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�Foreword



Cooperation between labor and management is important in a society where multiple variables impact success, growth and employment stability. International pressures, product quality and technological changes further complicate the sensitive equation which leads to organizational productivity and an improved quality of working life for employees.



Professor Marvin S. Finkelstein of the Department of Sociology at Southern Illinois University at Edwardsville was commissioned to develop this monograph. Professor Finkelstein describes a process which labor and management officials may use to develop labor and management committees. Dr. Finkelstein suggests that the key to labor-management cooperation within a labor and management committee structure is effective communication. He outlines a process of problem solving within a context of power sharing which he believes yields higher quality committee ideas.



The Leadership Council Southwestern Illinois Labor-Management Committee and the Labor and Management Programs (LAMP) of Southern Illinois University at Edwardsville are pleased to co-sponsor this monograph. Economic development leaders have indicated that one of the important variables to economic development, retention and growth of our regional area is labor and management cooperation. We hope you find this document useful. If the Leadership Council Labor-Management Committee or LAMP may be of assistance to you, please let us know. If you would like to receive a printed copy of this publication contact either:



Labor and Management Programs�Leadership Council Southwestern Illinois��Southern Illinois University at Edwardsville�Labor-Management Committee��Campus Box 1351�200 University Park Drive, Suite 240��Edwardsville, Illinois 62026-1351�Edwardsville, Illinois 62025-3636��(618) 650-2135�(618) 692-9745��E-mail Labor and Management Programs�E-mail Leadership Council�����
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If you are interested in joint labor-management cooperation and employee participation in workplace decision making, then I hope the introduction to these processes contained in the pages that follow will be of use to you.



My own interest in these activities developed during the early 80's when I was involved in researching and assisting labor-management efforts in Lansing, Michigan. This was a critical period for unions and industry in the area, and it became clear that if things didn't change the well-being of the entire region would be threatened.



Since then this message has only grown stronger, and throughout the country the call for greater cooperation and workplace change is louder than before. Soon after I came to Southern Illinois University at Edwardsville and joined the Department of Sociology and Social Work, I was asked by the Leadership Council Southwestern Illinois Labor-Management Committee to work on a "start-up" guide that would provide answers to important questions often raised by those considering these changes. What exactly is labor-management cooperation and if we are interested in starting-up, how do we go about it?



What I have done is try to distill the growing literature surrounding this subject and present the essential elements in a practical and understandable way. The advantage of this strategy is that the topics are presented in a succinct and abbreviated form. The disadvantage, however, is that needed explanation and development are cut short. This may lead some to wrongly conclude that cooperation and participation can be achieved in these "quick and easy" steps.



Hopefully, this introduction will stimulate readers and practitioners to explore the wider implications of topics covered here in much more detailed accounts. Workplace change is an uphill struggle, and it will require all the support and resources your organization can muster. It should be no surprise that through it all you may discover that your greatest resource is the people around you.



It was the people around me and our cooperation that made this effort possible. This project was co-sponsored by the Leadership Council Southwestern Illinois Labor-Management Committee and the Labor and Management Programs (LAMP) of SIUE as part of their ongoing commitment to the health and prosperity of the region. The members of the Labor-Management Committee were extremely receptive and supportive during the project's development. I would especially like to thank Professor Ed Harrick and Dan Schesch not only for their ideas and suggestions in this project, but their support in giving me the opportunity to participate in the range of activities they have initiated. Their activities have gone a long way to building bridges among community organization, SIUE and government agencies. Bill Weier, Commissioner of the Federal Mediation and Conciliation Services, has provided his assistance each time asked.



In addition, we have had the help of already established worksite committees which have formed a Facilitator's Network, designed to share information and solve recurrent problems. I would like to thank Bill Wilson and Leo Mushill (USW) of Granite City Steel, a division of National Steel Corporation; Jerry Nemnich and Bob Cox (USW) of Laclede Steel Company; and Vic Stirnaman and Wally Smith (USW) of Spectrulite Consortium, Inc. The network was particularly helpful in raising important issues and questions. I have attempted to respond to these in the text.



The quotes that appear in the first section were selected from a study of the history of labor-management relations in Southwestern Illinois conducted by Professors Paul Sultan and Ed Harrick. I wish to thank them for their generosity in allowing us access to the rich resource of data compiled in their research.



I am indebted to Jana Chappell and Rebecca Meyerson, graduate assistants in the Department of Sociology and Social Work at SIUE, who did a great deal of the research and manuscript preparation for the project. Both demonstrated outstanding skills and perseverance, especially when it came to meeting deadlines and changes in schedules. Glenn McCoy and Professor Maureen Kinsella were able to express their skills and creativity in the illustrations and graphics, and did an excellent job, despite the time constraints.



This project was truly a cooperative effort, although the views and the shortcomings expressed in the text are solely the responsibility of the author.

Marvin S. Finkelstein





What Do Labor And Management In Southwestern Illinois 

Think About Cooperation?



"If we work together, things will improve. Whatever we do, we need to sit down and talk about our problems. And we need to be honest, fair and not be greedy."



"Laclede Steel is one of the very few steel companies actually making money. Laclede got back on its feet due to the cooperation between the membership and the company."



"We have good labor participation in our safety committees. There is where we have working together and cooperation. Much can be learned. It is surprising what you locate. For instance, the dating of fire extinguishers on the top of hoppers. It all helps."



"We must be properly trained and educated, and understand the needs of the opposite party. We need to capture the spirit of cooperation."



"If both are going to survive into the future, both need to find some common ground, or some means of trust. We have to somehow believe: `you're not all bad.' And the other guy in turn can say: `you're not all bad either.' From there we go to build a better economy. Labor needs management and management needs labor. We must find a way to scratch each other's back if we are going to survive."



"We've had some relationships with managers that I enjoy greatly. They have a job to do, and I know where they are coming from. I have a job to do, and they know where I'm coming from."



"Today it's cooperative. It is management and the union realizing that the old method of fighting each other, constantly on a strike, that doesn't necessarily get us to where we want to go. That's both sides. So we will each work together and survive. Or we will go our separate ways and we are doomed to failure. That has occurred. We have seen it occur around here. So we must adapt, we must change. If we don't, we're in trouble." 



"We call this cooperative partnership. It is a joint problem-solving approach, with committees from the business level down to the floor level. Then we have quarterly meetings in Pittsburgh of top union and management leadership."



"I would hope that there is something positive in the future for our children and grandchildren. The thing I think may come out of this is found in the positive nature of labor-management committees now being formed."



"Labor is involved in the Growth Association; it is an economic organization made up of business, government and labor. I am very involved in that. We have got to work together. And we are."



"Cooperation could help both sides if both sides could be equally sincere about it. If one is sincere, and the other is not, the sincere party is going to lose in the arrangement. If you had real cooperation, you would have higher productivity. Workers would enjoy their jobs, as they did years ago. It is a common psychological fact that when a person enjoys what he does, he does a better job. A happy worker is a productive worker."



"We have labor-management team concepts at the plant level. They meet regularly to discuss ways to improve operations, to make the operations safer and more productive. To handle things more efficiently, to handle problems they themselves decided they need to attack."



"We just recently negotiated a cooperative partnership agreement. It sets up a whole new system. The company is going to be open and candid with everything concerning their operations. This communication involves workers and the union at every level."



"This will involve dealing with employees with all aspects of operations before decisions are made. There will be input before the fact, rather than announcements after the fact telling labor how it is going to be. It is all in writing. It is a very formal program."



"We worked for about 14 or 16 months to fashion the joint labor-management problem-solving mode before negotiating the National Steel agreement. We had consultants working with us in this area. We were trying to build up a mutual trust with each other. We were willing to work jointly at both the plant and company-wide level to help solve problems. We were working on 'agreements-by-consensus.'"



"Even though you are a little cog, you are important to overall performance. Management always took the floodlight approach. But now it is the individual employee that is in the spotlight. Management and unions now recognize the need for employees to be informed. Management must take the initiative in sharing knowledge. For management, commitment must come from the very top. They must be really sincere."

Source: Labor-Management Archival Data, Lovejoy Library, Southern Illinois University at Edwardsville, 1987, Paul Sultan and Ed Harrick. 





What Is Joint Labor-Management Cooperation?



There is no single definitive statement describing joint labor-management committees (JLMC) because no one definition fits all conditions or needs. However, there are some guiding principles. Joint labor-management cooperation is:

a philosophy 

a process 

a set of structures and procedures all having to do with workplace change.

The philosophy is that greater cooperation between labor and management on matters of mutual interest and concern will create a more satisfying and productive workplace. 

The process involves employees participating in the day-to-day decision-making that affects their jobs. 

The structures and procedures are ones which redesign work in a way that fosters group problem solving, open information sharing, teamwork and skills development.



In other words, joint labor-management cooperation means building bridges not only among top labor and management representatives, but for all employees at every level of the organization. It is a move toward giving the people in the organization the opportunity to construct a more effective workplace.



As you can see, this may involve some pretty serious and difficult workplace changes. Unless you are fully prepared and committed to make these kinds of changes, you should think twice before going ahead. The purpose of this document is to help you in deciding whether you want to make such a commitment, and if you do, to identify the steps you might take in starting up your own cooperative efforts. 





What Is A Worksite Joint Labor-Management Committee?



Typically, there is a recognition by top labor and management officials that unless change takes place, the long term survival and prosperity of the organization will be threatened. This recognition involves the shared understanding that it will take the joint efforts of both parties to make these changes possible. It is important that both sides explore these possibilities together at the earliest stages to ensure trust and open communication.



After much informal discussion, this group decides to establish a loosely formed committee. The members of the committee usually consist of the key players in the plant who have final say on plant-wide decisions. Generally, there is a total of 10 to 12 members, equally divided among labor and management and from different locations in the plant to ensure representativeness.



This committee eventually solidifies and moves into the stage where it is clarifying mutual goals, collecting and assessing information, seeking outside help from neutral third parties and becomes ready to organize on a more formal basis. 



If there is a joint decision to go ahead with cooperative efforts, in most cases, this group will become the steering committee of the plant, or it will plan on others taking on the steering committee's responsibilities. The specific tasks of this committee are to provide guidelines, resources, training, information, planning and direction for the plant as a whole. Its role will become crucial to the success or failure of workplace change. We will return to the responsibilities of the steering committee in a later section entitled "The Steering Committee".





Why Should We Start Up A Worksite Committee?



Experience and research from around the country and the world suggest that employees, union and management can all help each other when a "win-win" relationship is established. Joint labor-management cooperation means that your workplace can improve and everyone can benefit if you are willing to build mutual trust and respect into workplace operations.



EMPLOYEES gain a new sense of pride, commitment and dignity at work when they are trusted to make decisions about how the work gets done. Each individual will have a greater opportunity to learn on the job, develop skills and make a significant contribution to the organization. Self-esteem and self-worth have no bounds when people are recognized for having the capability of both doing and planning in their jobs.



THE UNION is strengthened through increased involvement in solving plant problems and taking an active role in improving the quality of worklife for the membership. Unions often find that they have great influence over a wider range of issues confronting the plant as a whole. Through cooperative efforts, the day-to-day problems are handled and resolved more swiftly and larger issues (such as job security, new technology and health and safety) may receive greater attention. Unions which foster greater opportunity for members to solve problems at work are likely to increase membership support as well as the support of the community. 



MANAGEMENT benefits from a more efficient, productive and innovative workplace that encourages problem solving and communication. Cooperative efforts are often associated with lower absenteeism, lower turnover, lower accident rates and greater levels of employee satisfaction and commitment. Moreover, in-plant production systems can be far more flexible and adapt more readily to changing market or environmental conditions when everyone has the freedom and autonomy to use their talents and skills. 



Thus, there appear to be good reasons for all parties concerned to start up an in-plant joint labor-management committee. It may well be that the needs of an increasingly educated workforce, the requirements of a technologically advanced workplace, and a rapidly changing marketplace will require new forms of production -- ones that rely heavily on cooperative and participative efforts. Nevertheless, obstacles, fears and problems loom large with these workplace changes. These are discussed next.





What Are The Wrong Reasons For Starting Up A Worksite Committee?



It has been estimated that between 40 and 50 percent of all cooperative efforts fail, and that the aftermath can often leave a bitter taste in the mouths of those who were involved.



The reasons for failure can often be traced back to the original intentions and goals of the players. They had the wrong reasons for starting up an in-plant committee, such as:

a desire to weaken collective bargaining and the role of the union on the shop floor. An underlying incentive may be to use cooperation and participation as a way of creating conditions which appear to make the union's presence unnecessary. 

a desire to undermine management's position by subverting the cooperative process, or using it as a pawn and blaming the subsequent problems on "more of management's tricks and schemes." 

the attempt to use employee problem solving ideas and innovations to eliminate jobs or to make layoffs and "speed-up" more easily accepted. Consequently, management is viewed with increased suspicion and the union is said to be "in bed with management." 

the attempt to "do something" when things have gone wrong and to buy a fashionable program or package which merely produces cosmetic changes.



Be Forewarned: Workplace change is serious business. Starting up for the wrong reasons can produce disastrous results. There will be many temptations to stray from the best of intentions where "good faith" efforts can break down. Union and management representatives need to understand fully that an essential aspect of cooperation is that the other side is strengthened in the process. Unless you are willing to accept this reality, you are likely to lose sight of the original goals and purpose of cooperation.



Even when intentions are sound and appropriate, if you balk, vacillate, go halfway or "say" one thing and "do" another, the workforce will follow suit. Confusion, ambiguity, double messages, cynicism, withdrawal and resistance will abound.





What Are Common Expectations And Goals That Accompany Joint Labor-Management Efforts?



At the most basic level, the introduction of joint labor-management cooperation will create expectations that:

"the way things are done around here" will change. 

employees will have greater input in the decisions that affect them on the job. 

employees will be treated differently. 

employees' problem-solving solutions will be seriously considered. 

there will be an enduring commitment of energy, time and resources toward significant change.



Meeting these expectations will not be easy. In order to move in this direction, some basic workplace changes will need to be considered. For example, a major change will be in the traditional role of the employee and the manager.

The role of employees will change from decision takers to decision makers. The key is to give employees the opportunity to use their ideas and skills to solve workplace problems. 

The role of the middle manager and first line supervisor may mean all the difference in the way these efforts are carried out. It is they who have the most immediate and daily contact with employees, and it is their roles which must be restructured. Ideally, middle managers will go through a rigorous training program that will orient them away from a supervisory role emphasizing control and direct supervision to one that stresses coordination, guidance, and facilitation (see Phase 3. Getting Trained: Learning the Process). 

Down the road you may want to consider incentive plans that give each employee a greater economic stake in the organization's success, such as profit sharing, Employee Stock Ownership Plans (ESOPs), and other plant-wide monetary incentives. These are not a substitute for wage packages, but they are a way for plants to effectively reward employees for taking on more responsibilities in ensuring the plant's long-term survival and prosperity. 

The heart of cooperation is the formation of participatory problem-solving groups where employees actually experience new forms of work and supervision. This may involve some degree of work redesign so that jobs permit more employee discretion. 





Cooperation and Collective Bargaining

The most widespread approach to the relationship between collective bargaining and joint labor-management cooperation is to keep the two separate. Negotiated hours, wages, conditions of work, benefits and formal grievances are not the subjects or areas of discussion for cooperation. These formal contract rules and issues are better handled through collective bargaining. Cooperative efforts, however, will involve the construction of parallel or lateral structures (i.e., committees, task forces, problem solving groups) where participation is voluntary and work activity is flexible. 



Keeping the two processes separate is not at all as clear and neat as it may sound. Almost inevitably, they spill into each other. For example, cooperative efforts may reduce formal grievances from happening, but once they reach the formal procedures, they are no longer a matter for lateral committees. Similarly, cooperation may initiate mutually desired changes in the contract, but these changes should be referred to the proper negotiating committees to be addressed at contract time.



�INCLUDEPICTURE  \d "COMBO1.GIF"�The key players involved in both processes may find it difficult to "switch hats" to accommodate different roles in traditional collective bargaining (the formal organization) and in cooperation (the lateral organization). For example, the official role of manager or steward in the formal organization, is changed to that of facilitator in the parallel structures. The role of facilitator is one of teaching, modeling and training employees how to participate in problem solving groups, and fostering cooperation throughout the plant. This can sometimes be confusing, since there may be times when contract issues may require a more adversarial viewpoint.



Nevertheless, despite these built-in dilemmas, the evidence and experience suggests that it can be done when there is proper training and implementation. There may be a time when both sides will want to make cooperation a contractual issue. This is fine and appropriate, but usually this occurs sometime down the road.





Starting Up-Some Guidelines



The following guidelines may be useful for those considering the start-up of an in-plant joint labor-management committee. We provide a general step-by-step process for initial consideration in planning, implementing and maintaining cooperative efforts. These are only to be suggestive. You will want to proceed according to your conditions and needs. Be creative-this is an exciting process of change!





Phase I. Becoming Aware: Getting Help

It is important that both union and management representatives begin exploring the idea of workplace change together at the earliest possible stage. This will help build the foundation of trust and communication necessary for cooperation to take place.



Your informal meetings and personal overtures among top union and management representatives will be very helpful. However, there may be a time sooner or later where you will need help from a neutral third party.



Remember, starting up means embarking on a fundamental change process that will be an uphill battle and may require some degree of outside support. You will want to bring all the key players up to the same starting line in terms of being aware of and learning about the process.



A professional consultant, a mediator from the Federal Mediation and Conciliation Service, your own Area Joint Labor-Management Committee here in Southwestern Illinois, or a jointly agreeable outside person can assist you in your efforts.



A neutral third party can help clarify mutual goals, clear up confusion, diagnose and analyze employee attitudes and the operations of the plant, and provide you with a more objective reflection of where you stand so you will be in a better position to decide which direction is best for you. Most important, a neutral third party can provide the atmosphere of trust and communication essential in your cooperative efforts.



You will then have the information you will need to make an informed decision about whether to go ahead.





Phase 2. The First Steps: Planning A New Direction

Your first task is to form a steering committee. The completion of Phase 1 of the process has for the most part moved you in this direction. You need to have no more than 10 to 12 members divided equally from both sides to make the committee representative of the organization yet at the same time an effective decision-making body.



The role of the steering committee is to establish a vision for the future, plan the direction of workplace change, and provide the support and guidance necessary to carry it out.



The functions and tasks of the steering committee are to provide policies and guidelines for the development and operations of plant-wide committees and problem-solving groups; to collect and communicate plant-wide information linking individuals to groups and task forces by continuing assessment and feedback of projects; and to provide a forum for broader issues and problems and plant-wide events.



Beyond this you will find that steering committee meetings provide the unique opportunity for members to "let their hair down," and to "put their cards on the table" on a permanent and continuous basis. Some of the most constructive exchanges of information can occur during those sessions where committee members can see one another's viewpoints outside their formal roles and see the human problems that often lie behind them. People can get to know each other better when they can count on steering committee meetings as a place for frank and open talks.



The Immediate Tasks of the steering committee include:

having top labor and management leaders on the committee. 

developing a mission statement broadly defining the purpose and goals of joint labor-management cooperation. 

developing by-laws and procedures for the committee's continuous operation. 

developing a long-term plan of action regarding workplace change in the process. 

planning a series of plant-wide communication meetings in different departments or locations to generate a dialogue and learn employee attitudes and problems. 

publicizing the entire plan for proposed changes throughout the plant and how each employee may become involved. 

providing training for all steering committee members so that they too can become trainers for plant-wide committees. 

getting third-party assistance to assist training and with planning your next steps.





Phase 3. Getting Trained: Learning The Process

Once the steering committee has established a cooperative foundation training must thoroughly orient middle line managers and stewards to the "new way" of doing things.



Cooperation and participatory efforts will generate expectations for change. Cynicism and doubt will flourish unless those who are the most directly responsible for the day-to-day operations of work change their roles and behaviors.



Managers and stewards should be trained to change from authoritarian-controlling forms of direct supervision and policing to roles that emphasize coordination, facilitation and guidance. These roles foster team work and group problem solving.



Middle managers will, most evidently, feel insecure and threatened by these changes. Employee participation in decision making reconstructs the roles of both managers and workers. Managers must learn to become facilitators of work groups as employees learn to participate in teams. The cooperative sharing of decision-making responsibilities can often produce uncertainty and confusion among middle managers who are naturally drawn to forms of direct control. This is why training is so essential for them.



Similarly, stewards will wonder about their roles when increased communication and greater employee input act to diminish routine misunderstandings and unnecessary grievances. They, too, can learn to facilitate their processes which help prevent bitter disputes before they become time-consuming headaches.



But just as the steering committee and middle line representatives are trained, so should the shop floor and lower level employees be trained as well. They, too, can learn the group process techniques that are meant to draw on each participant's talent and ideas toward solving specific work problems.



Training cannot be thought of as simply a one-shot deal. A two-day or even a two-week training period cannot possibly be expected to give participants a lasting understanding of workplace change. Training should be continuous and ongoing, using help from outside trainers, but eventually rely on in-house personnel to renew the process and confront obstacles that inevitably emerge.



The Importance Of Work Groups

There are at least two reasons why creating work groups is essential for successful cooperation.



First, teamwork is the best medium through which employees may become involved in the decisions that affect their working lives. Individualizing jobs tends to have the effect of cutting off employees from one another, and reducing them to taking orders from their immediate supervisors. Work groups, on the other hand, structure the sharing of ideas into everyday workplace operations, and help make employees and managers partners at work rather than adversaries.



Second, employees are energized by each other's ideas. Group problem solving is an exciting and creative process where the old saying "two heads are better than one" could not be more true. 



Group work can result in a workforce that takes a sense of pride and ownership in its work. Working together, therefore, is basic to a cooperative workplace. That is not to say that group work and decision making is all peaches and cream. On the contrary, we have all heard the horror stories about committee meetings.



Much of the frustration, the conflict, and the time wasted in such meetings may be minimized, if not eliminated. When group meetings are carefully structured, and rules, roles, procedures and goals are clarified, team meetings can be highly productive and efficient. Techniques such as brainstorming, nominal groups, Pareto diagrams, and statistical quality control are but a few processes that help groups work effectively toward common goals (see Appendix A).



While group techniques are important, so are plant-wide community events, picnics and community based events that strengthen social bonds and interpersonal relationships. After all, no one should forget that mutual trust and commitment are at the bottom of all these efforts.



Finally, close attention should be paid to clearly establishing the relationship between collective bargaining and joint labor-management cooperation: labor and management representatives must define the boundaries of these two processes early so that the integrity of the contract is left intact and the degree of flexibility in work arrangements and job classifications is clearly understood.



Because joint labor-management cooperation amounts to a significant shift away from traditional labor-management relations, only intensive and rigorous training will help make a successful transition.





Phase 4. Implementing The Process: Making Things Work

Participation should be a voluntary process. It is difficult to establish a system based on the sharing of ideas and information if cooperation is mandated or coerced. An exception, of course, is if cooperation is written into the collective bargaining agreement. Then participation has been obtained through employee consent and is enforceable like any other negotiated issue.



But for our purposes, in the initial start up, participation is a choice that can be encouraged and fostered. Here's how participation can be made to work.



Task Forces. One of your first working groups to emerge after the steering committee has laid the groundwork for plant-wide objectives, policies, rules, procedures, and training will be the task forces.



These groups are temporary and are formed to complete a specific project or deal with a particular problem. At the early stages, a task force may be assigned to do an organizational assessment (see Phase 5) of the plant's major problem areas, needs, and employee attitudes on a variety of subjects. Task forces may plan plant-wide picnics or develop a communication campaign designed to publicize cooperative efforts. These groups should contain those who are the most appropriate to the task at hand, preferably from more than one location in the plant to assure continuity and cohesion. After specific projects are completed, these groups are disbanded, and individuals are free to pursue other tasks or join other committees.



The Problem-Solving Groups. The development, growth and maintenance of these groups must take the highest of priorities. They are really the guts of employee participation and joint labor-management cooperation. These groups should contain six to eight volunteers who have been trained and are ready to work together. They may involve both a supervisor and steward, although a worker should be group leader. Groups should operate on the basis of consensus rather than voting majorities; that is, voting on decisions will most always result in winners and losers. This often sets the stage for political alliances and conflicts that can be detrimental to the group. Consensus requires compromise and ensures that no one is left behind and everyone is committed to group decisions.



It may be wise to select pilot groups which will experiment with the process and begin with reasonable projects that will not take great amounts of resources or time. These groups can build on their small successes and then move into larger problem areas. It is wise to begin with projects that have a high probability of success (see Appendix A, The Problem Solving Process).



Pilot Groups. These can cause problems if they seem to give unfair advantage to an elite group of employees whose activities seem secretive and privileged. Every effort should be made to clearly communicate their objectives and attract others into the formation of their own groups.



The key to their success tends to be proportionate to the amount of support, resources and time they receive from the steering committee. The ideas, projects and solutions developed by these groups must be considered seriously and in a timely fashion. Otherwise participants will quickly learn that their efforts are being wasted and are unappreciated. In this case, it would not take long for the entire process of cooperation to be viewed as an empty slogan and a sham.



The steering committee can best foster group development and growth by establishing feedback mechanisms and continuous assessment of change efforts. In this way, you will receive the information you need to properly support the problem-solving groups, which need to be carefully cultivated so that they will grow stronger and more effective (see Phase 5).





Phase 5. Renewing The Process: Follow-Up And Assessment

How do you know what impact your efforts are having? How do you know what is really going on plant-wide? How will the steering committee know what steps need to be taken in order to maintain, strengthen and renew group problem solving and plant-wide participation?



These questions will become increasingly important to you almost from the moment you decide to start up. That is because in order to steer your workplace in the right direction, you need to have accurate information that will tell you how to proceed, how to adapt, where to follow up, what to change, and what to do differently. In fact, this phase of this guideline may be your first best step in charting the course for your plant.



The problem with not building assessment into these kinds of workplace changes is that the old ways of getting reliable information about the plant may no longer be as effective. For example, union officials may focus their attention on membership voting patterns as a way of judging the health of the plant. Managers may be interested in looking at productivity figures or absenteeism rates. Word of mouth and rumor are plentiful and sometimes accurate sources of information for some. Others may rely on instinct to sniff out a sense of the plant's climate. However, taken by themselves, these formal and informal sources of information do not provide an accurate and systematic reflection of what is really happening on the shop floor.



You may need to establish a permanent and continuous way of providing an accurate reflection of the good and bad aspects of workplace change. You need a built-in mirror that will allow you to take a step back, assess your strengths and weaknesses and take stock. This requires accurate, objective and complete information. This will require information that can be used to plan workplace change.



The process of transmitting and communicating information for the purpose of change is known as information feedback. If information is not going to be used to improve or change an existing situation or a set of arrangements, then it is not information feedback. There are at least three things to remember when implementing the feedback process:



That the process itself creates expectations that changes will result from the give-and-take of information. Unless expectations of change are met, employees will be far less willing to participate in feeding back their views and ideas. 

That each step of the process is considered jointly so that resulting information is deemed relevant and valid by all the parties involved. 

That, whenever possible, those people involved in the problem or issue being assessed should be brought into the process. This will ensure the most effective design and implementation of proposed changes.





The Assessment Process

Assessment may be defined as the systematic collection, interpretation and evaluation of vital information for the purpose of creating organization change. The following are suggested steps to be taken in the assessment process.



Planning to collect the information: What do you want to know? 

issues 

problems

First, decide what issues or problems need to be assessed and what questions need to be answered. For example, what are employee attitudes about cooperation and do these attitudes vary in different parts of the plant? 



Who will participate if given the opportunity? What are the biggest problems employees are facing on the shop floor? Feedback on issues such as these will give you a better understanding of where you are now, and how to proceed. 



Collecting information: How are you going to find out?

survey 

questionnaire, interview 

records



Next, decide how the information about this issue or problem will be obtained. Help with survey questionnaires, interviews or the evaluation of existing records such as absenteeism, accident rates, turnover, and grievances can be supplied by a neutral third party. Alternatively, you may obtain the data by assigning the task to your own committee members. However, a disadvantage here is that an internally conducted assessment can be viewed as being biased. Sometimes it is difficult for individuals who are part of a setting to study it objectively. Moreover, there is always the possibility of an individual or group getting control of the assessment process and using it to promote their particular self-interests.



On the other hand, a jointly determined assessment, based on open and rigorous debate by union and management representatives, can generate credible and valid information. We recommend a balance between the use of trusted third parties and the internal use of steering committees or problem-solving groups. Information that is generated and evaluated by employees themselves can lead to a better understanding of the day-to-day operations of the workplace. When employees feel they "own" the collected information, they are generally more committed to using it as effectively as possible. The trick is to accomplish this goal so as many employees as possible are involved in relaying information and no one has complete control over its interpretation and evaluation. 





Evaluating information: What does it mean?

interpretation 

interactive feedback



Interpretation and analysis of the collected information can also be a tricky step. Different people will be tempted to make interpretations favorable to themselves. That is why, wherever possible, criteria for judging the parameters of a problem or the success or future of specific changes should be determined and clearly delineated in the early planning stages. Doing so will avoid confusion and conflict over the meaning of collected information.





Plan of action: What are you going to do?

recommendations and alternatives 

specific activities

Now you are ready to use your information to do something about the problem. You should plan recommendations, alternatives and specific activities for change that can be jointly discussed and decided upon. 





Presenting the information: How are you going to communicate the information?

written reports 

group meetings 

minutes 

news bulletins

Written reports contain the results of the information collected. They tell the story of the feelings and efforts of individuals and groups. They help transmit these findings to the steering committee and to the rest of the plant.



These are not only important sources of information, but written reports and messages are essential for publicizing joint labor-management cooperation and for bringing more participants into the process. They help create a cohesive communication network for the plant.





Let people know what is happening:

post a summary of survey results on bulletin boards. 

distribute a newsletter describing ongoing and completed problem-solving projects. 

solicit suggestions and ideas on specific projects. 

have group presentations on problem-solving projects. 

Sharing information is the essence of cooperation. It minimizes suspicion and distrust while increasing interest and participation.





Following up: What was the impact of specific actions taken?

change 

no change 

new problems or issues

Finally, you will want to follow up on specific actions that were taken on the basis of collected information to discover what you did right or wrong and so you will know better next time. Following up is very similar to starting up the entire assessment process, once again. You will want to plan the following assessment of your actions, collect information pertaining to those activities and evaluate once again.



In summary, the assessment process can facilitate joint labor-management efforts in determining and carrying out mutual objectives for change. Overall communication and cooperation can be improved with the construction of a built-in mirror which can continuously feed back vital information to workplace participants. It helps you:

document the consequences and effects of change. 

learn from successes and failures. 

create credibility among employees who know that their ideas are being used to improve their working lives.





A Final Note On Information, Communication And Joint Labor-Management Cooperation



Information feedback and communication are critical to any organization. But the heart of an organization rests on the relationship between labor and management. Too often, information becomes distorted and misrepresented and this may damage the relationship. This is when the rumor mill may be the most productive part of the plant. When employees receive distorted information, trust is damaged and the plant's effectiveness may be impacted, and over time survival may be threatened. 



The assessment process explained above is geared toward constructing clear and direct links among individual employees, problem solving groups, departments, the steering committee and labor-management facilitators. These communication links can help get employees interested and involved in your cooperative efforts. It is also a way for the plant's left hand to know what its right hand is doing so that they can work together more efficiently and productively. It makes no sense for individuals or groups to be working in isolation, reinventing the wheel and struggling with problems that have already been dealt with in another group or department.



The free flow of information, joint problem-solving and the capability to learn from your strengths and weaknesses on a day-to-day basis can greatly enhance the effectiveness of your plant. It will certainly enhance labor and management cooperation and understanding.
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Procedures For Group Problem Solving



Group Problem Solving Goals

The DOs and DON'Ts of Group Meetings

Ground Rules for Meetings

A Group Problem Solving Process

A Group Problem Solving Process-Explained

Defining the Problem��Researching and Analyzing the Problem��Evaluating the Possibilities for Change��Taking Action��Getting Approval��Following Up��



Group Problem Solving Goals

to develop mutual trust and cooperation 

to provide the opportunity for each individual to participate in decision making 

to help one another solve workplace problems 

to improve the quality and effectiveness of work life for everyone 





The DOs and the DON'Ts of Group Meetings

In order to accomplish these goals, certain process and procedural rules of conduct are important for having successful meetings. The following are some of the DOs and DON'Ts to follow during meetings. We have also provided guidelines and general principles which you may find helpful. 

Remember--sometimes it's the way you communicate that is more meaningful and important than the intended message. 



The DOs: 

Be open, be honest, be sincere. This is who I am and how I really feel about it. 

Respect other people's ideas on an equal basis. What you're saying deserves consideration and recognition. 

Take your fair share of responsibility for discussion, decisions and activities. OK, I agree, now here's what I will do. 

Provide positive feedback and constructive criticism. I can see what you're saying, but here's another way to look at it. 

Encourage the participation of others. What do you think, John? 

Take risks and have confidence. Maybe I'm wrong, but here's what I think. 

Confront group or interpersonal conflict head-on and use them constructively. I think we need to talk about why we're not getting along so we can move ahead.



The DON'Ts: 

Don't come to meetings with a hidden agenda. I'm saying this (but I really want something else). 

Don't be sarcastic or belittle the ideas of others. As if you know what you're talking about! 

Don't leave the responsibility for getting things done to someone else. It's their idea, let them worry about it. 

Don't shoot down the ideas of others or sit in silent judgment. This will never work (and neither will your ideas). 

Don't dominate the discussion. Here's our entire plan of action. 

Don't be afraid to express your ideas and take action. They'll just think I'm stupid and won't take me seriously anyway. 

Don't avoid conflicts or ignore recurrent and big differences. Let's just move on to the next area.





Ground Rules for Meetings

Attend each meeting and be on time. 

Assign group roles and tasks which may be rotated periodically:

group chairperson 

taking minutes 

keeping records 

attending to flip chart 

upgrading group training 

other... 

Plan and follow an agenda for each meeting. Post the agenda for any plant-wide responses. 

Stay on the subject at hand! 

Take the minutes, type them, distribute them promptly (within 24 hours), and keep them as permanent records of your progress. 

Use a flip chart and be sure that each person understands exactly what is being discussed. 

Divide responsibilities for taking action on decisions made and for the next meeting. 





A Group Problem Solving Process



Below is a step-by-step description of a problem-solving process. Each step contains suggested ideas, questions and techniques which may be helpful in guiding efforts.



Not all of these steps may seem necessary or appropriate for your particular purposes or objectives. They should not be followed mechanically. However, we urge you to consider each of the steps carefully and patiently before you proceed. Each step is designed to avoid pitfalls that can undermine the progress of your group. There will be a temptation to skip steps and take shortcuts. If you do so, be prepared to consider the long-term consequences for the health and stability of your group and the job you are trying to accomplish. We hope these steps will prove worthwhile to you.



The hub of your group will center on the degree of consensus you can achieve. Conflict is often a necessary and useful part of forging decisions and solutions. Heated differences demonstrate personal or group investment in the problem solving process. The key is to resolve these by getting at their roots before they tear the group apart. Because when all is said and done, the group process will suffer unless everyone is on board. That is why voting on decisions is discouraged. Voting produces winners and losers. It ends up pitting participants against each other where members take what can amount to enduring opposing sides. Consensus is difficult to achieve. It is frequently a time consuming and tiring process. Yet consensus is most helpful if cooperation is going to take place. It is worth the effort. Some of the techniques and ideas found below should help minimize these difficulties.



The following is an outline for a problem solving process that includes a series of questions you may want to consider for each step of the process. It is followed by a detailed explanation of each step.



I. Defining the Problem

What is the problem on which you are focusing? 

What is its nature, its scope and parameters? 

Write it down. 

Write down the causes. 

A well defined problem is a big step toward solving the problem. 



II. Researching and Analyzing the Problem 

What are the causes of the problem? 

What are the dimensions or aspects of these causes? 

What information will be necessary to investigate the identified causes? 

How will you get this information? 



III. Evaluating the Possibilities for Change 

Can the identified causes be changed? 

Can you obtain the resources, time, support, and authorization necessary to proceed? 

Are there dimensions, smaller aspects of these causes that could be changed? 

Would changing these smaller parts of the problem help start you in the right direction? 



IV. Taking Action 

What is your plan of action? 

What tasks will need to be done? 

What materials, resources, time will you need? 

Who will carry out each of the planned tasks? 

How will you get approval to proceed? 



V. Getting Approval 

How are you going to communicate your project proposal? 

What preparation is necessary to present your analysis? 

How can you make an effective and persuasive presentation? 



VI. Following Up 

How are you going to document your efforts? 

How will you know whether your solutions are working? 

What further steps or changes are necessary based on preliminary results? 

What are the new or larger problems that may be confronted? 





A Group Problem Solving Process-Explained



Defining the Problem-What is the problem? 

Selecting and defining the problem is the first and one of the biggest hurdles your group will encounter. That is because different views will emerge about what problem to focus on and what exactly the problem is. 



The heart of the problem solving process centers on a technique known as brainstorming. Brainstorming is a process that encourages everyone in the group to generate the maximum number of ideas on a subject in a non-threatening way. This technique will help you overcome some of the difficulties in gaining group clarity, consensus and cohesion. How does it work? 



1. Write Down Problem Areas

Present the question stated above: What is the problem on which we want to focus? Then, everyone is asked to write down on a piece of paper as many problem areas they can think of, without any limitations. Everyone should feel free to voice his or her wildest ideas without stating whose ideas they are.



2. List the Problems

The papers are then collected and all of the problem areas are listed on a flip chart; the lists are taped on the surrounding walls for all to see. No criticism is allowed. Members are asked to clarify, not defend, their ideas. Additional ideas are added to the list. (This has the advantage of getting everyone's ideas anonymously, without criticism or value judgment. All ideas are welcome and the more the better.) 



3. Consolidate Ideas

Next, and most importantly, you will want to encourage the combination or consolidation of ideas. This is an excellent way of fueling one another's creativity and energizing the group. 



4. Prioritize

After problem areas have been clarified and consolidated, members are asked to prioritize the three to five most important problems on another piece of paper. The prioritized lists are then collected and tallied on the flip chart. The problem areas listed the most often with the highest priority will then be selected for open discussion. 



5. Reach Agreement

Finally, this process should help you to achieve some amount of consensus, with the problem area receiving greater clarity and the selection and definition made on the basis of what the group sees as the most important problem confronting them. Now that you have selected and defined the problem, you are in the position to research and analyze its scope and parameters. 





Researching and Analyzing the Problem-What are its causes?

As you might have guessed, solving a problem requires that the causes be identified and analyzed. But doing so is never as easy as it sounds. You will again find brainstorming a useful tool for identifying the causes since, like most problems, there are several possible reasons and surrounding conditions that might lead to some undesirable outcome. 



An easy and simple way to conceptualize and analyze the variety of such conditions and causes is to use another tool designed to set up a cause and effect outline, often called a fishbone because of its likeness to the skeleton of a fish. 

This technique starts out by categorizing parts of the production process into the 4 Ms: Materials, Machines, Methods and Manpower (but to ensure we include everyone, we will call the last one Peoplepower!).



These categories are then sub-divided into specific causal problem areas. As you can see, the result looks like a fish. Again, the group will want to brainstorm on what everyone thinks are the most important causes within these areas. 
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Ordinarily, identifying the important causes will require further research and information, perhaps even experimentation. For example, as the diagram demonstrates, maybe you have identified machine downtime or faulty materials as two major causes of poor quality products. It may now be necessary to collect more information on each of these areas, both statistically and descriptively.



The statistical part of your research merely means that you want to get a more precise idea of the number, percentage or frequency of occurrences associated with a cause so that you can find out its magnitude--especially in comparison to other identified causes. This can be done most easily by constructing what is known as a Pareto Analysis, named after the Italian social engineer, Vilfredo Pareto. Using our example, this would involve drawing bar graphs indicating the frequency of machine errors as well as the frequency of defects in the materials.









�

These bar graphs now give you evidence to either support or refute your ideas about the real causes of the problem of poor quality and scrap. In this case you now have an idea of the number of times each machine has produced an error and the number of defects found in the materials used. This Pareto analysis demonstrates that defects in the materials are pretty low and evenly distributed, while machine errors are relatively high and the conveyer stands out as a major source of problems. This information will give your group an understanding of the problem based on hard numbers rather than guess or opinion.



Descriptive analysis is the specific information you get that describes the conditions surrounding the identified causes. For example, you may want to interview certain individuals outside your group or department who may have some unique or expert knowledge about the machines or materials in question. You may want to investigate any other existing records that the plant may keep on these items. When you bring this information together, you have further evidence or proof that will help you decide whether the group's original ideas about the causes were, in fact, correct. 





Evaluating the Possibilities for Change-Can you make a change?

One might think that defining, researching and finding the causes of a problem would be enough to solve it. But we all know that there is more to it than that. There are certain questions for you to consider before you can make your plan of action. For example: 

Can the specific causes you have identified actually be changed? 

Do you have or can you obtain the resources, time, support or authorization to proceed?



Unfortunately, in many cases, negative answers to these questions will already have been voiced by some as reason to abort the whole project. This is where perseverance is important. Ask yourself some further questions:

Is it possible to persuade the "powers that be" to approve support for the project? 

If you cannot change the causes entirely, are there aspects or dimensions that would be more feasible and at least place you in the right direction? 

Are there smaller steps that can be taken that will provide more immediate and visible results? 

In other words, many reasons will emerge as to why change seems impossible or too difficult to even attempt. Your group's biggest challenge at this stage will be to decide: 

How possible is the change? 

To what extent can you make such changes? 

Is it worth the effort? 



Nobody knows the answers to these questions better than you. Remember, however, that there are always risks involved in any change effort. Don't be afraid to try! 





Taking Action-How will you get things done? 

Once you have made these decisions, you can decide how things are going to get done. 

Divide the tasks and activities required and assign each member specific responsibilities. 

Decide how you will know if your plan is working--specific measures or outcomes necessary. 

Good planning is an essential ingredient for success. 



Remember, anyone can come up with solutions. The real key is good plans to implement your ideas. This is often harder to resolve than solving the problem. 





Getting Approval-How are you going to communicate your proposal for change? 

After all of your research, analysis and evaluation, the most important step in the process may be persuading others (top managers, the steering committee, other groups) that your project deserves attention and support. 



This is where the quality of your research and your communication skills will be crucial. Here are some tips on the effective presentation of your problem and its solution to decision-makers: 



Be prepared! Have a written outline of your presentation on a flip chart or copies you can distribute. 

Your outline may consist of the above steps and following it will allow you to present your ideas logically and coherently: 

Define the problem. 

Analyze the problem's causes and the evidence/information you collected which supports your definition of the problem. 

Tell them how the evidence you collected suggests your solution is necessary. 

Tell them what you plan to do about it. 

Tell them what resources and time will be necessary to complete the project. 

Conclude by telling them why obtaining the necessary resources and support is so important to solving the problem, and how solving this problem will improve the effectiveness of workplace operations.



Present each step briefly and precisely. Be forceful when necessary. Answer questions, even negative responses, as positively as you can. Maintain your commitment, confidence and sincerity throughout. You have something important to say! 





Following Up-Are your solutions working? 

Be sure to document your efforts. You will want to follow up so that you can see what impact your actions are having. You may need to adapt or change your plans to meet new contingencies or constraints--this is what makes follow-up important. Assessment will help you learn from your mistakes (see Phase 5 of the start-up process).
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Appendix B





Glossary Of Terms



Area Labor-Management Committee-A group of labor and management representatives from a region or area that provides a communication forum, resources, information and support for labor-management cooperation. 



Assessment Process-A continuous way of transmitting vital information plant-wide (and especially to the steering committee) for the purpose of evaluating the impact of planned changes. 



Brainstorming-A problem-solving technique used to get the maximum number of ideas from all participants. 



Consensus-A process of achieving the shared agreement of all participants in a group or organization. 



Employee Involvement (EI)-Similarly designed as QWL, a workplace change process agreed upon by Ford Motor Company and the UAW, which also emphasizes employee participation and joint labor-management cooperation. 



Employee Participation-The process of providing the opportunity for each employee to be involved in the decision making that affects their working lives. 



Employee Stock Ownership Plans-Plans designed to provide employees with the opportunity to own a share of the company. 



Facilitator-A role or position in the plant whose function it is to help foster employee participation, overall joint labor-management cooperation and the problem solving process. 



Fishbone-A technique used by problem solving groups to analyze cause and effect relationships. 



Interactive Feedback-The process of exchanging and sharing information for the purpose of improving workplace conditions. 



Nominal Group-A technique designed to quickly generate group members' ideas anonymously, thereby encouraging a maximum of sincere and frank input from them. 



Pareto Analysis-A statistical technique used by problem solving groups to quantify the parameters and scope of specific problems. 



Pay for Knowledge-The process of rewarding employees for learning and developing new skills and capabilities. 



Problem-Solving-The process by which employees have the opportunity to participate in deciding how the work will get done. 



Process-The way things happen rather than their content. 



Quality Circles-The Japanese approach to team-based production, which emphasizes quality and productivity as major objectives of small group activity. 



Quality of Worklife (QWL) -A workplace change process originated by General Motors and the United Auto Workers (UAW), and designed to provide opportunities for employees to participate in the decisions that affect their lives, as well as foster joint labor-management cooperation. 



Statistical Quality Control-Techniques that record and measure the number or frequency of occurrence of specific events for the purpose of finding errors and improving the quality of the product. 



Steering Committee-The key group of labor and management representatives who jointly establish a vision for the future of the plant, chart the course and support the participatory and cooperative process. 



Task Force-A temporary committee established to plan and carry out a specific project. 
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Sample Guidelines, By-Laws, and Mission Statements



Spectrulite Consortium EIP Guidelines

Granite City Division of National Steel Corporation Memorandum of Understanding Cooperative Partnership

Federal Mediation and Conciliation Service Mission Statement

Sample of Committee By-laws







SPECTRULITE CONSORTIUM

WE, the EMPLOYEES of the Madison Plant, believe that human resources are our greatest asset. The successful future of the plant, and employees, is dependent upon our dedicated commitment to effective use of that asset. By participating and working together, we can focus that commitment to excellence in service to customers and production of the highest quality product. We believe that this will result in enhanced quality of work life and employment security for all. (Signatures on the original copy.) 



E.I.P. Guidelines

1) PURPOSE - Our purpose in this EMPLOYEE INVOLVEMENT PROCESS is to improve the effectiveness of the organization as a business and to enhance the quality of work life and job security of all employees. 

2) JOINT AND VOLUNTARY - EMPLOYEE INVOLVEMENT is truly a joint effort with both parties and all individuals participating on a voluntary basis. Decisions regarding the design and administration of the EMPLOYEE INVOLVEMENT PROCESS will be made by consensus of the joint steering committee. Teams themselves will select the projects they work on, using the advice and guidelines of the steering committee. 

3) CONTRACT ISSUES - EMPLOYEE INVOLVEMENT will not involve itself with matters associated with the interpretation, application, or modification of the collective bargaining agreement. 

4) EMPLOYMENT SECURITY - There will be no loss of employment as a direct result of EMPLOYEE INVOLVEMENT of solutions developed through problem solving work teams. 

5) COSTS - Costs of the administration of the EMPLOYEE INVOLVEMENT PROCESS and costs of employee compensation while actively participating in EMPLOYEE INVOLVEMENT ACTIVITIES will be paid by the company through guidelines established by the joint steering committee. 









GRANITE CITY STEEL DIVISION

NATIONAL STEEL CORPORATION



Memorandum Of Understanding

Cooperative Partnership



The management of National Steel Corporation and the United Steelworkers of America jointly recognize that in order for the Corporation to meet immediate challenge of survival and the need for long-range prosperity, growth, and secure employment, both parties must now work closely together in a joint partnership that extends from the shop floor to the executive suite to solve problems quickly and in a cooperative manner. 

The following agreement is structured to reflect such a realization and is based on the following realities and principles: 

The viability of the Corporation depends on becoming the highest quality supplier of competitively priced steel products delivered on time. To build such a reputation, the experience, skill, intelligence, and commitment of each employee will be needed and must be fully utilized. 

Both parties recognize that employees are responsible and trustworthy and an environment must be developed in which employees on a daily basis are treated in accord with this belief. 

Both parties agree that a nonautocratic management style is more appropriate than an autocratic management style and immediate steps will be taken to build a more truly participative management style that views all members of the organization as assets. 

Individuals and work crews are capable of making proper decisions related to their sphere of responsibility given the necessary information and training. Where possible, employees should be able to perform effectively with limited or no supervision. 

Efforts to establish greater participation at the shop floor or department level, though necessary, are by themselves inadequate to meet the demands of the current crisis or to build a solid foundation for the future. 

Both parties recognize that bringing about change in an ongoing operation is an extremely difficult task which must be approached realistically and patiently because we are dealing with deep rooted attitudes and practices. Nevertheless, the parties agree that if the Corporation is to survive, these changes must be made and new forms of cooperation must immediately start to maximize opportunities to resolve problems and produce a lower cost, higher quality product delivered on time. 

Finally, both parties recognize that they can no longer afford the luxury of allowing such an undertaking to be a solely voluntary process in which members of either organization can choose whether or not to participate. The need is too great and too urgent. Because of this, the top management of National Steel Corporation and the USWA leadership are committed to making this Program work and it is a part of and has the full force of the contract. 



Elements Of The Cooperative Partnership Agreement

A. Joint Labor/Management Cooperation Committee

There shall be a Joint Labor/Management Cooperation Committee consisting of one Local Union President, the Director-Human Resources, and the Vice President/General Manager from each division; the two USWA District Directors who serve as Chairman and Secretary in negotiations with National Steel Corporation; the USWA Staff Representative servicing the Local Union(s) at each division; the Vice President-Human Resources; and the Director-Employee Relations for National Steel Corporation. The Director-Personnel and Training and the Director-Compensation and Benefits, National Steel Corporation shall be permanent resources assigned to the committee. The Director-USWA District 31 shall be invited to attend committee meetings. 



The committee shall meet at least once per calendar quarter with the President of the Corporation and his staff, including the Vice President-Operations, the Vice President- Marketing and Sales, the Vice President-Technology, the Vice President-Finance, and Director-Strategic Planning. The Executive Board of National Steel Corporation and the President of the USWA International Union shall be invited and encouraged to attend and participate in all such quarterly meetings. 



These quarterly meetings are designed to provide a forum to enhance union-management relations through improved communications and the discussion of significant business issues and developments that are important to our employees, the Union, and the Corporation. Among other things, these quarterly meetings will include: a review of capital investment plans and performance versus plan; a review of short- and long-range business plans and performance versus such plans; safety and health results, customer evaluation, major organizational issues, facilities utilization, and other significant issues and concerns expressed by the members of the committee. 



The Union members of the committee shall have the opportunity to offer input, comment, and advice concerning strategic decisions; current and future plans; and the performance of the Corporation. Such input, comment, and advice shall be considered and, where possible and appropriate, will be reflected in the plans and activities of the Corporation. In any event, the Union will be provided feedback with regard to their input. 



The results of the quarterly meetings shall be conveyed to Local Union and management personnel by committee participants in order that the Local Union leadership and management are positioned to keep division employees informed and to allow further discussion of issues related to the division. 



The committee shall also function as the Joint Union/Management Problem Solving Steering Committee engaging in corporate-wide problem solving and steering problem solving activities at the divisions. 



The Committee shall facilitate joint efforts to ensure that the workforce is being managed effectively, in a cooperative and participative mode, and to direct the implementation of productivity improvement actions throughout the Corporation. 



B. Joint Labor/Management Cooperation Committee-Divisions

There shall be division-level Joint Labor/Management Cooperation Committees at the Great Lakes Division, the Granite City Division, and the Midwest Division. There shall be an equal number of Company and Union members on this committee. The members of the committee shall include the Vice President and General Manager; the Assistant General Manager, the various department Directors, Manager of Labor Relation, Local Union Presidents, the International Union Staff Representative servicing the local union(s), and such other members of the local unions as may be appointed by the Local Union presidents to total no more than the total number of management members on the committee. The District Director for the district in which the individual division is located shall be invited to participate in all regularly scheduled meetings of this committee. 



This committee shall meet at least monthly to review: each month's performance of the division, including cost performance, quality performance, and shipments; the production plan for the next month; manpower planning; investment plans and performance against those plans; safety and health performance; implementation of the collective bargaining agreement; and other issues or concerns of interest to the parties. 



The Committee shall be responsible for monitoring the cooperative activities within the Division to ensure that meetings are being held, information is being shared and that problem solving activities are being effectively structured and implemented. 



The parties are encouraged to engage in an open and candid exchange of ideas and information at these meetings. All members should have adequate opportunity to consider new information and to provide whatever input, comment, or advice they deem appropriate. Such input, comment, or advice shall receive due consideration and, when possible and appropriate, it will be reflected in the plans and activities of the division. 



C. Joint Labor/Management Cooperation Committee-Department Level

Each major department shall have a Joint Labor/Management Cooperation Committee to be made up of equal members of management and Union representatives. The Company representatives will include the Department Director, Unit Managers, the Labor Relations Counselor(s) responsible for the department. The Local Union President shall appoint a number of Union representatives to the committee as shall equal the number of management representatives on the committee. The Local Union President, Vice President and General Manager, and Director-Human Resources or their designees shall be invited to attend and participate in all department-level Cooperation Committee meetings.



The department Joint Labor/Management Cooperation Committees shall meet monthly. The matters discussed in the department meetings shall be the same as those matters discussed in the division-level meetings, but with more emphasis on issues related to the department, such as: department production scheduling, department safety issues, overtime, absenteeism, work assignments, manning issues, and other quality of worklife and organizational efficiency issues. 



In this step, as in the other, the parties are encouraged to engage in an open and candid exchange of ideas and information. All members should have adequate opportunity to consider new information and to provide whatever input, comment, or advice they deem appropriate. Such input, comment, or advice shall receive due consideration and, where possible and appropriate, it will be reflected in the plans and activities of the department. 



The results of these meetings, including the information and opinions exchanged, the conclusions reached, and the level of participation achieved should be conveyed to all employees by the Union leadership and department supervision. 



D. Working Groups

The objective of the parties is to improve both the quality of worklife for the employees and the effectiveness of the Corporation. To achieve that objective, the parties concur that the Corporation must be managed to allow employees at all levels in the organization to meaningfully participate in decision making to support the Corporation's ability to be the lowest cost producer of quality steel products. This is particularly critical among the working groups at the shop floor level where there must be a high degree of cooperation and commitment between management and the bargaining unit employees. 



Accordingly, there will be at least monthly meetings of all working groups which will be attended by all employees of these groups. The objective of such meetings will be to ensure that all bargaining unit employees meet at least monthly with their foreman or such other management and Union representatives as may be appropriate to discuss such matters as the Corporation's financial performance, production plans, investment plans, safety and health, market situations, overtime, and other concerns. In addition to general communications, these meeting shall be used as a forum wherein employees can identify issues affecting their work groups and participate in the development of solutions to these issues. Pursuant to this agreement, each management and bargaining unit employee is responsible to contribute his/her ideas and efforts to improve quality of worklife and the effectiveness of the operation. 



Working groups are responsible to participate in problem solving activities on a continuing basis and the guidelines for problem solving at the working group level will be developed by the Joint Labor/Management Problem Solving Committee at each division to facilitate what problems and issues are appropriately addressed and that the matter will have the input and involvement of the appropriate decision makers from the Company and the Union. 



E. Problem Solving Process 

The Company and Union agree that employees at all levels of the organization must be involved in decision making and provide their input, commitment, and cooperation to improving productivity and helping National Steel become the lowest cost producer of quality steel products delivered on time. To facilitate employees input into the decision making process, the parties agree that employees will participate with management and the Union in problem solving activities. 



The problem solving process will be steered by the Joint Labor/Management Problem Solving Steering Committee, as provided in (A.) above. The Steering Committee will engage in problem solving on a corporate-wide basis and provide leadership and direction for problem solving at the division level. 



Problem solving at the division will be accomplished in a variety of ways as follows: 



Division Level 

A Joint Labor/Management Problem Solving Committee will be established at each division consisting of six to ten members with equal membership of Union and Company representatives. The committee is responsible for engaging in division-wide problem solving and ensuring that problem solving is effectively implemented throughout the division consistent with the guidelines and principles outlined by the Joint Labor/Management Problem Solving Steering Committee. 



The Division Problem Solving Committee will establish subcommittees, as appropriate, to address issues, problems, and concerns within the division. Subcommittees may be standing subcommittees who meet on a regular and continuing basis or they may be established on an ad hoc basis to address specific matters that arise. 



Department Level 

Subcommittees will also be established within major departments and operating units. The subcommittees will concentrate their efforts on addressing issues and concerns that pertain to their area of operations. The department/unit head and an appropriate Union representative as appointed by the Local Union President will be assigned the responsibility for coordinating the implementation of problem solving subcommittees at the department/unit level including their personal anticipation, where appropriate, and their assistance in setting up subcommittees. Issues that arise in the implementation and administration of department/unit subcommittees and/or unresolved problems will be referred to the Divisional Joint Labor/Management Problem Solving Committee for resolution. 



Working Groups 

Working groups at the shop floor level will participate in problem solving activities as provided in (D.) above. 

This agreement will not replace the grievance procedure in the Basic Labor Agreement. 



Cooperative Partnership Payments

Quarterly Meetings 

The Company will reimburse the Local Union Representatives for reasonable fees incurred in attending quarterly meetings of the Joint Labor/Management Cooperative and Problem Solving Steering Committees. Reasonable fees to include transportation, hotel accommodations, meals and other related business expenses. In addition, those Local Union Presidents who are not on full time status with the Local Union will be compensated for time lost from scheduled work as a result of their attendance at these quarterly meetings. Such payment for any such lost time will be in accordance with existing local payment procedures and is subject to the Local Union President(s) continuing on non-full time status with the Union. 



Division Level 

Local Union Representatives participating in Joint Labor/Management Cooperative Committees and Problem Solving Committees/Subcommittees will be compensated for time lost from scheduled work to attend scheduled meetings in accordance with applicable pay procedures. 



Employees will be compensated, in accordance with local payment procedures, for participating in problem solving and attending Cooperative Committee and working group meetings. 





FEDERAL MEDIATION AND CONCILIATION SERVICE

Mission

Promoting the development of sound and stable labor-management relationships, 

Preventing or minimizing work stoppages by assisting labor and management to settle their disputes through mediation, 

Advocating collective bargaining, mediation and voluntary arbitration as the preferred process for settling issues between employers and representatives of employees, 

Developing the art, science and practice of dispute resolution, 

And fostering constructive joint relationships of labor and management leaders to increase their mutual understanding and ability to resolve common problems. 







SAMPLE FORMAT OF COMMITTEE BY-LAWS



Joint Labor-Management Committee 



PURPOSE

To investigate, study, and discuss possible solutions to mutual problems affecting labor-management relations. 



REPRESENTATION

UNION 

Five members: president, business agent, secretary-treasurer, and two stewards. 



COMPANY 

Five members: Top management representatives, department head, two industrial relations representatives, and one other operating member from the departments working under the union contract.



The company's general manager and the international representative of the union are ex-officio members.



Substitutes may be chosen by mutual consent, but it is recognized that a continuity of membership is required. The operating members from management and the two representatives from the union other than the president, business agent, and secretary-treasurer, will be rotated every 12 months. 



CHAIRMANSHIP

Chairmanship shall alternate monthly between the union and management. Each party will determine whether it will have a permanent chairman or rotating chairmen.



REPORTING 

Topics will be recorded as they are discussed. Any procedures or recommendations developing from these meetings will be communicated to the proper group; i.e., Operating Department, Joint Standing Committee, Negotiating Committee, etc. 



Drafts of the minutes of meetings will be refined by one designated representative from each party. 



DATE AND TIME OF MEETINGS 

Meetings shall be held once a month, and they shall be limited to two hours. An agenda shall be submitted 48 hours prior to the meetings to both parties. At the first meeting, a specific day and time shall be selected for future meetings. Every attempt shall be made to keep such a schedule, realizing that some flexibility is necessary.



Topics not on the agenda shall not be discussed but rather shall be placed on the following month's agenda. The agenda shall include a brief description of each item to be discussed. Emergency items may be added to the agenda by mutual consent. 



Discussion of agenda topics will be alternated, with the party occupying the chair exercising the right to designate the first topic. 



GENERAL GUIDES 

It is recognized that recommendations growing out of these meetings are not binding. 

No grievances shall be discussed and no bargaining shall take place. 

Topics that could lead to grievances may be discussed. 

Each person wishing to speak shall be recognized by the chairman before speaking. 

The chairman shall recognize a motion from either party to table a topic for further study. 

Either party may initiate a request to the Federal Mediation and Conciliation Service for assistance. 

Each topic shall be discussed fully and action reached before proceeding to another topic. Topics requiring further study may be tabled. Where mutually satisfactory decisions are not reached, the topic shall be canceled, reverting to its proper place in the labor-management relationships - for instance, grievance procedure, negotiations, etc.






