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NATIONAL PLANNING ASSOCI ATION
A NONPROFIT, NONPOLITICAL ORGANIZATION, ESTABLISHED IN 1934

DEVOTED TO PLANNING BY AMERICANS IN AGRICULTURE, BUSINESS, LABOR, AND THE PROFESSIONS
800-21st St., N. W., Wasngton 6, D. C. Telephone: Distict 8766 X-1659a

May 26, 1948

To:

Prom:

teabers of the Teohnical Advisory Committee,
"1The Gauses of Industrial Peace Under collective
3argaining" Project

eMu~les Tyroler 2nd Q ",

In accordce with the Committee's request, attached
is a memorandum describing and sBummrizing a report analysing
completed questionnaires submitted by management and union
officials in connection with our project.

Your comments and suggestions on this material are
earnestly solicited.

Following the Committee's wishes, the report here
digested will not be made available in full until all the tadi-
riduAl case studies have been completed and issued, although
brief excerpts may be used as "promotional" material in con-
nection with our first release (Crown Zellerbach).
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M~(B3rSO THE TiEO9h1IOA AD.VISORY COMMOITTEE

Edaw: Summary of Report Based on nalysis of Completed
Questionnaires Submitted In NPA Project, "Causes
of Industrial Peace Under Collective Bargaining.5

In June 1947, SPA announced the undertaking of its project, "The Oauses of

Industrial Peace Under Collective Bargaining."

At the time of the announcement, nominations of firms to be included in this

project were requested broadside, and in addition, more than ten thousand letters,

over the signature of Mr, Golden, were sent to a selected group of individuals

requesting them to submit nominations, A copy of this letter is attached as en-

closure A. A list of those to whom the letter was sent is attached as enclosure

Bo

Over nine hundred labor-management situations throughout the country were

nominated by the above process.

After eliminating those situations which were obviously inappropriate for

study either through failure to meet our initial criteria as enumerated in Mr*

Golden's letter, or some equally apparent inadequacy, four hundred situations were

still in a state of nominations
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To each of these four hundred situations two questionnaires were dispatched,

one for completion by the company, and one for completion by the union. A copy

of this questionnaire is attached as enclosure C, and a copy of the letter which

accompanied the questionnaire is attached as enclosure D.

Originally, the questionnaires were intended solely for the guidce of the

Technical Advisory Committee in selecting the fifteen situations for intensive

field study. However, in visw of the extremely large, and certainly unanticipated

response, it was decided to analyze the completed questionnaires.

After covering the above background material, the study analyzes 203 completed

questionnaires from the 138 company-union situations with which the study deals.

Of the 138 situations, 65 are represented by completed questionnaires from both the

management and the union, 28 by the union only, d 45 by the management only. All

geographic areas of the United States are covered although more than one-half of

the companies are located in the Middle Atlantic, or Bast North Central section of

the country. Information is largely on manufacturing concerns and is heavily

weighted by textile mill products (12 companies), apparel and other finished fabric

products (12 companies), iron and steel and their products (22), and electrical

machinery (14), which together comprise 44 percent of the "sample."

Simple tabulations were made of all the material contained in the question-

naires. The data on number of strikes were recorded against that on industries,

size of plant, number of wage earners, and the company's wage structure as com-

pared with that of other plants in the same industry and with similar occupations

in the community.

Appendix tables are available for the study but tche discussion in the text

of the report is confined to a brief consideration of the "high lights."

The study contrasts management's responses with those of labor. It considers

whether or not correlations can be established between certain conditions and the
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presumed presence of industrial peace in the companies questioned.

The conclusion of the study is that, despite "scattered tendencies" which

are discussed in six or eight pages of text, the presumably favorable experience

of the companies represented cannot be explained in terms of certain industries

as against others, the size of plant, or relative level of wages within the com-

munity or the industry.

Nor, the study points out, does it appear from the replies on relative level

of wages that industrial peace "has been bought" in these 138 situations through

the paying of higher wages. There is no indication that wages paid by the com-

panies covered in the study have been markedly higher than the general level of

wages paid for similar occupations in the community or than those paid by the

industry as a whole..

The study then presents its "tentative conclusion;"

"It is often said that labor relations can be carried on more
successfully at small than at large industrial units because the ele-
ment of personal contact between employer and employee is so vital.
It is frequently believed that they can be successful only in indus-
tries where rising productivity renders payment of high wages compati-
ble with profit-making; or at firms within an industry which are graced
with favorable competitive positions as compared with other members of
the industry. However, statistical analysis of the material assembled
does not reveal that the size of plant, the industry represented or the
relative level of wages can explain the peaceful labor relations at the
138 business organizations responding to this questionnaire study.
Tentatively, therefore, the data suggest that favorable conditions are
the result of positive policies undertaken on the part of management
or union officialsu."

The study proceeds to a section entitled "What Are These Policies?" in

which it analyzes material made available in covering letters or footnotes to

the questionnaires which were spontaneously submitted by management and labor

officials responding. The five essentials for constructive labor-management

relations appearing most frequently in the responses are:



-4-

1. Acceptance of collective bargaing and a genuine desire to facilitate
smooth performance.

2. Approach to the conference table with an understanding of the inter-
dependence of labor and management and the real need for cooperative
endeavor. Each group must appreciate the problems of the other, must
tackle these probLems from a practical viewpoint, ad must be willing
to mak occasional concessions.

3. Appointment of capable, fair-minded persons to negotiate contracts.
Representatives of union and MnageAt must trust and have mutual
respect for one another. lhe entire industril unit must be convinced
of their leadership ability, of their sincerity and honesty.

4. Arriving at a definite a/< wellformulated wage scale, statement of
conditions of employment and of grievance procedure. Wage earners
should be thoroughly informed on these matters. Their questions
should be answered cazefully, their grievances handled promptly.

5. Appreciation of the rights of the individual and of the importance of
his need for satisfaction &t work. Suitable personnel, whether union
organizer, labor relations manager or foreman, must be found to carry
out such a policy once it is formulated. Proper placement of the worker
and constructive training programs are also vital, as is employee par-
ticipation in Joint committees.

In addition, the study points out that a koynote of all of the above concepts

lies in the word "communication" *- communication fro. management to labor, from

one layer to another layer of management, from labor to management, and within the

labor group itself.

The next section of the report, comprising nine pages, is devoted to quotations

from the letters of management and labor regarding the above five concepts. Kaz

of these quotations are pertinent and saltyO and, of course, all of them are

spontaneous ad unsolicited.

Time and again the study points out that it is not a !ttight statistical analysisl'
and that it does not consider the 138 companies represented as a "sample" of any-

thing.

The one assumption the study does make is that the labor-management relations

of the 138 companies represented are #above averageU

70o/pjp/5/26/48



Enclosure A
TRUSTEES LuTES H. GuLez

H. CHRISTIAN SON RosLIxH HhaN
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Auzox H. HUDoGS NATIONAL ENNUT C. KANxLE
VICO CHAIRMAN A-Air B. Kazy
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VIOR CHAIMAD ELMO Rob

THOMAS Roy Joxuu DISTRICT 67z THmoDoRE W. ScmmiLs
CHAIRMAN INANCE COMMIYTTC CHARLES J. SYMINiroN

H. W. Fat WAYNU CHATVIRLD TAYLOr
OsCUTARY RoEm J. WAvr

JANUS C. WILLSONWILLAM L. BATr CHARLo R. WILOWTREASURE
FRANK W. ARaMS
RAR rA. BDw CARLON' OoerUM
JAMES CANNY COUNSEL

XORmS L. CoozT B. J. ConIJOSUPH W. Fawnmu DIREOTOR

The National Planning Association is conducting a study of "The Causes of Industrial
Peace Under Collective Bargaining," which is designed to ex e the labor-management
relations of twelve to fifteen firms and their unions which have successful and peaceful
industrial relations. Public announcement of this project is being made at a press con-
ference in Washington on June 18, for release on Thursday morning, June 19. Enclosed is
a background statment of the project.

To select the twelve to fifteen firms to be surveyed, we are asking you and other well-
informed individuals throughout the country tonominate firms to be included in our proj-
ect.

We are not trying to select the twelve or fifteen companies which have had the "best"
industrial relations, nor is it our desire to pin a "blue ribbon" on the firms and unions
which have best conducted their labor-management relations. We pln rather to select
cases of fairly sizable companies. (with a minimum of 1000 employees) that are in important
industries in various parts of the country, where both the mnagents and the unions feel
that they have dealt peacefully and successfully with characteristic labor-management prob-
lems. We recognize that peace by itself is not an adequate criterion of successful labor-
managent relations. The relative Age scale of the company, its working conditions, its
productivity and profitability are also highly important criteria.

Wde hope that our findings regarding desirable practices and policies will be useful to
firms and unions throughout the country which have not had the successful relations of
those companies which we survey.

All nominations will be carefully considered by the Technical Advisory Committee charged
with direction of this project. The enclosed statement lists the members of this Comit-
tee.

wJe hope that in addition to sending us your ow nominations you will call as wide atten-
tion as possible to NPA's request for nominations of appropriate firms to be surveyed.

We will deeply appreciate your cooperation.

-/f Sincerely yours,

Clinton S. Golden
Chairman, Technical Advisory Committee
NPA PROJXCT, "TE CAISAMS OF I--UST L PEACE
ll:C00U:C CTIVE BARGAflING"
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Enclosure B
RECAPITUA ION

"The Causes of Industrial Peace Under Collective Bargaining"
First Mailing of Requests for Nominations

including letter and 8-page folder

I. CIO Pros. & Sec.-Treas. of Int. Unions, State Indus. Union
Councils & City, County & Dist. Indus. Union Councils .o.. 382

II. Individuals on CIO Press List .ooo..o..oooo...O....t....o..oo 104

III. AFL Inttl. Unions, Pres. & Sec.-Treaso & State Pres.
& Sec .-Treaso ooooo.. . . . *ooooooo.oeoe .oooo. o*..oo.o.o..o. 292

IVo Prese & Sec*-Treas., Independent Unions .***.o.o.o.....oo.... 97

V. Secretaries of CO of CO in all U. S. cities of 10,000
population and over .o...oooooo.ooooooooo..OO.o. ....... 890

VI, Executive Secretaries of Selected Trade Assn...o..*..ooo.o... 519

VII. Members of Regional Labor Bds., I thru XII.oo..ooo*.*.ooo.. o. 1450

VIII. Members of National Wtar Labor Bds. & Commissions ............ 388

IX. ."Men and oiomen VRho Deal With Labor" Selected List *........0. 375

X. Heads of Labor Relations Depts., Workers Education &
Professors of Industrial Relations 9...o...OO.Q ..oo....... 286

XI, Professors of Labor Relations ....................... 24

XII. National Panel of Members of American Arbitration Assn.o..e.. 29

XIII. Selected List, Members of American Management Assn...0.000... 53

XIVo Members of Association of Consulting Management Engineers, Inc. 28

XV. No E. Council's Industrial Cmmitteeooo..OOOO...o..e......... 24

XVI. Persons from Organizations Invited to Princeton Meeting in
AprilI, 1947 o a o *0 a00 0 a0 0 0 00 0 0 0 0 0 0 0 0 0 00 00 a00 00 0 0 00 62

XVII.* Catholic Priests..ooo.o.o.o. ....OOOOOO.oo......o . . ....o.o .... .... 2000

XVIIIo NPA Bd. and Standing Cttes. & Bd. Status Persons.o.oooooo.... 137

XIX. NPA Organizational & Sustaining M.emberso... o-e.e.o.o.o.o.o. 518

XX. NPA Members (Omitting Gp. 1)0oooooo0o0oow ooooooooooo 1569

9227
No Letter

House Organso...o..o.o...o.e..@@.§ 4..897
PIE Members.o. . . .. . . ...*o**e. ...114
NPA Orgo & Sustaining Mbr. Libraries &
Companies Not Listing an Individual.... 51
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Enclosure C

NATIONAL PLANN ING ASSOCIATION
A NONPROfI, NON-POLICAL ORGANIZATION, ESTBLUSE IN 134

DEVOTED TO PLANNING BY AMICAIN AGRICULTURE,BBOR AND GOVERNMENT
83-21st St., N. W., W Go 6 D. C Teepboe D m

QUMTIC8 O1 THE LAB0R-=AN.M f-- RELATIONS (F

NIA~iI) FOR POSSIBLE INMCUSI0
IN NPA'8 PROJECT,

"THB CAWJlg; (F I[STRA PEACE
UNDER COLTIVEBA AINIIU"

1. How long has the oompany been in business?

How mny plants does it hare?

2. What is the principal industry or industries with which the firm is

identified?

Number of employees today? In 1939? In 1944?

Of this total, what is the number or wage earners?

Of the wage earners, what proportion do you roughly classify as:

Skilled? Seni-skilled? Unskilled?

What proportion mle? Femle?

3. When did the ompny first begin to deal with unions?

What is the principal union with whioh the oom y deals today?

When was it recognised?

Does your agreement include a union shop? Closed shop?

Ihintenanoe of uni membership? Sole recognition?

Other forn of preferential shop? For how long?

4. During the history of your unon relatians have there been strikes or

lock-outs? If so, when?

Approximate length? Over wbat issues?
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5. What is the scope of your collective bargaining relationship?

a. Simple collective bargaining on wages, and working conditions?

b. Joint committees dealing with production, training, safety, or

other problems?

o. Cooperation between union and management in eliminating waste,

improving producbion methods, or other problems of mutual concern?

6. In your opinion, would a strike result if agreement was not reached in

negotiations regarding a new or a revised contract?

7. During the period since recognition of the union, has the labor-management

relati onship improved? Remained about the same? Deteriorated?

8. How wauld you classify the relationship:

a. Between top mnagement and international union officials?

Good Fair Poor

b. Between middle management and union representatives?

Good Fair Poor

o Between foremen and rank-and-file union members?

Good Fair Poor

d. At all levels? Good Fair Poor

9. Does the omny belong to an employers' association vhiah deals with the

union on an industry-wide or an area-wide basis?

10. How does theo o ny's wage structure compare with other plants in the same

industry? Higher Favorably Lower

With similar occupations in your comaunity?

Higher Favorably Lower

11. Has mn-hour productivity increased since union-maragement relations have

been established on a mutually satisfactory basis?

If answer is "yes," can you estimate the percentage of increase?
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Dear Mr.

As you may know, the National Planning Association is conducting a nation-wide
inquiry into "The Causes of Industrial Peace Under Collective Bargaining."
It is NPAts belief that there are many companies and unions whose experience in
maintaining good relations should be more widely known in the interests of indus-
trial peace in the United States. I am enclosing a statement on the project as
released to the press in June.

I am happy to inform you that has been nominated as a company with an
unusual record of successful, stable industrial relations over a considerable
period of time.

The National Planning Association, a non-profit, non-partisan, public service
organization, is composed of nationally known representatives of American agri-
culture, business, and labor. H. Christian Sonne, Chairman of the NPA Board of
Trustees, explains the present inquiry as "designed to shift the accent from the
negative aspects of industrial conflict to the positive and constructive results
which flow from peaceful cooperation. Mutually satisfactory and profitable rela-
tions are seldom heard about; it is the comparatively few cases where management
and labor reach a parting of the ways that make the headlines."

is among several hundred nominations which have come to our office
from leaders of business, labor and public affairs. I am accordingly writing
you in the hope that you may be willing to assist the inquiry by telling us
something more of the company, its structure and its labor-management relations.
From such replies received, a Technical Advisory Committee charged with the direc-
tion of this project will finally select fifteen situations for intensive study.
The members of the Technical Advisory Committee are listed in the enclosed
statement.

If is one of the firms selected for study, would you be willing to
have a field observer visit the plant for a ten-day period to learn more of the
methods used in securing good industrial relations?

The enclosed questions which we are submitting to you are merely suggestive. If
you care to add further information, we shall be most grateful for it.

It is not our intention to "pin a blue ribbon" on the fifteen firms and unions
which have "best" conducted their labor-management relations. We plan rather to
study cases of fairly sizable companies that are in important industries in various
parts of the country, where both the managements and the unions feel that they have
dealt peacefully and constructively with characteristic labor-management problems.
Wie hope that the publication of our findings regarding desirable practices and
policies will be useful to firms and unions throughout the country which have not
had the successful relations of those companies which we surveys

7.7e will deeply appreciate your cooperation.

Sincerely yours,

(Signed)
Clinton S. Golden, Chairman, Technical
Advisory Cormnittee, NPA PROJECT, "THE
CAUSES OF INDUSTRIAL PEACE UNDER COLLEC-
TIVE BARGAININIG"

(On N-PA Letterhead) ENCLOSURE D


