment (say to an inept supervisor), it didn’t improve the
environment itself. Emplovees often began to feel that they were wasting their
time talking to a counselor who could do nothing for them, and ended up
almost as fiustrated as before.

2. Counscling is dirccted almost entirely toward  changing individual
attitudes and behavior, in spite of other evidence from the Hawthone study
itself that group ottitudes are often more important than individual attitudes.

3. The counseling svstemn gave subordinates a chance to bypass and tattle
on their supervisors. Naturally, the supervisors objected.

4. In some cases employees began to compare the “good” counsclor with
the “bad” supervisor. Supervisors felt they were entitled to the undivided
loyalty of subord.nates.

5. Tke counselors discovered that they were spending most of their time
with a few disturbed individuals who really needed deep psychotherapy vather
than counscling.

The basic trouble with “free-floating” counseling was its separation from
line management. Line management emphasized downward communication.
Counscling provided upward commuuication. But the two forms of com-
munication went along different channels.,

Management began to learn that effective communications must go hoth
ways. Upward commmication and downward communication, listening and
order-giving, are both more effective if done by the same person. Furtheimaone,
if they are merged into the same process, something new and better emicraes
Thus, theie has come the realization that counseling or interviewing or listening
(which ar2 really all the same thing) is not a special technique for use by
personncl experts only, but a vital aspect of good management generally.

LISTENING AS A MANAGEMENT TOOL

To list the circumstances where interviewing is useful would be almost
like listing the functions of management itself. Indeed, all through our dis-
cussion of gencral supervision and methods of correcting mistakes we con-
stantly emphasize the importance of listening. The following example indicates
what might happen when this approach works at its best.
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Suppose you are a division manager and you want to introduce a new system
of quality control. Although vou have not as yet consulted with the praduction
supervisor, you have heard threugh the grapevine that he has strong objections
to the new systemi. Yet his cooperation is essential if the svstem is to succeed.

You feel pretty certain that vour plau is good and that the production super-
visor’s objections are not well grounded. You are the boss, of course, and you
could give him . direct crder to put the plan into effect. (Question: How would
the supervisor react to this order? How levally would he carry it cut?)

Instead, you decide to listen to his pont of view. In spite of the grapevine
you can'’t reclly be sure you know what his objections ure until he has spoken
to you personally. If you are at all sincere, you must admit to yourself that his
objections muy have some merit. (Question: What would happen if you had
already mad- up vour mind, and just went through the formalities of listening?)

So you explain the proposed change to him, being careful to emphasize that
you still have an open mind, and ask him to comment. You listen attentively
and encourage him to express himself fullv. As he speaks, he relixes and cx-

lains his point of view with more balarce and restraint than he would if he
?elt he were on the defensive. Instead of trving to answer his arguments, you
encourage him to tell you everything he thinks and feels about the change.
When he finishes, vou briefly summarize what he has said to make sure you
understand—aud also to indicate to him that you have understood.

After speaking his piece, the production supervisor feels free to listen to your

int of view-—which may have changec since you heard his objections. You
Eﬂ in some of the areas where vou feel he was mistaken, indicate the points on
which you have changed vour own thinking, and explore with him any adjust-
ments that seem necessary. Even if he is still not fully convinced of the wisdom
of your plan, he is more willing to try it out and probably fecls pleased that
you consulted him and listened to his objections.

The above example suggests the flexibility of the interview technique
(though we must emphasize that the results are frequently not as good as we
have pictured). It is obviously well suited to formal interviews, such as those
used for hiring, exit, and requests for transter. But it is also appropriate in less
formal situations, such as the following:

Low morale: finding out the cause of employee dissatisfaction. turnover, or
absentceism.

Disciplinc: discovering why emplovecs are performing unsatisfactorily and
helping them to evolve means of correcting themselves.

Ordcer-gizing: getting reaction to and acceptance of orders, to sec that the
person who reccives the order really understands it.

Resistance to change: gaining acceptance of new techniques, tools, pro-
cedures.

Merit rating and cvaluation: helping an employee correct his weaknesses.

Training: firding out how much an employee knows and what difficulties
he expericnces in learning.

Gricvance-i:andling: finding out the real causes of a union grievance and
getting the union officers to agree to a constructive solution.

Settling disputes: finding out the causes of the disputes between employees
and getting them to agree to settlement.

The intervicw approach is not something to be applied only when dealing
with specific problems. It is a general attitude which the manager can apply



Managerial Skills 250

day in and day out in his dealings with fellow supervisors, subordinates, and
his boss. In a nutshell, it is a matter of alwavs being ready to listen to the
other fellow’s point of view and trying to take it into account hefore taking
action oneselt. If this attitude is absent, then communications may become
blocked, as they did in one company: :

The mont frequent complaint was that althongh orders and instiactions about
work traveled canaly enough, it wie difficult to take up ardiaay fechings, eope
cially if the v were entical about the job or about life in the factory. The main
stumbling biock in getting such feelings resolved was the reticence about com-
municating them upwards. The 1eticence was said to be duc to the fact that
if a person tried to express to his superior his feclings about the job, or about
the superior himsell, it was all too likely that the superior would argue with
him and try to show him that his feclings were unreasonable and that they did
not tally with the facts. Having the existence of one’s feelings denied in this
way only made things worse. The person was not only left with the original
feeling but in addition had a resentment against his superior for not understand-
ing him and not helping him get at what was disturbing him.?

Ecteablichi Confid
g

The supervisor must take the initiative in encouraging subordinates to
come to him with their problems (see our discussion in Chapter S). e must
show that he is willing to hcar them out. Otherwise minor irritations may
grow to treimendous proportions, even before the manager has become
aware of the danger. For example, the manager does something the subordinate
doesn't like. The subordinate doesn't feel free to talk about it. Gradually his
irritation grows and he begins to sec his superior in a new light. Everything the
supervisor does may now seem threatening and wunfair. The subordinate’s
antagonism grows stronger and stronger, until at last there 1s a serious break-
down in his relationship with the supervisor.

If the initial intevview is a pleasant experience for the subordinate, he will
come back more frecly and more regularly when new problems arvise. If it
has been an unpleasant experience and if he feels he has been “put on the
spot,” he will be reluctant to reveal what is on his mind in the future.

The manager should be aware that some of the men who report to him will
be easier to get to know than others. Some will talk to him quite freely and
easily. Others will hold back because of fear or natural timidity. The manager
must be careful not to spend all his time with those to whom it it casy to talk

To avoid the charge of favoritism, and to insure that he is able to deal with
the problems of all his employces, the supervisor must go out of his way to
make contact with employees who are reluctant to come to himi. The manager
must recognize that there is an invisible barrier which separates him from his
subordinates. For some, this status difference is of little importance, but for
many it makes effective upward communication much harder.

2 Elliot Jaques, The Changing Culture of a Factory (London: Tavistock, 1951), p. 133.
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Off-the-Job Problems

Managers sometimes use interviewing to help employees solve personal
off-the-job probleims. Normally stable individuals may have unexpected trouble
and seck to use their supervisor as a wailing wall. However, the manager
should be careful not to give advice or get himself saddled with the responsi-
bility for running his subordinates” personal lives. )

The manager should be particularly cautious when sensitive areas are
reached in the course of an interview. In situations like this, what most people
want is a sympathetic, understanding listencr rather than an adviser. They may
ask for advice, but actually they want only 4 chance to talk. Even when advice-
giving is successful, there is the danger that the employes may become over-
dependent on his manager and run.to him whenever he has a minor problem.

The manager should be still more careful when deepseated personality
problems arc involved. In such a case it is wise to refer the person to a pro-
fessionally trained specialist rather than to play amateur psychologist. The
average manage: is not equipped to do counseling, nor is this part of Lis job.
The patient-psychiatrist or client-counselo relationship is just not consistent
with that of subordinate and boss. And the subordinate may resent being
conned by the nondirective technique into blurting out confidences which he
later yegrets having revealed.

THE USE OF NONDIRECTIVE APPROACH

The type of interviewing we shall discuss here has been called “non-
directive” becavse it emphasizes permitting the interviewee (rather than the
interviewer) to dircet the interview, at Jeast in the carly stages. What can this
approach accomplish? The nondirective interview has three functions:

1. From the point of view of the interviewer, it helps provide clues to
what the interviewece is really thinking and what lies at the 100t of the problem.
Thus, for a manager, the interview is a means of getting information on which
he can bacse decisions.

The first answer an employee gives to an involved question may not be the
whole truth. He may not be exactly lying, but he finds it difficult to express
just how he feels. True, if the manager starts to fire direct questions, he will
usually get direct answers, and they may sound reasonable. But they may
represent only a small, inaccurate sample of the interviewee's total feelings.

Most of us have trouble expressing our real feelings to others. In part this
is so because we are fearful or ashamed of what the other person will think.
We want to make a good impression. This reluctance to reveal our true
attitudes is also a product of our inability to understand our own complex,
often conflicting, and even unconscions feelings. Consequently we often say
things we don't really mean.

Patient, prolonged, skillful listening is required to help ancther person
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express his feelings. Good interviewing, then, is essentially a technique to
encourage cxpression which is aninflueneed cither by the preconceived notions
of the interviewer or by the necd of the interviewee to make a good impression.

2. It helps the interviewee achieve catharsis, a feeling of relicf. There are
many sources of frustration in modern industry, and unless frustration is
relieved it may lead to aggression, regression, and other undesirable responses.
The interview provides a channel through which frustration may be partly
drained away, even thongh the causes of the frustration remain,

3. Nondirective interviewing helps a man develop greater insight into his
own problems. Tuming his questions back and enconraging him to talk
enables him to answer them himself. We often think better when we think
out loud--when we have to organize and weigh our thoughts-—-than when we
are thinking to ourselves. }

In arranging his thoughts before presenting themn to a sympathetic listener,
the interviewee may bring his problem into sharper focus and, without addi-
tional help, actually change his own attitudes. At this stage one hears connents
such as, “You know, the more I talk about this, the more I think I have been
on the wrong track.” Solutions reached in this fashion are much more likely
to be implemented with enthusiasm than are those suggested by the supervisor.

Stages In an Interview

In understanding how the nondirective approach should be used, it is
llc]pful to think of the interview as running through three siages: feelings,
facts, solutions.

L. Feclings. The interviewee is encouraged to rclease his feelings; the
interviewer is concerned with helping the interviewee express himself. This
stage is the most purely nondireetive, for the interviewer still has little idea
where the discussion will go,

2. Facts. Having blown off steam, the interviewee is now ready to look
at the facts rationally. In this stage the interviewer can be mere directive and
may even usc “probes” (to be discussed later) to bring out information that
the interviewee has not already voluntecred. In fact, the interviewer may con-
tribute additional information on his own.

3. Sclutions. Once the facts have becen assembled, the intervicwee is
in a position to weigh alternate solutions and pick the hest one. As we have
mentioned frequently, it is preferable to help the interviewee work out his
own solutioi; however, the supervisor may have to be rather strongly dircctive
to make sure that the solution is consistent with the needs of the organization.

These, then, are the three major stages of the interview, although it may
switch back and forth from one stage to another as different problems are
considered. Still on a given problem the interviewer should stick to the order
indicated: feclings, facts, solutions. Certainly he should avoid the common
human tendency to jump to a solution before getting all the facts.
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Equally important, he should not waste his time trying to isolate the facts
before the interviewee has had a chance to express his feelings, to blow off
steam. Why? Because feelings color facts, and as long as a man is emotionally
excited he is unlikely to approach problems rationally. Furthermere—and the
point is subtle—thc feelings of the people concerned in the situation are them-
selves facts that must be considered. For instance, the office nanager has been
having trouble gotting Mary to do a full day’s work. The most important fact
in this solution may be the manager’s intense dislike of Mary as a person. Until
the manager’s fecling is recognized as a complicating clement, “facts” he
presents will be distorted by his antagonism toward Mary.

Does this mean that the interviewer should never express himself—that he
should never try to correet the other person if he is wrong, or try to change
his opinion? Of course not. It may be cnough for the psychiatrist or the pro-
fessional counsclor merely to listen. The supervisor must also take action. But
in most cases, before he takes action he should wait until he las heard the
interviewee’s whole story.

Suppose a subordinate comes to you and says, “Boss, you've got to transfer
me from this job. I can’t stand it any more.” If he insists on his request, you will
have to give hisn some kind of answer. Gnly antagonism will result if he gets
the impression that vou are trying to put him off. But there is no need for
you to comimit )oum'lf before you have heard him through.

The nondirective approach is not a magic solution to all human-relations
problems, of course. There are times when a supervisor may have ta be quite
firm and directive in the solution stage of the interview to make sure that the
solution is consistent with the needs of the organization. For instance, the
supervisor may listen patizutly to the subordinate’s objections to 2 new system;
the subordinate may persist in his resistance; and the supervisor may still have
to overrule him, explaining why, and insist that the svstem be vsed. However,
the subordinate will have had the satisfaction of l)cm[_, consulted, of knowing
that he had his day in court to present his side of the story.

INTERVIEWING TECHNIQUES 3

Skillful interviewing is an art, and like all arts it requires training and
cxperience. It can be learned better by practice than by reading a book,
especially when the pruactice is supervised by an expericnced instructor.
Fortunately, one can gain unsupervised practice every day of the year.

Each interviewer must develop a system that is comfortable for him and
that fits his personality, but he should avoid using the same technique with

3 Three excelient and very different treatments of interviewing arc: Carl Rogers and
others, Client-Centered lhuupv/ Its Current Practice, lmplu‘alwus and Theory (Boston:
Houghton Mifiliz, 1951); Robert L. Kahn and Charles E. Cannell, The Dynamics of In-
terviewing (\(w York: Wiley, 1957); Stephen Richardson, Baibara Dolirenwend, and
David Klcin, Intereicwing: Its Forms and Functions (New York: Basic Books, 1963).
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all people and for all purposes. An interview held for disciplinary reasons will

naturally be different from an interview held for the purposc of order-giving.
Regardless of the form of the interview, here are a few hints that may prove

useful. :

Encouraging the Interviewee to Talk

Your primary objective is to get the interviewce to talk freely, iot to talk
yourself. The best way to find out what the other person wants to say is to
listen, and the best interview is usually the onc in which the interviewer talks
least.

But listening is not casy, for our natural impulse is to talk. This is particully
true when we feel threatened by what is being said to s -for instance, when
we are being ciiticized. Under these circumstances our nonmal impulse is to
defend oursels es rather than to listen.

Listening 1s more than just not talking, however. It requires an active effort
to convey that you understand and are interested in what the other person is
saying—almost that you are helping him say it. A friendly facial expression and
an attentive but relaxed attitude are important. A good interviewer also makes
use of phrases such as “Ch-hub,” “I understand,” “That explains it,” or “Could
you tell me more?”

Even silence can be used to keep a man talking. When he pauses in his
discourse, he is cither being polite and giving you a chance to talk. or clse
he wants you to comment, to evaluate what he is saying. Mereiy by not taking
up his challenge, by waiting through his pause, you indicate that vou have
nothing to say at the moment, that you want him to continue talking.

Even if you plan to use the nondirective approach, it is vital to set the stage
properly, to indicate to the interviewee what you want the interview to cover.
For example, if vou wish to talk to a worker about sloppy work, vou might
start with, “Bill, you scem to be having a little trouble with the blue-edge

gadgets.”

Reflective Summary

One of the most effective devices to encourage the other person to talk
is the refleciive summary, in which you try to sum up the feclings a man has
expressed, disregarding the factual details and incidentals. For example: “The
reason I wint lo quit is that so-and-so foreman kccps pestering me. He won't
give me a chance!” Then he stops, wondering whether he has got himself into
trouble by saying too much. Your response, “He won't give you a chance?”
encourages him to tell the rest of his story, but it does not commiit you in any
sense. Such a summary serves a number of purposes:

1. Tt shows the worker that you are giving his ideas careful consideration
and that you understand him—in other words, that you arc being fair.
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2. 1t gives him a chance to restate and elaborate his attitudes if he feels
that you haven't quite grasped his point.

3. It serves to highlight what he has really been saying. Oftew people. are
surprised to learn what their words have meant to someone clse, and are
rewarded witl: decper insight into their own attitudes.

The reflective summary is particularly effective if you reflect not only what
the man has actually said, but can somchow put into words what he has tried,
unsuccessfully, to express. Be careful, however, not to hear morc in his words
than he intends to put into them. For if he finds you reading things into his
words that he did not mean to be there, he will be doubly careful to watch
what he says. .

Your summary should indicate neither approval nor disapproval of what
the interviewee is saving. It should simply indicate that you are listening
attentively. For instance, he says, “It's got to the point where T may lose my
temper and take a poke at the foreman.” If you were to say, “Well, that's quite
understandable,” you would almost be inviting him to carry out his threat! A
far more satisfactory response would be, “You are really sore at him be-

»
cause. ...

Probes

The “frec-floating” counsclor is interested primarily in getiing at the
interviewee’s underlving feelings. And as a supervisor vou toe are interested
in the feelings of your subordinates. But if you know that you must act on the
basis of what you learn in the interview, you will also want to get all the
facts, the whole storv.* This means that after the fecling stage has passed, you
should ta some extent direct the interview. Tactfully and calimly, vou should
steer the conversation, but without forcing the interviewee into an arca he does
not want tc enter, and with no hint that you have already made up your mind.

Onc way {o direct the interview is to build on what the interviewee has
already said. By repeating certain words selected from what he has said, you
can indicate that you would like him to talk more about this particular area.
This device is called a “probe.” For example, in explaining how a fight started
between himsclf and another employce, the man being interviewed says, “Joe
was always riding me. When he picked up my lunch bucket, that was the last
straw.” Now if the supervisor wants to find out more about what Joe has done to
arousc this man, he has a good chance to insert a probe: “You say Joc was
always riding you?” Then he stops and waits for the man to go on. Notice that
the interviewer does not say: “What did Joe do to make you so sore®” Rather,
he simply repeats the employee’s own words. Chances are this approach will
encourage the man to tell more about the “riding” than he would if he had
been asked a divect question.

4 1In other words, your interviewing is “organization center not “client centered.” Sce

Rogers and others, op. cit.
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Less subtle probes are: “Could you tell me more about...?" or “I am
interested in what you said about. .. "

Weighing Alternatives

Sometimes it is enough if the interview helps you find out how the emn-
ployee feels about the situation and what the essential facts are as he sees
them. In other instances, however, you may wish to help him devise a solution.
How can you do this without seeming to impose your own ideas on him? The
following approach may be useful both in individual interviews and in group
meelings:

Let us asstne one of your managers wishes to discipline severely enc of his
employees who has been a troublemaker. The manager’s first sugyestion, for
example, may be that he should go right out to the shop und fire the trouble-
maker. If you keep asking for additional suggestions, he may suggest lesser
ponaltics. Fin:\lly, he may even come around to suggesting certain changvs in
his own behavior.

Now, after the manager has offered all these suggestions, you would attempt
to get him to examine cach one:

What would its probable cffect be?
How would the men react?
How would it help him solve bis problem?

By helping the interviewee think through his problem, you may succeed in
having him come to a conclusion that is his, not yours. And if it is his, he will
be much more likely to act on it with enthusiasm.

Direct Questions

One of the most frequent errors made by inexperienced interviewers is
transforming the interview into a game of “twenty questions.” A man has fallen
into the habit of coming to work late and his supervisor is anxious to straighten
him out before discipline becomes necessary. Having had some training in
human rclztions, the manager suspects that a home problem is involved. Ilis
end of the conversation may run something like this:

“Bo you have trouble starting vour car?”

“ ) o

Is there any trouble at home?

“Does your alarm clock go off on time?”
“Did you have a drink too many last night?”

To cach question Bill replies, “No, it isn't that.” And to himself he says,
“That’s none of his business.” And then another question is shot at him.

Here the manager. not Bill, is direeting the interview. Mote that every one
of these questions is phrased in such a manner as to put Bill immediately on
the defensive and make him over-cautious in what he says. Some of the
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questions, such as, “Did you have a drink too many last night?” he may feel
are insulting. :

The interviewer rarely knows the right questions to ask; if he did, he wounld
probably know the answers as well. The interviewee's problem is usually more
complex than it seems at first glance, and direct questions tend to narrow it
down too quickly. .

To complicate matters, most subordinates try to say what they think will
please their supervisor. Direct questions often imply the kind of answer the
supervisor wants, or at least give the subordinate an “out.” For instance, the
question: “Did you have trouble starting your car?” p.ovides a ready excuse
for a tardy worker.

If the supervisor wants to dnd out what the subordinate really has on his
mind, he should leave the s:tuation as free as possible to permit the sub-
ordinate to emphasize the things that are important to him.

If possible, the interviewer should avoid questions that can be answered
with a simple ves or no. “\Well, do yon like your job?” “IDo vou think the tools
arc in bad shape?” Questions of this sort shut off discussion because they can
be answered by a relatively meaningless “Oh, I guess s0,” “I suppose you
might say that.”

THINGS TO AVOID
Too Much Warm-up .

Many people feel that before getting down to the subject of an interview,
particularly if it is an unpleasant one, they should try to place the intervicwee
at easc by discussing some irrclevant topic—haseball, fishing, the traflic prob-
lem, or what have you. Thus, a foreman calling a man in to lay him off may
chat about the Dodgers for a few minutes before settling down to the nasty
task.

This approach may relieve the foreman’s anxicty, hut it intensifies that of the
worker, patticularly if he has some idea of why he has been called in. While
he is on the “hot seat,” he may be thinking, “Why doesn’t this character get
down to business? Why does he have to play cat-and-mouse? What's this
building up to?”

Such “warming-up” is useful at times; however, the interviewer should he
careful to use it only when it actually reduces anxiety. Often when the super-
visor initiates the interview, “beating around the bush” merely increases the
sucpense. Similarly, if the employee comes to the supervisor with a problem,
he probably wants to get down to business without delay.

Premncture Judgment

The interviewer should avoid giving any indication that what the sub-
ordinate says either pleases or displeases him. In other words, he must refrain
frem passing judgment before all the facts are in. This restraint is extremely
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important because subordinates lock for verbal or facial cues that will tip
them off te what the superior wants or does not want to hear. (Of course,
unconsciously we are always forming impressions, even on the most imeager
facts. Ilowever, the supervisor should be aware of his predispositions and try
to keep them from warping his judgment or his communication.)

Criticizing or moralizing puts the interviewee on the defensive. Even if he
does not argue back, he will begin to edit what he says in order to win the
interviewer’s approval. He will concentrate on proving that be is right rather
than on giving an honest explanation. Certainly putting a mau on the defensive
makes is harder to find out what he really thinks.

Even praisc or sympathy should be avoided until the end of the interview,
for it makes the interviewee think his present approach is correct and en-
couragces him to avoid the hard work of thinking the problem through.

Arguing

Little is gained from argnment, at least in the carly stage of the interview
Yet cveryone has a strong human ten:lencey to correct the other person when he
says something that is obviously wrong. Morcover, if the interviewer himself is
attacked personally, he must exercise tremendous restraint not to answer hack.
For examnle, an employee says Le is having trouble doing the work be-
cause the stock has been changed. “The company must be buying cheapes
material these days.” Now if you know that there has been no change what-
soever in the materials, you will be strongly tempted to “set the employee
straight” on this point, although his complaint may be a sviptom of something
much more basic. If you give way to this temptation, you may simply trans-
form the interview into a fruitless argument. If vou just continue to listen,
however, the employee may move on to more basic problems and diflicultics
that he finds more troublesome to discuss.

Excessive Psychologizing

Sometimes managers abuse the nondirective technique by shifting the
discussion from the techmical aspects of the question at hand to the sub-
ordinate’s motives in dealing with it Such abuse occurs most commonly
when the manager has a psychology or social work background. For example,
a subordinate may have a sound practical objection to something his boss may
want to do. fustead of listening to the objections themselves, the excessively
psychologically-oriented boss may ook upon the subordinate’s attitude as an
example of hostility and may seck its emotional basis. Obviously such an
approach often adds to the hostility it is designed to alleviate.

5 ¥or a good discussion, sce Peter Blau and W. Richard Scott, Formal Organization (San
Francisco: Chandler, 1962), pp. 188-89.
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Advice-Giving

When you finally get the complete picture as the employce sces it, you
may be able to provide advice or information that has not previously been avail-
able. But again it is often better to help him work through his own problems.
In any event, you should hold off giving advice until after the interviewee has
told his entire story—until you have all the facts.

Masterminding

Many pcople go through the motians of the nondirective interview but
violate its spirit. They hope by atking shrewd questions to manipulate the
interviewec into believi ing that he is tthmﬂ through his problan by himself,
though the way qucshons are worded me\ual)]_\ fmc('s the interviewee to
arrive at the interviewer’s own predetermined conclusion.

Masterminding is used with various degrees of sophistication. One of the
less subtle forins makes constant use of the leading question, the “don’t you
feel?” approach: “Don’t you feel it would be better for the company and yonr
own future if you came to work on time?”

Questions like this usually permut only one answer. They are thinly veiled
forms of advice, judgement, or just plain bawling out. They are even more di-
rective than an overt, straightforward statement. The interviewee is often frec to
reject outright advice, and even if it is clear that he must accept it (in other
words, when the advice is really an order) he mav be unhappy about it, but
willing to be a good soldicr. Masterminding. however, not only requires the
interviewee to do what the interviewer wants, but also to say that he likes it.
The interviewee is treated like a child and the 'lllq,cd interview degencrates
into a forin of brainwashing.

There are subtler forms of brainwashing in which the interviewee may
actually fecl convinced of something at the time of the interview, only to
realize that he has been duped after he has had a chance to think things over.
Conversion at a forced rate seldom lasts. As the poet Robert Burns once said:

He who is convinced against his \\1!]
Is of the same opinion still.

People change their attitudes slowly, and only when they are ready to do so.

CONCLUSION

Interviewing is a form of communications, and like other forms of com-
munications it is most cffective when it is two-way. A good interview is more
than a one-way process in which the interviewee tells his story to the inter-
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viewer; the interviewer must in turn be constantly communicating his interest
in the interviewee as a person and in what he has to say.

It is not enough for the manager to understand his employees; he must also
give them the fecling that he is sincerely trying to help them. The manager
must not only listen, but must also communicate the fecling to his employces
that they arc being listened to.

The basic purpose of nondirective intervicwing is to enable the interviewer
to find out how the individual seas the problem or situation at issue, and then
to help hira think and, above all, feel his way through to a solution. The goal
of this wholc philosophy is for the supervisor to be perceived as a source of
help—as a man who can assist the subordinate to develop and do a better job.

It has been argued that the interview approach would be fine il a munager
had nothing else to do all day except serve as a wailing wall, but that in
practice he just doesn’t have time to do much listening. Realistically, pressure
and other demands may make him abrupt and unsympathetic ia his dealings
with subordinates. And yet the manager who “makes time” to listen may find
not only that his human relations are better, but that in the long run he will
save enough time by having fewer personnel crises to deal with.

The nondirective interview is not a cure-all for every situation. Effective
interviewing requires considerable skill, and even a good interviewer discovers
that many people find it diflicult to discuss their problems. Morcover, many
problems involve several people and require group discussion. Finally, certain
problems camot be decided at the manager-subordinate level. Still, in spite
of these reservations the interviewing technique is a genceral-purpose tool for
every manager. :

PROBLEM 1

INTERVIEWING DRILL

In cach of the following cases, which of the responses suggested would be
more likely to lead to a consteuctive solution of the problem? Remember that
these represent the opening of the interview.

1. You have come home from a hard dav and your wifc grects you with:

“What a day I've had. The baby was crying all morning. The wash-
ing machine broke down and I had to do the things by hand. Then 1
went downtown to buy a hat and had to wait twenty minutes for a bus.
I couldn’t find a thing I liked and everybody was so pushy and the store
was so crowded. When 1 got back the baby-sitter had let the stew burn—
and I'd worked on it so hard. I'm so mad I could ery. And I've got to go
downtown tomorrow again to look for a hat.”

“You must have had an awfully hard day.”

“Your old hat looks pretty good to me.”

“I'm tired too. You should hear what happencd to me. First....”
“Don’t say another word. Put on your glad rags and I'll take you
out for dinner and don’t mention it.”

“You know, maybe we ought to get another baby-sitter.”

o oe

g
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2. A worker has been late three times in the last two weeks. You ask him
wh] and he replies: ‘
I just can’t scem to get up in the morning. Frankly, I've lost my
enthusiasin for the job. It doesn’t interest me any more. So when I do
get up I've got to rush like mad to get here.” :

a. “Don’t you think vou arc letting the company down?”

b. “Do you have an alarm clock?”

c. “You've got to lick this problem or I've got to lay you off and give
you some time to think it over.”

d. “The job doesn’t interest you any more?”

e. “Are you having any trouble at homc?”

f. “Have you thought of going to bed earlier?”

3. A worker who has keen making little progress tells his boss:
“I just can’t seem to get the hang of things. I try to find out what I'm
supposcd to do, but no one tells me. The other guys don’t pay any atten-
tion to me and I can’t figurc it out by watching. Maybe I ought to quit.”

2. “Why don'’t you give the job a chance? Most people take a while to
learn it.”

“Why don't you try harder? You can’t get ahead without hard work.”
“I I 'were you I would ask the other fellows to help you.”

- “Do you have any ideas why the other fellows don't help you?”

“I'l assign onc of them to instruct you.”

“You feel that the other fellows don’t pay any attention to you?”
“Let me show you how to do it.”

R ™e .o

4. A toolmaker tells his foreman:
“T've had ten years” experience and no one ever told me I did a bum
job. Sure I make a few mistakes, but why do I get all the blame?”

a. “All T want you to do is be a little more careful in your work.”

b. “You feel the standards are too high?”

c. “I'm nol saying it is your fault. I am just asking you to please do the
picce over.”

d. “You fecl you are unfairly blamed?

PROBLEM 26

THE EXTRA HALF PLUM
Scene 1

Mary, a salad girl, is seated at a table backstage by herself, thumbing
through a magazine. She is off duty. Miss Jones walks on' stage from the
right and stops at Mary’s table.

Miss Jones: Mary, may I speak to you for a moment?

Mary: All right.

Hiss Jones: 1t's about your work. I feel that you're a hard worker but there
are times when you seem to grow a bit careless. I've noticed lately that
sometimes your salads are a trifle sloppy in appearance, and vou don’t
always check your recipes carefully enough. For example, the fruit salad
calls for two halves of plums. I saw you putting three on some of the

8We wish to express our thanks to Professor William F. Whyte for permission to use
this case, which was prepared by him.
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CASES ON UNION ADNINISTRATION®

Intezrvieving Nembers

Introdection
The emphasis in this section is on interviewing members. “"Interviewing” is an

acedemic word. Pew union officers realise that when they are handling “"beefs” they
are actually engaged in interviewing. Eowever, this term is used to emphasise how
careful union officers must be in dealiny with members (or as will be discussed later)
supervisors. '

In buman relations, "it ain‘'t what you do but the way that you do it.” Grie-
vances always involve people - and grisvences are never really settled until the
people converned are satisfied. Little problems can grow into big ones if you don't
handle the people involved with tact and respect. On the other hand, even big pro-
blems will be relatively simple if you keep them in hand.

All of the previous cases were tough ones. In each the facts weze all important,
yet the facts were hard to get unless the steward showed tact and underscanding.

There are three main objectives of grievance interviewing: (1) Getting the
facts; (2) Giving the mamber the feeling that he is getting attention, and (J)
Getting acceptance of any action necessary.

1. Getting the Pacts. Facts are hard to get. WNockers often give you 8 "snow job.”
They give you only half the story, either decanse they think you know the rest or
bacause they realize that same of the facts are unfavorable to them. Oftea, too,
men are too excited to tell the story straight and perhaps they don’t speak English
too well. Sometisies they think you know the whole dackground.

A number of unions had provided their stewards with a checklist of "W'e." These
are things which stewards should find out in their interviews.

Pirst you should get a bare outline of the facts:

Who is involved?

What did they say and do?

When did it happen?

Where did it happen?

* By George Strauss. The complete volume “Cases on Union Administretion” (issuved
by Cornell University) includes both cases (including some of those ueed in
Course D) and cosmentaries. The commantaries are designed to kelp students
analyse the cases. Only the commentaries are included here.
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This, howaver, is not enough. Before taking any hasty action which you may
later xegret, youchouldtrytoﬂudthaamrunmc&mfmmqum

Why did it happen -- what is the underlying cause?

Thea you will have to consider two other guestions:

_N_rgghm_mtfmmminmnyolaxﬁy?

¥hich clause of the contract has been violated?
2. Giving the Nember Attention

Zven if you know what the member wants before he opens his mouth, give him a
full chance to have his say. Hear him through. This is particularly true if gou're
going to turn him down. ‘ ’

our research showed that to a very large extent the union is judged by the tact
which its stevards show in handling members when they have grievances. Many members
want to use their committesmen as a wailing well. If so, listen to them. Remember,
if the member thinks he is not getting proper attention, he will be mad at both
vou and the union. . '
3. Getting Acceptance of sny Action Necessary

Finally, in a democratic union, you should explain to the aggrieved member care-
fully what you can and cannot do for him in handling his grievance. You should
mldnwmm-upmmgﬂwwu&o,mm‘wmunnﬂc—netbot
they are the proper ones. Por instance, you might tsll the aggrieved:

As far as I can see you have no case here because..........
But {if you disagree with me, of course you can always
take it up with the bargaining committee.

I'm going to investigate this matter further and
I1'1l let you know later what I°1l do with it when
I get more informatioa.

I'm going to have to take this up with the bargaining
committee because it irvolves a policy matter.
I will let you know what ehovd.cido.

zmmun--mmmx'-pxmmm
it up with the foreman at once.

If the grievance is completely unjustified, be sure to explain why. Point out
the reasons. Refer to the contract. If the member is still unhappy, explain to him
that he has a right to appesl. (For instance, "Bill, I don't think you have a Jeg to
stand on. lutilwu‘duhmmmrlgheeowcocbmﬁnlu:‘mr
my decision.”)

Bowever, if you agree to handle the case bes snre to krep the member inforwed of
the progress you make, even if you only say "I haven't had a chance to take the
matter up yet, but Y have it in mind.” )

If you aren't successful with management,,let them know at once and also lnton
the aggrieved what further appeal steps can de taken, if any.



Rints for Interviewing _
Good interviewing is an art. It cannot be learned by reading a msnual any more

than you can bacome a Babe Ruth merely by reading "Bow to Become s Nome-Run King.”
Practice and self-awareness are all-important. Rowever, here are a few suggestions:
1. Don't be hurried. Be relaxed, at oase. Do your swearing afterwards.

2. Show you understand. mkpaophlnmm Sncourage the member
to get out everything -- not only the facts, but also the feeling.
Often he will feel a lot better after that and start quieting down.

3. Unless you are very short of time, let the other person have lhis say
completely before you start giving your opinion.

4. Summarisze what he has to say. This shows you understand. It also
encourages the member to bring out the things he hadn’t msntioned
before but which he thinks are relevant. After you finish susmar-
dzing, ask "Have I stated your case correctly?” If he agrees, you
have your first agresment. HNis mind is set to agroe on other things.

This form of listening requires a great dul of time. In the long zun, it saves
both time and energy and helps eliminate tumim grxannca which sow apathy and
anti-union fnum.

Remember, lots of members contact their ollioon solely because they want a
sympathetic ear. Perhaps they know the officer érm do little to help them in tb.tr
particular situation, yet they feel better after ehq have gotten things off tlnlr
chest. ,

INTERVIEWING FORENEN
Pity the Foor Foreman

Many stewards, who recognise the desirability of showing tact in dealing with
fellow members, yell and bluster at their foremen. In doing so they make their job
harder. It is much bettar to develop a relationship in which the foreman is willing
to cooperate with you and to handle grievances quickly and fairly. In some cases
this is hard to accomplish. Still, you won't get anywhere 1f you go out of your way
to antagonize him.

Nany a foreman comes from union ranks, lives in a union neighborhood, and still
feels more like a worker than an employer. Given half a chance, he will be frisndly.
After all, he is in a difficult middle position Detween the production workers pd
top management. HNe cannot décide company policy; omswumwunrmuth
management and whether he agrees or not, his jod is to see that they are carried out.
However, if you develop a friendly relationship perhaps he may shade some of the
close decisions your way.

In handling a grievance, or "interviewing a foreman" most of the same rules
apply as to interviewing members. The important thing is to give the other fellow
a_chance to talk. v
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The following cases are difficult ones. They are designed to help you (1) pre-
pare your arguments, (2) think through your strategy, and (3) develop interview tech-
niques.

Conclusion

Before you start discussing a case with & representative of management it is al-
ways worthwhile to ask yourself, "How would I feel if I were in his shoes?® You can
be sure that as you walk up to him, grievance form in hand, he is thinking "What does

guy want now?” or "What have I done wrong now?”

Later, a_lccx he has heard you present the case, he probably tells himself, "I
didn’t mean to do wzong -- why does he have to rub it in?” or "Ne doesn't understand
my position ~- why doesn’t he give me a chance toiuttcn?'-or “Let's see if I can
figure some graceful way of getting out of this without losing too much prestige.”

In other words:

l. Don'‘t rud it in.
2. Listen to his story patiently and cym:hctlcdly.
3. Let him retreat gracefully. |

Of course, the surest guarantee of winning a grievance is to have a strong, well-
prepared case and the backing of the men in your dcpu-e-nnc. However, gzicnncu
which are settled in a friendly manner usually stay settled longer. )

If possible, try to remain on friendly tun;witb supervisors. This will help
you particularly when you have a weak borderline {tran. ‘A relaticnghip where each
side is trying to rub the other's nose in the dirt burts both.

Here are a few suggestions about handiing grievances with foreman:

1. Start by telling the foreman the problem as the aggrieved sees it.
(Imply that you have an open mind, at lesst till you hear what he
has to say.) Don't be legalistic at stage.

2. After that let him talk. Encourage him to state his position comr
pletely. If he wants to use you as a "wailing wall” ~- all the
better. Bvery foreman thinks he has the most difficult job in the
world. HNe will feel bdetter and more uqombh after he gets his
gripes off his chest.

Be a good listener. NMany stewards talk themselves out of a case.

3. Next show him that youummducpducm even If you don'’t
agree with it. This shows that you are being reasonable.

4. Then tell him how far you agree with him -- and where your dis-
agreement starts. Tell him what you think should be done ~- but
be flexidble. If possible, try to get an agreement on the facts.

5. Stick to. the point. Avoid reising questions of principle. If he
says "I don’t want the union interferring in everything I do” don't
argue back (much as you would like to), but say "I can understand
how you feel. I certainly am going to try to keep the number of
grievances to a minisum and 7 think perhspe we can eliminate them
altogether if we try to find a constructive solution for each pro-
blem as it comes up. For instance, in the case we have here, I
think it is just a gquestion of the meaning of the contract.”
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Tt is much easier to find solutions of specific problems than to
settle the great issues which have divided un.lon and management
for years.

6. Avoid discussing personalities as such as paulbh. Don't make
belittling remarks which have nothing to do with the case at hand.

7. Unless you are anxious to take the case to a higher level at once,
don't force the foreman to say "no.” If you aren't getting any-
where, let him think it over for a while. He ray mellow later
on. On the other hand, don't let him stall too long.

8. If you can’'t reach a satisfactory settlement, don't think the world
will end. You can always appeal the cese. That's what the other
steps of the grievance procedure are for.

9. Pinally: Spesk softly and carry a big stick. Don’'t lose your
temper by accident.

RELATIONS BETWEEN GROUPS IN THE UNION

Introduction

The typical grievance cases, the ones which most unien members think about, are
rather simpie. They involve only one individual and the company. (For instance, a
worker 1s unfairly discipined or his pay is miscomputed.) )

_ Unfortunately, many problems are much more complicated. They involve disputes
betwoen workers as well as against the company. Such is almost always the case whare
seniority is concerned, and to a lesser extent with Jab evaluation and incentives.

In these instances, the union can lcvotwcmnpof—b.notmmwyne
the expense of another. Indeed, sometimes two gr.lcnnaa can be £1iled which are
directly contradictory.

The following cases will illustrate some of the areas in which such inter-group
differences may arise. MNore important, an effort will be made to highlight various
means of settling these differences. No union can eliminate conflict between groupe,
but it can provide some type of orderly procedure by which disputes can be settled
fairly and to the satisfaction of the vast majority.

Inter-group differences, such as those presented in previous cases, are bound
to axdse. They come up over matters such as seniority Job evaluation, incentive
plans, shift preferences, and a host of other things. If improperly handled, these
can wreck a union. However, with patience, understanding, and tmrﬂnlity their 112
effects can be minimized.

As a union officer it is your job to know where these are ~-- and also where
they are likely to occur. Don't exaggerate them. On the other hand, don't pretend
that they don't exist.

Once they arise there should be an orderly channel of uctung them. Instead
of being glossed over with pleas for "unity,” differences should be brought out in
the open and provisions should be made for them to be heard and settled. '
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Exactly how these differences are settled is relatively unimportant, so long as
there is a definite procedure with which everyone is familiar. In some unions these
decisions are made by the Executive Board or Bargaining Committee, in others by ste-
wvards or chief stewards -- or even by local or departmental meetings. (The case of
the “Process Inspector” illustrates some of the difficulties which arise when deci-
sions are made by large groups such as local or departmental meetings.)

Regardless ot'vlfb makes the decisions, the following suggestions may be useful.

1. Try to find a solutiom whkich will satisfy almost everyone. This
will be hard, dut sometimes it can be done.

If you must meke a decision which will Mrt one group and help
another, be sure you consider all the ramifications. Whether you
l1ike it or not, your decision will be looked upon as a precedent.

Try to be consistent with previous decisions. This may be hard
because a decision which is consistent with one precendent may be
inconsistent with another, cases from real life being so compli-
cated. However, don‘'t let a precedent be used to create an obvious
injustice.

2. Be extremely careful to give all groupe a chance to be heard.
Particularly when inter-group problems are invo.!nd, don’'t make a
decision until you have ell the facts.

Don't let any group’'s interest go by default. If xnuv!du.ll are
too timid to stand up and speak for themselves, the union officers
still have the obligation to find out what they want.

3. Avoid too many appeals. If everyone has a chance to be heaxrd before
the decision is made, there will be less need for appeals.

In the area of inter-group differences the best decision is only fairly
good. Even a dad decision is often better than leaving things unsettled.
As long as the impression reruins that a decision might be reversed,
people will be unhappy.

If you follow these rules, in nine cases out of ten your decision will be gener-
aily accepted by all the parties. They may gripe for a while, but in a gear or so it
will be accepted as shop law.

Remember: In most cases people are unkeppy because they don’'t know what to ex-
pect. Once a promotional segquence, a system of job cvaluﬂm. etc. is set up,
poople accept it and will resist violently any change. The human ability to adjust
1s one thing which makes the union officer's Job a lot easier. ‘

RELATIONS BETWEEN UNION LEADERS AND THEIR CONSTITURNTS

Introduction

Union officers say over and over agein "The wost important thing is to have the
support of your member.” Here we consider the central probles of politics -- how to
keep your own and the union's politicel fences mended. Among the questions these
cases raise are:

(1) What can de done to meake an apathetic group more interested in the unfon?

(2). When should an officer follow his own conscience and discretion, even
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though hits—ections are opposed by many members?
(3) Leadership often means going on ahead in front of the rank and
file. HNow far ahead should you go?

(¢) When a group is internally divided, what, if anything, can be
done to help them resolve their Jifferences.

Conclusion

Once upon a time there vas a steward named Bill. When i1l was handling a grie-
vance, he was an excellent steward; he did everything a good steward should do. Mut
the rest of the time he was glum and grouchy -- never had a good word for anybody.
His philosophy was:

Why should I look for trouble? I'll fight like hell for a man with a
grievance ~- but if he doesn’'t think enocugh of his own case to put it
in writing, I'm not interested enough to waste my time.

2111 is no longer steward. His successor says,

I realize that in practically everything I do I'm representing the
union. Being a steward ig a full-time job. It's my job eo build
active union participation in my department.

8111's successor is right. Por many members the steward is the union (at hnt
he is the union representative they see most often.) fThe attitude and loyalty of
many members toward their union is determined by how well the steward is able to
handle his own human relations with the other members in his department. Without
rank and file support a steward or any other union leader can do very little. If
his members don't understand and approve of what he 1s doing, they can cut the
ground from underneath him.

A union leader must develop and maintain closa contacts with his constituents
Basically, this means he must get around, talk, snd above all, listen.

(1) New members are the most impressionable. Your job is to make them feel
at home, both within the plant and in the union. Welcome them into the ranks; ex-
plain what the union has gained, provisions of the contract; and when the local
meeting is held. Nore than this, make your conversation a two-way affair. Pind out
something about their ' '

(2) Hany companies urge their foremen to make regular "howdy‘'rounds in which
the foreman speaks to each worker individually. Union officers should do the same
thing. (Of course, this is hard; many companies place restrictions on officers’
Sovemsents -- 80 you must make your contacts at lunch or after work. Purthermore,
officers are often so busy with izmediate urgent problems that they have little
time for "grass roots” building. However, s really good officer will always find
time for the apparently small things which are really so important.)

(3) Nany union officers proceed on the principle of putting the oil where the
siueak is loudest. This policy does not always pay off. Some people gripe at the



drop of a hat; others xeep their prohlems to themselves -- yet If nothing is done
about them they become apathetic toward union participation or even anti-union.

The man who brinas his problems to the steward is already convincod that the
union can help hin. A real sales effort must be made among those who keep their
problems to themselves. ;

(4) Your job, as a union officer, is to maintain communication upwards and
downwards. Upwards communication means you should make a detersined effort to find
out what the nembers want, to listen to their ideas. Downwards Communciations means
you have responsibility for passing on information which you pick up in bargaining
committee meetings, negotiations with management, and the like. As the best informed
member in your department, it is your job to see that information is passed arourd.
Agide from informing members of union policies, you should interpret union policy
where this is necessary. You are the link bstween the workers and higher union
officers. ’

(5) Encourage them to attend peetings and to take part in union ictivltiu.
Some union officers try to keep what takes plzce in the union meeting a complete
secret, saying: "If we keep the members in the dark, eventually curiosity will win
out and they will com>." If big league baselall toams followed the same principle,
there would re no baseball news and gate reccipts would be alwmost sero.

Keep the members inforwed of what happens at the meetings. This encourages them
to attend -- and even if they don't attend, it’s irportant that they know what
happers. !

(6) Departmental meetings are extremely useful. Attendance is usually higher
than a local-wide meetings. Such meetings give the officers a chance to hmdio
problems of the particular group. Also, thay give members a much better chance to
ask questions. Above all, they wake it possible for the group to develop a cosmon
policy. .

(7) Rank and file opinion is not easy to discover. The individuals who speak
most often may represent the rest, then again they may not. The only way to epu is
to talk to the "silent ones.” A smart trick, which some officers use when an impor-
tant decision is to be made, is to ask each individual in a departmental meeting to
give his own opinion briefly. The same policy can be followed by union officers
when they make their “howdy” rounds through the shop.

In conclusicn, grievance handling may be the moat dramatic part of a union
leader’s job. But thkat's only the beqinmning of his work.

W¥hen Should officers Follow Rank and Pile Opinions?

1t is always usefvl to find out what 1s the rink and file opinion. In most
instances, it is best to follow it. However, there are times when officers must
find courage to do the politically unpopular.
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Por instance in the case of the "Tamporary Sumwer Erployees” a departmental
meeting would naturally vote against surwmer erployees. A decision by the local meet-
ing would be almost as bad; permanent employecs might esasily pack it. Here the Bar-
gaining Committee has a tough decision to make which regquires considerable political
heroism. VYet, if they desire to duild a strong union, they must make what they think
is a fair ruling (regardless of political expediency) and stick by it. In most in-
stances an officer who has done an honest jod will be ro-oloctod even if he turns
down some reguests for special favors.

RBLATIONSHIPS BETWEEN UNION LEADERS AND MANAGENENT
Introduction

The primary function of a union is to deal with ranagement cn dehalf of its mem-
bers. All the other relationships previously discussod are subsidiarys; their purpose
is to help the union do a better job in collective bargaining.

Of course, the kind of relationship which exists between labor and management
cannot be determined by one side alone. The way the union acts depends on what
management does. Similarly, management behavior is related to how it sees union .
behavior. Within limits, however, the union can influence the type of relationship
by its own actians.

The following cases raise a number of difficult guestions for the union leader.
Among these are:

1. Mow formil should the relationship be? Should all grievances be put in
writing? Should the grievance procedure be followsd step by step in all
cases ~- or should some problems be handled by informal discussion, say
between tle personnel director and the local president?

2. How flexibly should the contract be interpreted? Some unions seek to
follow the contract through hell and high water, even if it results in
obvicus injustice. In other relationships the contract asans very
little and the parties try to solve each problem as it comes along.
Bowever, if carried too far no one can predict what wiu happen. The
road is open to favoritism.

3. Should the union push all grievances regardless of merit? Or should
they push only those which sesm to have real merit -- or only those
which they could probably win at arbitration?

4. Should the union try to maintain the same kind of relationship through~
out the plant? Or should it try to develop a good relationship with a
given supervisor, even though the over-all realtionship is bad? When
should "deals” be allowed?

These are tho kinds of quustions which every union executive board must answer.
However, the answers they give depend upon the peculiar circumstances in the parti-
cular situation. There are no “right" answers which fit everywhere.

Conclusion

A pamphlet like this should not try to dictate union policy. HNowever, a few

ideas may bo relevan::



5.

- 10 -

The old adags still holds: you can catch more flies with honey than with
vinegar. It is always better if you can accomplish your objectives peace-
fully and amicably. '

It is entirely possible for a unicn officnr and company spokesman to be
firm and forthright in presenting their point of view, yet still remain
personal friends. In fact, personal aninosity between top leaders is
often idsastrous to both sides. )

i‘n aonly a few instances is a compromise impossidle. In most cases if
each side makes patient effort to understand the other's point of view,

a solution can be reached in which cach gets the essence of what it wants.
There is a big difference between the constructive and destructive cos-

. promige. : The essence of the constructive compromise is that it tries to

solve basic problems rather than temporarily smooth over symptoms.
One of the areatest advantagas of the American system of collective bu'qdu—
ing is that it makes possible informal handling of problems on the shop
level. Grievances which are taken to higher stages are rarely settled

as well. ' '

Good human relations will never solve the great differences which separate
union and mznagement. They may help remove the incidental irritants which
make discussion of the real issues more difficult.
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from: EFFECTIVE UNION ADMINISTRATION by Wm. L. Abbott
(Industrial Relations Center, University of Hawaii, 1967)

MOTIVATING THE UNION MEMBER

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 0il, 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? 1In 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 needing 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.

"1f 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 goal seeker, cannot be
stressed enough 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.
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(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 existing 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 vesterday'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? What 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. Physiological 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. Belongingness 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
somebody.
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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 l5 states. It wanted to know just what did motivate ag
‘Union MEmMbErs. 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 outriqged 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. Twenty-three were influenced
by their family or friends and their actions gained them esteem tn the eyes of
those they valued. One candidly said he wanted to be a member of a group and the

union was 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 husinessman, became
active to get revenge 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 single 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 drinking problem, the AA
might help him.

The union counselor might be ‘the worst bargainer in the world and perhaps
unsuited for any other union activity 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 community, 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. Wwhat 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 wWorker, Canadian National Film Board.

or

Man on the Assembly 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.
The 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 meaning in life in a work-centered world? Doesn't automation anc
the leisure time which unions have negotiated mean that unions will have to finc

something to replace a man's loss of identity and work values? Won't we all
have to change our thinking about the nature of work and leisure?

SUGGESTED READING

Frank Tannenbaum, A Philosophy of Labor, Alfred A. Knopf, N.Y., 1952.
A. H. Maslow, Motivation and Personality, Harrmer 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 nothing 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 committee 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 gains 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 telil 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.



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. 1In 1940, before the union, we made an average of
55¢ an hour. Today, we average 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 organizing committee can work with
the city central labor body in offering 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-
tiop, education, safety and other issues which need championing.

THE CIVIL RIGHTS COMMITTEE

The Civil Rights 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 eavesdropping 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
Oor newspaper. It should conduct new member programs and advise all other com-
mittees contemplating programs.

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) Educating 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 COMMITTEE

If your plant does not have a union label on its‘product, there should be
a committee pushing 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. BAmerican 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 Washington 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 offering
their facilities for retirees if the city will plan and execute programs.

THE SAFETY COMMITTEE

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

The committee should inspect the plant or shop for safety, fire, and health
hazards. Any hazards discovered should he immediately reported to management.
If no corrective action is taken, the union should either resort to this gqrievance
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 seeing 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
safequards? 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 to 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.



by Alexander E. Barkan

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 uncase amohg unionists,
notably concerning jobs and economic security, some
arcas of civil rights and Viet Nam, though the vast
majority of union members support the President’s
conduct of the war there.

Thesc are among the major general findings of a
survey taken among union mcmbers by professional
polister 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 large sampling, far more generous than
most. Major national polls --Harris, Gallup and others

-normally rely on a sampling of only between 2,000

ALEXANDER E. BARKAN is Dircctor of the AFL-CIO
Committee on Political Education.

member: profile
and attitudes

and 4,000 in forecasting the outcome of presidential
elections among a potential vote of more than 110
million.

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

From the survey, this gencral profile cmerged of
the trade union mcmber today:

® 32 percent of union familics are in the $5,000
to $7,500 a year income range (figures cmbrace total
family income of the union member, thus including
in many cases the working wife of a member and;or
working offspring);

® 46 percent are in the $7,500 to $15,000 a year
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 pereent are Mexican, Oriental or other minority;

® 25 pereent of present members have belonged
to their union for 5 years or less;

® 54 pereent have belonged 1o their union for 10
years or more;

® 58 percent identify themsclves as Democrats, 16
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President Lyndon B. Johnson

HOW MEMBERS WOULD VOTE

The Kraft poll revealed that,
.as of January 1967, union
members would have voted
for President Johnson's re-
election overwhelmingly
against any of the promi-
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 upturn
in his popularity, inevitably
this would reflect an even
higher standing for the Presi-
dent among union members
than the following figures
show:

Age Group
Total Under 30 3049 50 and Over
Johnson 55% 55% 53% 55%
Nixon 22 25 21 21
Not Sure 15 12 18 14
Neither 8 8 8 10
Johnson 46% 42% 43% 51%
Romney 330 47 29 25
Not Sure 19 10 25 17
Neither 5 1 3 7
Johnson 60% 57% 62% 59%
Reagan 16 23 16 13
Not Sure 17 15 16 20
Neither 7 5 6 8
Johnson 55% 58% 55% 55%
Rockefeller 20 27 18 19
Not Sure 18 8 21 17
Neither 7 7 6 9
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percent as Republicans, 17 percent as independents
and 9 percent are not sure.

When union members were asked thcir choice
for President, they declared themsclves emphatically
for the reclection of Lyndon Johnson aguinst any. GOP
contender. For example, the President would defeat
former Vice-President Richard Nixon 55-22, Michigan
Governor George Romney 46-30, California Governor
Ronald Reagan 60-16 and New York Governor Nel-
son Rockefeller 55-20.

It should be kcpt in mind the Kraft poll was con-
ducted in January, when the President’s popularity as
reflected in national polls generally was lower than
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 January
findings of the Kraft poll, among only onc group of
unionists did thc President trail any potential GOP
opponent. Union members under 30 at that time
favored Governor Romncy over 1.BJ, 47-42,

When members were asked how they voted in the
presidential clection of 1964, they responded Johnson
over former Senator Barry Goldwater by 60-12. Asked
how they would vote today if thc sume two were
paired, members declared 56-15 for Johnson, u re-
markably slight slippage given the President’s lenyth
of time in office and the momentous events of hix
tenure.

The President’s popularity as a candidatc is mir-

REAGAN

ROCKEFELLER



rored in the widespread acceptance of his legislative
achicvements and goals, most of which are supported
by thc 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 and aims
of the Administration and projected improvements in
most progressive programs already on the books (see
box).

For example, when asked if medicare coverage
should be cxpanded, 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 repcal was strongest
where awareness of the ‘“right-to-work” issuc 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.
Conversely, 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
members 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
arc the big problems on your mind—the things that
bother you and should be getting attention?” The
issucs clcarly uppermost in their minds were those

involving jobs and cconomic security, thc war in Vict
Nam and civil rights.

Fifty-three percent of all members listed cconomic
problcms ranging from the cost of living and taxes to

How the Press Distorted the Poll

Before being relcased. the Kraft poll was the
subject of a spate of newspaper storics—most
of them complctely distorted.

On the basis only of hearsay, The Wall Street
Journal ran a lengthy article on the poll last
month. One press service picked 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 out of line
‘with union members’ main intcrests. . . . The
'AFL-CIO’s No. 1 goal in this session of Con-
gress—boosting social security paymernts——draws
more boos than cheers. . .” -

- The fact is: The poll reflected overwhclming
support among union members for AFL-C1O
legislative pesitions with the single cxception of
open occupancy housing. Further, - zial sccu-
rity per se was not included as a esiion in
" . the poll. Medicare was, and membor.’ Lappost
.. for expanded medicare was 74 perceat.
f. The Journal claimed: *“A surprisingly hizh
proportion of rank-and-filers won’t readily ad-
mit they belong to a union.” They “owned up
i* to being union members only when pressed. . . "
The fact is: Sixty-four percent of members
. quickly identified themselves as such when asked
i to name their associations from a list of varioas
i charch, civic, social and job-related organiza-
«+:’tions, . The rest, when asked if they wers ¢
is, bers of a union, answered affirmatively wic:.n
U hesitation. The loaded phrases in the Journ:!
i article, “won’t readily admit” and “orvied up
make it appear many members view thcir picmi-
bership as somcthing sinister and to be hidden
"at all costs. This was not the case.
¢ The Joura! claimed: “The poli’s political
findings were stunning, . . * It Guoted “onc
;. “incredulous union man” as saying, “I showed
¢ .almost anyone could beat Lyndon Jfobn:on in
i '1968, even (Illinois Republican Senator) Charles
L‘"" P.ercy.."" . . .
LY . The fact is: President Johnson was an over-
%"whelming favorite for reelection amoeng union
¥ .members when pitted in the poll against the
i ‘most prominently-mentioned potential Republi-
;can  candidates, Michigan Governoc  George
» Romney, former Vice-President Richard Nixon,
£ Culifornia Governor Romald Keawun and New
&" York .Governor Nelson Ruckeicller,  Scnator
. Percy’'s name did not even figare in the poll.

B L



HOW MEMBERS VIEW THE ISSUES

Following is the degree of union member support, ex-
gdemd in percentages, on some of the major issues of
ay:

Age Group
Total ~ Under 30 3049 50 and Over
Expanding Medicare
Agree 74% 70% 5% 78%
Disagree 13 15 14 9
Not Sure 13 15 11 13
Water Pollution Control
Agree 4% 98% 94% 91%
Disagree 2 - 3 3
Not Sure 4 2 3 6
Truth in Lending
Agree 91% 93% 91% 88%
Disagree 4 4 5 4
Not Sure 5 3 4 8
Repeal Section 14(b)
Agree 54% 55% 55% 53%
Disagree 23 25 24 20
Not Sure 23 20 21 27
Air Pollution Control
Agree 1% 95% 89% 89%
Disagree 4 3 6 4
Not Sure 5 2 5 7
Improved Workmen'’s Compensation
Agree 76% 7% 78% 3%
Disagree 1" 15 10 8
Not Sure 13 8 12 19
Truth in Packaging
Agree 91% 92% 93% 89%
Disagree 3 2 3 3
Not Sure 6 6 4 8
Higher Minimum Wage
Agree M% 2% 3% 67%
Disagree 21 23 20 20
Not Sure 8 5 7 13
Federal Aid to Education
Agree 671% Nn% 70% 61%
Disagree 20 19 21 21
Not Sure 13 10 9 18
Open Housing
Agree 43% 48% 41% 39%
Disagree 48 48 48 43
Not Sure 1" 4 11 18
100
; ;'80
60
50
20
0
Expanding Water Truth Repeai Air
Medicare Poliution in Lending Section Pollution
k Contrel | 14(b) Control

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 50s 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 shuffied 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-

7 NoT suRe
impraved Truth Higher Federal Open
Workmen's in Minimam Aid to Housing
Compensation Packaging Wage Education




lated question about attendance at mcctings and at-
tention paid to union publications.

The poll revealed that about 20 percent of members
reported attending almost every local union meeting—
u surprisingly high figure—-and that an additional 14
percent attend “quite frequently.” However, some 36
percent attend “rarcly.” 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 communications 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
President, a nightly network broadcaster and a news
magazine obviously far exceeds the exposure President
Mecany 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 achicved.

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 gencrally is among younger members
and more and more the trade union movement is
becoming a younger movement.

While two-thirds of members over 30, for cxample,
said they pay a lot of attention to their union publi-
cations, only half of thosc under 30 do.

Though members under 30 were more cmphatic 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 mectings “ncarly 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 ion?"

The three big issues on their minds and how they feel
about them follow. The figure in bold face 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.

Age Group
Total  Under 30 3049 50 and Over

Economic §3% 61% §5% 4%
High Cost of Living 20 13 8
Taxes 13 28 21
Unemployment 13 3 5
Wages, salaries 10 5 4
Working conditions 2 1 1
Other 3 5 5

Viet Nam 42% 56% 371% 3%
President doing

best he can 20 13 1
Escalate war 13 9 5
End war — make peace 8 6 8
Escalate or get out 5 2 2
National unity,

patriotism 5 1 1
Stop (lessen)

foreign aid 3 5 5
All other

foreign affairs 2 1 1

Civil Rights and Law
Enforcement 33% 49% 20% 0%
Open housing 10 3 3
Juvenile delinquency 7 6 3
Back civil rights

progress 3 3

ore police

protection 7 2 5
Crime rate 7 1 7
Highway safety 2 1 1
Auto safety - 1 8

All other civil rights
and law enforcement

©
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ment. Throughout all groups in socicty 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 and 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 yesterycar scem to bear little if any rclationship to
the problems he sees today and tomorrow,

As with the younger member, so with the suburban
member. Therc is no minimizing the impact of local
issues on the lifc of a suburbanitc. In his mind, the
issues are deeply important and, in fact, they are.
They involve his welfare as intimatcly 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 daily lives and welfare as
local ones.

In all, the problems faced arc far easicr to define
than to deal with and the Kraft poll projects morz
questions than answers.

For example, in terms of labor’s political effonts. is
there a way to channel the suburban member's natural
interest in local affairs and candidates to constzuctive
action in the COPE program, which is gearcd primarily
to national issucs and candidates? Can COPE organize
in the suburbs first around local issucs? Can it then
branch out to involve suburban members in national
issues and behind COPE-endorsed national candi-
dates? We now have pilot projects secking ways to
reach and involve members in the suburbs,

Most importantly, can the labor movement in its
political and all other aspects keep the commitmen:
and loyalty of its younger members, who make up an
cver larger part of the movement? There is evidence
that most of them cnter with commitment. Somc
international unions are making cfforts now through
new-member programs to fan the commitment and
keep it burning. A COPE program with building trades
apprentices is attempting to interest 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 will.

Reprinted from August 1967
AFL-CIO AMERICAN FEDERATIONIST
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Chairman:

The meeting will
come to order.

UE
The sccretary will

Af\”‘ read the minutes
g of the lust meeting.
Minutes are read.
Are theve any correc-
tions to the minutes?

R

Cotrections are suggested without motion or vote.

If there are no
(further) corrections
the minutes stard
approved as read

(as corrected).

We will have the
reforofithes: . .

report by treasuer)
SY.HI(II”“_: committeces
Special committees

vis niade to adopt audited financial report;
wionas taken on unaudited report. I com-
¢ ! ( ni contans a reconnmendation. l(’pol‘lillg
or (usually chairman ol the committee) moves that

cmmendation be adopted. Otherwise, report is filed

Is there any
unfinished business?

Action is completed
on any business not settled
when last mecting wi

(See Handling Main Motions)

6&‘/\“01' unfinished business . . .

Is there any
new business?

s adjourned.

Each new motion is discussed and settled
before another main motion can he proposed.
(See Handling Main Motions)

(6]

Alter business is completed ...

Are there any

announcements?

0 1) there is no

Jurther business,
the mecting will
stand adjowrned.

I no business is presented
L4

Ahe meerine o
' il t il

H assembly wishes 1o adjomn meeting helore
all business is completed. meeting must be adjom ned
by motion.

*A Quorum (the number of members nece ssary ., according 1o the
constitution or by Laws, to do business) must he present to hold a
husiness mecting



Member stands:

Chairman.

(proposc)
S{motion) . ..

1 second the motion.

000000 - v:
Q0088 ro

Il the chair is able to tell from this “voice vote”
whether there are more “Ayes” or more “Noes,”

Chairman recognizes
speaker:

Discussion must be addressed to the chair (chairman). Motion may
be changed by amendment. If the group does not wish to take final
action on the motion, they may dispose of it in some other way.
(See Rules for Handling Motions)

Miss X.

The motion has been
made by (name ol mover)
and seconded that . . .

Is there any discussion?

° When discussion stops . . .

I therve is no fuirthe)
discussion (silence is taken
as consent) (he motion is . . .

All in favor please
say “Aye” (Yes) .

All opposed,
])lfaS(‘ say SN0

(viva voce)
he announces the vesult.

The Ayes (ov Noes) have

it. The motion 1s
carried (ov is defealed).

If any one calls “Division” (questions the voice vote),

the chair calls for a show of hands or a standing vote.
(All in favor raise your right hand [or stand|. All opposed . . .)

If a majority demand it, the vote may be taken by ballot.
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After a main motion has been made and seconded .

I move to amend
the motion by . .

Inserting or adding a word, phrase or sentence.
Striking out a word, phrase or sentence.
Suiking out and inserting a word or phrase or
substituting a sentence or paragraph.

1 second the
motion to amend.

0 It has been proposed

to amend the motion
to read as follows . . .

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

with . ..
Discussion: o
Question: 6

E )
f

Is theve any discussion?

If there is no further
discussion, the amendment
ISEs

&
Vote: (6]

All in favor of
the amendment . . .

The amendment is
carried (or defeated).
The motion now
before the house is . . .

Chair announces
the outcome:

(motiqn—
plys the amendment, if carried)



Order Moust Can Be Can Be Vote Vote Can
of Handling Be Sec- Dis- Re- Be Recon-
Amended i ;
onded cussed quired sidered
I . 1 Cannot be made Maior
{ wesent a proposa o 52
o bl i) if any other Yes Yes Yes itl Yes
Lo assembly . o .
e Y motion is pending Y
I A ehniicl Has precedence Moo Affirmative
n yone maennt b =
It : Y over ahove Yes Yes No A vote
action on a motion . iy
motion only
i | Has precedence Yes, when  Yes, but Mite
e (ifaprone) over above Yes motion is only 2 Yes
a main motion - l[y
motions debatable once
5 : : Has precedence :
I'o refer motion to committee Major-
y : s over above Yes Yes Yes : Yes
(tor special consideration) - ity
motions
; Has precedence x
To postpone definitely (to Major-
POV ROSC : ¥ 4 : over above Yes Yes Yes & Yies
certamn tume) action on a motion . lty
motions
e = Has precedence
O nnit discussio GO
e over above Yes No Yes 278 Yes
Lo a certamm ume .
motions
I " e Has precedence
o call for vo o Hea
S over above Yes No No 273 No
discussion at once and vote) E
motions
. Has precedence ’
To table motion Major-
; : ; over above Yes No No 4 No
(to lay it aside until later) . ity
; motions
o suspend a rule temporarily
{c.0.. to change order No Yes No No 2/5 No
ol business) S
G definite
I o ¢lose nominations! precedence Yes No Yes 2/3 No
rule Major Negative
I'o reopen 1 ominations Yes No Yes T vote
o : onl
: i S e I'hese S = - £aor 4 A
1an maodily a g e
‘ thdiranw on ) y motions l\l.!]n! Ne¢ ganve
motion ‘to prevent vote o : No No No vote
: ; have iy
s tes)? ‘
mcasionin minutes) * 2% precedence . i s only o
A 4 » J ' ¥
1o vise 1o a point of order over motion : ‘\("\““‘
o cenforce rules o program) ¢ to which Ne No No chairman No
S o they pertain _tules g
Lo appeal irom decision of Yes, when Mai
t Loir ‘must be made Yes motion is No _al;or- Yes
ity

ionediately) ©

debatable




Order Must Can Be CiriBe Vote Vote Can
of Handlin Be Sec- Dis- ¢ Re- Be Recon-
8 Amended ; -
onded cussed quired’ sidered
Focanl for orders of the day Has precedence No vote
! h
o keep n ing t v ‘eT : No No No g 5 No
) p mecting to program over 1bove { requireds
o order ol I)uSIH('.\,s) 4 motions £ e Bl e ol e e R OO U R
Cracnions of privilege (Lo bring Has precedence M
Gl o et LT - COnCerning over above No No No ;[] No
vinse, ise amfort, rn.)"‘ motions Ry it 2 2/ = =
Has precedence Yes, if no Mai
S 1 Y B vy ajor- N
Fo take a recess over above es motion is es it o
motions pending E i il
Has precedence Mai
at b ¥ N N . N
I'o adjourn over above es No o 5 o
motions y
Has precedence Yes, if no Asto Mo
I 0 sctnext naeeting time over above “Yes motion is time itl Yes
motions pending  and place y
| o— 5 o
I ake motion from table (to
. . ’ \l s ed .
bring up tabled motion for Yes No No Majority No
consideration) Cannot be el e S e e Ry e T T S LA
1o reconsider (o bring up made if Yes, when
discussion and obtain vote on any ,O‘h‘?r Yes motion is No Majority No
THOBDIGS debatable
pending o
I | e Yes, when Majority
o resciad (repea ecisio R ; !
i (m peal) Yes motion is No or Yes
L motion <
i debatable 273

\ Ghid oy

iteis always lost except on a motion to appcal from the

lecision of the chaiv (see “Incidental Motions™) when a tied

vote sustains the decision of the chair.

Stbsidhizny motions are motions that pertain to a main motion
whiie it is pending
cidesial motions avise out of another question that is

v and must he decided before the question out of which

' n decided

+ opens nominations with “Nominations are now in or-
pinadions may be made by a nominating committee, by a

tong baltot or from the floor. A member may make a

) cr clowc nomingtions or the chair may declare nominations
vsembly has heen given a chance to make nomina-

is 1o chjection

request to withdraw or modify his motion with-
1vone before the motion has been put to assembly
1. When motion is hefore the assembly and if
from anyone in the assembly, the chairman

announces that the motion is withdvawn or modified. If anvone
objects, the request is put to a vote.

6A member may intervapt the speaker who has the tloor to rise to
a point of order or appeal, call for ovders of the day, or vaise a

question of privilege

TOvders of the day may be changed by a motion o suspend the

rules. (See “Incidental Mot

ons )

¥Motion can be taken fiom the table duving the mecting when it

was tabled or at the next meeting.

H\Motion to reconsider may be made only by one who voted on the
prevailing side. A motion to reconsider must be made during
the meeting when it was decided or on the next succeeding day of

the same session.

101t is impossible to rescind any action that has been taken as a
result of a motion, but the unexccuted part may bhe rescinded.
Notice must be given onc mecting before the vote is taken, or i

voted on immediately, a 2/3 vote to rescind is necessary.



S

0 Calls the meeting to order.
o Keeps meeting to its order of business.

O Handles discussion in an orderly way:

Gives every member who wishes it a chance to speak.

Tactfully keeps all speakers to rules of order
and to the question.

Should give pro and con speakers
alternating opportunities to speak.

o Does not enter into discussion

o States each motion before it is discussed,
and before it is voted upon.

o Puts motions to vote
and announces outcome.

o May vote when his vote would change outcome,
or in any case when voting is by ballot.

O GAYEL:
Rap once 1o call imeeting to order. 0 Should be familiar enough with parliamentary law
Rip once to maintain order. to inform assembly on proper procedure.

Rap once to declare adjournment.

0 May appoint committees when authorized to do so.

@ May suggest motions (e.g., for adjournment)
but not make them.

I'he chairman can 1emain seated during the meeting
except at these times.

To call the meeting 1o order.

To put a question to vote,

Togive his decision on a pomt ol order.
May stand to recoguize speakers (particularly
il assembly is large) .

In speaking to the assembly, the chairman
refers to himsell as “'The chair.”



Keeps an accurate record of each meeting, including in the minutes:
ps

©
©
o
©
o
0

Recording of minutes:

Record what is done, not what is said.
Keep notes together in a special notebook.

statements and record in permanent

rd each motion in a separate

to approve them when
i permanent form.

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 ol quorum.

Approval of previous minutes.

Record of reports.

Record of each main motion (unless withdrawn) with name of person who
made it.

Record of points of order and appeals.

Record of all other motions (unless withdrawn) .

Record of counted votes. :

Time of adjournment.

Signature and title of secretary.

Keeps an up-to-date roll of rmembers.
Keeps copy of constitution and by-laws, with amendments properly entered.
Keeps a record of all committecs.

Provides list of pending and potential business for chairman before meet-

Handles correspondence of organization (unless there is a corresponding
secretary) .

Notifies members of meetings (e.g., if a special meeting is called) .

Final form of the minutes:

ey Should be typewritten or legibly
written in permanent ink.

+ the notes into clear, concise & Should not be defaced. (Corrections
should be made by bracketing the erro-
amate book to be read at next meeting. ————es neous portions and stating correctly in
2 S=c= the wide margin.)
[=5) Sz = :
e Should be kept in book form. If in
should be read and approved longhand, a bound book should be used.,
i the next regular or ad il typewritten, a looseleal notehook. 11
tiag. Hthe organization iy A looseleal notehook is used cach page
for several months, should be signed ov mitialed by searetary
should be read before adjourn- and one other officer to guard against
e meeting or a committee may substitution of pages.

Should be recorded with a wide margin
for corrections.
Minutes, when approved, should be

signed by secretary and if desired, by the
president.
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The New ok Times
Decisien-making in Japam is better callec direction-taking. Great reliance is placed o
incorporating opinions of groups at all levels, from blue collar worker to top managemen



