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There 15 a wide range of capabilities in (he management of people. In dlscussmg this ]
- “subject, I would like to explore the efficient utilization of personnd in the hghtof’, . |
recent developments’and probable future trends. Fo be more specific, let's consider
. _some facets of the rapidly growing unionizati personnel which, incidentally,-tends
4 to highlight the differences in managerial afiliigs to a greater degree than almost any
- other development. ) )
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. Obuously, there is a very broad ‘cross-section of interest and cxpcncncc in the \'duoml ,
Associauon of Collcg?rand University BuSlnC‘SS Officers; ranging from those who may .
never have a uriion problem to those who have been deahng with unions tor many §cars. /
Accordingly, my remarks will be * ‘old hat" to soree menibers, and to others it will'be like /

. 4 A

! reading a mystery s(ory about some far-away ldnd. . |

.

’ If you are in the comfor(ablc position of having no prospects of umon orgamzanon on -
your campus, you may be interested in learning more about how your friends on other ,
campuses are spending a great deal of theis time. If you have been dealmg thh unions
. .for many years, yon may like to comnpare your past mistakes with mine an join in /
. Comparing: Notes . speculating on whether others will make the sante mistakes in the future. 1y has been , .
on Experiences sa1d ‘that one learns more from his mistakes than from his successes.  If (iis is true, | .,
. - I have some impressive credcnuals as a “learned” person. For this rcasonf many of ‘
et the suggestions or rtcommendauons will be based on mlSldkCS I have mz;d or have
observed other people make, during the past, twenty- five years. ; ; -

Generally speaking, we seem to learn very lmle from history. Educa{(ienal insti-
/ : tutions today are often found 1w be experimenting with the same ineffective tactics and
approaches to labor-management relhtions that were tried by’ mdustry in the 1930's and
1940's. It has been interésting to note how closely the developments parallel each s,
. olh('r with about a 20-year lag. We can. almost plot on a chart these pamll('l experi-
- ences with the samcdnsappmnung results. - .,

& .
l.‘SS('nll}ll to a sound orgdnzyn and” efficient utilization of humaéircsourccs are
carefully thought-out policid0 guide the adfunistration at all levels! ‘While it would o
be presumptuous of me to recommend spcuhc policies to such a lavgfcfgroup, I urge .
that consideration be given in advance to’ the position your -cyllegci}\ or umvcrsny
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should,ake in regard to umonnauon of emiployees. It is vital that one rec ognize the
. importance of determining these policies and obje(mes before facing a crisis in order
_that careful. thoughtful consideration may be given to several basic questions and ade-

; ’ quaw advance planging may be done. For exambple: .- J
. - .
Determining Policy 1. Dots your (hdmellur o1 president/prefer that the imstauon not have duf with
Before a Crisis Comes any union, or is he quite mllmg to negotiate with one or QUIC UMIGIIS?. “In my

(onsulung work, I have tound a wide range of thinking on this question. Some
have no vbjectigns to bargaining with unions while others are very much-dgainst it.

If there ts administratnve acceptance of union organization of the employees, there
. are two additional questions whi(h nalumllv follow:

o

(ay Doesyour ddmmlslmuon h'opc (0] llmn the union activity to ome ynion re pre-
senting the non-academic employees, or 1s it unconcerned about how many
¢ - ) -~ umons may seek o represent the various groups of employees such as those in
the physical plang, housing, food service, or the clerical, techmcal and profes-
stonal staffs? . '

(b). Are there certain groups of employees which the administration would not
‘ want to be unionized even ‘though they would not resist the umon’s efforts to
org"mue other groups of emplovees* Some institutions strongly resist the
p unionization of clerical, supcrvlsory., and administrative personacl, but at
- . the same time accept union representatjon of the “Blue-collay™ and “gray-collar”
’ . - 5 em plovees i - :

.
14

. 3 I lhe ddmmtslrauon prefers not'to negotiage with umons, it is necessary to decide
to \~!hat extent one may go in an effort to defeat the union's organizing efforts. The
tactits used by the administration to defeat ! tinion can range from an mdifferent,
dlmosl,neulral dpproach to that of maxlmgjn aggressiveness in_opposition, with

X \armkii()ns at any point between these two extremes. . .

If one tnn io stmddlc the fence of indedision withoyt predetermined policies, he prob-
ably wil} ind hlmsclffrcquenlly pul(mg‘hxs[ool mn hls mouth, and in this unpairassing
Position hc is not apt to be successful in fibding solutions to the pressing pYoblems:

’ _Basic Phases There arc fuur basic developmental phases of union-management 1cdauons that should
Of The Relationship be explorad in some depth. Let me emphasize — and underline — that the manner of
handhing each phase will have a very sighuficant effect on whether you will ;xp('n(‘ncc

each succeéding phase and hoy well prepared you will be for coping . with it

i Phase I is the period before_there are any signs of unioii organizing efforts or union ,
: . mwrcst'among the employees.  °/ . .

’ Phase If is when the rumors of union interest start (lrculaung and handbills or
; other uﬁnoh hlcmlurc are [ound on the parking lots or in the locker rooms.

et

Phas¢’ III 15 when a union Tms formally requcslcd your institution 0 recognize
v the.union as the rcprescnldmc of Your employees for the purpose of collective bar-

-

- z;dmmg . . - \

l’ha_se H Wis when you are discussing or negotiating with the union and then living
with the agre('m('nls‘r(ulched in the’ ncg()lmuons .

Lo I am.sure you realizg that any one of the four phases could be an mlcruuug sttbject
Foarm e ] of an all-day sermnar. I will try ()nly to whet your appetite for more information, and

- " if I conttibute to a broader mlercsl in the sub]('(l I will have accomplished my ob-
. : j(‘(ll\(‘

~ A o

L e, 154 B . "

Phase 1 Let's consider f’hds( I, the time before there is any d[)pdl‘(l]l employee ingetest in
* uon. And, R)r this discussion, I mll assume you prefer to conunue without a union
although the points covered have (lppll(dll()n even f you are later l)drg.unmg with one

. o
' or moie unmm A

N Itis i &s plms( that yout can most casily qualify for membership i lh(ﬁn( “Fen Clab.
g lo be a mendber vou will be the ane out of ten persens who 1s alert to possible deve I()p-
ments: (1) You will keep abreast of those tssues which tause employees to feel @ union
s n('(‘d(,d to protect therr angerests and miprove then worthmg condiuons, (23 vou will
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be familiar with the kinds of employee grievances which often end in arbitration, and
you will know the successful arguments used by a union in support of its position;
(3). you will keep informed about the manner in which unions appeal to_prospective
members; (4) you will read a representative number of union publications which re-
flect the current goals of union leaders; (3) you will keep abreast of union organizing
campaigns in other colleges and umwversities, and (6) you will know about issues

which have contributed to recent strikes on other campuses. - o,

As a member in good standing of the One-Ten Club, you will be one in ten who will
relate all of this inform3uon to your own organization. You will not assume that
cach.supervisor or department head fully understands all of your personnel policies

- and the rédsons for such policies. Moreover, you will not assume that there is uni-

qrmify 1n the interpretation of_these policies, and you will take it for granted that
some favoritzsm 1s being pratuced in the promotions.and transfers of employees, in
the granuing of salaty increases, in the scheduling of overtime work, and in the as-
signment of employees to the more desirable jobs. Further, you will realize that you
are so close to the situation every day that you do not always recognize these faulty
pracuces which give the unmion organizer a “‘cause” which helps him to enroll members.

As a member of the One-Ten Club, you 4vill want someone (often an outsider) to act
as the Devil's advocate or critic, and to question gertain »procedures and policies.
Finding weaknesses in the operations does not_ necessarily refect unfavorably on
your admumstration. The best golf pro occasionally has another pro check his swing

- or stance. Doctors have physical examinations. Airline pilots flying regularly are

requared o submit to periodical retraining and reexamination. When we live
closely with® the day-to-day situations, we often take it for granted that there,are no
festering problems and assume that we would immediatel hear about them if there
were any employee complaints, -The One-Ten Club memper knows this is not true.
He aciepts the fact that he probably will be 6ne of the last to learn of poor super-
yisory practices, and that he often will learr of them first from a union representative.

_The* lower levels of management are not apt to call these troublesome practices 0

your attenygon because they probably are contributing somewhat to the probleins
witHout being aware of it.  Or they don't believe the grumblings by the employces
ate serious enough to bother you. Often they do not think there is any justifyation
for the (oiplaints — that'only a few soreheads or trouble-makers are causing the
unrest and that they willalways be unhappy anyway. .

An occasional check of all personnel and supervisory practices is highly essential
to" an cffecuve “‘preventative maintenance” program.  Such an “‘audit” should be
done by probing and asking questions about the various policies and practftes in
such a way as to identify areas of weakness that may exist — and they almost invari-
ably do exist. Even infthe smallest institutions there often are inconsistencies in the
interpretation or applidqation of policies, or there are out-dated practices. These come
to light by msightful questions as to why certain policies are being followed, or ques-

-tions about possible variations in the interpretation ofambigudus language, and so on.

Employee discontent reduces productivity, and there can hardly be efficient utiliza-
tion of human resources when employees are resentful and when they believe the

administration has no interest in their problems.  Whether or not you are concerned ;;

about the prospects of umonization, there 15 much to be gamed 1n cthaency zm(l/
harmony by being sensitive to these always-present managerial faults. ‘
- »

. . . /

Phase I 15 the timg when the word begins to arculate around the physical plant,
the donns, or the cafeterias that®a union representative is distributing handbills
and membershup cards, or that someone is quictly plannjng a small mceting of
employees for the purpose of learning how a union may bz able to help solve their
problemns. ' y

If_youy admumistration has decided for philosophicat ér political reasons that it has
no objections to recogninng and bargaining with one or more unions, I assume you
not be concerned about these rumors — that you would mamtain a neutral
postidnand let the employees decide what they wish to do. The biggest problem in
this situauon 15 in making sure that the various levels of supervision also *'get the
word" and temain neutial. Generally this 1s utopian thinking, however, and you will

.- % 4 T
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' need to givé it some attention. Almost always you will find many foremen, supervisors,

and directors who either resent all unions or,feel a different union would be a beuer
one to represent the emplovees. Those who have these opinions will reveal their
feelings either quite openly or on 4 fraternal, buddy-buddy basis, frequently 1n dey lous
and subtle ways which the employees clearly recognize.

If, on the other hand, your institution prefers not to bargain with any union, then
the administration must decide how and to what extent you will resist the orgamzing
. efforts. There is a wide range of possible counteractions by management, with the
' . extreme cffort incldding actions which may not be illegal under most present state
laws, but which would be unfair labor pracuces under the Taft-Hartley Act and the
rules laid down by the Na itional Labor Relations Board. Some states are adopting
legislation that is quite similar to the Taft-Hartley Act, so you should know the legal
limitations on your activities as well as your administration’s overall objectives.

Actions Must Be Faun, Proper action by the administration can often be effecuve in thwarung a union’s
Timely, Well-Planned  cfforts to organyze the employees, providing management's actions are fair, carefully
: considered, timgly and well-planned. But, and this is self-evident but of prime im-

portance, such actions by the administranon must be custom-tailored. There is no

simple, universal, or patent medicine formula. You will want to take into considera-

tion the nature of complaints which are Serving to justify the need for a umon 1n,

in the minds of .the employees, the kinds of promises being made by the union otguniz-

ers, and the degree to which your wage rates and frmge benefits are competitine — with

those of industry and government, not with construction rates.

\

In industry, as well as among publi( employees, ur{ion§ have been winming no more
.than 55% to 60% of the representation elections, sg all is.not lost when you first hear
the shodung news that a union representative is on your campus. But the hour is
- geting late if you wish to avoid unionization, and you should take seriously the

N prospects of a successful union drive. Don't be averly confident and think your em-
ployees would not do such a thing lb your college or university. This is when unions

most often score. > .

One 1mporlanl ‘fact which is often a surprise to many people, but which you should
keep in mind if you find yourself in Phase II, is that the successful union orgamzing
drives are usually the result of efforts by a few employees who carry on the organizing
from within. Rarely can an outsider enlist enough employees by his own efforts
o recruit a majorii) He trains and coaches the employees who then promote the
idea of a umon among their fellow workers. The outside union re presentatuvg 1s
lost wrthout the ¢adre of interested people soliciting membershlp within the col-
lege-or university family.

We could devote a séminar exclusively to union oiganizing cfforts and Management’s

! counter-sirategies, but let me condude the discussion of Phase I with these points:
v - the expenienced union organizer is 4 good listener; he will encourage the prospective

members (usually few in number in the beginning) to tell himgbout “beefs!’ they have,

or those they have heard other c;,mployees talk about; he will took for evidence of

favoritism and examples of inconsistencies in the application of pohcies; he’ will be

N alert 1o any signs which can be interpreted as a threat to the future job se?umy of the
employees, he will hope to learn of employees who were dlschdrgcd, scemingly with-
", out goozl reason or without having first been given a chance to tel! thar side of the
story. With these case histories, the organizer will seck to demonstrate how the unipn

*  .canbe hclpful to the employees. . {

Just 45 a su((essful salesman feels out his prospects to determine their nq('ds so de
an cffective unien representative. - Oncehe has a clue to the needs or wishes of thi
{ prospechive'members, The OTBAnIY 15 then able to butld his “sales’ presentation —
wuh promises of results in the spécial areas of interest to his prospects:

A
Phase 111 "Iy Phase I, the union believes it has enough members ™ pPress for recognition as
the bdrgdmmg., agent. ‘The first formal move usually 15 when the union writes a letter
to the institution ¢laiming the union represents a mdjomy of the employees and re-<
quests a meeting to discuss demands.  In the letter, the union will request that it be
1 recogmized by the administration ay the collective bargaining agent for d pecific
© ’ : ,
ERIC R L
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-- group. This notice brings us into another specialized aspect of labor-management .
. ) relations, with-its ‘many long-term implications for the administration as well as the
- emplovees. ) \

_ Some colleges or universities have red gnized a union by a show of union membership
cards'— with or without evidence of a majority of the employees being membeys. 1
don't think this prattice is in the ‘best interest of employees, the union, or the ad-
- ministration. I - ) - .

Whenever possible, 1 believe the wishes of the employees regarding representation

by, a union should be expressed in a secret ballot election and that a union should be

‘recognized only when a majority of the employees have voted in favor of the ukion.

Some states have laws providing the legal machinery for conducting such elections

as well as laws defining unfair labor practices by “management or the union during X
an organizing campaign. If your state has such laws, it will.be highly important that -
you become familiar with-the details and be governed accordingly. As of now, col-

leges and universities are not covered by the provisions of the federal labor-manage-

: ment legislation (such as the Taft-Hardey Act), and the National Labor Relations

Bodrd has not been willing 1o assert junisdiction over union representation petitions

“imvolving employees in higher education. (There are indications, however, that this

may change in the near future.)

In the absence of statutory guidelines, a decision by the institution will need o be

made as to whether the union will be recognized with or without evidence of majority
. . . . o ” ‘

membership, and whether it will be determined by a “card check” dr by a secret

clection. It goes without saying that this decision may well be made jn the Tacé of

considerable pressure from the union, including the threat of a strike o1 When the em-

Rloyees are on strike. -

Use of Experienced If you have no state laws governing labor-management relations, it is my recommen-
Arbutrator Suggested dation that you seck an agreement with the union to have an election ¢pnducted by
an experienced arbitrator who would act as a neutral third party in deyeloping the
rules of procedure and superviging the election.” There are several important details
n connection with a representation election which should be followed ig order that
4 the outcome will not be influenced by intimidation or fraud, and so tha the secrecy

of the balloting will be fully safeguarded. C

Under certain circumstances your administration may be willing, or fee] compelled
for any number of reasons, to forego an election and acgept other evidence of the
employees’ wishes regarding union representation.  The most common alternative
method 15 6ne which I have already mentioned — and the one most often preferred
by umons — that is, the acceptance of signed authorization cards as evidence of
a majonty. A number of objections to this methed are often voiced by experienced
labor relations men.. For example, an employee may have changed his mind since
signing the card, which may have occurred several months earlier. Some of the cards
may have been signed under duress, false promises, or misrepresentation. Some
7 , " cards may have been signed just to be socially acceptable to one's fellow workers, .

- even though those signing ‘may™have had every_intention of voung against the
) “union 1n a secret ballot ‘election. If this “card check” method is to be used, T-feel

1t should”be adopted by the administration only after an agreement has been reached

- that a qualified arbitrator will be asked to:

! 1. Confirm that the person is still an active employee.

! \ -
| . ; 2. Inspect the individual authorizations to determine the authenticity of signature.
[ (In rate cases an over-eager organizer will sign the card for a prospective meinber,
; believing it is the person’s desire that he do so.) “

3. Determine the maximum period during which the authorizationps are valid —
" statute of limitations.

-\

4. Be sure that no cards are included which were signed under false promiscs or
misrepresentation of pertinent facts. : ‘

, ‘ . PUr g
Determine that the cards were not signed with the understaniding by the employees
L ‘ that there would be an clecion. Often it is on this basis that emplgyces are per-

E i . . . sk
EMC \ suaded to sign union cards even though they are not in favor of the union repre-
o sentation. - ‘

i | »
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“The next important question in Phase III deals with the so-called bargaining unit —
idenulying the specific group of employees which may be represented by the union.
Without becoming involved in the ®thnical aspects in this paper, 1 should remind
you that a decision wm need to be made as to whether you will extend to the union”’
“exclusive recognmon or whether recognition will be limited to just those em-
ployees who are members of the union. Again, as with other technical details, some
state laws make prowsnons for .“exclusive recognition,” others for proportional
represemauon while many others aré silenfon this subject. - ’ .

In any event, it will be.necessary (o clearly |denufy those employees who are eligible
to vote and to be represented by the union. This is where the member of the One-Ten

and of the fact_that y6u can reduce the frequency and seriousness of grievances and
mlsundcrsmndmgs by adequate planning in the early stages of this new experience.

Reaching an undcrs(andmg on the bargaining unit is often one of the more difficult ~
. - points to resolve. For example, are you willing 10 limit the unit to just the craft em-
. ployees in the physical plant and exclude the food service or custod™ employees (Or
the reverse of this example) if this is what the union wants? It may be that the union
. would lose the elecuion if all “blue-collar’” employees were considered as a single
bargaining unit, but would win if the election were confined to a smaller group. There
are the clerical employees to consider, and still others who may be confidential secre-

, taries to admunistrative officers who have access to privileged information. And *
: what about your security force? Or the technical or professional employee? You
* may have a bookstore or 4 printing opcrauon which should be considered as cither
in or out of the proposed bargaining unit. Would ypu want to .include part-time
employees?  Or student workers? Finally, are you willing to include foremen or
supc-rusors> ‘Some unions seek to incfudc them even though_they would normally
be excluded if you were governed by’ _the rules of the Nationsal Labor Relations
Board. As you can see, Phase III requites many critical decisionssyhich $hould be

carefully considered long beforé you are faced with theser qucsuons

. i
N [ J
Phase 1T’ If (lcwlopmcms bring you to Phase IV, that of entering into negotiations oi\'dis-

cussions” with the uniofl, there will be quite a different set of facts and problergs”
confronting you.

I can hear many of you saying you cannot legally ncgoudu’ with uniops.. And you
are also teling me you cannot sign forinil labor agreements, Perhaps yom? can legally
only “meet and confer” with represcmames of an employee group. Perhaps personnel
policies can be drafted only in the form of resolutions which are then submitted to
your Board for formal adoption. Or perhaps only your Legislature or a Civil Service
) “ Board can act on wages, fringe benefits, dnd certain working conditions' But don't
* be deluded by these differences. The end results over a period of time are apt to be
much the same. While these legal restrictions must be complied with, chances are
you will sooner or later be talking with the union representatives in the conventional
format of negotiations about the traditional issues cosered by collective baigaining —
witl#'the usual attendant pressures, !

Thus I5 The Most ~ It has bcmﬂidthvthcrcﬁoba%)h%s—ﬂeka—merc important contract exel signed by
.4 college or university than its first union agrtcmcm — regardless of its form, whether
it 15 a convenuional union agreement or a resolution adopted by the "Board. This is

* because of its long-term implications and its character of permanency. The scars from
mistakes you make are deep and long in evidence. .

»

Important Contract

.

I'he provisions of the first agreement will be with you longer than dny other subse-
quent agreement — and chances are many of the provisions will remain substantially
unchanged during the personal lifetimes of the men who first agreed to them. And
despite its critical 1mportance, management more often than not will make serious

’ mistakes in drafting the ldnguagc of the initial agreement. There are a number of ,

E

reasons for thesé “mistakes.”’

.

1. First 1s'the failure by management to anticipate the exceptions. Clauses in union

Q 2 7 ,agreements tend 1o be written to cover the normal, routine operations, and they
IC - ate usually adequate for this purpose. But in order to operate efficiently with a
v . ' / 3 : .

Club again demonstrates his mature understanding of labor-management relations y




. ’ minimum of grievances during the- years ahead, ‘management must study the
" s practical implications of the proposed language as it applies to the operations
in,all departments and throughout the year. An agreement that will be entirely
satisfactory in July may be very troublesome during the (;hris(mas holidays.

9. The second reason is due 16 management not being familiar with the generally
g accepted meanings attached to some words or phrases commonly used in colleg- -
tive bargaining. In such cases, there is not a true meeting of the minds an ese
honest misunderstandings can be the source of grievances and mutwal distrust.
(This is especially true when the union is successful in maneuvering the negotia- '
. : tions so that the bargaining centers around their proposed language instcad of )
drafts prepared by management.)

For exahple, if yo_ix agreed to consider seniority as well as ability for promotions,
transfers and layoffs, which kind of seniority would you mean? Here are three com-

. mon types: , -
. . \(va) Unuversity semwonity:  The original date of hire without a subsequent break -
] in service. ) Lo
L L .
(by Dep ental semonity: The date the employee began working in the depart-

1is may or may not be the same as-the university seniogity date. o

: (¢) Classificatidy senority: The date the employee was transferred or promoted
) to his presentclassification. -

v -
Another example 15 the common pitfall when using the word “day.” This can
: mean “‘calendar day” oN\“work day.” If a grievance must be answered within _—
. , five days and a weekend fa¥s within this period, do you count Saturday and Sun-
' day as part of the five days? If’so, this means you have only three working days$ .
- to investigate and consider the grievance, not five. 3

I am confident that a substantal number of arbitration cases involve the applica-

: + tion of contract language to situations which neither party anficipated. Therefore
cach side will try to extrapolate an interpretation of the agteement to serve its own

. purpose. For these reasons, and others, the drafting of agreements should not be

. taken lightly nor agreed upon hastily. .

3. IL1s essenual that the administration recognize from the very beginning that man-

" agement's needs and the objectives of the union are at the opposite ends of the
» spectrum. This difference is the most fundamental of all principles in the freld
of labor-management relations. It may be stated simply in this way:

N
Management needs maximum flexibility, in managing so as 1o accommodate con-
* stantly changing requigements and operating demands being made upor it. On
- the other hand, almost-&very demand of a unjon has inherently it some restriction
or limitation on management's actions and decisions. Management wants flexibil-
ity and freedom to manage, while unions want fixed and rigid'rules to govern all

working canditions. J o .
\Polggzes Must Be It 15 for these reasons that care should be taken in considering the union’s requests. \
Reasonable, Clear Agreements should be reached only after they have been reviewed in the hight of these
, restricuons.  Of course, we realize that it is the abuse of such freedom by management
- ) which probably contributes more to employee discontent than anything else. Reasori: .
~ able rules are needed. Employees have a right to know, how the game will be played

and that their interests will be considered along with management’s needs. So, with
or without a union, reasonable and clcarly'slaF‘d policies are essential to good .
employee relations. - {

If you reach Phase IV, there are some basic policy questions you will have to answer as ~ +
+ aresult of union requests. Two key issues will be (1) check-off of union dues, and (2)

the union shop or a modified form of union'gcéuri(y agreement. Check-off of union

dues — in the form of a payroll deduction —is often one of the foremost union de-

mands. Most unions find they. can hold their members longer and collect the dues
. -~ more casily if the college or university will deduct the dues from the employee’s pay
check. This issue alone can be, and often is, a strike issue.

ERIC  ~ © - .8 Lo
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l"hc union shop or othér form of union security can be another critical issue. There

are several forms of union securityand you should know the differences, nat only s0”
you can dlsunss the subject mlh youyr Board but also in order that you fully understand
the union’sdemands. The union shop agreement requires all employees to become inem-
bers of the union after a short period of emplayment (often 30 to 60 days). Another
common form of union security is the maintenance of membership . This agreement
requires an emplgyee to maintain his membershlp in good slandmg as a.condition of
conuinued cmplo nent if he once joins the union. Allhough he is not requued o
join, he must always remain a member bnce he does jom The third form of union
secumy is the 1 agency shop. This agregment does not requlrc any employcc to become
a membér of the urjon, but requires all non-union employccs to pay a ‘“‘service fee”

to the unmiort C‘qudl to the normal monthly union dues. This is on the theory that the
union 1s acting on behalf of these employees juyst as though they were members of the
union and, therefore, they should help pay the cost of this “service.”

I'hcrc are often as many as forty or flfly subjects covered in the conventional union
agrccmcnl Experienég has taught that these agreements tend to grow in length be-
cayse new subjects and more detailed provisions are added durmg cach succed¢ding
dotiation. Not all of, the Sub]C‘ClS are the results of the union's demands. Some
ses are included at mdnagemenl s request, such as a sound ‘“‘management rights™

ctiye bargaiming. in &ollcgcs and universities is dlffcrcnl in many respects from
lh‘ll/found in industry, ‘ll[hough we can profit from the experience of industty over

" the past- lhxrly years. One critical area of difference is in dealing with strikes, especially

for the public institutions. Serious consideration should be given tq finding alter-
native methods for resolving impasse situations so the unions will not feel a strike
must be their ultimate weapon. Strikes among public employees, such as school teach-
ers, garbage workers, (and even police and firemen) have almost reached the epidemic
stage. And there are prednctxong by union leaders that there will be more such strikes
in the future. ‘ . ? .

I'here are several unions acuwly orgamung the cmpﬂoyccs of colleges and uﬁn Crsi-
ties. Conspicuous among these unions are the Amerian Federauon of Sl.nl(’,,(ounly
and Municipal Employees, thg Laborers’ International Union, the Operating lngl-
ncers, the Service Employees International Uriion, and the several building craft unions.
With the recent s#iccesses they have enjoyed, I expect to see a significant C\pansnon
of umonzation, indluding some “white-collar™ employees and even supervisory per-
sonnel.  Although tht Of}hﬁ and clerical employees an industry have been among the
most diffrcult for umons to rganize in the past, this may ¢hange. 1 anticipate two de-
velopments (onlnl)ullng to this change. First is the widegpread interest it collective
bargaining among teachers — cither through the Amencan Federaton of Teachers

" or the Teachers' Assoqations. The, teachers have contributed. to making collecuive

bargaining mote socially acceptable to whate-colla personnel.  The second d(_}l()p-

ment 1s the -rapid growth of umons among federal white-collar employees. — This

also tends o lend presuge and acceptance to union mcml)ushlp among dlerical,
technical, and profgssional staffs. . - -

Unionizauon of ompl()yccs 15 not all‘bad. Iju' woild 15 not coming to an énd’if y()ur
(mpl()Y( ¢t join a union. There are ways to work with unions so J4s to ke cp the crises

0 aminmum even though you never chiminate excessive demands, gricvances, or
threats of strikes and other sancuons. Obviously, most of us would prefer 10 pperate
without a union, and with care and insight this can be done, although the uend toward,
unionization is certdihly growing rapidly. Of far greater impoitance, it scems to me,

15 the need for handling labor-management relations on a sound basis — with an cye
on the future — whichever phase you inay be in. Sp('al\nn., of the future, there are
, three probable, developments which I expect will have an impact on colleges and
*universities in the next few years. .

—

1. I believe the new federal coordinated wage board p‘n scales will affect the, wage
) demands in a number of the mslllullons These w da,c schedules will apply to dll
federal “bluc-collar” employees within cach broad' labor market arca.  1he rates
will be established by government surveys of the going wage rates paid, l)y major
'mpl()y( rs in the arca. The pay plan provides for thiee wage steps for a given job

. grade with the ('mplo\ ees advandaing to the s(((m(l rate after six months and to ‘the

T 9 - |
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third or top rate at the end of two, years. I think it would be advisable to keep in-
. . r
,{orme(l of these wage determinations for your area.

9. Many institutions will experience more demands from the faculty for some form’

. of bargaining. I expect the community collegefaculties to be especially susceptible

' ) to the concept and willing to organize as they have been already in several states. ;
o pPme community colleges may have pressure from a faculty even- before thar . ’

® thaintenance and service employees become organized. Another group which has

hown an active interest in collective bargaining on some university campuses 1S

kl .
the teaching assistants; and [ believe this will sprcad gradually to other unny ersi-
ties. For these reasons, I would urge the business ‘Btficers to be studying the causes ” ‘
g and effects carefully. Again,-“preventative maintenance” would be far mnore xel L.
. wardin an the all-too-common practice of reactuhg to crises. The faculty com- ’
s plaings and the issues which have Been negotiated and ultimately spelled out in

written agreements are very different from those covering sérvice and support per-

-sonnel. It will beimportant for someone to keep abreast of these trends. ,

Faculty groups will probably become somewhat more aggressive as a result of com-
petiuon, The professional academic associauons will feel the commpeutive pressures
of"the umon-orignted orgamizations now secking to grow and to expand their m-

fluence. This could 1esult in the A.A.U.P. or the independent faculty assodiations .
becoming moie acuve m their demands on the top administration ol our colleges
T and universies, especially wherever a more militant group is fourrd togbe making
" progress in recruiting members among the academic staff.
’ Another contnibuting factor to faculty interest i collective hargmning‘\\wll be the
. mounting competition for shating in the available financial resources. With the
~ * increasing needs rapidly outgrowing the ability to provide funds for every purposc, .
' we should expect facutty concern over how the resources will be allocated.
3 The third probable development will be found in"more states passing laws govern-
ing collective bargaiming.  These laws will tend to resemble the federal tegulat .
uons. It will be helpful o keep mfoutned on the federal policies including the
) President’s Executine Order HAQ, which sets forth the polidies and procedures
“ for umon recogmtion and collective bargaming among federal avil service and -
. wage board personnel.  And af thé Nauonal Labor Relations Board alters ats
! long-standing policy by _asserung jurisdiction of higher education,, as it well |
’ may, this will be of prime importapce. . .
i i With the conunuing inflatton, 1apudly 1ising wage mlés. and more dostly fringe bene- L
» 7, hs, effiaent utdhizatugn of human resomges will become an ever mote pressing need.
: It While increased productivity i mass production industries has in the past offset m
- part the ever-mcredsing wage tates, the service industries (induding colleges amrd .
wmversities) have not been able to autonate enough to absorb any significant portion
\ of the lugher wages and salaries. And 1 don’t expect that there will be a great amount -
of futute automaton in'many of our campus jobs in the near futdre. This will incan
a teal need for better organization and better planming, improved communicauons,
. greater (ooperation between departments and less tolerance with medioctity.  All
) of which suggests we will need a high lewel of mature, professional competence n )
LA ' all key positions of college and university admumistration. And I hope you will for- o
. give my prejudice when I stress that this applies espedially to the management of the “
. human resources of our institutions. . . '
| .
) ) ’ For additional readings, see.Page 10,
D - '
- ’
.o . ]
‘ ) Al \
"' .\ ! .
Q :
.

ERIC - T

Aruitoxt provided by Eic:

|




[} . v . "

S [ JERE S . NACUBO Professional File o~

. / - _
d t ADDITIONAL READINGS - S - ’ Lo

-~ (™Y ~
. Doherty, Robert E., Industnal and Labor Relations Terms: A Glossary, Ithaca, New
g York: New York Sla(c School of Industrial and Labor Relations, 1961. ¢

, Ferguson, Tracy H., "“Collective Bargammg in Universities and Colleges " Labor Law J
, Journal, December 1968, 19:778-804. -

. - 4
Fitz, Richard J., Management Electzoneenng Guude, 4th edition, Detroit: " Manage-

} - , ment Labor Relauons Service, 1969.

l

?

- McHugh, William F., “Collective Negouauons in Public Higher Educauon College
< & Uniwersity Business, December 1969 47\41 -44, 61- 62

Smith, Ray F., Jr., “When the Umon Organizer Knocks on Your Door ]oumal of
the CUPA, l;ebr[mry 1968, 19:1-8.  ° * . ‘

Guidelines ta Victory: A Handbook,on Successful Management Strategy and Tactics
in Countering Union Orgam,.atzon Driwves, Jenkintown, Pennsyl\amd American

-

; Associgtion of Indusgrial ‘Managemient, 1966. . « s :
: - ¢
\ Ve ) -
’ ~ y -/
March 27, 1970 B v T

'y i ° :'. L

| : PRI . . J » )
~ ° r




