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ABSTRACT

DEMOCRATIC SENTIMENTS IN UNIONISM
A CASE STUDY OF THE U.A.W. CONVENTION

by George Y. M. Won

The data for this study were gathered by personal interviews of
all delegates from the United Auto Workers Union in Lansing and Flint,
Michigan who attended and were ''seated" at the 17th Constitutional Con-
vention of the U. A. W. International Union held in Atlantic City, New
Jersey, October 1959,

The study first tried to reconcile theoretically the apparent
contradiction between two major American cultural themes ~-- a tradi-
tional adherence to democratic values and a keen admiration and desire
for maintenance of bureaucratic efficiency. It was suggested that a
possible answer in the face of such opposing values was to distinguish
two functionally important roles that structure the bureaucratic order --

polity decision-making and policy implementation, It was presumed that,

in a democratically ordered system, these two roles are clearly distin-
guishable,

The primary objective of this study was to identify and analyze
certain variables most concerned with role orientations of the active
leadership in the locals who help make policy decisions for the Inter-

national union. In this case, the delegates to the convention were
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selected as the focus of the study. The important variables considered

here were organizational values, representational types, allegiance, and

mobility aspirations. It was assumed that the particular orientations

held by the delegates to these variables determined the character of the
union organization,

Several attitudinal variables were also considered which related
directly to rank and file control of the organization. These were to what
degree the delegates felt accountable to their constituents for actions at
the convention and the extent to which they felt that the expectations of
the rank and file were legitimate. These attitudinal variables were re-
lated to the dimensions of role orientation listed above. For example,
some prediction was made in regard to the relationship between these
attitudinal variables and the delegate's commitment to democratic or
bureaucratic values, whether he held primary allegiance to the local or
to the International, the extent of his mobility aspirations, his prefer-
ence for upward mobility in terms of elective or appointive channels, and,
finally, his concern with acting as a representative of the constituents'
views and desires as against acting in the interest of the constituents
irrespective of their views and general desires.

In addition, the level of political activity of the local was deter-
mined and this factor was presumed to condition the delegate's perception
of the democratic character of his union as well as his behavior as a
representative of his local,

In general, some relationships were found between the role orienta-
tion variables and the accountability and legitimacy variables introduced

above. Also, fairly strong association between level of political activity
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of the local and how the delegate relates himself to the members of the
local was discovered. In all the data suggest that there is a strong
commitment to democratic values among the convention delegates in this
union. This conclusion further suggests that, in addition to certain
structural guarantees, leadership in the organization must hold certain

attitudes and values essential to a democratically ordered organization.



DEMOCRATIC SENTIMENTS IN UNIONISM

A CASE STUDY OF THE U.A.W. CONVENTION

By

George Y. M. Won

A THESIS

Submitted to
Michigan State University
in partial fulfillment of the requirements
for the degree of

DOCTOR OF PHILOSOPHY
Department of Sociology and Anthropology

1962



i zzay pers

stals [z Fl

secallitil 1T

atited oo
Zatitede s

o the Inte




ACKNOWLEDGMENTS

To successfully carry out field studies of the magnitude and
character herein described entails the cooperation and collaboration
of many persons. The author is deeply indebted to all of them.

My appreciation is first directed to the delegates of the U. A. W.
locals in Flint and Lansing who readily submitted themselves to fairly
prolonged interviews. The trusting and cooperative attitude demonstrated
by these people toward the members of the research team provided that
extra incentive that made the project a pleasant task. My deepest
gratitude is directed also to those various executives in the U. A. W.,
from the International office to the local offices, whose assistance
contributed greatly to the accomplishment of this study.

I wish to express special gratitude to Professor Jack Stieber,
Director, Labor and Industrial Relations Center who gave me wholehearted
support and encouragement to complete my graduate program. I am well
aware that it was through his personal efforts I was able to pursue this
particular research project.

To my major adviser, Professor William A. Faunce, a valuable teacher
and fellow-worker, who more often treated me as a colleague rather than
a subordinate, I give sincere thanks for the many patient hours spent on
my behalf., His never failing interest in my problems and the many stimu=-
lating discussions we've had were encouraging especially during those

moments of frustration when things didn't seem to progress rapidly enough.

ii



~xles P,
T oo -
it was

oTittee an

telr Relp i

Eamscxipt.

For i-




I believe most important I want to thank him for making me aware of the
pitfalls of hasty analysis just to get the work done.

It has been a great privilege for me to carry out this research
project under very favorable conditions., The stimulating and challenging
ideas emanating from the staff of the Labor and Industrial Relations
Center helped the author clarify his thoughts concerning the central pro-
blem of research. In this regard special thanks go to Professors William
H. Form, Einar Hardin (who also served on my Guidance Committee), and
Charles P. Larrowe.

It was my pleasure to consult with the other members of my Guidance
Committee and this is certainly an appropriate moment to thank them for
their help in my graduate program. Sincere thanks to Professors Archie
0. Haller, Iwao Ishino, and Donald Olmsted.

For assistance given me in the field work, I thank the Research
Assistants of the Labor and Industrial Relations Center =- Heinz Bloch,
Steven Deutsch, William Eddy, Murray Frost, and Paul Vaughan.

My sincere thanks to Mrs. Donna Bernard and Mrs. Kathleen Wode
of the Labor and Industrial Relations Center for the typing of the final
manuscript,

For inspiration and moral support, I thank my wife, Irene. With
patience, efficiency, and ability, she projected the spirit of enthusiasm
into the typing of the first draft of this research project. Truthfully,

my son Gregory hindered the progress of the work by demanding equal time.

iii



[atre

T

L

11,



Chapter

I

I1

III

Iv

TABLE OF CONTENTS

A REVIEW OF SOME THEORIES AND RESEARCH RELATED TO
UNIONISM, LARGE-SCALE ORGANIZATIONS, AND DEMOCRATIC

PROCESSES 9000000000000 00000000000000000°000000060000060000000

Introduction 000 000000000000 0000000000000000000m@O000600000000
A. A Perspective on the American Trade Union

Movement seececvcscscecscsnccccaccccccsccscscscssassscss

B. Theory of Organization -- Bureaucratization .e.eeees

Cs Bureaucracy in a DemOCracCy ececececseccesccscccsccsss

D. Studies of Union Demcracy eecsee000000000000000000

THE STATEMENT OF THE PROBLEM 0800000000000 000908000006000000000

I. Concerning the Structural Forms of the Convention eseees
A. The Role of the Convention in Trade Union

Democracy 0 00000000000 0000000000Q00CODCROISOIOIOOGEOOINOSIBSGOILOIOOTOOS

Be The Function of the Convention esececececcsccccccccee

C. Democratic Forms of the Convention evevcecceccovosce

D. The Importance of the Role of the Delegate seesceee

II. Procedural CONCEXNS secccecccsscccssssccssssccsscscssssoe

A. Initiation of the stUdy 000000000000 000000000000000
B. The Interview Schedule 0000000000000 00000000000000 0
C. The Interxrview ©000000000000000006000000000000000000¢0

THE INTERNAL GOVERNMENT OF THE UNION cecececseccecoscscscccce

IntroduCtion 00000000600 000000000 0000006000080 00000°006COCTOIIOGOGOIEAQGROCIEOINEOGIOS

A. Leadership Selection Process = General
Qualifications 00 0000000000000 00C06000COCOPEOCGEOGNSIDPNOSGSIISIOSOSNOIONGOSNTOIIOS
B. Government of the Union ==~ The Convention scceceecocs
C. Impressions of the Convention ProceedingS ececececes
D. Delegate Feelings About the Convention eeccceccccce

THE DELEGAIE ®0 0000000000000 0000000 000060000090 0000000000000000

IntrOduction 000 0000000000000 00000000000000000000000000060000

A. Background CharacteriStiCS seceeescecccecccscccccce
B. Experience in the Labor Movement cseececceccccccocccce
C. The Local Environment seccccececcccccceccsce soscncns
D. Role Orientation ©0000000000000000000000000000060000
E. Social Characteristics and Role Orientation eececeee
F. Social Background Characteristics

and Mobility Orientation cecescececcscsssccccscones

iv

Page

16
26

41
41

43
46
49
53
61
61
63
65

68
68

68
17
84
87

94

94
94
100
105
108
136

149



.. fe e e e e e “ e e e .
. . e s vt e . ..
e .

L T v me
D SR e e e .
DR . b e .. .. .

..... R PR .
RN [ T T T .
DI Y .. .
............ . DRI .
D T A R R T o
.« . ..

LI

. . ..

.. N .
..
. L T TS P
e e e e e

aptel

o

At

Ceev o

" g

»




Chapter

Summary of Delegate Role and Mobility Orientation eeecescececes
A. Organizational values (Democratic

Participation versus Bureaucratic Efficiency) eeeee

B. Allegiance 0000000000000 000000000000000000000000080

C. Representational Types 0000000000000 00000000000000

D. Mobility Orientation 00000000000 c0cc0s000000000000e

v THE CONVENTION DELEGATE AND TRADE UNION DEMOCRACY eecccecccs

Introduction: Factors Associated with Democratic
Sentiments ® 90 0000000000 OOOOCOOPNBSNOSNOINOGNOITOPOINOGOONENDBSTOIEOEDOSETOINONNOS

A. Delegate's Perception of the Union as a
Democratic Organization eeeecececcccccceccscscccccccccs

B. Delegate's Perception of the Convention and

his Role in the Decision-Making process cecesecescscee

C. Reasons for First Becoming Active in the
Union Movement ceceececvsccccccccccssccscscoscscsccnces
D. Delegate's Career Orientation ceceecccecscccccccccsce
E. Level of Political Activity of Local cecececcccccccce
F. Delegate ROle Orientation @ecec0cesecsse0css00c0s0ROe

COHCIUSion 0000 000000000000000000000000000000000000000000000

VI S[JWARYANDCONCLUSION 00 0000000000000 0 0000000000000 000OCECTNINOSIODS

I. Democracy in Large-=Scale Bureaucratic Organizations eee.
A. Defining Structure of BureaucCracy eccececcscccccsses
B. Defining Structure of DemoCracy ececececccccsccccscsccs
C. Adaptation of Democratic Structure in

Bureaucratic Organizations 000000000000 00000000000 e
D. The Case of Democratic UnioniSm eeeccececscsccscossce

II. The Importance of Motivation or Orientation to
Democratic Values ©0000000000000000000000000000000CICIOES
A. A Review of Some Findings @000 00000000000000000000 e

B. Some Inferences Concerning Organizational

ProCesSSeS ececececcccccccsccccsccsvsocscscscccsccccsscscccoces

APPENDIX 00 00 0000000000000 0000000000 00000C00000006000000C0COCORCEOOGIECIOINONOIEOIOIOIOGTS

BIBLIOGRAPI{Y 00 00000000 0000000000000 00000000000000000000000000000000

Page
160
162
163
163
164

166

166
171
184
188
190
197
200
206
210
210
211
212

214
216

219
220

226
228

258



as

Spect

Vel

am

Ac

.

0c



Number

10

11

12

13

LIST OF TABLES

Important purposes of the convention as enumerated
by the delegates 900000033000 000000 00000000 0C0CQEOGOEPSGEOSOISIONOONOGEONOOSEOEESETE

The three most important issues facing the U.A.W.
as perceived by the convention delegatesS ceeececcccsccccss

Specific issues listed as the most important by con-
Vention delegates 0 0000000000000 0000 0000000000 0OC0OCSGCEGSIOSIOGSSEOOPS

A comparison of age distribution between the total
sample of convention delegates to the 17th U.A.W.
constitutional convention and the delegates from
the Flint-Lansing Study cececescccccscescscsccssscsssssccss

A comparison of educational experience of delegates
to the 17th U.A.W. constitutional convention and
the Flint-Lansirlg delegation 0008 000000003060 006000000°0OCGGNGISOO

Occupational classification of Flint-Lansing dele=-
gates to the 17th constitutional convention eceecscccecccss

Social class identification by Flint-Lansing dele=-
gates to the 17th U.A.W. constitutional convention ecesese

Household income of delegates to the 17th U.A.W. con-
stitutional convention from Flint and LansSing ecececsccces

Number of years a member of a labor unibn for the
Flint~Lansing delegatesS eececccscscocccccccssccscccsccscccs

Union positions held by the delegates to the 1l7th
constitutional convention from Flint and LansSing eeceeccececee

Score distribution from the political activity scale
for the Flint-Lansing delegateS ..ceccceccccccccccsccccsccs

Importance of maintaining position held in the union
among the Flint-LanSing delegates e0s0ecc0c00000000000000 0

Importance of moving up to a higher position in the
union among the Flint-LanSing delegates eescsccccccsceeccoe

vi

Page

89

90

92

95

96

96

97

99

101

103

107

111

112



A

7y

"

4=

3£

2

”
o

¥

o
S

Inood
IBC-J,'
Co—=

Cex-




Number

14

15

16

17

18

19

20

21

22

23

24

25

26

27

28

29

30

31

32

33

34

35

36

Experience in the labor movement and importance
of mOVing up in the union ©000000000000000000000000c000000

Experience in the U,A.W. and importance of moving UP eeeceee

Age and importance of moving up in the union with
experience in labor movement controlled ..eccececcecsccccecs

Age and importance of moving up with experience in
U.A.W. controlled © 0000000000000 000000 000D0C00CCOIOCOOOOIOSEOINOSIEEOIEOIOS

Score distribution for representational types for
the Flint-LanSing delegates 0000000000000 000000000000000 00

Score distribution on the allegiance scale for the
Flint-LanSing dElegateS ©000000000000000000000000000000000

Distribution of Guttman scale types on the democra-
tic values versus bureaucratic values Spectrum eeececececcecee

Age level and organizational valueS ceececeecceccccsccccccccs
Age level and AllegiancCe ececescoccsssscscccsscsscssssscscss
Age level and representational tYPES eecescsccccsscccceccsscs
Educational level and organizational valuesS ccecescccccccccs
Educational level and allegianCe ccecececccccccsccsscccoccccs
Educational level and representational typeS eccceccsesccescs
Income levels and organizational valuesS eececesccecscccscccsss
Income levels and allegiance ecocsecceccccccoscsccccsscceccnse
Income levels and representational typeS ceeccecceccccsccscces
Community~type and organizational valuesS ccsececcccccccccccs
Community-type and allegiance ccecescecsoscsccssscccccccccce
Community-type and representational typesS eeseccecccccccccss
Job classification and organizational values sececececscecccecs
Job classification and allegiance ecseccesceccccccccccccccsce
Job classification and representational types ecccececscsccescss

Age and mObility orientation eesececcccccccccscccssccccccsccese

vii

Page

113

114

115

116

120

126

134
137
138
139
140
140
141
142
142
142
146
146
147
148
149
149

152



X

Cas
by

>

&

&

(o)
ety

fo
fody

¥

T~

JOU R

.
Aot

R
o -
e S
icce

Geozr
Co—

o
Socia
T

Crice.




Number
37
38
39
40
41
42
43
44
45
46
47

48

49

50

51

52

53

54

35

Educational level and mobility orientation eecccececocscssss
Race and mobility orientation eeecceeccescsoscscccscccesccss
Job classification and mobility orientation seecceccscccccsscs
Job satisfaction and mobility orientation ceeccecceccccccscsee
Income and mobility orientation eeeececccecccccsccscssscsscsoce
Geographical origin of delegate and mobility orientation ...
Community-type and mobility orientation eececececccccsccccsscs
Social interaction on job and mobility orientation eecceceee
Fellow workers in neighborhood and mobility orientation ...
Father's occupation and mobility orientation eesececcecccccs
Delegate's definition of trade union demoCracy scececececcocss

Reasons given by delegates to why they consider it
very important that a union be run democratically seececese

Delegate's perception of how democratically his union
is run in comparison to other International unions .eceecee

Criteria used for making comparative judgment concerning
the delegate's union vis-a-vis other unions on how
democratically it iS run ©0 0000000000000 0P0O00COOCOIONOIOSOSOSIOOGIONOIOIOS

Delegate's perception of how democratically his local
is run in comparison to other locals in the union sececese

Delegate's perception of membership voice in union
government Comparéd to 20 yearsS agO eeeseeccccccsccceccsee

Level of political activity of delegate's local and
his perception of membership voice in union government ...

Responses given by the delegates to the question:
would you say that the really important decisioms in

the union are made by the convention? cecesccescscccecossce

Delegate's perception of local constituent's attitude
toward the convention as a policy-decision-making body ...

viii

Page
153
154
155
156
157
158
159
159
160
160

172

175

177

178

179

182

183

185

186



el
S Leve.
................ 1o
P
e
M :,‘I;.;.’.

Jb et

tond

] L
. » o ) 3 Seleld

[E SR

e e e e e e ..
I o)
N dE .kl
Wit
" e e e e e

|
'
=

. - . act
.......... e :: :ﬁ\tA
..... ce
33 :x"\'z_
. . - I - [N
& A:lc:

e eeae B Or_:-:
) i B Orz:

e e e e e e e e e e & -

8

i Renr I




Numbex Page

56 Level of political activity at the local and delegate's
perception of his constituent's attitude toward the
convention 00 0 0060000000000 0000000000000 0000000600000FDOPOSOINOGEIIDS 188

57 Explanation given by delegates for deciding to become
active in the union movement 0000000000000 0000000000000 00 189

58 Selected channels of career orientation and attitude
toward membership right of expectations eeeececccscescsees 193

59 Selected channels of career orientation and feelings
of political pressures from the 1local ceeeecccecccccccccses 195

60 Selected channels of career orientation and concern
with accounting behavior to the local constituents seeceee 195

61 Selected channel of mobility and justification of
actions to the members who react unfavorably eeeecececececeess 197

62 Level of political activity of local and delegates'
concern with their constituent's reactions eeecesceccecscess 198

63 Level of political activity of local and delegates'
concern with constituent's expectationS eeeeeecsscecsescese 199

64 Allegiance and representational typesS ceeeececcccccsccesccsss 201
65 Organizational values and representational types eeeececeeceess 201
66 Organizational values and legitimacy of expectations ,.eeeese 203
67 Organizational values and accountability .eececsceccceccecss 203
68 Allegiance and legitimacy of expectationS eeeceecssssscssssses 204
69 Allegiance and accountability eeeececceccccescscssscscccsccss 204
70 Representational types and legitimacy of

expeCtations 00 00000 O0O0OP 0000000000000 000000000000060060000> 205

71 Representational types and accountabilly eceeeececccecesssee 205

ix



]
L
i

endix

-

(9]

<>

(2]

(2 %)

T

X
P
1
L}

—~e .
“lgy




LIST OF APPENDICES

Appendix

A Issues listed as of first importance by U,A.W.

convention de]~egates ©000000000000000000060000000600000000OCE
B Locals and number of delegate representation by cities eeee.
c Letter from Director, Region 1-C, U.A.W. to Region

1-C delegates to the 1959 Constitutional Convention

Of the U.A.w. OO0 00000000 PO 00O OOOOODLOOLOEOOOGCEONOOGESEOEONEOEOSIONOPEEOEOEOEEOOEOSNEOEES
D Political activity scale and critical ratios for

the items On the Scale © 0090000 06000000000 0060060OCPOCCTOGIGIEOSOIGIETOTOIEDOIONTS
E Representational type scale and critical ratios

for the items on the scale $00000000000000000000606060606000000
F Allegiance scale and critical ratios for the items

On the Scale ® 0 00000 000000000000 S0P OSSO ONBROINOERSEOSEOIENONOSLEOSPOIENONOTOSEPOSNOSNTOSNTS
G Method of computing critical ratios for scale itemS seececes
H Interview schedule ©$ 000000000000 00000000000000600000000000000

Page

228

229

230

231

233

235
236

237



-

DO VNS
2 te

Do otradie

‘eratie ;-

;'-itit;lti?ns,




CHAPTER I

A REVIEW OF SOME THEORIES AND RESEARCH RELATED TO UNIONISM,

LARGE-SCALE ORGANIZATIONS, AND DEMOCRATIC PROCESSES

Introduction: We are faced with a pervasive contradiction in

Axrmrerican society today: 1) human organizations operate on such a scale
tlax =t the individual seems insignificant in the complex structure;
2> our traditional adherence to democratic political processes demands
tEkx =xt we allot and maintain a measure of significance to the individual.
Ixa the light of such a paradox, it seems a legitimate task to examine
OXae& type of large-scale organization, the trade union, to see how a
dexnocratic ideology emerged given the prevailing structure of human
ixass titutions.
A. A Perspective on the American Trade Union Movement
A Trade Union, as we understand the term, is a continuous
ass?ciatic?n of wage ee.arr.lers for thia purpose of mTintaining
or improving the conditions of their employment.
Sociologically speaking, the trade union may be viewed as a formal
OX g anization which evolved from a collective response to a common
PXoblem. The underlying dynamics of the American labor movement appear

o pe generally similar to those of Western Europe. Certainly the

ilnstitutional conditions were quite similar.2 However, labor relations

1Sidney Webb and Beatrice Webb, The History of Trade Unionism, New
Ed i tion, opening statement, Chapter I, New York: Longmans, Green & Co., 1902.

ZRob:‘m M. Williams, Jr., American Society: A Sociological Inter-
PXetation, New York: Alfred A. Knopf, 1955, p. 185.
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in America developed in an economy in some respects unlike that of
its European counterpart. Broadly speaking, American labor relations
developed in an economy of relative abundance, sparcity of population
and a frontier of open resources. Within this kind of environment,
making for an open-class structure, and with a religious desire for

a democratic political order, certain unique features characterized
American labor relations. From the beginning labor developed an
individualistic orientation. The American worker did have his tradi-
tional social ties. But, as Williams demonstrates, American workers
were more heterogeneous than European workers which prevented them
from developing, at an early stage, a tradition of solidarity among
themselves as a working class.3 The emphasis on individualism4 and
the contractual nature of labor-management relations proved a great
impediment to the development of unionism in America.

Along with this individualistic orientation, labor was regarded
as a market commodity. This was no different from the European situ-
Ation but the environmental conditions in America peculiarly placed
labor in a seller's market while in Europe the situation was more
TNearly the reverse. Thus, in the latter case, a paternalistic system
Was more likely to develop along with personalized ties and notions of

loblesse-oblige not too different from the fairly recent feudalistic

Pattern., For the American situation the market bargain became the bond

31bid., pp. 185-186.

4The tradition of Protestant Ethics == individual responsibility and
advancement through personal effort =-- contributed to this individualistic
Orientation. See Max Weber, The Protestant Ethic and the Spirit of
Capitalism, translated by Talcott Parsons, New York: Charles Scribner
& Sons, 1958. See also, Paul Sulton, Labor Economics, New York: Henry

Holt & Cos, 1957, pp. 33-34.
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and employer-employee relations were tied primarily by the impersonal
basis of the cash nexus,
It is important to note that the economic systems of Western

Europe and America were the same =-- i,e, a capitalistic system. However,

the features described above presented a uniqueness to the American

labor movement apart from the similarity of the institutional base., The

individualistic orientation and the fluid class structure not only

prevented the rapid formation of a class ideology and thereby the

possibility of rapid unionization, but also explains the relative absence

of political emphasis at this early stage.5

The underlying theme to be emphasized here is the compatibility

between the individualistic philosophy and the desire for a democratic

political order. The impersonal market situation contributed to both of

these orientations. The employee was free to quit his job any time he
Pleased and the employer was free to release his worker any time it be-
C ame necessary. However, this kind of reasoning did not square with the
€wvolving moral order. Each party, still adhering to the individualistic
Phiilosophy, held a firm belief in its "rights," and these so-called
X ights were very often im:ompeu:ible.6 What was believed to be an insti-
Tutional principle -- the right to operate the business as one sees fit =--

Challenged the worker's rights to improve himself. 1In this respect, as

Sattention is directed to "The Principle of Voluntarism'" as expounded
by Samuel Gompers during the early formation of the A. F. of L. A brief
Summary of this principle is explained in the following: Clyde E. Dankert,
Contemporary Unionism in the U. S., Chapter 6, "Principles and Activities
of the American Federation of Labor,' New York: Prentice-Hall, Inc., 1948,
Ppr. 89-103.

6

Robin M. Williams, Jr., op.cit., p. 188.
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Williams noted, labor relations were (and are) essentially moral relations.
Businessmen's vehement claim to the sanctity of the internal affairs of
the enterprise was now challenged by labor's claim for a voice in these
affairs. The result of this was a continuous struggle between these two
forces, each ironically holding on to their individualistic philosophy
and desirous of maintaining a democratic political order. The fact that
both forces held the same philosophies was crucial in the selection of
the arena in which the 'battle' was to take place. American unions have
been primarily capitalistic--they have fought for economic gains within
the given system. Although there were a few attempts made by radicals,
American unionism never became a large-scale political movement. Its
emphasis was on peaceful expansion with tangible gains as the primary
goal achieved through sound business principles. 8
Initially for labor this individualistic orientation was self-
defeating in any kind of a struggle for so-called '"rights.'" The idea of
""free-will" or self determination associated with the concept failed to
Treconcile the fact that labor was still a commodity in the productive
€nterprise and, as such, the impersonal market base pitted worker against
WO xker to achieve an equilibrium on the price of labor. Though the
individualistic orientation was consistent with democratic sentiments,
the market exchange system did not incorporate such values. Ideas
Concerning civil rights emphasized the individual while rational economics
had no place for such a sentiment. Of course entrepreneurs readily

accepted this basic idea of self-determination for bargaining power clearly

71bid., p. 188.

8Clyde E. Dankert, op.cit.
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remained beyond the reach of labor as long as this orientation was
maintained. Nevertheless, the fundamental condition which promoted

this individualistic orientation in turn worked to secure a unity for

the preservation of a common interest. Trade unionism could never have
existed where such fundamental individual rights as freedom of speech,
press, and assembly were denied. The tradition of individualism nurtured
basic democratic sentiments which formed the basis of early collective
bargaining. It must be recognized, however, that some individualism was
relinquished in the area of labor relations to form a unity that would
provide a power base for a particular kind of relationship. Democratic
sentiments were carried over into early unionism perhaps with less re-
servation than noted in the contemporary setting. The turbulent and
explosive character of early unionism depicted the extent to which militancy
expressed suppressed individual views.

In briefly summarizing the general orientation of the American trade
union movement, two important points have been emphasized: 1) the
Sdimilarity of institutional bases upon which Western European and American
tXx ade unions emerged--the capitalistic system; 2) the assertion of indivi-
dual "rights" which was essentially a manifestation of a strong adherence
to a basic democratic sentiment. This second point is especially important
Since it was at this incipient stage that the idea of democracy became

€ntrenched strongly enough in the mind of the American worker to become a
tradition guarded with zeal.

The first point made above enabled theorists to make some general

Statements in regard to the trade union movement in Western society. From
these theories of the labor movement one notes the dynamic character of

the capitalistic system. It is quite apparent that it was this system of
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economic orientation that had given impetus to the labor movement not
only at the incipient stage but during subsequent periods of growth.
Commons, in illustrating this particular thesis, saw that the extension
of markets had been an important influence on the growth of unions.9

He illustrated his points be describing the types and forms into which
labor organizations developed in the shoemaking industry at different
stages of the market evolution (i.e., handicraft to factory). Expansion
of the market meant intensified competition in the sale of products =--
e.g., shoes made in Phidadelphia competed increasingly with shoes made
in New York, Baltimore, and other cities., The merchant capitalist
appeared, playing off small masters against each other and forcing them
to cut wages in order to survive. This particular activity seriously
threatened the journeymen's customary way of life and thus forced them
to move into some defensive action =-- organization.

Concomitantly, growth of markets meant improvements in transpor-
tation, The impact of this was a greater labor mobility. Journeymen,
foxrmerly secure in their status, were threatened by an influx of workers
fxrom other cities and also by European immigrants who were willing to

Undercut the established wage scale. This meant the search for some means

10
to control this type of competition.

In addition, the growth of markets also fostered the division of
labor and the development of larger production units. With the ever

Trising size of the business enterprise, it became more difficult for the

9j0hn R. Commons, 'American Shoemakers, 1648-1895: A Sketch of
Industrial Evolution,' Quarterly Journal of Economics, 24 (1910), pp. 39-84.

101pid., p. 44.
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enterprising individual to start an independent business. All these
portended a widening rift between employers and workers for the journey-
man had no foreseeable chance to rise to the master's level and eventually
the proprietor class. From such a disenchanted group Commons saw the
rise of a permanent group of wage-earners and it was this group that
developed and nourished unionism.
}?el:'lmanl1 derived his concept of job=-conscious unionism out of
what he interpreted to be the psychological characteristics of laborers.
In this particular thesis he maintained that the typical manual worker
is consciously aware of his limitations for availing himself of economic
opportunities in the complex matrix of modern business. The competitive
business would appear too complex for him and he doesn't perceive him-
self as a risk taker. With this is added a conviction that the world is
omne of scarcity set up by the institutional order in which the best
opportunities are reserved for the landlords, capitalists and other
Pxivileged groups. Being scarcity conscious, the group then asserts its
CoO llective ownership over the entire amount of opportunity making it
AV ailable among its recognized membership. In this respect, free competi-
Tion now becomes a sin against one's fellows and an anti-social act.12
Periman further noted that labor, though constantly straining toward

Social reforms, had been successful '"only when it limited its efforts to

those changes which did not turn loose a veritable hornets' nest of

uselig Perlman, A Theory of the Labor Movement, New York: The
MacMillan Company, 1928.

12:pid., p. 242.
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socio-political opposition."13

Reynolds sees the development of strong union organization only
in an urban, industrial economy.14 He notes that where industrial pro-
duction has scarcely gained a toe-hold, union organization is almost
completely absent. Strongly implied is the thesis of concomitant growth
of unions with industrial growth.15 Moreover, the growth of union
membership in recent decades has come about through the penetration of
unionism into new sectors of the economy -- among new industries, and new
sections of the country where new plants and new jobs have arisen.16

In appraising the role of unionism under capitalism, students of

17
labor have not arrived at any agreement. For the purpose of this

13Selig Perlman, "Theory of the Labor Movement -- A Reappraisal," from
Industrial Relations Research Association, Proceedings of Third Annual
Meeting (Chicago, Illinois, Dec. 28-29, 1950), Part IV, Concluding Remarks,
Ppo 165- 168 .

14Lloyd G. Reynolds, Labor Economics and Labor Relations, 2nd edition,
Englewood, New Jersey: Prentice-Hall, Inc., 1956, pp. 33-34.

151pid., pp. 38-39.

161p5d., pp. 50-54.
17The following represent the divided opinions on some of the
theories presented above.
A. From IRRA, Proceedings, Part VI, ''Theory of the Labor Movement =--
A Reappraisal," (Chicago, Illinois, Dec. 28-29, 1950):
1. Philip Taft, '"Commons-Perlman Theory: A Summary' pp. 140-145.
2. J. B. S. Hardman, "From Job-Consciousness to Power Accumu-
lation" pp. 146-157.
3. David Kaplan, "Job Conscious Unionism as a Form of Economic
Citizenship," pp. 169-171.
4, Russell S. Bauder, (A discussant) pp. 169-171.
5. Philip M. Kaiser, (A discussant) pp. 172-176.
6. Everett Kassalow, (A discussant) pp. 177-183.
B. From Industrial and Labor Relations Review:
1. C. A. Gulick and M. K. Bers, '"Insight and Illusions in
Perlman's Theory of the Labor Movement,'" 6 (July 1953),
pp. 510-531.
2. A. Sturmthal, "Comments on Selig Perlman's A Theory of
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study, the historical perspectives presented above were included

primarily to illustrate two evolutionary trends within the trade-union
movement which are of relevance: 1) the steady, though at times irregular,
growth of union organizations which in essence is a consequence of the
dynamic character of the capitalistic system, 2) the changing character of
political orientation -- from individualism to group (class) identity.
These two points present our problem for this study. In point #1, we

note the emergent problems of management of large-~scale organizations,

in point #2, we note the adaptibility of human beings to the changing

institutional structure of a dynamic society.

B. Theory of Organization =-- Bureaucratization
The concept 'organization' has reference to a system of inter-
action. More specifically it has reference to the structure of this
interaction system to the extent that it has some bearing on the achieve-
ment of the group's goal.18 To Parsons, this "primary of orientation to
the attainment of a specific goal" is the unique characteristic about an

19
OX ganization which makes it distinguishable from other types of social systems.

the Labor Movement,'" 4 (July 1951), pp. 483-496.
3. Philip Taft, "A Rereading of Selig Perlman's A Theory of
the Labor Movement,'" 4 (Oct. 1950), pp. 70-77.
C. Other theorists not discussed but with essentially the theme
of psycho-social adaptation are: Robert F. Hoxie, Trade Unionism
in the United States, New York: D. Appleton & Co., 1920; and
Frank Tannenbaum, '"The Social Function of Trade Unionism,'" The
Political Science Quarterly, 52 (June 1947), p. 176.

18Harry M. Johnson, Sociology: A Systematic Introduction, New York:
Harcourt, Brace & Company, 1960, p. 280.

19Talcott Parsons, ''Suggestions for a Sociological Approach to the
Theory of Organizations - I," Administrative Science Quarterly, 1 (1956),

p' 64.
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10

Since organizations are task oriented, the nature of the task becomes
the chief determinant of the character of the organization.zo Organiza-
tion, then, is a collective effort to get a job done and it is this fact
which places it in a tenuous position. Organizational survival depends
upon the achievement of particular goals. Thus, the organization is
subject to crisis situations, which in extreme cases may lead to dis-
integration of the organization or to an increase of the feeling of
solidarity among the membership and a resurgence of goal direction. As
an example, a union's decision to strike presents a major crisis situation
since its impact may have far reaching consequences., Thus, in the case
where the strike is prolonged, external pressures may bear upon the
organization and either force the weakening of organizational ties or
increase the feeling of hostility toward out-groups and further solidify
group cohesiveness, Where organizational survival is at stake, the
organization may become a fighting force.21 The existence of relatively
frequent crisis situations helps to explain the militant character of
unions,

There are three ''decision-making' processes, which have primacy in
the functioning of the organization.22 The first is policy decisions,
which, in essence, commit the organization to particular goals. Thus, the
"bread and butter'" goals of American unionism reflect the kinds of policy
decisions made, Because at this level the organization as a whole is

committed and thereby the interest of every member of the organization

20pdward A. Ross, "The Organization of Effort," American Journal of
Sociology, 22 (1916), pp. 1-18.

21Ibid.

22
Talcott Parsons, op.cit., pp. 70-80.
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11

affected, the manner in which important policy decisions are authorized
becomes particularly crucial. In democratic organizations the value
orientation of the membership at large determines the legitimacy of
policy decisions made by those in authority. Decision-making functions
may also require the support of the membership in order to have any
meaningful force. A threat to strike may be ineffective if management
discerns a note of apathy on the part of union membership at large,
union leadership claims notwithstanding. Thus, support is essential for
the organization and in order to have this, there must be consensus in
regard to group actions,

The second process is one of allocative decisions. As the organiza-
tion becomes larger and/or because of its complexity there arises a need
for the distribution of resources within the organization. Ross refers
to this as the '"spacing between the organized."23 Individuals, by their
knowledge and training, are set apart from others and the relation of
superior and subordinate become rationalized. Wilensky's study of
"intellectuals" in labor unions seems to support the idea that this
rationalization is essential for the effecient functioning of the union
organization.24

The final process is one which essentially presents a facade of

unity and coherence for the organization--coordinated decisions.

Maintenance of this facade may take any one or a combination of three

fundamental forms. Parsons refers to these forms as: 1) co-ercion,

23gdward Ross, op.cit.

24Harold Wilensky, Intellectuals in Labor Unions, chapter 6,
Glencoe, Illinois: The Free Press, 1956.
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125

2) inducement, and 3) '"therapy. Coercion and Inducement are, in order,

negative and positive sanctions. Thus coercion may involve reprimand,
ostracism, or expulsion while inducements may involve commendation and/or
reward in some tangible form, e. g., promotion. The third form--therapy--
is applied on a more subtle plane. As Parsons puts it, ". . . by a
complex and judicious combination of measures the motivational obstacles
to satisfactory cooperation are dealt with on a level which 'goes behind'
the overt ostensible reasons given for the difficulty by the persons
involved."26 Therefore, in terms of latent and manifest functions, the
socializing activities promoted by the group may have consequences far
beyond the immediate pleasures enjoyed by the individual members.,

Implicit in these types of decision-making processes is the reduction
of direct participation or control in all phases of organizational functions

on the part of the general membership. Allocative decisions and co-

ordinated decisions need not be made by the membership at large to fulfill

the democratic criteria. What is crucial for democratic control is that
policy decisions be clearly reserved for the constituency at large. This
distinction between implementation functions and policy decision-making
functions would allow one to reconcile the apparent contradiction in large-
scale voluntary organizations, such as trade unions, in a democratic
setting.

Ross states that the primary problem for unions is institutional

survival.27 This is true for any type of organization. 1In this respect

Zralcott Parsons, op.cit., pp. 79-80.
26Ibid.

27Arthur M. Ross, Trade Union Wage Policy, Berkeley, California:
University of California Press, 1956.
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13

the '"cultural," "educational'" and "expressive'" functions are not necessar-
ily reserved for what Parsons refers to as the pattern-maintenance organi-
zations.28 Nearly all organizations perform some peripheral function,
which, to the proper functionary, fulfills a manifest desire for institu-
tional survival.

When and where exactly an organization evolves into a bureaucracy
is not clearly defined. A reasonable point of departure may be the
classical definition of Weber. In general, the ideal conceptualization
depicts the organization as highly rational and impersonal in the
structuring of interpersonal relationships. ? These characteristics are

expected to provide the basis for technical efficiency, which is congruent

with modern economic theory. Broom and Selznick, in their definition of
bureaucracy, emphasize the importance of the formal structural aspects

of administration.30 Perhaps this particular interpretation arises from
the fact that the term bureaucracy originally referred to the administra-
tion of government by means of bureaus, e.g., tax, communications,
military, etc.31 What particular compartments of large-scale organizations

may be defined as bureaus is not at issue here. The fact that bureaus are

a functional part of large-scale organization is our particular concern.

281alcott Parsons, ''Suggestions for a Sociological Approach to the
Theory of Organization - II," Administrative Science Quarterly, 1 (1956),
PPe 228-229,

29Max Weber, '"Bureaucracy," in H. H. Gerth and C. W. Mills, editors
and translators, From Max Weber: Essays in Sociology, (New York: Galaxy
Book, 1958)

30Leonard Broom and Philip Selznick, Sociology, 2nd edition, Evanston,
Illinois: Row, Peterson and Company, 1960, p. 210.

31Kimball Young and Raymond W. Mack, Sociology and Social Life,
New York: American Book Company, 1959, p. 435.
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In this respect large-scale organization becomes synonymous with bureau-
Lracy.

Gouldner, in his well known treatment of organization analysis
discusses two distinct approaches: 1) rational-model, 2) natural-system
model.32 The rational model type of organization is conceived as an
"instrument." Behavior is viewed as rational and changes are rationally
administered and viewed as a device to improve efficiency. Any departure
from the explicit rules of procedure may be regarded as random mistakes.
In reflecting the impersonal character of relationships entailed in this
model, Gouldner calls it "mechanical." Weber's conception of bureau-
cracy typifies this particular model.33

The natural system model regards the organization as a ''matural
whole.," 1In this respect the model is organismic and stresses the inter-
dependence of all component parts. More important, this system focuses
on the unplanned and spontaneous patterns of beliefs and interaction.

An example of this is given in Michels' "Iron Law of the Oligarchy."

In essence, what Michels tried to illustrate was that incumbency in a
power position sets a pattern of belief and action oriented to solidifying
the existent relationship. Thus those in leadership roles try to build

a patronage system to entrench their relative power positions.

Realistically, both rational and natural system models apply in

32p1vin W. Gouldner, '"Organizational Analysis,' in Sociology Today,
edited by Robert K. Merton, Leonard Broom and Leonard S. Cottrell, Jr.,
New York: Basic Books, Inc., 1959.

33yax Weber, op.cit.

34Robert Michels, Political Parties, Part 6, Chapter II, Glencoe,

Illinois: The Free Press, 1946.
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all large-scale organizations. The formal organizational structure
strives for rationality and the unmanaged human relations aspect within
the structure is allowed to emerge and give the structure its uniqueness.
According to Bendix, any analysis of large-scale organization from just
one of these vantage points is deficient.35 In fact, all organizations
involve a combination of these types. The effective operation of the
organization demands a clearly understood hierarchy of authority. Yet
the organization would break down if every situation were narrowly
adhered to according to explicit rules. All organizations depend upon
ability and cooperation of individuals to employ some creative initiative
properly balanced with compliance to formal rules. In this manner,
according to Bendix, an effective organization is possible. However, the
effect of this creative energy may be development of a perception of
indispensability in the extreme as Michels tried to point out. Selznick
also noted this deteriorating effect whereby the incumbent, holding a
positive valuation of the office soon becomes preoccupied with the
maintenance of office rather than the concern primarily with the organi-
zational goals.

An essential characteristic of a bureaucracy is the delegation of
functions. 1In this respect then, all actions are through intermediaries
or agents who are called officials. The use of such intermediaries tends

to create a "bifurcation of interest' between the agent and the initiator

35Reinhard Bendix, "Bureaucracy: The Problem and its Setting,'
American Sociological Review, 12 (Oct. 1947), pp. 502-503.

36Philip Selznick, "An Approach to a Theory of Bureaucracy",
American Sociological Review, 8 (1943), pp. 52-53.
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of action.37 The social position as an agent may involve a value system
wholly incompatible with the professed aims of the organization or, for
that matter, quite compatible but with such latent effects as tao entrench
the incumbent's position. Apprehending this kind of drift in bureau-

cratic structures, Michels hypothesized his "Iron Law of the Oligarchy."38

C. Bureaucracy in a Democracy

Bureaucracy then, appears to be an unavoidable consequence of large
scale, unified effort in goal attainment. This is especially true of the
state. But also in relatively highly developed capitalistic systems
like the United States and Western Europe, bureaucracy is a characteristic
feature of private enterprise.39 For the entreprenuer, as well as the
corporation, bureaucratization exemplifies efficiency. Our relatively
free market economy, with its impersonal relationships, hinges on the
cash nexus as the bargaining point for both employer and employee. With
this as the basis of relation in the work organization, democratic
procedures are unlikely to be built into the organizational structure,
One the individual chooses to become part of the organization he relinquishes
some features of individuality and becomes part of the organization.
However, in a so-called voluntary organization, such as a labor union, the

raison d'etre is the membership itself. And whatever goals may be defined

are likely to be the goals as defined by the membership at large and not

371bid., pp. 50-51.

38Robert Michels, op.cit.

39Robin Williams, Jr., op.cit., Chapter 6, '"American Economic
Institutions."
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the profit motive of a legitimized controlling elite. This distinction
appears to be crucial since the concern with democratic processes is
consistently directed at large-scale labor organizations and not at
large-scale corporate organizations. In other words, autocratic control
in business organization is legitimized while the same form of control
is looked upon as a dangerous trend in unions.40

1. Character of "Big Unionism"

To Saposs, '"the cardinal and irrevocable principle of Voluntarism
dictated that the worker must be taught to rely exclusively on his trade
union for the promotion and protection of his interests in connection
with his job."41 In this respect the individual member had to be made
to depend upon his union to safeguard his personal interests and not on
any other organization, political or governmental. Though voluntarism
is not the central emphasis in union philosophy today, the reliance of
the worker upon the union is still a major theme. Thus, along with the
growing pains characteristic of large-scale organizations, unions have
had to broaden their sphere of interest for the benefit of their member-
ship. Thus, two kinds of adaptive changes are discernable in the trade

union movement: structural changes, and functional re-orientation. The

structural changes which have occurred have generally been in the direction

40Henry Simons, ''Some Reflections on Syndicalism," Journal of
Political Economy, (March 1944), pp. 1-25,

41David J. Saposs, "Rebirth of the American Labor Movement,' from
IRRA, Proceedings of Eighth Annual Meeting, edited by L. Reed Tripp,
(New York City, December 28-30, 1955), pp. 16-17.
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42
of an emulation of the managerial, vertical organizational hierarchy.

To increase their bargaining power, unions have seen the need to create
and set up functionaries of equal expertise to those in the management
hierarchical structure. Thus, also, unions have developed a refined
bureaucratic order with a status system quite similar to other business
organizations. Certainly the general value orientation toward efficiency
is like that of management. Administrative practices, the system of
accounting, orderliness, and economic utilization of time and resources
all reflect the union's recognition of the need for efficient manage-

43 Thus, the highly bureaucratized structure

ment of the organization.
that produces an efficient and integrated machine is not only management's
standard of operation but typical of American unions today.

There are two significant structural changes discernable in this

kind of value orientation. The increased tendency toward centralization

of authority and the fact of increased size. Centralization not only
made it possible to maximize bargaining power but also enabled the union
to do its own police work and '"house cleaning.'" Unions also have almost
thoroughly accepted the value of 'bigness' and thereby have attempted
to develop a broader base. In keeping with this, they have attempted to

organize crafts throughout a relevant competitive labor and product market

42John R. Coleman, "The Local Industrial Union in Contemporary
Collective Bargaining," from IRRA, Proceedings of Eighth Annual Meeting,
edited by L. Reed Tripp, (New York City, December 28-30, 1955).

431pid., p. 278.
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area.44 These two structural changes have brought about outstanding

changes in the industrial relations scene -- a reduction of the number
of independent unions and a tremendous increase in the scale of oper-
ations for the existing unions. This particular point has been expressed
many times but perhaps with greatest emphasis by Henry Simons.45 In
this same theme, Pierson more recently concluded that unions' use of
the power inherent in their size has significantly affected the industries
within which they operate.46

Functional re-orientation merely reflects the union's consistency
in its desire to maintain the worker's dependency upon the union for
the protection of his interests. In this respect unions have broadened
their scope to include activities fairly well removed from 'bread and
butter" goals.47 To the extent that unions have tended to increase
their sphere of influence upon the membership to include a larger part
of the worker's life plans, it becomes increasingly important to ask the

following question: To what degree does the individual worker have the

power to decide how the union is to be run and what its goals are to be?

44yvark L. Kahn, '"Contemporary Structural Changes in Organized Labor,"
from IRRA, Proceedings of Tenth Annual Meeting, edited by Edwin Young, (New
York City, September 5-7, 1957), pp. 171-179.

See also John T. Dunlop, "Structural Changes in the Labor Movement and
Industrial Relations System,' from IRRA, Proceedings of Ninth Annual
Meeting, edited by L. Reed Tripp, (Cleveland, Ohio, December 28-29; 1956),
pp. 12-22, Mr. Dunlop discusses here the setting up of bilateral agreements
between national unions to eliminate the problems of jurisdictional disputes.

45Henry Simons, op.cit.

46Frank C. Pierson, '"The Economic Influence of Big Unions," The
Annals of the American Academy of Political and Social Science, {January
1961), ppo 96‘1070

47Harold Wilensky, op.cit.
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Curiously enough, the membership themselves have not expressed a strong
concern with the issue of internal democracy.

In relation to the concern with unions and their impact on the
economy, the more frequent critiss are to be found among businessmen,
legislators, and academicians. These people are concerned primarily
with the general question of who controls the union. Unconsciously per-
haps these men have not been able to visualize any kind of structural
alternative to democratic process apart from that which emulates the
traditional town-hall meeting. True, they have allowed for some changes
as may be seen in the concern with the two-party system.48 This is so
only because they see in this two-party system (or perhaps even a multi-
party system) opposition and threat to office-holders which prevents
autocratic control on the part of those in power. On the other hand,
where there is a one-party system, these people choose to emphasize the
general apathy of the membership as portending imminent autocratic control
and overlook other possible mechanisms which may result in leadership
values not far removed from those of the general membership. So long
as such formal mechanisms as conventions, elections, etc. exist, the
so-called facade of democracy may not be entirely what Blau refers to
as "symbolic gesture."49

2. Decision-making Process and Democratic Action

There appears, however, a prevailing opinion that, in spite of

48For example see Seymour Lipset, Martin A. Trow, and James S.
Coleman, Union Democracy: The Internal Politics of the International
Typographical Union, Glencoe, Illinois: The Free Press, 1956.

49Peter M. Blau, Bureaucracy in Modern Society, chapter on ''Bureau-
cracy and Democracy,'' New York: Random House, 1956.
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union leadership declarations of faith in democracy, no more than lip
service is being paid to the idea of democratic rule. Indeed, this
opinion rests upon the theme, as cited above, of the absence of rival
centers of power (political parties) which are seen as the necessary

ingredient for democratic processes.50

The International Typographical
Union; which has a two party system in operation, is often introduced

as a prime example of a priwvate organization truly run by a democratic
ideology.51 Magrath, not able to reconcile the size of large-scale
organization and the ideal democratic process, perceives democracy as
operational only at the local level.52 Roberts concludes that even
locals have grown into units too large for the '"successful preservation
of democracy."53 But the charges made here do not condemn the present
state of all union governments as being undemocratic., In fact they do
concede, that there is generally what might be referred to as individual

democracy.54 This is specifically to mean that individual members do

have the right to elect their leaders, to decide on issues of policy by

50B. C. Roberts, Unions in America: A British View, chapter 3,
"Union Democracy,' Princeton, New Jersey: Industrial Relations Section,
Princeton University, 1959.

518. M. Lipset, Martin A. Trow, and James S. Coleman, op.cit. See
also: S. M. Lipset, '"Democracy in Private Government,' British Journal
of Sociology, 3 (1952), and '"Organizational Democracy in a Trade Union'"
in Political Behavior, edited by Heinz Eulau, Samuel J. Eldersveld, and
Morris Janowitz, Glencoe, Illinois: The Free Press, 1956.

52Peter C. MaGrath, 'Democracy in Overalls: The Futile Quest for
Union Democracy,' Industrial and Labor Relations Review, 12 (July 1959).

53

B. C. Roberts, op.cit., p. 4l.

548, C. Roberts, op.cit., pp. 33-34.
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majority rule, etc. However, according to Roberts, they do not have

the right to combine in any organized group to exercise these functions.55
As Roberts explains it, practices prohibiting the formation of organized
rival groups result from the fear that organized opposition may tear the
union organization apart. The consequence, of course, being a debilitating
effect on bargaining power. But Roberts is apprehensive of this kind

of prohibition because it may well present what he defines as a greater

danger -- that of "entrenching a leadership that is unpopular, in-

- 56 .
efficient, and even corrupt.” Organized or formalized opposition

seems to be the magical word. However, in this formulation of the
problem only one significant reference point is involved -- the relation
of the worker to his union. But for the worker (and leadership in the
union) it is not only this particular relationship but that with the
employer which is important. The history of trade union opposition lies
in the too recent past for the worker to want anything which might reduce
the countervailing influence of the union.

Given the conditions under which the worker views his union, it
appears that not only may the tradition of democratic ideals affect the
structure of the organization, but the external factors that gave rise
to the organization also modify the conception of what form union
structure will take. The conditions that enabled the International

Typographical Union to establish and maintain a democratic two party

351pid.

561pid.
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system appear to be unique to this particular union.”’

One condition
was its strong position in the printing industry -- thus less time and
energy was directed toward struggling with the employer and more time
was devoted to developing the internal machinery of union government. The
second condition was that the I. T. U. was formed by the combining of many
strong and independent locals. Here was a ready-made rivalry for organi-
zational control. Thirdly, the printers are a special class of workers --
they enjoyed a fairly high income and developed a more serious identifi-
cation or involvement in their work. Thus, changeover in leadership
held no serious status diminution on the part of the defeated party =--
return to the shop was not an unbearable humiliation for the I. T. U.
official. This certainly is not true of most other unions. Finally, the
I. T. U. had developed a widening sphere of peripheral activities within
the organization so that even apathetic members do find something of
personal interest., These activities, then, build an interest in gener-
al union activity. Thus, from a traditional democratic base, the I. T. U.
through some unique features of its external relationships, was able to
develop into a unique type of union government.

But what of those unions with less fortunate earlier experiences?
Most industrial unions have a history of violent conflicts with management.
Their growth, up until recent years, was through their own organizing of
those yet unorganized, and not through amalgamation of independent locals
and there was and still is a significant status difference between full
time union work and factory work. Under these conditions, is it possible

that these unions should develop in a fashion identical to that of the

>Tpeter M. Blau, op.cit., pp. 112-113.
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I. T. U.? What seems more reasonable is to expect varying patterns of
organizational structure even though there may be the same historical
tradition of democratic ideals.

The town-hall model not being feasible for present day large-scale
organizations, what are the structural alternatives possible which may
also produce democratic processes, given the extenuating factors of the
particular industrial climate? A two-party system is one type of formal
structural guarantee of democratic processes., The true merit in the
system is the formal guarantee that insures the relative stability of
these processes, The foundation stone, however, is not the system but
the provisions which formally guarantee that the system will function and
that people will be active in the organization who value the democratic
traditions inherited from the past. No less meritorious in principle
are those constitutional provisions in other unions which structure their
internal relationships in terms of the industrial climate but consistent
with membership desires. Thus, those unions which depend uponthe convention
have come upon, according to their estimation, an effective substitute for
the meeting of the entire membership. The convention then is a quasi-town
hall meeting. It represents the embodiment of the sovereign power of the
general membership when in session and is not merely a legislature in
session.58 In theory, the executive body of the union is merely a committee
of the membership as embodied in the convention. The membership as em-
bodied in the convention has, in fact, the delegating authority to legiti=-

mize the exercise of power after the convention is dissolved. While the

58Grant McConnell, "The Spirit of Private Government,' The American
Political Science Review, (Sept. 1958), pp. 756-757.
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convention is in session, leadership theoretically serves as an extension

of the role of a moderator at a group meeting.59

The leadership has no
authority during this period, to constitute independent action. Only
the mandate of collective decision is the final word. The charge that
the union convention is '"'little more than an organized claque"60
depicts the vulnerability and susceptibility of large-scale organizations
to certain unethical practices. It certainly is an unfair charge to
describe all such conventions as mere comic operas. In some instances,
oligarchic tendencies have led to corruption and exploitation for per-
sonal gains., In most unions this is not the case.

This vulnerability of union organizations emphasizes the need for
individual responsibility, i.e., leaders should be cognizant of their
responsibility and should act in accord with ethical standards necessary
for representing the interests of their constituents. The structural
guarantees, be they party systems or delegate-convention systems without
formalized opposition are only as effective as the leadership quality
permits. In this respect then, the recruitment of competent leadership
becomes an important task. And it is upon the active local members that
this source of union vitality is most highly dependent.61

Taking account of the considerations above, a preliminary definition

of union democracy will be attempted. The distinction made by Parsons

1bid., p. 758.

60, . Roberts, op.cit., p. 40.

61George W. Brooks, The Sources of Vitality in the American Labor
Movement, New York School of Industrial and Labor Relations, Cornell
University, Bulletin 41, (July 1960), p. 7.
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between the different decision-making processes in large-scale organi-
zations permits a reconciliation of the apparent contradiction of
democratic processes within a bureaucratic structure. As mentioned

earlier, policy-decision making is the important factor which must

remain in control of the membership at large. Once policy-decisions are
made by the constituency, key functionaries may be assigned to make

allocative-decisions and co-ordinated-decisions to maintain a structure

of relative efficiency. It must be emphasized that it is through their

own policy-decisions that the constituency relinquishes its rights so

that policies instituted may be implemented by these key functionaries,
This framework permits a broad definition of the concept democracy
in which varying types of structural guarantees may be obtained.

Democracy is defined in this study as: Decision-making by those who,

in the end, are affected by the decisions. Proceeding with this defini-

tion the study of any large-scale organization requires the following

question: How are policy-decisions made? This approach avoids a rigid

adherence to a single theme such as organized conflict, participation,

etc, It recognizes the existence of structural alternatives that may
fulfill a democratic value orientation. As one author puts it, ''Democracy
is a dynamic idea . . . It must continually work out new patterns appropriate

to changing circumstances."

D. Studies of Union Democracy
Michels' hypothesis of the "iron law of the oligarchy" seems to

have resulted in the casting of many a doubtful glance toward labor unions.

62Clinton S. Golden, '"New Patterns of Democracy,'" The Antioch
Review, 3 (Fall, 1943), pp. 391-404.
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Thus, in the past decade or so this hypothesis was used as the point of
departure for many studies of democracy in unionism. Lipset tried to
probe into the psycho-social background of working class people that
made them susceptable to such movements.63 According to Lipset, working
class people are primarily concerned with short-run problems of survival
rather than long-run social and economic trends. Working class people
(here identified as low status groups) are more likely to have a lower
educational level than those of higher socio-economic status. This
limitation tends to impel them toward association with others of similar
background thus creating an atmosphere of limited experience, sophisti=-
cation, and understanding of others different than they are. These
characteristics, then, tend to produce a narrow perspective whereby
politics, personal relationships, etc., are viewed in simple black or
white terms, where actions are based upon impulse rather than reflective
appraisal, where talk and discussions are looked upon with impatience,
where interest is lacking in organizations that offer a long-range program,
and where there is ready response to certain leadership types and ex-

tremist m.ovements.64

A significant consequence of these features is

that they are associated with low levels of political interest and involve-
ment, This certainly ties in well with Michels' thesis, In the same
theme, Herberg perceives a systematic narrowing of democracy within the

labor organization. '"As long as things go well the average union member

doesn't want self-government and is annoyed and resentful when an attempt

63Seymour Martin Lipset, ''Democracy and Working-Class Authoritar-
ianism," American Sociological Review, 24 (August, 1959), pp. 482-501.

Galbido ) pp. 495"496 O
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is made to force its responsibilities upon him. What he wants is pro-

65 Summers feels

tection and service, his money's worth for his dues."
that even the law could not decree democracy since apathetic members
cannot be compelled to action nor indifference transformed into interest
. . 66 ,
in union government., To him, the most that the law can do is to safe=-
guard certain basic rights essential for the life of union democracy and
to encourage those institutions which give it vitality.67 In this
respect, the labor movement itself must assume the responsibility of
strengthening union democracy. The values held by union leaders have an
important bearing upon whether this responsibility is exercised. Lipset,
in expounding the virtues of the two-party system in the I. T. U,
emphasized the importance of leadership roles.
""The leaders on each side attempt to bring into their party
any union member who seems to have leadership ability and
has won a personal following. At the local level, the party
leaders look for individuals who have proven themselves in
their shop unit, the chapel, while at the International
level, party leaders attempt to win over convention dele- 68
gates from small locals where the party system is not strong."
Pierson, though recognizing several conditions in modern trade union-

ism which work against democracy, still notes some forces tending to pro-

. 69 .
duce union democracy. First of all, he reports that the democratic,

65Wi11 Herberg, ''Bureaucracy and Democracy in Labor Unions,'" The
Antioch Review, 3 (Fall, 1943), pp. 410-411,

66Clyde W. Summers, '"The Usefulness of the Law in Obtaining Union
Democracy,' Monthly Labor Review, 18 (March 1958), pp. 258-259.

67Clyde W. Summers, ''Legislating Union Democracy,' from IRRA,
Proceedings of Tenth Annual Meeting, edited by Edwin Young, (New York City,
September 5-7, 1957), pp. 228-239.

8Seymour M. Lipset, '"Democracy in Private Government,' British
Journal of Sociology, op.cit., p. 51l.

69Frank C. Pierson, "The Government of Trade Unions,'" Industrial
and Labor Relations Review,l(July 1948), pp. 594-596.
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idealistic tradition still exerts a powerful influence in decision-making.
Union officials are aware of this and many do respond to the mandates of
the membership. Second, there is the threat of rival groups emerging to
challenge the in-group. Structural guarantees like conventions and
elections may provide the wedge for rivalries or political machines.
Reynolds raises the question of what is meant by ''democracy' when applied
to a trade union.70 He is not sure what standards we might use to determine
how closely a union approximates the democratic norm. It appears to him
that the existence of key structural requirements such as general suff-
rage, free election of legislators and control by legislators over
expenditures of funds and other executive actions are met in most unions.
Though he recognizes the basic weakness of indirect elections, he never-
theless emphasizes that their affect may be that the self interest of
leaders are canalized in directions beneficial to the membership.

what is apparent and most significant in these remarks is that
democracy appears to be possible within the framework of large-scale
organization but it is meaningful only to those active in the union move-
ment. Most studies of large-scale organizations have centered around the
theme of rule or power as emanating from the top down. Eby expressed
concern over the 'drip effect' of union programs where leadership seems
to be generating ideas and decisions for an apathetic group of followers.71

He further suggested that a ''percolator effect' be generated whereby,

70Lloyd G. Reynolds, ''Discussion,” in section of Postwar Labor Rela-
tions, The American Economic Review, 36 (May 1946), pp. 380-381.

7lKermit Eby, "The 'Drip' Theory in Labor Unions," The Antioch
Review, 13 (March 1953), pp. 95-102.
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instead, these ideas and decisions flow in the reverse direction.
Structurally, Eby suggested that even status differentials should be
minimized to the effect that democracy as an ideal may not be merely a
propaganda line but truly a '"plumb-line'" for organizational vitality.72
But by implication, the '"percolator effect'" makes a plea for the awakening
of the apathetic mass at the general membership level. One thing Eby did
not consider and which seems to be part of the thesis is that leadership
recruitment itself may be part of the '"percolator effect." It may be
sufficient that within the local there may be a seed-bed of active union
members who are the generating force leading the membership at large.

This to Brooks, is one of the sources of vitality in unionism today.73
Lipset also mentions the '"party activists' who do not seem to be motivated
by hope of gaining some union office. These are people with relatively
little talent for leadership but are active participants and help spread
the news around. These are people essentially interested in politics and
who like to be "in on things'" and near the center of power activities.
Certainly this is not unique to the two-party system. What is important
here are the structural provisions that make it possible for "actives" to
participate in this manner. But given this basic guarantee, the motivation
to participate must come from the individual himself. As one active

member said, after contemplating resignation from a Union Education

Committee due to lack of membership interest and participation, '"you can

72Kermit Eby, '"Organization, Bureaucracy, Loyalty,' The Antioch
Review, 15 (June 1955), pp. 202-203.

73George W. Brooks, op.cit., pp. 7-8.

748. M. Lipset, '"Democracy in Private Government,'" op.cit., p. 51.
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bring water to them but you can't make them drink it."
l. Focus on Rank and File Participation.

Most studies of union democracy have concentrated on rates of
participation in the locals. Tannenbaum and Kahn, not necessarily working
on the theme of democracy, analyzed and compared locals composed of what
they defined as '"active" and "inactive" members.75 The measurement of
the union member's activity in his local was based upon a '"participation
index" composed of six items: 1) number of regular union meetings
attended; 2) number of special union meetings attended; 3) number of things
done at the meetings; 4) holding union office; 5) membership on union
committees; and 6) voting behavior during the last union election for
officers. In terms of organizational structure, the locals with a greater
proportion of "actives'" demonstrated a more predictable kind of behavior.
At least shared norms were perceived. However, the study takes primarily
a narrow view of the problem since less emphasis was placed on the struc-
ture of roles and more on the statistical analysis of local participation.
Miller and Young tried to probe into the social-psychological aspects of
participation.76 Their study of the members of six locals in Columbus,
Ohio revealed that many of them were little interested in the day-to-day
routine functioning of the union. Family affairs and other interests

loomed as more important than union meetings for these. people. However,

7SA;rnold S. Tannenbaum and Robert L. Kahn, Participation in Union
Loeals, Evanston, Illinois: Row, Peterson & Co., 1958.

76Glenn We Miller and James E. Young, 'Member Participation in the
Trade Union Local: A Study of Activity and Policy-making in Columbus,
Ohio," American Journal of Economics and Sociology, 15 (Oct. 1955),
ppo 31-47 .
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the study revealed a small, hard core of active unionists who accepted
the union and were emotionally involved in the union movement. More
important, those who displayed little interest in union activities do,
on the other hand, express loyalty to the idea of the union as an
institution. In times of stress, such as strike actions, these appar-
ently apathetic members do support the union. When the '"threat'" once
again subsides, they tend to revert back to their old complacency.77
During these periods of normalcy, the union looks toward the hard core
activists for support.

Kyllonen found positive relationships between level of union
activity and wage level rise, length of time in union, best production
ratings and high supervisor rating on workers quality of work. In
addition, the following social characteristics differentiated the actives
and inactives: the single are more likely to be active than the married,
those married and with children are less likely to be active than those
married and without children, and those with more visiting of or by
relatives are less likely to be actives than those with less visiting
of or by relatives,

The author also found a positive relationship between social
activities and attendance of union meetings. Those who play cards more
often were more likely to attend union meetings than those who play less
cards. In addition, greater church attendance, more regular visits to

town, and fishing more often with others were related to greater union

771pid., p. 47.

78Toimi E. Kyllonen, "Social Characteristics of Active Unionists,"
American Journal of Sociology, 56 (May 1951), pp. 528-533.
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attendance.79

Spinrad listed three major variables associated with union parti-

cipation: Objective features, such as job and residence; Personal

association, such as contacts; and QOrientations, such as job satisfac-

tion.80 These variables support and supplement some of the findings
reported above.

On the whole, participation in union activities on the part of the
membership has been notoriously poor. And it is upon this fact that
most of the claims for the demise of democratic processes in American
unions have been based. 1In response to these attacks, the unions them-
selves have made attempts to encourage member participation.81 However,
Tannenbaum does not believe that participation is an absolute requisite

to determine level of membership control.82

He points to the signifi-
cance of the informal mechanisms of control outside of the meeting hall.
Informal representation may occur among groups of friends or associates
at the shop level. This is defined by Kovner and Lahne, as sample

representation.83 The formal meeting is essentially a meeting of activists.

I21bid.

8OWilliam Spinrad, '""Correlates of Trade Union Participation: A
Summary of the Literature,' American Sociological Review, 25 (April 1960),
PP. 237=244,

81Don A. Seashore, 'The Nature of Union Attempts to Encourage Member
Participation,' from IRRA, Proceedings of Tenth Annual Meeting, edited by
Edwin Young, (New York City, September 5-7, 1957), pp. 180-191.

82Arnold S. Tannenbaum, '"Mechanisms of Control in Local Trade Unions,"
British Journal of Sociology, 6 (1956), pp. 307-311,

83Joseph Kovner and Herbert J. Lahne, ''Shop Society and the Union,"
Industrial and Labor Relations Review, 7 (1953), pp. 3-1l4.
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These authors feel that the shop society does manifest '"participation'
whereby the active and passive members do relate to each other. 1In
addition, Tannenbaum raises the question of members making the distinction
between crucial issues and those of less relevance. For instance, in one
study a decision on strike action was participated in by 72 percent of the
membership. On the other hand, when it came to deciding on bargaining
demands, only 40 percent of the group represented the entire membership.84
Seidman also emphasizes the need for membership participation for effec-
tive democracy and is apprehensive about the possible domination by .a

85

small cohesive group of leaders and active members. However, Coleman

believes that members' interest in democracy is tempered with both a
certain amount of apathy toward means and an admiration for efficiency.86
In his interpretation, the members do not necessarily have an interest

in democracy either exclusively or principally. Indeed, as Selekman
says, the union is not an idealistic organization nor a revolutionary
one.87 Its aims are primarly practical and thereby revolve around
economic gains. Accoring to Coleman, the significant point to remember,
however, is that the members do have a sufficient interest in democracy

to be a compelling influence upon leadership to conform to democratic

88 .
practices, Rosen and Rosen, in a study of business agents found that

841bid., pp. 308-309.

85J0e1 Seidman, Democracy in the Labor Movement, New York State
School of Industrial and Labor Relations, Cornell University, New York,
Bulletin 39 (February 1958), pp. 20-22,

86John R. Coleman, '‘The Compulsive Pressures of Democracy in Unionism,"
American Journal of Sociology, 6 (May 1956), p. 523.

Benjamin M. Selekman, '"Trade Unions -- Romance and Reality,"
Harvard Business Review, 36 (May-June 1958), pp. 76-90.

881pid.
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these people were motivated to do a good job by group pressure.89 From
the agent's point of view, satisfying the members was a crucial part

of his job and he realistically knows that the growing size and com-
plexity of his union create barriers that make it almost impossible to
consider each individual's personal problems. What is involved here

is the important dimension of democratic process -~ leadership recogni-
tion and response to membership desires.

All in all, if level of participation is to be made a principal
issue in regard to democratic process in the union, the future of
democratic unionism is dim indeed. According to Seidman, '"One cannot
realistically anticipate a sharp rise in meeting attendance in most
unions in the forseeable fut:ure."g0 He presents three factors that are
likely to play an important role here: 1) most of the members, though
highly valuing their union, are not interested in the daily routine
business affairs; 2) growth of bargaining units and the spread of
pattern bargaining have reduced the importance of the business that
the local can transact; and 3) increasingly, other leisure time activi-
ties compete with union meetings for the members' free time.91 In
addition, Seidman reminds us that virtually all other types of organiza-
tions (especially voluntary organizations) have low levels of attendance.

This, then, should not be cited as a unique defect in the trade union

89Hja1mar Rosen and R. A. Hudson Rosen, "The Union Business Agent's
Perspective of His Job," Journal of Personnel Administration and
Industrial Relations, 3 (July 1957), pp. 49-57.

90

Joel Seidman, Democracy in the Labor Movement, op.cit., p. 21.

ypid., pp. 21-22.



235t ¢
iy

NN N T
Dirtaxg



36

organization. Here, we might aptly cite Brooks:
On the contrary, it is merely evidence that the members
are exercising their inalienable right to be indifferent.
Abstention is one of the most useful devices by which
voluntary democratic organizations are controlled, and
to regard attendance at union meetings as some kind of 2
index of the health of a union is very far from the mark.
2. Theme of Internal Conflict
The significance of rank and file apathy in discussions of union
democracy lies in the relationship postulated between institutionalized
opposition and accountability of leadership. Fisher and McConnell, like
Lipset, feel that constitutional provisions such as freedom of speech,
non-discrimination for reasons of race, creed, sex, or citizenship,
honest elections, etc., will not be implemented unless they are associa-

n93 The central theme here is the

ted with "political institutions,
importance of conflict formalized by a competitive party system. To
these authors, this method, and only this, has proven to be a sufficient
check to autocratic control, In citing the I. T. U. as the prime example
of a democratic union, these authors imply that this union is the demo-
cratic exception in the labor movement. However, at the same time, they
fail to demonstrate that other unions, such as the U. A. W., with no

such formalized conflict system are essentially undemocratic in form.

The statement that only institutionalized conflict produces accountability

remains an assumption and not an empirically validated generalization.

92George Brooks, The Sources of Vitality in the American Labor
Movement, op.cit., pp. 5-6.

93Lloyd H. Fisher and Grant McConnell, "Internal Conflict and Labor
Union Solidarity," in Industrial Conflict, Arthur Kornhauser, Robert
Dubin, and Arthur M. Ross, New York: McGraw-Hill Book Company, Inc.,
1954, pp. 132-133,
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It should be noted, first of all, that '"political institutions'" or

simply conflict groups are sociologically emergent phenomena rather than

mandated structures. As described above, the two-party system within

the I. T. U. emerged from a unique historical development within this
union and the printing industry. No constitutional provisions can create
opposition where none exists. 1In the complete absence of value conflict,
a democratic organizational structure would, in fact, not be necessary to
achieve congruence between organizational and membership goals. Where
conflict exists, it may be, as MaGrath suggests, that organized opposi-

94 The

tion is the most reliable way of securing accountable rulers.
question of whether this is the only way remains unanswered.
The two variables, opposition and accountability, may be viewed in

the following manner:

(1) OPPOSITION may be either:
diSperSed. ceeceeeOrcecsccoon .institutionalized;

(2) ACCOUNTABILITY of leadership may be either
highoooooocoor‘ooooooolow

The two variables may then be related in the following manner:

Institutionalized
z
O
—
H
n
g
[
o
Dispersed
Low High
ACCOUNTABILITY
94

Peter C. MaGrath, Industrial and Labor Relations Review, op.cit.,

p. 521,
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Ideally, institutionalized opposition fairly well guarantees high
accountability. This accountability then makes for a responsible leader-
ship and thus a highly democratic organization. Two basic weaknesses
appear in this argument: 1) the assumption that responsible leadership
is primarly a dependent variable; and 2) the assumption that the only way
of achieving responsible leadership is through institutionalized opposi-
tion., Even partially accepting Michels' thesis that those in leadership
roles eventually develop goals unique to their immediate interests and
apart from that of the organization, we cannot exclude from consideration
leadership orientation to democratic or autocratic values, Highly
institutionalized opposition may increase the probability for accountability
but this need not mean that dispersed opposition or even the absence of
opposition eliminates the possibility of accountability. 1In a study of
leadership behavior, Ferenc Merei found that when a leader is confronted
by a group with its own basic tradition (e.g., a democratic tradition)
his social influence is relatively weak vis-a-vis the group's although he
may have much stronger influence than any one member confronted singly.9
With leadership also committed to democratic values, it may be highly
sensitive to membership reactions and, even with a non-institutionalized
state of opposition, accountability would very likely be high. We might

inject The Thomas Theorem at this point: '"If men define situations as

real, they are real in their consequences."96 Such being the case, given

95Ferenc Merei, "Group Leadership and Institutionalization,'" in
Eleanor E. Maccoby, Theodore M. Newcomb, and Eugene L. Hartley, Readings
in Social Psychology, New York: Henry Holt and Company, 1958, pp. 522-532.

96Robert K. Merton, Social Theory and Social Structure, chapter 11,
"The Self-Fulfilling Prophecy," Glencoe, Illinois: The Free Press, 1957.
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the basic guarantees of freedom of expression, etc., any rumbling of
discontent may result in highly responsive action no matter in what form
this opposition may be. On the other hand, no matter how institutional-
ized the opposition, leadership, if not committed to democratic values,
may still challenge the relative strength of the groups by refusing to
respond readily to symptoms of discontent.

In conclusion, it appears evident that, given the traditional
guarantees of democratic processes, large-scale voluntary organizations
can operate basically in a democratic fashion in spite of their bureau-~
cratic structure. However, recognizing that each organization, in its
evolutionary growth, has unique experiences, the central question to pose
seems to be: What alternative forms are there that might assure member-
ship participation in policy decisions? Since accountability seems to be
the central issue in democratic processes, most of the scholars in the
field have emphasized the '"political institutions' aspect or what might
be defined as organized or institutionalized opposition. More specifically,
a truly democratic system is defined as one with organized opposition
parties with each party being a constant threat to the other for the
control of the organization. Since parties or organized opposition are
emergent phenomena rather than mandated structures, their existence
appears to be almost a fortuitous event. What of those organizations
without the benefit of such "political institutions?'" It seems that an
organizational structure in which policy decisions are made by delegates
to a constitutional convention meeting at regular intervals may at least
provide a framework for democratic processes. This is possible to the

extent that leaders value democratic processes and that channels are
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open for sentiments from the membership (locals) to flow upward
(pexcolator effect). So from this perspective, how democratically

a union operates is determined by the degree to which their sentiments
are channelled (perked) up to the International body and have a bearing
upon the formulation of policy. This dissertation is concerned primar-

ily with some aspects of this process in the U. A. W.



CHAPTER II

THE STATEMENT OF THE PROBLEM

I. Concerning the Structural Forms of the Convention

Introduction: Unions, on the whole, being representational

organizations, still claim to be democratic., 1In the light of the many
unique experiences to which particular unions have been subjected, it
would seem realistic to expect, however, varying orientations regarding
the structural forms of union organization which may result in democratic

processes, Tannenbaum and Kahn have recognized the forces impinging upon

the union that in some measure determine its orientation.97

"It follows that the internal structure of the union must be
designed to meet such demands, and the internal processes of

the union paced to such external requirements. To this extent,
the internal structure and character of the union can be properly
considered the creature of its organizational environment.,

This organizational environment may foster or frustrate union
democracy at the local level, may facilitate its growth or

permit it to occur only as a kind of internal tour de force.

It may be, for example, that the larger community often urges
upon unions two kinds of demands which are not wholly compatible:
that unions take a restrictive view of their functions and areas
of interest, and at the same time that they maintain a sophisti-
cated and effective kind of internal democracy. Yet internal
union democracy may thrive best in a union which is oriented
toward broad issues of social welfare and attempting to contribute
to the community in these terms as well as by way of the specialized
function of collective bargaining. The management or community

or nation that places a positive value upon union democracy must
ask itself to what extent it contributes to an organizational
environment in which democracy will grow.'

97 prnold S. Tannenbaum and Robert L. Kahn, Participation in Union
Locals, Evanston, Illinois: Row, Peterson and Co., 1958, pp. 236-237.
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From the perspective of the trade unionist, there might be greater need
for militancy in the light of a "hostile world" or a broadening of the
union's orientation in response to a "mature relationship" with these
external forces. Depending on the particular perspective taken by the
trade unionist and other unique experiential factors, it becomes under-
standable that, given a democratic ideological orientation, alternative
structural forms for implementing democratic values have emerged. Any
model for democracy in trade unions should, however, have at least the
following elements: 1) citizenship and suffrage; 2) opposition;
3) participation; 4) forms of representation; and 5) due process.
Citizenship, suffrage and due process are procedural guarantees spelled
out explicitly in most union constitutions., Opposition and participa-
tion are implicit in the procedural guarantees. Thus, the freedom of
self-expression and the regular election procedures for selection of
officers imply free participation and the right to agree with or oppose
those in office regarding whatever issue is at hand. None of the union
constitutions so far as can be seen, nor even the constitution of the
United States, define the structural form of the opposition. The crucial
aspect of formal organization, then, is not whether opposition is insti-
tutionalized but whether barriers exist for such sociologically emergent
phenomena. If no such barriers exist, then the degree to which opposition
is institutionalized is hinged on situational factors and the social-
psychological character of the group. Forms of representation are especially
important in the light of the mass character of organizations today.

This study, then, conceives of democracy as a type of decision-making
process with various structural alternatives whereby common substantive

goals may be achieved but, basically, where decisions are made by those who
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are affected by the decisions. In this way the study of any large-scale
voluntary organization may be approached in terms of the consideration
of its unique structure and how this particular structure facilitates

or inhibits democratic processes.

A. The Role of the Convention in Trade Union Democracy
In most trade union governments the primary policy-making structures

are the convention and the executive board or council. A survey of the

literature on trade union government reveals that hardly more than scant
attention has been directed to these bodies. Studies of trade union
democracy, though concerned with such things as control of the executive,
appeals procedure, self-regulation, and certain other rights of membership,
have failed to focus on the policy-making structure per se. This deficiency
is unexplainable since the character of the mechanism provided for arti-
culation of the memberships' expressed desires, and the process through
which leadership is made accountable to the membership would appear to

be crucial in establishing the extent to which a union is functioning
democratically.

The concern of this study is with the convention and, more speci-
fically, with the role of the convention delegate. The assumption here is
that a democratically ordered convention which functions as a policy-
making body is among the strongest safeguards for democracy in union govern-
ment ., Blau98 differentiates six types of '"structural effects'" upon indivi-

dual behavior. These '"structural effects" are essentially common values

98Peter M. Blau, "Structural Effects,' American Sociological Review,
25 (April 1960), pp. 178-193.
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and norms of the group. The important aspect is the influence that
structure has upon individual behavior. Here group norms and values
are differentiated from individual norms and values and the pressure

of the former upon the latter is revealed as a strong determinant of
behavior. The existence of democratic structures (e.g. conventions)
within a bureaucratic organization may help produce behavior consistent
with a democratic idealogy.

Although, as Michels states, the danger always exists that leader-
ship may exploit the masses through their control of key positions, this
danger can be lessened through '"communication'" between these two dis-
tinct groupings. The role of the convention delegate in this process
may be analogous to Loomis' '"'systemic 11’.nkage."99 The delegate to the
convention may be viewed as the link between two distinct groupings
(locals and the International) through which is channeled what Loomis might
call democratic sentiments. Thus, instead of developing ends other than
the group goals, leadership may be oriented toward common values and norms.
The systemic link thereby provides a mechanism for identification with
and accountability to the membership. The contention here is that the
degree to which the convention exhibits a democratic atmosphere will depend
to a considerable degree upon the role orientation of the convention dele-
gates who form the actual link between the two systems. The delegate, as
a significant figure among the "actives' of local union government, trans-
mits the general sentiment of the membership at large to the greater

policy-making body. This indirect procedure of decision-making through a

9Charles.P. Loomis, "Systemic Linkage of El1 Cerrito," Rural
Sociology, 24 (March 1959), pp. 54-57.
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body with authority to establish policies makes the delegate role a
crucial one in union government. 1In spite of the various exhortations

of campaign orators and other so-called champions of freedom, neither

the citizen in a mass society nor the rank and file member in a large
union play a dominant role in determining the character of national

and union political processes. The political process is shaped by

people in leadership positions either in the informal sense (influentials)
as opinion leaders or in the formal sense of having the authority of
office. This was probably the case in the New England town meeting as
well as in contemporary, large scale organizations. In any kind of social
organization there must exist a structure of leadership =-- formal or
informal. There will also almost inevitably be "active' participants and
"passive'" participants -- those seriously concerned with certain problems
and those indifferent and apathetic. It is also undoubtedly a rare
occurence that everyone really has the change to express himself on all
issues beyond the casting of his vote. 1In short, allusions to the tradi-
tional townhall meeting as the epitome of democratic process probably over
estimate the degree of influence of the individual citizen even in this
relatively uncomplex decision-making system.

The proposition here is that a necessary condition for a union to
function democratically is the existence of a core of localleaders capable
of and willing to articulate local interests and committed to a democratic
value orientation. The delegates to the convention, at least in the U. A. W.,
are drawn from the general membership and to a large degree they constitute
this core of local leaders. Though this study focuses upon the U. A. W.
convention, it has a broader significance. A democratic society such as

ours is typified by many so-called voluntary associations =-=- political
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parties, co-operatives, professional organizations, bureaus, lodges, etc.
The acknowledged mass character of our society necessitates the segmental
participation of every citizen in selected groups and differential degrees
of participation depending upon the degree of interest in the particular
group.100 It would be a physical and mental impossibility to be totally
involved in all the areas of interest.lo1 The "actives'" of the parti-
cular organization who form the core of leadership within the organization
thereby assume the primary responsibility for maintaining the central

values of the group.

B. The Function of the Convention
"A national union is born at a convention and is then presumed to
have a continuous existence, its periodic sessions being successively

102 The convention is presumed to be the

numbered from its first meeting."
central governing body where all major policy issues are resolved. In
reconciling bureaucratic ideals with democratic processes, it is necessary

to structurally differentiate the policy-making function from the policy

implementing function. It is with regard to policy implementation that

bureaucratic values (e.g., efficiency) become paramount while democratic

values (e.g., participation in decision-making, etc.) become paramount

100Philip Selznick, "Institutional Vulnerability and Mass Society,"
The American Journal of Sociology, 56 (January 1951).

101George Simmel, 'The Metropolis and Mental Life,'" in Cities and
Society, revised reader in urban sociology, edited by Paul K. Hatt and
Albert J. Reiss, Jr., Glencoe, Illinois: The Free Press, 1957, pp. 635-646.

102y5111iam M. Leiserson, American Trade Union Democracy, New York:
Columbia University Press, 1959, p. 146.
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in the policy-making aspect. At the convention, policy-making being the
prime function, the delegates and the International executive board appear
as the primary decision-makers. But, as decision-makers, each body plays
a different representative role. Each delegate is assumed to carry the
voice of his<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>