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M A N A G E M E N T  R E S P O N S I B I L I T I E S  IN L A B O R  R E L A T I O N S  

2 D e c e m b e r  1959 

MR.  H I L L :  As o u r  s p e a k e r  of t h i s  m o r n i n g  knows  v e r y  we l l ,  

p e o p l e  d o n ' t  w o r k  m a i n l y  f o r  e c o n o m i c  c o m p e n s a t i o n .  T h a t  is  s o m e t h i n g  

you  have  to  ge t  in to  a b i l l ,  and  you  hope  it is  g o i n g  to  be t he  m a x i m u m  

a m o u n t .  But  p e o p l e  w o r k  r e a l l y  f o r  the  s a t i s f a c t i o n  of a job w e l l  done  

and  f o r  r e c o g n i t i o n  tha t  c o m e s  wi th  i t .  

Y e s t e r d a y  we had a p r o g r a m  in  w h i c h  l a b o r  put i t s  b e s t  foot  f o r w a r d ,  

and I t h i n k  t ha t  the  c l a s s  s h o u l d  know tha t  G e n e r a l  M u n d y  d e s e r v e s  the  

c r e d i t  f o r  p u t t i n g  on the  s h o w .  He a r r a n g e d  the  m a t t e r  w i th  M r .  H a y e s  

and D r .  R e i c h l e y ,  h i s  D i r e c t o r  of I n s t r u c t i o n ,  f i n a l i z e d  m a n y  of the  

a r r a n g e m e n t s .  I t h i n k  tha t ,  w i th  the p e r m i s s i o n  of the  c l a s s ,  I w i l l  

c a s t  one b a l l o t  of t h a n k s  f o r  h i s  p a r t  in  d o i n g  t h a t .  

T h e  m a t t e r  of i n d u s t r i a l  r e l a t i o n s  i s  r e a l l y  a p a r t  of h u m a n  r e l a t i o n s ,  

and f r o m  m y  s t u d y  of M r .  C a p l e s '  h u m a n  r e l a t i o n s  o v e r  a p e r i o d  of y e a r s ,  

I t h i n k  h i s  s u c c e s s  is  due  to h i s  i n t e r e s t  in p e o p l e .  He has  a long  r e c o r d  

of c i v i c  p e r f o r m a n c e .  He h a s  c o m e  h e r e  a s  one  of h i s  c o n t r i b u t i o n s  to 

h i s  o b l i g a t i o n  to the  c o m m u n i t y .  I b e l i e v e  t ha t  he  e n j o y s  c o m i n g  h e r e  

to  s p e a k  to  us as  m u c h  as  we  e n j o y  h a v i n g  h im c o m e .  We f e e l  a d e e p  

s e n s e  of o b l i g a t i o n  to M r .  C a p l e s  f o r  t a k i n g  t i m e  out  of a v e r y  b u s y  

s c h e d u l e ,  not  on ly  f r o m  h i s  b u s i n e s s  o b l i g a t i o n s  but  a l s o  f r o m  t h o s e  of 

a c o m m u n i t y  n a t u r e ,  and we t h a n k  h im f o r  c o m i n g  h e r e  to  be  wi th  u s .  

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  



I now i n t r o d u c e  to  you  M r .  W i l l i a m  G. C a p l e s ,  V ice  P r e s i d e n t  

in  C h a r g e  of I n d u s t r i a l  R e l a t i o n s ,  In land  S t e e l  C o m p a n y  of C h i c a g o .  

M r .  C a p l e s .  

MR.  C A P L E S :  T h a n k  you,  M r .  Hi l l .  G e n e r a l  Mundy,  G e n t l e m e n :  

I am go ing  to t r y  t o d a y  to  e x p l a i n  to  you  the  r e l a t i o n s h i p  b e t w e e n  o r g a n -  

i z ed  l a b o r  and m a n a g e m e n t  a s  we  s e e  it  f r o m  the  s t a n d p o i n t  of m a n -  

a g e m e n t .  O b v i o u s l y ,  b e i n g  on the  m a n a g e m e n t  s i d e ,  y o u  w i l l  u n d e r s t a n d  

tha t  I h a v e  b i a s ;  you  w i l l  u n d e r s t a n d  wha t  m y  b i a s e s  a r e .  

I h a v e  b e e n  on on ly  one  s i d e  of t he  b a r g a i n i n g  t ab l e ;  I h a v e  b e e n  on 

bo th  s i d e s  of the  w o r k  s i t u a t i o n .  I c o m e  f r o m  a c o m p a n y  wh ich ,  in  m y  

i n d u s t r y ,  is  s m a l l ;  w h i c h  c o m p a r e d  w i th  o t h e r  i n d u s t r i e s  i s  l a r g e .  

Had we not  had wha t  t h e  I r i s h  r e f e r  to  a s  " the  t r o u b l e "  t h i s  y e a r ,  we  

p r o b a b l y  w o u l d  h a v e  r e a c h e d  a b i l l i o n  d o l l a r s  in s a l e s .  We do e m p l o y  

abou t  30, 000 p e o p l e .  We o p e r a t e  in  36 S t a t e s  in the  Uni t ed  S t a t e s  and 

one  p r o v i n c e  in C a n a d a .  We have  abou t  36 b a r g a i n i n g  un i t s ,  a n d  we  d e a l  

w i th  11 d i f f e r e n t  t y p e s  of i n t e r n a t i o n a l  u n i o n s ,  v a r y i n g  f r o m  i n d e p e n d e n t s  

to  l a r g e  i n d u s t r i a l  u n i o n s ,  c r a f t  u n i o n s .  

It has  b e e n  m y  r e s p o n s i b i l i t y  o v e r  a p e r i o d  of t i m e  to d e a l  w i th  a l l  

t h e s e  p e o p l e .  T h e r e  is  one  t h i n g  I s h o u l d  s a y  in r e f e r e n c e  to M r .  H i l l ' s  

i n t r o d u c t i o n .  Th i s  e c o n o m i c  t h e o r y  has  n e v e r  r e a c h e d  m y  wi fe ,  who  is  

a s s u r e d  c o m p l e t e l y  t ha t  we  w o r k  p u r e l y  to  t a k e  c a r e  of e c o n o m i c  m a t t e r s .  

I a m  not  go ing  to r e a d  you  a n y t h i n g ,  but  I h a v e  one  of t h o s e  d i s o r d e r l y  

m i n d s  and,  if I d o n ' t  u s e  an o u t l i n e ,  I w a n d e r  too  f a r ,  s o  I w r o t e  one .  
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I want to point out the things that I think are essential to bear in mind 

when you look at a labor organization and a business organization, their 

similarities and their differences. Maybe they explain to some degree 

some of the things that happen to us. I will try to explain what I believe 

a labor organization to be and what I believe a business organization 

to be, where we rub and have friction, and where we mesh and don't 

have friction. 

The union, by its nature, is a political organization. People some- 

times tend to forget this. The officers are elected. They are people 

who politically evolve as leaders. One of the problems we run into, 

and one of the best selective devices I know, is, when you want foremen 

to take stewards and make foremen out of them, because they have exhib- 

ited a type of natural leadership, and you can train people who have 

ability and leadership. The problem there is, we keep constantly sucking 

t he  l e a d e r s h i p  out  of t he  w o r k  f o r c e .  

But ,  s i n c e  the  u n i o n  is  p o l i t i c a l ,  

That's another thing. 

since it is elected, it has a rela- 

t i v e l y  f la t  s t r u c t u r e .  I d o n ' t  know of any  o r g a n i z a t i o n a l  s t r u c t u r e  of a 

u n i o n  w h i c h  is  a long,  i n v o l v e d ,  m a n y - s t e p  p r o c e s s .  G e n e r a l l y  s p e a k i n g ,  

i f  you  t a k e  t he  s t e e l  w o r k e r s '  u n i o n  as  an  e x a m p l e ,  and it i s  f a i r l y  t y p i c a l ,  

t h e r e  a r e  t h r e e  l e v e l s  of m a n a g e m e n t  w i t h i n  t h e  un ion .  T h e r e  a r e  the  

s t e w a r d s  in  the  shop ,  t h e r e  i s  the  i n t e r n a t i o n a l  r e p r e s e n t a t i v e ,  and t h e n  

t h e r e  a r e  the  o f f i c e r s  of the  u n i o n .  I t ' s  a v e r y  f la t ,  t h r e e - s t e p  s t r u c t u r e .  

Mos t  of t he  p e o p l e  who  a r e  s u c c e s s f u l  in the  un ion  m o v e m e n t  a r e  
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e x t r e m e l y  a r t i c u l a t e ;  t h e y  have  had  to  be ,  as  m o s t  p o l i t i c i a n s  a r e ;  

and t h e y  a r e  v e r y  good p r a c t i c i n g  p s y c h o l o g i s t s .  Mos t  of t h e m  a r e  

u n t r a i n e d ,  bu t  I t h i n k  s o m e t i m e s  t h e y  do b e t t e r  t h a n  t h o s e  wi th  a c o n -  

s i d e r a b l e  a m o u n t  of t r a i n i n g .  

B e c a u s e  of the  p o l i t i c a l  a s p e c t  of the  o r g a n i z a t i o n ,  you  w i l l  f ind 

tha t  i t  i s  a l m o s t  i m p o s s i b l e  to d e t e r m i n e  s u c c e s s i o n  w i t h i n  a un ion .  

T h a t  is  f a i r l y  obv ious  w h e n  you  s t a r t  to  t h i n k  abou t  i t .  In p o l i t i c a l  

s u c c e s s i o n ,  i f  you  t r a i n  a s u c c e s s o r ,  he  is  l i a b l e  to t h r o w  you  out  in the  

nex t  e l e c t i o n ,  and t h i s  is  a r i s k  t ha t  m o s t  p e o p l e  d o n ' t  w a n t  to  u n d e r -  

t a k e ,  e s p e c i a l l y  t h o s e  who a r e  c o n c e r n e d  w i th  job s e c u r i t y .  The  r e s u l t  

of t h i s  i s  t h a t  you  d o n ' t  t r a i n  s u c c e s s i o n .  As  a m a t t e r  of f ac t ,  i f  a 

s t r o n g  m a n  a r i s e s ,  you  u s u a l l y  get  r i d  of h i m .  The  m e t h o d  d e p e n d s  

and v a r i e s  w i th  the  u n i o n .  If you  wan t  to  q u e s t i o n  t h i s ,  n a m e ,  if  y o u  

c a n  o r  if you  wi l l ,  the  s u c c e s s o r  to  a n y o n e  in any  m a j o r  u n i o n .  Who 

i s  M r .  R e u t h e r ' s  s u c c e s s o r ?  Who is  M r .  M c D o n a l d ' s  s u c c e s s o r ?  

Who is  M r .  H a y e s ' s  s u c c e s s o r  ? You j u s t  c a n ' t  f ind and i d e n t i f y  t h e m .  

So tha t  you  have  a p r o b l e m  w h e n e v e r  a un ion  l e a d e r  d i e s - - a n d  t ha t  

s e e m s  to  be  abou t  t he  on ly  w a y  t h e y  get  s u c c e e d e d ,  w i th  r a r e  e x c e p t i o n s .  

Wel l ,  t a k e ,  f o r  i n s t a n c e ,  a m a n  l i ke  J o h n  L e w i s .  He is  79 y e a r s  old 

and you  c a n ' t  i d e n t i f y  h i s  s u c c e s s o r  y e t .  You h a v e  a p r o b l e m .  Once  a 

u n i o n  l e a d e r  does  d ie  and n e e d s  a s u c c e s s o r ,  t h e r e  is  a l w a y s  a b a t t l e  

f o r  p o w e r  w i t h i n  the  u n i o n  to  s e e  who is  u l t i m a t e l y  go ing  to s u c c e e d .  

And g e n e r a l l y  the  r e s u l t  of t ha t  s t r u g g l e  is  an u n s a t i s f a c t o r y  t h i n g  f r o m  
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t he  m a n a g e m e n t  s i d e  of t he  t a b l e ,  b e c a u s e  y o u r  c o m p a n y  is  t h e n  b e i n g  

u s e d  f o r  s o m e b o d y  e l e ' s  p o l i t i c a l  a m b i t i o n .  

H o w e v e r ,  to  r e m e d y  the  l a c k  of t r a i n i n g  tha t  c o m e s  f r o m  a b u i l t -  

up s u c c e s s i o n ,  t he  u n i o n s  have  h i r e d  s o m e  e x t r e m e l y  ab le  s t a f f  p e o p l e ,  

h i g h l y  t r a i n e d ,  t e c h n i c a l ,  ab l e  p e o p l e .  You s a w  s o m e  of A1 H a y e s  

y e s t e r d a y .  I u n d e r s t a n d  N e l s o n  C r u i k s h a n k  w a s  h e r e - - a s  good a m a n  

on v a r i o u s  t y p e s  of e m p l o y e e  b e n e f i t s  a s  you  w i l l  f ind in  the  Uni ted  

S t a t e s .  T h e s e  p e o p l e  do the  s t a f f  w o r k  and the  p l a n n i n g  f o r  the  u n i o n s  

g e n e r a l l y .  

T h e r e  is  a l w a y s  a c e r t a i n  a m o u n t  of f r i c t i o n  b e t w e e n  the  s t a f f  and 

the  l ine ,  w h i c h  is  e l e c t e d  and a p p o i n t e d .  Of c o u r s e  t h i s  c o u l d n ' t  h a p p e n  

in  the  m i l i t a r y ,  but  it  does  h a p p e n  in the  u n i o n .  

The  o t h e r  t h i n g  tha t  you  s h o u l d  c o n s t a n t l y  b e a r  in  m i n d  is  t h a t  in  

p o l i t i c a l  o r g a n i z a t i o n s  p e o p l e  m u s t  be  r e s p o n s i Y e  to  t h e i r  c o n s t i t u e n t s .  

We in  b u s i n e s s  o f t en  s a y  o u r  w o r d  is  o u r  bond ,  and we h a v e  found  o v e r  

a p e r i o d  of t i m e  t ha t  if  i t  i s  not  o u r  bond  p e o p l e  c e a s e  to do b u s i n e s s  

w i th  u s .  So tha t ,  f r o m  a s t a n d p o i n t  of s e l f i s h n e s s ,  we h a v e  to  k e e p  o u r  

w o r d .  A p o l i t i c i a n - - a n d  I am t a l k i n g  about  p o l i t i c i a n s  g e n e r a l l y - - i f  he  

f inds  the  t h i n g s  he  is  s a y i n g  a r e  no t  r e s p o n s i b e  to  wha t  h i s  c o n s t i t u e n c y  

w a n t s ,  c h a n g e s  h i s  m i n d  and c h a n g e s  h i s  p o s i t i o n .  So tha t  s o m e t i m e s  a 
l e a d e r  

u n i o n / w i l l  m a k e  an a g r e e m e n t  w i t h  you,  go out  and f ind out  i t  is  not  s a t -  

i s f a c t o r y  to  h i s  c o n s t i t u e n c y ,  and t h e n  go b a c k  on the  a g r e e m e n t ,  the  

r e a s o n  be ing j  of c o u r s e ,  t ha t  h i s  s u r v i v a l  w i t h i n  h i s  own s t r u c t u r e  d i c t a t e s  
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t h i s .  I m e r e l y  s u b m i t  tha t  th i s  is  t r u e  of p e o p l e  o u t s i d e  t he  un ion  

m o v e m e n t  in the  p o l i t i c a l  s t r u c t u r e  as w e l l  as  in  the  un ion  m o v e m e n t .  

Take  t h i s  type  of o r g a n i z a t i o n  and c o n t r a s t  i t  w i th  a b u s i n e s s ,  

b e a r i n g  in m i n d  tha t  in p r a c t i c a l l y  e v e r y  book  on o r g a n i z a t i o n  tha t  I 

have  e v e r  r e a d  the  b u s i n e s s  o r g a n i z a t i o n  o r i g i n a l l y  s t e m s  f r o m  and is  

a v a r i a t i o n  on e i t h e r  the  m i l i t a r y  s t r u c t u r e  o r  t he  s t r u c t u r e  of t he  

R o m a n  C h u r c h .  They  a r e  p e o p l e  who have  b e e n  o r g a n i z e d  and put in to  

a f o r m  in  the  hope  tha t  the  b u s i n e s s  i s  g o i n g  to  m a k e  a p ro f i t .  The  

s t r u c t u r e  is  u s u a l l y  f a i r l y  d e e p .  F o r  i n s t a n c e ,  t a k e  a c o m p a n y  l ike  

m i n e .  Y o u r  l o w e s t  l e v e l  of m a n a g e m e n t  is  y o u r  fcr~Z~n. You go f r o m  

y o u r  f o r e m a n  to y o u r  g e n e r a l  f o r e m a n ,  to y o u r  s u p e r i n t e n d e n t .  T h e n  

t h e r e  is  y o u r  a s s i s t a n t  g e n e r a l  s u p e r i n t e n d e n t ,  y o u r  g e n e r a l  s u p e r i n t e n -  

den t ,  y o u r  v i c e  p r e s i d e n t ,  y o u r  p r e s i d e n t ,  and y o u r  b o a r d  of d i r e c t o r s .  

It is  a d e e p  s t r u c t u r e .  If it i s  p r o p e r l y  put t o g e t h e r  the  p e o p l e  w i th in  

it a r e  a l w a y s  t a k i n g  jobs  which ,  hopefu l ly ,  w i l l  t r a i n  t h e m  fo r  the  jobs  

up a b o v e .  We a r e  c o n s t a n t l y  t r y i n g t o  t r a i n  a s u c c e s s i o n  w h i c h  is  c a p a -  

b le ,  w h i c h  knows  what  it is  doing;  and we m u s t  i d e n t i f y  ou r  s u c c e s s i o n .  

F o r  i n s t a n c e ,  in our  c o m p a n y  e a c h  v i c e  p r e s i d e n t  e a c h  y e a r  m u s t  

go b e f o r e  the  C h a i r m a n  of the  B o a r d ,  the  P r e s i d e n t ,  and the  V ice  C h a i r m a n  
o v e  r 

and g o / e v e r y  m a n  he  has  and i den t i fy  at tha t  t i m e  what  he  b e l i e v e s  t h i s  m a n ' s  

a b i l i t i e s  to  be,  what  he  b e l i e v e s  h i s  f u t u r e  to be,  what  t r a i n i n g  he  n e e d s ,  

and what  he  is  do ing  about  i t .  The s u c c e s s i o n s  a r e  f a i r l y  i d e n t i f i a b l e  

and c o m e  up t r a i n e d ,  b e c a u s e  you a r e  go ing  to  be t h e r e  a long  t i m e ,  you 
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h o p e .  So tha t  you  end up g e n e r a l l y  w i t h  p e o p l e  who  know the  t h i n g s  

t ha t  t h e y  do and,  if you  wan t  to t a l k  to  t h e m  about  the  t h i n g s  t h e y  do, 

t h e y  a r e  h i g h l y  a r t i c u l a t e .  If you  t a l k  to  t h e m  about  t h i n g s  t ha t  t h e y  do 

not  wan t  to  do o r  t h i n g s  t h e y  h a v e  not  done  t h e y  a r e  u s u a l l y  i n a r t i c u l a t e .  

So tha t ,  w h e n  we c o m e  to  t he  b a r g a i n i n g  t a b l e ,  we h a v e  two v e r y  

d i f f e r e n t  t y p e s  of i n d i v i d u a l s  who e v o l v e d  out  of v e r y  d i f f e r e n t  e n v i r o n -  

m e n t s  and v e r y  d i f f e r e n t  b a c k g r o u n d s .  We s i t  down at a t a b l e  to  s o l v e  

o u r  t r o u b l e s .  Now, c o l l e c t i v e  b a r g a i n i n g  u n d e r  the  Iaw is  a p r o c e s s  by  

w h i c h  w a g e s ,  h o u r s ,  and c o n d i t i o n s  of e m p l o y m e n t  a r e  s u p p o s e d  to  be  

d e t e r m i n e d .  W a g e s ,  h o u r s ,  and c o n d i t i o n s  of e m p l o y m e n t  h a v e  s p r e a d  

to  t he  po in t  w h e r e  we  d i s c u s s  p r a c t i c a l l y  e v e r y t h i n g  f r o m  M a r i l y n  

M o n r o e ,  Gsa  Gsa  Gabor ,  how t h e  f o o t b a l l  l e a g u e  is  do ing ,  wha t  is  w r o n g  

w i th  the  a d v e r t i s i n g  of the  c o m p a n y .  The  s c o p e  of the  b a r g a i n i n g  t a b l e  

now is  u n l i m i t e d .  I c a n ' t  c o n c e i v e  of any  s u b j e c t  t ha t  h a s  not  b e e n  d i s -  

c u s s e d  in the  p r e s e n t  b a r g a i n i n g  a t  l e a s t  o n c e ,  and in t h i s  one  we  p r o b a b l y  

c a u g h t  t h e m  3 o r  4 t i m e s  on the  w a y  a r o u n d .  

When  you  get  in to  t h i s  s i t u a t i o n  t h e r e  a r e  f o u r  a r e a s ,  in m y  op in ion ,  

w h i c h  c a u s e  c o n f l i c t ,  and  in any  o t h e r  a r e a  you  r e a l l y  d o n ' t  h a v e  m u c h  

c o n f l i c t .  You w i l l  n o t i c e  tha t  w a g e s  is  not  one  of the  t h i n g s  t ha t  I m e n -  

t i on .  T h i s  m a y  be  a s u r p r i s e  to  s o m e  of you .  A n o t h e r  t h i n g  in w h i c h  

t h e r e  o b v i o u s l y  is  and in w h i c h  t h e r e  s h o u l d  be  a f a i r l y  h igh  d e g r e e  of 

a g r e e m e n t  is  s o m e t h i n g  l ike  s a f e t y ,  w h e r e  t he  p h y s i c a l  w e l f a r e  of the  

p e o p l e  is  of h igh  c o n c e r n  to bo th  s i d e s .  But t he  f o u r  a r e a s  in w h i c h  I 
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think you get into trouble--and I think it is inevitable that you will get 

into trouble--are these: The first one is when you attack the union as 

an institution or when you do anything which the union believes will 

destroy or harm it as an institution. A sort of subheading to that is, 

if you go after the security of the men who are running the union. If 

you decide to take on the president of a union and try to get rid of him, 

you ean almost put it in your book that you are going to have a strike, 

successful or unsuccessful. This is if you attack the union as an insti- 

t u t i o n .  Y o u  w i l l  n o t e  i n  t h e  s t e e l  b a r g a i n i n g ,  a l t h o u g h  t h e r e  h a s  b e e n  a 

f a i r  a m o u n t  o f  v i t u p e r a t i o n  o n  t h e  o t h e r  s i d e ,  I k n o w  of  n o  s t a t e m e n t  i n  

t h e  b a r g a i n i n g  o r  o u t s i d e  in  w h i c h  t h e r e  h a s  b e e n  a n y  a t t a c k  o n  t h e  s t e e l  

w o r k e r s '  u n i o n  a s  a n  i n s t i t u t i o n  o r  a n y  a t t a c k  o n  a n y  of  t h e  m e n  in  i t .  

T h e  s e c o n d  a r e a  i n  w h i c h  t h e r e  i s  a g r e a t  d e a l  o f  c o n f l i c t  i s  t h a t  o f  

c o n t r o l  o f  j o b s .  N o w ,  w h e n  y o u  g e t  t o  t h e  e s s e n t i a l s  o f  w h a t  t h e  u n i o n  

h a s  t o  s e l l ,  b a s i c a l l y  w h a t  i t  h a s  t o  s e l l  a r e  j o b s .  T h e  s t r o n g  d r i v e  f o r  

t h e  u n i o n  s h o p ,  i n  m y  o p i n i o n ,  i s  t o t a l l y  t h i s  p o i n t .  In  o t h e r  w o r d s ,  i f  

y o u  h a v e  a u n i o n  s h o p  t h e n  y o u  c o n t r o l  t h e  j o b .  If y o u  c a n  s a y  t o  m e n ,  

" Y o u  j o i n  m y  u n i o n  a n d  I ' l l  s e e  t h a t  y o u  g e t  a j o b ,  " t h i s  i s  a v e r y  p o w e r -  

f u l  e c o n o m i c  a r g u m e n t ,  a n d  i t  i s  o n e  in  w h i c h  t h e  p e o p l e  h a v e  s e c u r i t y  

a n d  t h e  u n i o n  i t s e l f  h a s  s e c u r i t y .  So t h e r e  i s  t h e  c o n t r o l  o f  j o b s .  O n e  

o f  t h e  i n t e r e s t i n g  c h a n g e s  in  a t t i t u d e  in  t h e  U n i t e d  S t a t e s  s o c i e t y  i s  t h a t  

w e  h a v e  c o m e  to  b e l i e v e  t h a t  t h e  u n i o n  h a s  a p e r f e c t  r i g h t  t o  c o n t r o l  

j o b s .  I c i t e  t h e  p r e s e n t  s t e e l  s t r i k e  i n  w h i c h  t h e r e  h a s  b e e n  n o  t a l k ,  

8 



i n t e r n a l l y  o r  e x t e r n a l l y ,  of r e p l a c e m e n t  of any  s t r i k e r ,  and ye t  we had 

116 d a y s  of s t r i k e .  We h a v e  so  t o t a t a l l y  a c c e p t e d  t h i s  c o n c e p t  of t h e  

c o n t r o l  by  t he  un ion  of the  jobs  tha t  nobody  e v e n  t h o u g h t  of t r y i n g  to  

r e h i r e  w o r k e r s ,  a l t h o u g h  u n d e r  the  l aw  we h a v e  a p e r f e c t  r i g h t  in  t i m e  

of s t r i k e ,  if we  c a n  do it ,  to  r e p l a c e  the  s t r i k i n g  w o r k e r .  

The  t h i r d  a r e a  w h e r e  we  ge t  in to  a r g u m e n t s  i s  the  c o n t r o l  of c o s t .  

O b v i o u s l y ,  if a b u s i n e s s  is to s u c c e e d ,  c o s t  c o n t r o l  is  about  the  m o s t  

i m p o r t a n t  t h i n g  you  h a v e  to w o r r y  abou t .  The  un ion  is  m u c h  l e s s  c o n -  

c e r n e d  about  t h i s  t h a n  you  a r e ,  p r i m a r i l y  b e c a u s e  one  of the  m o s t  e f f e c t i v e  

a r e a s  of c o s t  c o n t r o l  i s  t h e  e l i m i n a t i o n  of m e n .  When you  h a v e  a c : : 

s i t u a t i o n  s u c h  as  we  do,  w h e r e  e v e r y  t i m e  a m a n  w a l k s  t h r o u g h  a g a t e  

we  know t h e r e  is  $25 go ing  out,  o b v i o u s l y  one w a y  to  c o n t r o l  the  g o i n g  out  

of t h o s e  $25 is  to  e n g i n e e r  t h a t  m a n  out of e x i s t e n c e .  With  t he  e x c e p t i o n  

of the  m i n e  w o r k e r s '  un ion ,  who  in  1923 a c c e p t e d  the  r e a l i t y  of l i fe  tha t ,  

if you  w e r e  go ing  to  k e e p  co~.xstantly p u s h i n g  the  w a g e  of the  m e n  up, t h e n  

you  w e r e  go ing  to  h a v e  to a c c e p t  m e c h a n i z a t i o n  w h i c h  w a s  d e s i g n e d  to 

e l i m i n a t e  m e n  to  k e e p  the  c o s t  down,  m o s t  u n i o n s  f igh t  any  e l i m i n a t i o n  

of m e n .  W h y ?  I r e a l l y  d o n ' t  know,  b e c a u s e ,  o t h e r  t h a n  the  p r o b l e m s  

you  h a v e  w i th  the  m e n  t h e m s e l v e s ,  h i s t o r i c a l l y ,  w h e r e  m e n  h a v e  b e e n  

d i s p l a c e d ,  t he  jobs  w h i c h  a r i s e  a r e  u s u a l l y  m o r e  p l e a s a n t ,  h i g h e r  s k i l l e d ,  

and  h i g h e r  pa id .  

I w i l l  c i t e  m y  own i n d u s t r y  to g ive  you  an e x a m p l e  of t h a t .  We have  

in t he  p r o d u c t i o n  and m a i n t e n a n c e  jobs  in s t e e l  t o d a y  a p p r o x i m a t e l y  t he  
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s a m e  n u m b e r  of m e n  who w e r e  e m p l o y e d  in  s t e e l  in 1937, w h e n  the  

i n d u s t r y  w a s  o r g a n i z e d .  In t h a t p e r i o d  of t i m e  we have  b e t t e r  t h a n  

d o u b l e d  the  c a p a c i t y  of t he  i n d u s t r y  w i t h o u t  i n c r e a s i n g  the  n u m b e r  of 

m e n .  But t he  o t h e r  s i d e  of the  s t o r y  is  t ha t  we  h a v e  a l m o s t  t w i c e  as  

m a n y  w h i t e  c o l l a r  p e o p l e ,  t e c h n i c a l  p e o p l e ,  and  r e s e a r c h  p e o p l e ,  w h e r e  
a 

we  h a v e / m u c h  h i g h e r  s k i l l e d  f o r c e .  And I s u b m i t  t ha t  s i t t i n g  in an 

a i r - c o n d i t i o n e d  o f f i ce  h a s  s o m e t h i n g  to  o f f e r  o v e r  s i t t i n g  in  f r o n t  " of 

an  o p e n - h e a r t h  f u r n a c e  on a hot  day .  

The  c o n t r o l  of c o s t  i s  a t h i n g  we f igh t  abou t  a l l  t he  t i m e ,  and I t h i n k  

t ha t  f r o m  the  n a t u r e  of t h i n g s  we  m u s t  f igh t  about~t  . 

The  f o u r t h  t h i n g  is  t he  c o n t r o l  of t he  q u a n t i t y  and q u a l i t y  of g o o d s .  

T h i s  i s  the  ou tput  and wha t  k ind  of goods  you  put ou t .  We h a v e  in  o u r  

i n d u s t r y ,  and I s u p p o s e  i t  is  t r u e  in  e v e r y  i n d u s t r y ,  had to  f igh t  c o n t r o l l e d  

p r o d u c t i o n  f r o m  the  t i m e  we put in  m a c h i n e s ,  and I t h i n k  we w i l l  h a v e  to 

c o n t i n u e  to do i t .  We m a i n t a i n  t ha t  we h a v e  the  a b s o l u t e  r i g h t  to  d e t e r -  

m i n e  wha t  s p e e d  the  m a c h i n e s  w i l l  o p e r a t e  at ,  b e a r i n g  in  m i n d  the  p h y s i c a l  

w e l l - b e i n g  of the  m e n  and b e a r i n g  in m i n d  t h a t  we  d o n ' t  do s o m e t h i n g  t ha t  

is  b e y o n d  t h e i r  p h y s i c a l  l i m i t a t i o n s .  We a l s o  s a y  t ha t  i t  i s  up to  us  to  

c o n t r o l  t he  q u a l i t y  of goods ,  b e c a u s e  we a r e  t he  p e o p l e  who u l t i m a t e l y  

h a v e  to s e l l  t h e m ,  and we a r e  t he  p e o p l e  who b e l i e v e  we  know a l i t t l e  

b e t t e r  wha t  the  c u s t o m e r ' s  r e q u i r e m e n t s  a r e .  But,  w h e n  you  ge t  in to  

an a r e a  w h e r e  y o u  s t a r t  to  q u e s t i o n  a n y  one of t h e s e  f o u r  t h i n g s - - t h e  

u n i o n  as  an  i n s t i t u t i o n ,  y o u r  c o s t  c o n t r o l  i t e m s ,  y o u r  c o n t r o l  of j o b s ,  
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and  y o u r  c o n t r o l  of q u a n t i t y  and q u a l i t y  of goods ,  you  c a n  s a y  t ha t  p o t e n -  

t i a l l y  you  a r e  go ing  to h a v e  t r o u b l e .  In t he  p r e s e n t  s t r i k e  I t h i n k  it  is  

f a i r l y  obv ious  tha t  t h r e e  of t h e s e  f o u r  e l e m e n t s  a r e  p r e s e n t - - t h e  c o n t r o l  

of j obs ,  t he  c o n t r o l  of cos t ,  and the  c o n t r o l  of q u a n t i t y  and q u a l i t y  of the  

goods .  

Now, w h a t  p a n a c e a  t h e r e  i s  to  h a v e  b a r g a i n i n g  get  in to  t h e s e  c o n -  

t r o v e r s i a l  a r e a s  and get  out of t h e m  wi thou t  t r o u b l e ,  I r e a l l y  doubt  t ha t  

I would  be  q u a l i f i e d  to s a y .  In m y  own i n d u s t r y  we  a r e  now in t h e  s i x t h  

s t r i k e  in 14 y e a r s ,  and t h a t ' s  not  a v e r y  h a p p y  r e c o r d .  

Ge t t i ng  on f r o m  the  c o l l e c t i v e  b a r g a i n i n g ,  w h i c h  is  the  s p e c t a c u l a r  

p a r t  of the  b u s i n e s s ,  t he  one you  r e a d  abou t  in  the  p a p e r s ,  and  the  one  

w h i c h  t h o s e  who a r e  not  in  t he  i n d u s t r i a l  w o r l d  b e l i e v e  is  the  w h o l e  of 

c o l l e c t i v e  b a r g a i n i n g ,  I w a n t  to s a y  t ha t  t he  r e a l  p a r t  of u n i o n - m a n a g e m e n t  

r e l a t i o n s h i p  is  no t  at  t he  b a r g a i n i n g  t a b l e .  The  r e a l  r e l a t i o n s h i p  c o m e s  

in  the  a d m i n i s t r a t i o n  of t h e  c o n t r a c t ,  o n c e  w r i t t e n .  When  you  w r i t e  a 

c o n t r a c t ,  b a s i c a l l y  you  h a v e  a g r e e d  on a s e t  of i n d u s t r i a l  l aws  and l a w s  

by  w h i c h  you  l ive ,  and o n c e  you  h a v e  t h o s e  l a w s  t h e n  you  m u s t  s e e  t ha t  

y o u r  c o m m i t m e n t s  a r e  o b e y e d ,  and you  m u s t  s e e  t ha t  t he  u n i o n  o b e y s  i t s  

c o m m i t m e n t s .  You m a y  s a y ,  "Wha t  c o n c e r n  of y o u r s  i s  it  i f  t he  u n i o n  

d o e s  not  o b e y  i t s  c o m m i t m e n t s  ? "  The  c o n c e r n  is  p r i m a r i l y  t h i s :  If we 

do not  m a k e  the  u n i o n  l ive  up to  i t s  o b l i g a t i o n s ,  and if  we  do not  m a k e  

o u r  m a n a g e m e n t  l i ve  up to  i t s  o b l i g a t i o n s ,  a l l  k inds  of s i t u a t i o n s  a r i s e  

w h i c h ,  e i t h e r  in t h e m s e l v e s ,  c r e a t e  c h a o s ,  s t r i k e s ,  and wha t  not ,  o r  a 
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situation develops which at collective-bargaining time will create a 

situation that may ultimately result in a strike, because of trying to 

cure something that has been done which we don't feel we can live with. 

We have a few of those on the record at the moment. 

How they arise is fairly easy to understand. I am a foreman and 

I've got a superintendent beating me over the head to get production out, 

I'm ~vlng trouble with the steward, and I make a deal. It is a perfectly 

natural, human thing to do. That deal may rise to haunt me forever 

more. I can give you an example; we had an arbitration on it--not in 

my company but in another one. It came down about two weeks ago. It 

happened in the Sparrows Point Plant of Bethlehem Steel. They have 

railroad car repair shops in that plant, and these shops, as they gener- 

ally are, are out in the open. It became a custom in that particular mill 

when it rained or when the weather was inclement on a week day to stop 

work and to do make-up time on Saturday. This went on for a period of 

years and on the face of it looked like a fairly sensible arrangement. The 

union grieved on the basis that work on Saturday was work for six con- 

secutive days, and it was, and they wanted overtime for it. The arbitrator 

ruled it was the sixth consecutive day. The contract said overtime. So 

he ruled overtime. The company said, "All right. If there is overtime, 

then we qui$ vorking on Saturdays." The union then said, "This is a 

past practice and you have to work on Saturdays. " So the~y 1~ent back 

to the same arbitrator, and with that type of logic that sometimes is a 
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l i t t l e  b a f f l i n g ,  

h a d  t o  p a y  i t ,  

t o  c o n t i n u e  t o  w o r k  o n  S a t u r d a y s  w i t h  o v e r t i m e  . 

u p  f o r  a g r e a t  d e a l  o f  d i s c u s s i o n  h e r e  t h i s  w e e k ,  

h e  s a i d  t h a t  t h e  o v e r t i m e  w a s  n o t  a p a s t  p r a c t i c e  s o  t h e y  

b u t  w o r k i n g  o n  S a t u r d a y  w a s  a p a s t  p r a c t i c e ,  s o  t h e y  h a d  

T h i s  m a t t e r  w i l l  b e  

b e c a u s e  I s u r e  t h a t ,  

w h e r e  y o u  do  s o m e t h i n g  f o r  t h e  c o n v e n i e n c e  a n d  t h e  c o m f o r t  o f t h e  m e n ,  

a s  t h e y  h a v e  d o n e  h e r e ,  y o u  d o n ' t  e x p e c t  t o  do  i t  a t  a f i n a n c i a l  p e n a l t y .  

T h i s  w i l l  b e  t a l k e d  a b o u t .  

T h o s e  a r e  t h e  a d m i n i s t r a t i v e  p r o b l e m s  t h a t  a r i s e ,  a n d  I h a v e  g i v e n  

y o u  o n e  e x a m p l e .  W h a t  y o u  t r y  t o  do  in  a d m i n i s t e r i n g  a c o n t r a c t  i s  t o  

i n t e r p r e t  i t  a s  c l e a r l y  a s  y o u  c a n  a n d  t o  t r y  t o  d e t e r m i n e  t h i n g s  a s  y o u  

t h o u g h t  t h e y  w e r e  i n t e n d e d  a t  t h e  b a r g a i n i n g  t a b l e .  F o r  i n s t a n c e ,  i n  m y  

c o m p a n y ,  w h e n  w e  m a k e  a c o n t r a c t ,  w e  g o  o v e r  w i t h  e v e r y  s u p e r v i s o r  

i n  t h e  c o m p a n y ,  i n  g r o u p s  o f  10,  t h a t  c o n t r a c t  f r o m  b e g i n n i n g  t o  e n d ,  

t a k i n g  t h e  o ld  c o n t r a c t ,  t h e  c h a n g e s  b e t w e e n  i t  a n d  t h e  n e w  c o n t r a c t ,  

w h a t  t h e  c o m p a n y ' s  i n t e n t  w a s ,  w h a t  w e  w e r e  t r y i n g  t o  a c c o m p l i s h  w i t h  

i t ,  a n d  we  h o l d  o u r  s u p e r v i s i o n  t o  c o m p l y i n g  w i t h  t h e  c o n t r a c t .  W h e n  

w e  g e t  i n t o  t h e  a r e a s  w h i c h  a r e  d i s a g r e e m e n t  a r e a s ,  t h e r e  i s  a p r o v i s -  

i o n  t h a t  t h e s e  m a t t e r s  c a n  b e  t a k e n  t d a r b i t r a t i o n .  I p e r s o n a l l y  b e l i e v e  

t h a t  a r b i t r a t i o n  i s  t h e  b e s t  t h i n g  t h a t  h a s  c o m e  o u t  o f  c o l l e c t i v e  b a r g a i n -  

i n g .  I b e l i e v e  i t  f o r  t h i s  r e a s o n - - t h a t  i t  i s  a s e n s i b l e  w a y  of  s e t t l 2 n g  

d i s p u t e s  b e t w e e n  r e a s o n a b l e  m e n .  If y o u  h a v e  a n  a g r e e m e n t  a n d  y o u  

t h i n k  y o u  k n o w  w h a t  i t  m e a n t  a n d  t h e  u n i o n  t h i n k s  i t  k n o w s  w h a t  i t  m e a n t ,  

a n d  y o u  c a n n o t  a g r e e ,  r a t h e r  t h a n  t o  g e t  i n t o  s o m e  k i n d  o f  d i s r u p t i v e  
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s i t u a t i o n ,  y o u  s u b m i t  i t  t o  s o m e  p e r s o n  in  w h o m  y o u  h a v e  f a i t h ,  b o t h  

a s  t o  h i s  a b i l i t y  and  h i s  j u d g m e n t ,  and  y o u  Live by  w h a t  he  r u l e s .  

In o u r  own  c o m p a n y  we  w i n  a b o u t  93 o r  94 p e r c e n t  of o u r  a r b i t r a -  

t i o n s .  T h i s  in  one  w a y  l o o k s  good  and  in  a n o t h e r  w a y  d o e s n ' t  m e a n  

a n y t h i n g ,  b e c a u s e  you  c a n  w i n  90 and  l o s e  1 and  the  1 c a n  h u r t  you  

m o r e  t h a n  t h e  90 you  win ,  s o m e t i m e s .  T h e  r e a s o n  f o r  t h i s  i s ,  we h a v e  

a s  a r u l e  of  t h u m b ,  u n l e s s  in  o u r  own  m i n d s  we  c a n  a b s o l u t e l y  win ,  we  

d o n ' t  a r b i t r a t e .  W e ' l l  g i v e  in  t o  t h e  u n i o n  r a t h e r  t h a n  a r b i t r a t e  s o m e -  

t h i n g  t h a t  we  t h i n k  we a r e  g o i n g  to  l o s e .  O b v i o u s l y  o u r  j u d g m e n t  i s  

a b o u t  7 p e r c e n t  bad  on t h i s  p o i n t .  

T h e  o t h e r  t h i n g  y o u  h a v e  to  do in  a d m i n i s t r a t i o n  i s  m a k e  s u r e  t h a t  

y o u  do ge t  t h e  g r e a t e s t  u s e  of  y o u r  m a n p o w e r .  B e a r  in  m i n d  t h a t  in  a 

s o c i e t y  s u c h  as  o u r s  t h e r e  a r e  s u c h  t e r r i f i c  d e m a n d s  on a b i l i t y  and 

b r a i n s - - a n d  t h e r e  i s  n o t h i n g  we c a n  do  a b o u t  t h e  q u a n t i t y  of  b r a i n s  in  

t h i s  c o u n t r y - - t h i s  i s  s o m e t h i n g  t h e  L o r d  d e t e r m i n e s - - a n d  t h e  d e m a n d s  

in  o u r  s o c i e t y  f o r  p e o p l e  of  r e a l l y  i n t e l l e c t u a l  q u a l i t y  a r e  s o  g r e a t - -  

y o u ' v e  got  t h e  d e m a n d s  of  t h e  m i l i t a r y ,  y o u ' v e  got  t h e  d e m a n d s  of t e a c h e r s ,  

y o u ' v e  got  t h e  d e m a n d s  of  t h e  m e d i c a l  p r o f e s s i o n ,  y o u ' v e  go t  t h e  d e m a n d s  

of  t he  m i n i s t r y ,  and  y o u ' v e  got  t h e  d e m a n d s  of  b u s i n e s s - - t h a t  t h e r e  j u s t  

f r a n k l y  a r e  no t  e n o u g h  p e o p l e  t o  go a r o u n d  and  a d e q u a t e l y  do a l l  of t h e  

t h i n g s  t h a t  n e e d  to  be  d o n e .  T h i s  i s  a l i m i t a t i o n  we c a n ' t  do  v e r y  m u c h  

a b o u t .  But ,  w h e r e  we  do ge t  a b i l i t i e s ,  t h e n  to  t h e  e x t e n t  t h a t  i t  i s  p o s s i -  

b l e  we  w a n t  to  u s e  t h e s e  a b i l i t i e s .  H e r e  we  h a v e  had  v e r y  l i t t l e  o p p o s i t i o n  
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f r o m  the  un ion ,  I a m  h a p p y  to s t a t e .  We t a k e  and t r a i n  a n y b o d y  we 

b e l i e v e  is  t r a i n a b l e  who w a n t s  to be  t r a i n e d .  I s a y  "who w a n t s  to  be  

t r a i n e d ,  " b e c a u s e  t h o s e  of you  who  h a v e  t a u g h t  know tha t  you  c a n ' t  

t e a c h  s o m e b o d y  who d o e s n ' t  wan t  to l e a r n .  

of i n t e r e s t  f r o m  p e o p l e  who w a n t  to  l e a r n .  

We h a v e  found a h igh  d e g r e e  

Of the  30, 000 p e o p l e  t ha t  we 

h a v e ,  7, 000 and s o m e  odd a r e  g i v e n  s o m e  kind of t r a i n i n g  e a c h  y e a r .  

T h e s e  a r e  a l w a y s  t r a i n i n g  t o w a r d  h i g h e r  s k i l l s .  F o r  i n s t a n c e ,  we h a v e  

one  a g r e e m e n t  w i th  P t r d u e  U n i v e r s i t y  w h e r e  we  m a k e  t e c h n i c i a n s .  T h e y  

ge t  t he  e q u i v a l e n t  of abou t  two  y e a r s  of e n g i n e e r i n g  in  a h i g h l y  v o c a t i o n -  

a l i z e d  s e n s e .  One is  in  o p e n - h e a r t h  s t e e l  m a k i n g ,  w h i c h  is  a m e t a i l u r g i -  

p a l  v a r i a t i o n ,  one i s  in e l e c t r i c a l  r e p a i r  and m a i n t e n a n c e ,  a n o t h e r  one  

is  in p l an t  m a i n t e n a n c e  o t h e r  t h a n  e l e c t r i c a l .  T h i s  i s  the  t ype  of t h i n g  

w h e r e  p e o p l e  t a k e  two y e a r s  at  n igh t  of t h e i r  own t i m e  and we w o r k  on 

r o t a t i n g  s h i f t s .  T h i s  is  the  on ly  r o t a t i n g  s c h o o l  I know.  We h a v e  to r o t a t e  

t he  s c h o o l i n g  wi th  t he  m e n ' s  s h i f t s .  In s p i t e  of t ha t  we  a l w a y s  h a v e  m o r e  

a p p l i c a n t s  f o r  tha t  c o u r s e  t h a n  we c a n  h a n d l e ,  and we l i m i t  i t  to  abou t  

275 p e o p l e  a y e a r .  T h i s  m e a n s  a n y b o d y  in t he  c o m p a n y  who  w a n t s  to 

a p p l y  and c a n  p a s s  the  e n t r a n c e  e x a m i n a t i o n s  of P u r d u e  U n i v e r s i t y .  

The  o t h e r  p r o b l e m  of a d m i n i s t r a t i o n  we h a v e  to  d e a l  w i th  i s  a r e a l l y  

k n o t t y  one  and one  t h a t  at  t h i s  po in t  I do not  t h i n k  t h e r e  is  any  a d e q u a t e  

s o l u t i o n  f o r  now.  T h a t  i s  the  p r o b l e m  of d i s p l a c e m e n t  by  t e c h n o l o g i c a l  

c h a n g e .  T h e r e  is  no r e s p o n s i b l e  u n i o n  o f f i c i a l  I know who wi l l  a r g u e  

w i th  you  f o r  one  m i n u t e  t ha t  f o r  the  good of the  s o c i e t y  g e n e r a l l y  you  
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s h o u l d  e n c o u r a g e  t e c h n o l o g i c a l  c h a n g e ,  t ha t  t e c h n o l o g i c a l  c h a n g e  o v e r  

a p e r i o d  of t i m e  h a s  b e n e f i t e d  t he  s o c i e t y  g e n e r a l l y  and has  g i v e n  us 

m o r e  goods  at  l o w e r  p r i c e s  and t h a t  p e o p l e  a r e  b e t t e r  off.  T h i s  is  t h e o r y .  

T h e  m a n a g e m e n t  and the  u n i o n  a g r e e  p e r f e c t l y  on the  t h e o r y ,  but  so  

o f t en  w h e n  you  get  f r o m  t h e o r y  to  p r a c t i c e  i t  s t a r t s  to r u b  a l i t t l e  bi t  

o r  i t  is  a l i t t l e  d i f f e r e n t .  

When you  get  in to  p r a c t i c e ,  if  I am in a job w h e r e  I a m  go ing  to  be  

d i s p l a c e d  t h i s  b e c o m e s  a v e r y  r e a l  m a t t e r  to m e  v e r y  p r o m p t l y ,  and  

I r e a c t  l ike  a n y b o d y  e l s e  who  is  b e i n g  d i r e c t l y  a f f e c t e d  as  an i n d i v i d u a l .  

I b e c o m e  v e r y  u n t h e o r e t i e a [  and I b e c o m e  v e r y  p r a c t i c a l ,  b e c a u s e  the  

p r o b l e m  i s :  W h a t ' s  g o i n g  to h a p p e n  to m e  ? If I am the  f e l l o w  who is  

w o r k i n g  nex t  to  t he  m a n  who is  go ing  to  be  d i s p l a c e d ,  I get  c o n c e r n e d  

abou t  wha t  is  g o i n g  to h a p p e n  to  m e  as  a r e s u l t  of wha t  h a p p e n s  to  h i m .  

T h e o r e t i c a l  m a t t e r s  go out  t he  w i n d o w  and  you  s t a r t  to  d e a l  w i th  p r a c -  

t i c a l i t i e s .  

Let me mention a couple of the tougher problems that arise from 

this. I'U talk out of the experience of my company, because I think 

I know a little bit about that. Where we have eliminated operations, 

generally speaking, the men who drew the highest pay and who had the 

longest service had the least usable skill when we cut the operation out. 

Let me be specific on that. We eliminated an old hand sheet mill 3 or 4 

years ago. We had rollers in the hand sheet mill. Here is a skill which 

is a high skill for a particular situation which you can't use any other 
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p l a c e  in  a m i l l .  So t h e s e  peop le ;  who had  b e e n  d r a w i n g  m o n e y  fo r  a 

h igh  s k i l l ,  w e r e  t r a n s f e r a b l e  at  a m u c h  l o w e r  s k i l l  and at  a m u c h  r e d u c e d  

a m o u n t  of e a r n i n g .  We w e n t  to the  u n i o n  wi th  a s e r i e s  of t h i n g s  t ha t  

cou ld  be  done  f o r  t h e s e  p e o p l e - - s u p e r  s e n i o r i t y ,  s l o t t i n g  t h e m  in to  d o i n g  

a p a r t i c u l a r  type  of t r a i n i n g  f o r  a p a r t i c u l a r  t ype  of job .  T h e r e  w e r e  6 

o r  7 v a r i a b l e s  t ha t  we  s u g g e s t e d .  T h e r e  w e r e  184 p e o p l e  a f f e c t e d  in a 

m i l l  w h e r e  t h e r e w e r e  I15, 000 p e o p l e  e m p l o y e d .  The  u n i o n  wou ld  do n o t h i n g .  

The  r e a s o n  w a s  p e r f e c t l y  o b v i o u s .  The  a r i t h m e t i c  was  a g a i n s t  i t .  T h e y  

w e r e  not  go ing  to  do f a v o r s  f o r  184 v o t e s  and m a k e  15, 000 l e s s  184 

d i s t u r b e d  and a n g r y  b e c a u s e  t h e y  m i g h t  h a v e  s o m e t h i n g  t a k e n  a w a y  f r o m  

t h e m .  So the  u n i o n  w o u l d n ' t  t o u c h  i t .  I c a m e  down  h e r e  and had  a long  

d i s c u s s i o n  w i th  A r t h u r  G o l d b e r g  abou t  i t .  He is  c o u n c i l  f o r  the  s t e e l  

w o r k e r s .  He a g r e e d  o u r  p o s i t i o n  was  a b s o l u t e l y  r ight~ but  a g r e e d  t ha t  

t h e  u n i o n  c o u l d n ' t  do a n y t h i n g  abou t  i t .  T h i s  i s  one  of the  t h i n g s  we  a r e  

h a g g l i n g  abou t  at  t he  m o m e n t ,  I m i g h t  po in t  out .  

What  we  did do was ,  we  took  a m a n a g e m e n t  p r e r o g a t i v e  and t r a n s -  

f e r r e d  t h e s e  peop l e ,  b e c a u s e  we  t hough t  it  w a s  no  a n s w e r  to  g ive  m e n  

s e v e r a n c e  p a y  who  had  w o r k e d  f o r  us  40 y e a r s  and w e r e  p a s t  60 y e a r s  

of age  and f o r  a l l  p r a c t i c a l  i n t e n t s  and p u r p o s e s  u n e m p l o y a b l e ,  to t h r o w  

t h e m  out  on the  s t r e e t  w i th  s e v e r a n c e .  So we did m a n a g e  to t r a n s f e r  

t h e s e  p e o p l e .  O v e r  the  t h r e e  y e a r s  s o m e  t h e m  b e c a m e  old e n o u g h  to  

r e t i r e  and h a v e  r e t i r e d .  The  y o u n g e r  m e n ,  the  l o w e r  pa id  m e n ,  a r e  a l l  

d o i n g  b e t t e r  t h a n  t h e y  w e r e  do ing  at  t h e  t i m e  t h e y  w e r e  d i s p l a c e d .  The  
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W o r k s .  

o f t h e m ,  

o l d e r  m e n ,  t he  h i g h e r  pa id  m e n ,  a r e  a l l  do ing  w o r s e  in an e c o n o m i c  

s e n s e ,  o t h e r  t han  the  f a c t  t ha t  t h e y  a r e  e m p l o y e d  and a r e  w o r k i n g  t o w a r d  

p e n s i o n s ;  and we f ind tha t  w h e n  t h e y  r e a c h  p e n s i o n a b l e  age  t h e y  a r e  

i m m e d i a t e l y  t a k i n g  i t .  But  e v e n  h e r e  t h e y  a r e  a f f e c t e d ,  b e c a u s e ,  u n d e r  

the  p e n s i o n  f o r m u l a  tha t  we u s e ,  y o u r  p e n s i o n  is  d i r e c t l y  r e l a t e d  to 

y o u r  Last 10 y e a r s  of  e a r n i n g s ,  and if  you  cu t  y o u r  e a r n i n g s  in the  l a s t  

5 y e a r s  you  cu t  y o u r  p e n s i o n  a c c o r d i n g l y ,  if  y o u  a r e  a b o v e  the  m i n i m u m .  

What  you  do wi th  t h e s e  p e o p l e  I d o n ' t  know.  My own b e l i e f  i s  t ha t  

we c o u l d  and s h o u l d  w o r k  out  s o m e  kind of a p a y - e x t e n s i o n  a r r a n g e m e n t  

d u r i n g  r e t r a i n i n g ,  if  t h e y  a r e  r e t r a i n a b l e ,  and m o s t  p e o p l e  a r e ,  at  any  

age ,  and t r a n s f e r a b l e ,  and,  if t h e y  a r e  not  r e t r a i n a b l e  o r  t r a n s f e r a b l e ,  

s o m e  kind of pay  e x t e n s i o n  to e i t h e r  b r i n g  t h e m  in to  e a r l y  r e t i r e m e n t ,  

w h i c h  we h a v e  p r o p o s e d ,  i n c i d e n t a l l y ,  at  age  55 and above ,  o r  so  t h e y  

c a n  f ind a n o t h e r  job w h e r e  t h e y  m i g h t  be ab l e  to u s e  t h e i r  s k i l l s  and 

c a p a b i l i t i e s .  

As to the  d a y - t o - d a y  l i v i n g  in the  p l a n t s ,  you  w i l l  f ind  tha t  t r o u b l e  

v a r i e s  a l m o s t  in  d i r e c t  p r o p o r t i o n  to the  n u m b e r  of m e n  you h a v e  e m p l o y e d .  

We h a v e  n e v e r  had  a w i l d - c a t  s t r i k e  in  any  p lan t  e x c e p t  o u r  I n d i a n a  H a r b o r  

We h a v e  pLants t ha t  go up to abou t  1400 o r  1500 p e o p l e ,  and one 

incidentally, is unorganized, which is sort of rare in this day and 

age. Where we know the men, where the men know the supervision, where 

we are able to see that our supervision is in the plant, including the plant 

managers down, where we are individuals and not names, where the men 

18 



know t h e y  h a v e  a c c e s s  to us  at  s o m e  t i m e  c o m i n g  t h r o u g h  the  m i l l ,  

we  d o n ' t  h a v e  t r o u b l e .  If you  a r e  a good l i s t e n e r  you  c a n  h e a r  abou t  

e v e r y t h i n g  tha t  i s  go ing  on, b e c a u s e  the  m e n  w i l l  s top  and t e l l  you  

abou t  t h i n g s .  

In the  b ig  o p e r a t i o n s ,  w h e r e  you  do h a v e  t h e s e  t r e m e n d o u s  m a s s e s  

of men, it is almost impossible to get that kind of personal relationship. 

Basically in a big mil l - - for  instance, at the No. 2 Open Hearth Department 

of the Indiana Harbor Works, we have 2, 000 men in that department 

alone--in a big urban community today the men do not live in the same 

neighborhood with their workers. Our people live in a radius of 60 miles 

of the mill. Some drive 120 miles a day to and from work, which to my 

mind is asinine, but they do it. With all these things you get an impersonal 

relationship that is very hard to overcome. You use a lot d the drapings 

of personal relationship, you do everything you can to personalize the 

relationship, but you get dealing en masse where it is almost impossible. 

Here is the place from which come your greatest industrial strikes. 

This is the place where the desire of protection by the man becomes 

the greatest. One man in a mass of 15, 000 is not very much man. ]~o 

matter how big he is physically, he feels this. Management is away 

from the plant; he basically doesn't know the members.  You're a guy 

he may see walking through a mill once in six months. So that, when 

they cannot get satisfaction, then we get some kind of disruption, which 

is a wild-cat strike. This can come about in 2 or 3 ways. It can come 
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abou t  b e c a u s e  s o m e b o d y  in t he  u n i o n  w a n t s  i t  f r o m  a p o l i t i c a l  s t a n d p o i n t ,  

w h e r e  he w a n t s  to ge t  s o m e t h i n g  out  of the  m a n a g e m e n t  he  f e e l s  he c a n ' t  

ge t  by  any  o t h e r  way;  o r  it  m a y  be j u s t  t ha t  t he  m e n  get  so  pen t  up t h e y  

h a v e  got  to do s o m e t h i n g .  When  t h e y  do, i t  u s u a l l y  i s  qu i t e  a s o m e t h i n g .  

One of the  t r u i s m s  of i n d u s t r i a l  r e l a t i o n s  i s ,  i t  i s  v e r y  e a s y  to pu l l  

m e n ;  it i s  a l m o s t  u n b e l i e v a b l y  e a s y .  The  t r i c k  i s  to get  t h e m  b a c k  to  

w o r k .  

When  I w a s  at  the  m i l l  and t h e s e  b i r d s  u s e d  to  t h r e a t e n  m e  wi th  t h e  

f a c t  t ha t  t h e y  w e r e  go ing  to pu l l  the  m e n ,  I a l w a y s  u s e d  to s ay ,  " B e f o r e  

you  pu l l  t h e m ,  h a v e  the  a n s w e r  as  to how you  a r e  go ing  to ge t  t h e m  

b a c k .  " Any id io t  c a n  pu l l  t h e m ,  but  i t  t a k e s  a r e a l l y  s m a r t  guy to get  

t h e m  b a c k  on the  job .  G e n e r a l l y ,  w h e n  t h e y ' d  t h ink  abou t  i t  t h e y  w o u l d n ' t  

pu l l  t h e m ,  b e c a u s e  it i s  d i f f i cu l t .  A m a n  d o e s  a f o o l i s h  th ing ;  t h e n  h e ' s  

got  to  j u s t i f y  it, e s p e c i a l l y  to  h i s  wi fe ,  and t h i s  c a n  t a k e  s o m e  doing,  

o c c a s i o n a l l y .  So t h e y  a r e  out,  

T h e s e  d i s r u p t i o n s  s t a r t .  

and t h e n  y o u ' v e  got  to  ge t  t h e m  b a c k .  

How a r e  you  go ing  to s t op  w i l d - c a t s  ? 

F r a n k l y ,  I d o n ' t  know.  We h a v e  p r o p o s e d  a s e r i e s  of t h i n g s  to  the  s t e e l  

w o r k e r s .  We a r e  an i n d u s t r y  t ha t  ha s  b e e n  p l a g u e d  wi th  t h e m .  In the  

l a s t  t h r e e  y e a r s  w e ' v e  had  in  the  11 c o m p a n i e s  t ha t  a r e  b a r g a i n i n g  o v e r  

800 s t o p p a g e s  u n a u t h o r i z e d .  I wan t  to  s a y  in  m y  own c a s e  tha t  we  h a v e  

had  one in s e v e n  y e a r s ,  and I hope  we d o n ' t  h a v e  a n o t h e r  one f o r  t he  

nex t  27 y e a r s .  

abou t  i t .  

I'II be retired then and I'II let the other fellow worry 
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T h e y  do happen .  How you s top  t h e m  I d o n ' t  know.  We h a v e  p r o -  

p o s e d  a s e r i e s  of t h ings ,  none  of w h i c h  s e e m s  to be s a t i s f a c t o r y  wi th  

the  union,  b e c a u s e  we a r e  a r g u i n g  aga in  about  c o n t r o l  of j o b s .  

Tha t  is  a v e r y  qu i ck  h o r s e b a c k  galop,  and I know you want  to a s k  

q u e s t i o n s ,  so  I wi l l  s t op  at tha t  poin t  and t r y  to  a n s w e r  q u e s t i o n s ,  

a s s u m i n g  tha t  to be b a c k g r o u n d .  As I s a id  to Mr .  Hi l l ,  if  you h a v e  

any  on s t e e l ,  I w i l l  happy  to a n s w e r  t h o s e  s p e c i f i c a l l y  as  to m y  own 

i n d u s t r y .  

MR. HILL:  Q u e s t i o n s  ? 

Q U E S T I O N : M r .  Cap le s ,  a p r e v i o u s  s p e a k e r  f r o m  th i s  p l a t f o r m ,  

w h i l e  i n d i c a t i n g  g e n e r a l  s u p p o r t  f o r  the  c o m p a n i e s '  p o s i t i o n  on c h a n g i n g  

t h e  w o r k  r u l e s  i n v o l v e d  in  the  r e c e n t  s t r i k e ,  c o n s i d e r e d  the  t i m i n g  of 

t he  c o m p a n i e s '  t a b l i n g  of the  p r o p o s i t i o n  v e r y  u n f o r t u n a t e ,  in  tha t  it 

a r r i v e d  ju s t  20 o r  10 days  b e f o r e  the  c u r r e n t  a g r e e m e n t  was  to e x p i r e .  

Would you d i s c u s s  the  f a c t o r s  l e a d i n g  up to t he  c o m p a n i e s '  d e c i s i o n  to  

t ake  th i s  p o s i t i o n  and to do it  at  t ha t  t i m e ,  so  we can  e v a l u a t e  the  

s p e a k e r ' s  c o m m e n t s  ? 

MR. CAPLES:  I ' l l  be  happy  to  do so,  s i r .  A c t u a l l y  we m a d e  tha t  

o f f e r  on June  i0 ,  w h i c h  was  21 days  b e f o r e  the  end  of the  c o n t r a c t  and 

35 days  b e f o r e  the  a c t u a l  s t r i k e .  On A p r i l  10 we had s u b m i t t e d  ou r  s t u d i e s  

fo r  the  c o n s i d e r a t i o n  of the  c h i e f  n e g o t i a t o r  and of Mr .  M c D o n a l d .  

B e a r  in  m i n d  tha t  you s t a r t  to  s t u d y  fo r  b a r g a i n i n g  long  b e f o r e  it  h a p p e n s .  
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We s t a r t e d  p r e p a r a t i o n s  f o r  t h i s  b a r g a i n i n g  in the  s p r i n g  o:f 1958. 

When  I s a y  s t u d y  I m e a n  p r e c i s e l y  tha t .  We kep t  a g r o u p  of p e o p l e  

s t u d y i n g  not  on ly  the  g e n e r a l  e c o n o m i c s  but  a l s o  the  s p e c i f i c s  of o u r  

own c o n t r a c t s ,  w a g e s ,  and irmenti~ces,  a l l  c o m p a r i n g  wi th  40 i n d u s t r i e s  

in  t he  Un i t ed  S t a t e s ,  and c o m p a r i n g  wi th  the  s t e e l  i n d u s t r y  e v e r y w h e r e  

in the  w o r l d ,  i n c l u d i n g ,  t h i s  t i m e ,  the  Sov i e t  Union,  b e c a u s e  we  had 

s o m e  k n o w l e d g e  of an  e x c h a n g e  on Sov ie t  s t e e l .  

We c a m e  to the  c o n c l u s i o n  tha t  the  b e s t  t h i n g  f o r  a l l  of us  w a s  to 

c o n t i n u e  the  e x i s t i n g  c o n t r a c t  f o r  a y e a r .  The  s t e e l  w o r k e r s  had  t h e i r  

t h i r d  c o n v e n t i o n  in S e p t e m b e r .  T h e  t h i r d  s p e a k e r  w a s  M r .  M c D o n a l d .  

He  got up and gave  qui te  a f i r e y  s p e e c h ,  s a y i n g  in  e f f ec t ,  "We a r e  go ing  

to  t a k e  the  s t e e l  i n d u s t r y  on.  " T h e n  t h e y  had  a s e r i e s  of m e e t i n g s  in  the  

fall .  of the  d i s t r i c t s ,  s a y i n g  t h e y  w e r e  go ing  to t a k e  us on.  T h i s  w a s  

r e a l l y  qu i te  odd, b e c a u s e  I d o n ' t  know of a n y b o d y  in any  s t e e l  c o m p a n y  

who s a i d  a n y t h i n g  abou t  a s t r i k e ,  and c e r t a i n l y  not  10 m o n t h s  b e f o r e  a 

c o n t r a c t  e n d e d .  But  in  A p r i l ,  on the  10~h, to  be  p r e c i s e ,  C o n r a d  C o o p e r ,  

who  had b e e n  a p p o i n t e d  as  t he  c h i e f  n e g o t i a t o r ,  s a t  down wi th  M r .  M c D o n a l d  

and wen t  o v e r  o u r  s t u d i e s  w i th  h i m .  We w e n t  o v e r  the  p r o b l e m  of i n f l a -  

t ion ,  which we think is the n~os~ important problem before the American 

people. Oddly enough, Senator Douglas of Illinois, who certainly is no 

great friend of business--although he is my senior Senator and I am a 

Democrat--has just recently issued a report which was written by two 

men at Harvard, which basically says "A plague on both your houses, " 
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but  w h i c h  a t t r i b u t e s  the  m a j o r  p a r t  of i n f l a t i o n  in the  Uni t ed  S t a t e s  to  

t he  w a g e  p u s h  in s t e e l .  T h i s  p r e t t y  w e l l  j i b e s  wi th  wha t  we  b e l i e v e .  

We had gone  o v e r  the  s t a t u s  of the  s t e e l  w o r k e r ,  who by  h i s  own b o a s t  

i s  the  r i c h e s t  pa id  w o r k e r  in  the  w o r l d .  W e ' l l  a c c e p t  t h e i r  w o r d  f o r  i t .  

We w e n t  o v e r  the  q u e s t i o n  of p r o d u c t i v i t y ,  w h i c h  we s a y  is  ou tpu t  p e r  

m a n  h o u r  and w h i c h  t h e y  s a y  is  p r o d u c t i v i t y .  We d o n ' t  t h ink  t h e y  a r e  

i n t e r c h a n g e a b l e .  The  p r o d u c t i v i t y ,  in  the  s e n s e  of output  p e r  m a n  h o u r ,  

in  o u r  b u s i n e s s  has  not  b e e n  g r e a t .  We w e n t  o v e r  t h e  l a c k  of p r o f i t a b i l i t y  

in  o u r  i n d u s t r y ,  w h e r e  we  n e e d  m o n e y ;  and we w e n t  o v e r  the  q u e s t i o n  of 

foreign competition, which Mr. McDonald terms a phony. 

We said,'~ooking at all of these things," and we gave him the back-up 

figures on them, "looking at a false market which you created to a degree, 

yourselves, through all the fear of strike"--he was the best salesman we 

had last fall--"the best thing to do is let's go for a year as things are. You 

are well off now, and bear in mind that, under the present auto workers' 

contract, at the end of that contract the auto worker won't be in rock- 

throwing distance of the steel worker then; he will be about 24 cents an 

hour under him. " Reuther and McDonald are competitors; they make no 

bones about that. I think they like each other, but they compete fairly 

highly. We said, "Let's find out how much of this is a real margin. " 

Then in 1960 it looked as if economically we'd have a leveling off 

and we could sit down and do something that made some sense against 

a fairly solid background of knowledge. You may recall that Mr. McDonald 
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called in the newspapers and, to use his language, rejected this out of 

hand, whatever that means. The constitution of the steel workers pro- 

vides that the wage and policy determinations are made by a thing 

called the Wage-Policy Committee. After he had, as an individual, 

rejected this, his lawyer got hold of him and they had the Executive 

Committee and the Wage and Policy Committee, retroactively, clean 

it up legally and also refuse it or reject it. 

We argued from April till June trying to influence people to our 

point of view, and we became convinced in June that for political reasons 

or for some other reason McDonald had to have some money. So we said, 

"If you've got to have money, and if you can't be persuaded to this point 

of view, rather than have a strike, here are things by which we can save 

money, and in the saving of the money, we will turn that saving over to 

your union to be expended in such manner as you feel is best from your 

s t a n d p o i n t .  " He at tha t  t i m e  though t  i t  was  a p r e t t y  good idea ,  and we 

d i s c u s s e d  t h e s e  t h i n g s .  F i n a l l y  he  s a id ,  "Why d o n ' t  you put t h e s e  in  

w r i t i n g ,  t h e s e  a r e a s  of d i s c u s s i o n ? "  And we did .  T h e s e  a r e  the  f a m o u s  

e igh t  po in t s .  T h e s e  w e r e  p r e s e n t e d  to  Mr .  McDona ld  as  a r e a s  fo r  d i s -  

c u s s i o n .  T h e y  i n c l u d e d  s c h e d u l i n g ;  t h e y  i n c l u d e d  s e n i o r i t y ;  t h e y  i n c l u d e d  

a v a r i e t y  of t h i n g s .  The  e i g h t h  poin t  wa~tha t  we c l a r i f y  the  c o n t r a c t  

l anguage ,  and, odd ly  enough,  t h i s  is the  one po in t  upon  wh ich  we h a v e  

a g r e e d  in a l l  t h i s  b a r g a i n i n g .  And it m e a n s  v e r y  l i t t l e .  

t~a the r  t h a n  u s e  t h e s e  as  a r e a s  of d i s c u s s i o n ,  Mr .  McDona ld  
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t o o k  t h e m - - a n d  I c h a r g e  t h i s  i s  a n  a c t  o f  b a d  f a i t h - - a n d  b l e w  t h e m  u p  

a n d  i s s u e d  t h e m  t o  t h e  n e w s p a p e r s ,  s a y i n g  w e  w e r e  o u t  t o  b r e a k  t h e  

u n i o n  a n d  t h a t  w e  a b s o l u t e l y  w o u l d  n o t  d o  o n e  t h i n g  u n l e s s  h e  a g r e e d  

t o  a l l  o f  t h e s e  t h i n g s .  T h a t  w a s  n e v e r  s a i d  in  t h e  b a r g a i n i n g  a n d  h a s  

n e v e r  b e e n  s a i d  y e t .  H e  h a s  b e e n  a b l e  t o  p e r s u a d e  t h e  p u b l i c  g e n e r a l l y  

a n d  h a s  b e e n  a b l e  t o  p e r s u a d e  h i s  p e o p l e  t h a t  t h a t  w a s  o u r  i n t e n t .  

I a l s o  c h a r g e  t h a t  t h e r e  h a s  n e v e r  b e e n  a n d  t h e r e  i s  n o t  n o w  a n y  

a t t e m p t  t o  b r e a k  h i s  u n i o n ;  h e  s a y s  t h e r e  i s ;  t h e r e  has  b e e n  n o  a t t e m p t  

t o  c h a n g e  s e n i o r i t y .  In  m y  o w n  c o m p a n y ,  f o r  i n s t a n c e ,  w e  h a v e  a s k e d  

f o r  n o  c h a n g e  in  t h e  s e n i o r i t y  s e c t i o n s  o f  t h e  c o n t r a c t .  In  f a c t ,  we  h a v e  

g r a n t e d  t w o  t h a t  t h e  u n i o n  w a n t e d .  In  m y  c o m p a n y  w e  d o n ' t  e v e n  h a v e  

t h e  w o r k - r u l e  s i t u a t i o n ;  n o r  d o e s  W h e e l i n g  S t e e l .  B u t  y o u ' d  n e v e r  k n o w  

i t  f r o m  t h e  s t u f f  t h a t  i s  b e i n g  s e n t  t o  o u r  p e o p l e .  

So  t h e  w a y  i t  w a s  u s e d  w a s  a b a d  t h i n g  f r o m  o u r  s t a n d p o i n t .  H a d  i t  

b e e n  u s e d  a s  i t  w a s  i n t e n d e d  t o  b e  u s e d ,  a n d  o n  t h e  b a s i s  o n  w h i c h  w e  

g a v e  i t ,  t h e r e  w o u l d  n e v e r  h a v e  b e e n  a n  i s s u e .  So  i t  d e p e n d s  u p o n  w h e t h e r  

y o u  w e r e  o n  t h e  o u t s i d e  l o o k i n g  in  o r  o n  t h e  i n s i d e  l o o k i n g  o u t  a s  t o  w h e t h e r  

t h e  t i m i n g  w a s  g o o d  o r  b a d .  If  w e  h a d  p u t  i t  t o  t h e m  a s  a n  a b s o l u t e ,  a s  

M c D o n a l d  c l a i m s ,  t h e  t i m i n g  w o u l d  h a v e  b e e n  b a d  a n d  i t  w o u l d  h a v e  b e e n  

a f o o l i s h  b a r g a i n i n g  m a n e u v e r .  We w e r e  s o r t  of  s e d u c e d  u n d e r  p r o m i s e  

o f  m a r r i a g e .  

QUESTION: M r .  C a p l e s ,  I w a s  i n t e r e s t e d  i n  y o u r  s t a t e m e n t  t h a t  

w h e n  y o u  n e e d  a g o o d  f o r e m a n  y o u  t a k e  t h e  s h o p  s t e w a r d  a n d  m a k e  a 
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f o r e m a n  out  of h i m .  T h i s  i s  a r a t h e r  s u d d e n  c h a n g e  f r o m  one  s i d e  of 

the  f e n c e  to the  o t h e r .  I am c u r i o u s  to know w h e t h e r  o r  not  t h e r e  is  

a n y  d i f f i c u l t y  wi th  t he  i n d i v i d u a l s  in t r a n s f e r r i n g  t h e i r  a l l e g i a n c e  and 

l o y a l t y  wi th  t h e m  w h e n  t h e y  c h a n g e  j o b s .  

MR. C A P L E S :  Yes ,  t h e r e  a r e  d i f f i c u l t i e s .  One of t he  r e a l  d i f f i -  

c u l t i e s  i s  to k e e p  a r e i n  on t h e m ,  b e c a u s e  t h e y  a r e  too  tough  w h e n  you  

s w i t c h  t h e m ,  g e n e r a l l y .  But  we  g ive  t h e m  a v e r y  t h o r o u g h  t r a i n i n g  

c o u r s e .  U n l e s s  the  m a n  w a n t s  to c o m e  we d o n ' t  a r b i t r a r i l y  t r a n s f e r  

h i m .  We h a v e  had m e n  who h a v e  r e f u s e d  to  c o m e ,  s a y i n g  t h e y  would  

r a t h e r  s t a y  in the  u n i o n  m o v e m e n t .  But ,  if  he  is  w i l l i n g  to m a k e  tha t  

t r a n s i t i o n - - a n d  it  i s  a r e a l  t r a n s i t i o n - - t h e n  we g ive  h im  a t r a i n i n g  

c o u r s e .  We put h i m  on h i s  t r i a l  t u r n  as  f o r e m a n  u n t i l  he  g e t s  u s e d  to 

i t .  We t r y  to t e l l  h i m  wha t  not  to do and le t  h i m  go f r o m  tha t  po in t .  

We a l s o  m a k e  s u r e  t ha t  w h e r e v e r  he  is  go ing  to  s u p e r v i s e  he  is  t e c h -  

n i c a l l y  t r a i n e d  bo th  in wha t  he  is  go ing  to  s u p e r v i s e  and in b a s i c a l l y  the  
the  h i s  

b e s t  w a y  we  b e l i e v e  to h a n d l e / p e o p l e  u n d e r / s u p e r v i s i o n .  It h a s  w o r k e d  

out  v e r y  w e l l .  S o m e  of t h e s e  m e n  h a v e  c o m e  a long  w a y  s i n c e  t h e y  

c a m e  out  of t he  un ion .  It t a k e s  a lot  of a b i l i t y  to r e a l l y  r u n  a u n i o n .  

We a r e  j u s t  s t e a l i n g  t he  ab i l i t y ,  f r a n k l y .  

QUESTION:  S i r ,  I am i n t e r e s t e d  in the  t r a i n i n g  c o u r s e  tha t  you  

r e f e r  to .  T h e r e  a r e  two t h i n g s .  F i r s t ,  is  t ha t  c o m p l e t e l y  pa id  f o r  by  

the  c o m p a n y ?  S e c o n d ,  d o e s  i t  t a k e  a m a n  out  of l a b o r  and t r a i n  h im 

in to  the  m a n a g e m e n t  s i d e ,  o r  i s  i t  w i t h i n  l a b o r ,  o r  is  it  w i t h i n  m a n a g e m e n t ?  

26 



MR. CAPLES: On the particular course at Purdue that I talked 
within 

about it can be either~ labor or within management. We make no prom- 

ise to any man who takes the course. The basic idea is to improve 

1 
his technical skill as an individual. The company pays for thecourse 

entirely. As a matter of fact, we furnish some of the faculty on that 

particular course, and the shop work on it is all done in the mill, in 

our own class rooms, where we set up whatever training aids need be. 

Some of these men never come into the management; some of them 

do. We have found that practically no successful graduate of that course 

fails to progress to a degree within the company and to get ahead econ- 

omically. 

We also have courses of other types that we pay for. We have some 

where the men, themselves , pay for them. These are both in the work 

force and in the management group. Then we have out-and-out manage- 

ment trainees whom we get out of the colleges. One of the interesting 

bylights of that is that this year, because of the strike, we are having 

a very difficult time recruiting college graduates for steel. They are 

just saying, "We'll go someplace where things are a little more stable. " 

Now, this, if it became a trend, 

for the industry. 

QUESTION: Mr. Caples, 

cou ldbe  a v e r y ,  very unhappy thing 

what  is  y o u r  opin ion ,  ~r~ if  you p r e f e r ,  

the  op in ion  of In land  S tee l ,  w i th  r e s p e c t  to  the  s o - c a l l e d  r i g h t - t o - w o r k  
in 

l aws .  I am p a r t i c u l a r l y  i n t e r e s t e d  in  w h e t h e r ] t h i s  op in ion  you f e e l  
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t ha t  t he  e n a c t m e n t  of t he  r i g h t - t o - w o r k  l a w s  wou ld  l e s s e n  y o u r  p r o b l e m s  

wi th  r e s p e c t  to l a b o r  o r  i n c r e a s e  t h e m .  

MR. CAPLES: I p e r s o n a l l y  am a g a i n s t  r i g h t - t o ' w o r k  l a w s ,  as  

i s  o u r  c o m p a n y .  The  r e a s o n  f o r  i t  i s  t h i s :  The  N a t i o n a l  L a b o r  R e l a -  

t i o n s  Act  s a y s  tha t  the  un ion ,  if  a b a r e  m a j o r i t y  v o t e s  f o r  it ,  m u s t  

r e p r e s e n t  a l l  p e o p l e  w i t h i n  the  b a r g a i n i n g  uni t ;  s o  t ha t  y o u ' v e  got a 51 

p e r c e n t ,  w h i c h  is  a b a r e  m a j o r i t y - - o r  one  p e r s o n  is  a m a j o r i t y .  T h e y  

h a v e  to r e p r e s e n t  a l l  t he  r e s t .  

o b l i g a t i o n  t h e y  m u s t  d i s c h a r g e .  

T h i s  i s  wha t  t he  law s a y s .  It is  an 

Tha t  b e i n g  the  b a s i c  l aw  of the  land,  

if  you  do not  c h a n g e  tha t  l aw,  i t  s e e m s  to  m e ,  it  is  a l o g i c a l  i n c o n s i s t e n c y  

to h a v e  a r i g h t - t o - w o r k  law,  b e c a u s e  I t h i n k  at  t ha t  po in t  you get  the  

a n a l o g y  of t a x a t i o n .  If t h i s  i s  t he  law,  and if  t h e y  m u s t  r e p r e s e n t  you,  

t h e n  I t h i n k  y o u  s h o u l d  pay  the  c o s t  of t he  i n s t i t u t i o n  tha t  r e p r e s e n t s  you .  

I a m  not  k i d d i n g  anybody ;  I d o n ' t  l ike  to p a y  i n c o m e  t a x e s ,  but  I 

r e a l i z e  I h a v e  to,  and I do pay  t h e m .  It s e e m s  to  m e  tha t  w h e r e  you  

c o u l d  h a v  e ~ o m e b o d y  tha t  you  have  to  r e p r e s e n t  and  t h e n  h a v e  t ha t  p e r s o n  

p e r f e c t l y  f r e e  to t e a r  y o u r  o r g a n i z a t i o n  a p a r t  j u s t  i s n ' t  r i g h t .  If t he  

C o n g r e s s  c h a n g e s  the  b a s i c  law I m i g h t  h a v e  a d i f f e r e n t  a t t i t u d e .  

The  o t h e r  t h i n g  i s ,  I d o n ' t  t h i n k  a c t u a l l y  t he  r i g h t - t o - w o r k  l a w s  

h ave  h u r t  the  u n i o n s  v e r y  m u c h .  T h e r e  has  b e e n  a l l  k i n d s  of s c r e a m i n g  
w h i c h  i s  

abou t  t h e m .  We h a p p e n  to  o p e r a t e  in I n d i a n a ] o n e  of the  f ew  S t a t e s  t ha t  

h a v e  one .  I h a v e  n o t i c e d  no e f f e c t  one w a y  o r  the  o t h e r .  

QUESTION: Si r ,  r e c e n t l y  we h a v e  h e a r d  s o m e  i n t e r e s t i n g  r e m a r k s  
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remarks on whether the United States is or is not pricing itself out 

of the world market. Would you give us your opinion on that, your 

point of view ? I 

MR. CAPLES: I'll talk about steel, which is the only thing I know. 

We most definitely are, if we have not already. One of the things that 

we emphasized in this bargaining is that we have been a net exporting 

nation of steel historically. We have exported up to as high as something 

like 5 million tons--I mean in a peacetime economy, not in a war economy, 

where we send things outfor either our own troops or for allies. In 1958 

the figures indicated that the trend was two-fold. As to foreign imports-- 

I amtalking about steel now, not in the form of finished goods, such as 

automobiles or something--this was the same type of product that we 

put out--the trend was steadily coming up and had risen to about a million 

900 thousand tons. The export trend was coming down, and the two trend 

lines continued. Then it appeared to us that we would become a net 

importing nation of steel. Our projections which were carried out were 

fairly accurate, because that happened in the spring of this year, and of 

course at the end of September, I think, we imported something like 

3 million 900 thousand tons. When we started to analyze why, we found 

we had this situation on the East Coast, in Chicago, and on the West 

Coast: I can show you hand bills from warehouses and advertisements 

which don't quote a price. They quote so many dollars off United States 

I 

prices. InCome instances the price quoted was less than our manufacturing 
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c o s t .  T o  u s e  t h e  o l d  w h e e z e - - e v e n  w i t h  v o l u m e  y o u  c a n ' t  m a k e  a n y  

m o n e y  t h a t  w a y .  

T h e  o t h e r  t h i n g  w a s  t h a t  t h e  L o n g e r  y o u  a p p l i e d  l a b o r  t o  t h e  p r o d u c t  

t h e  w o r s e  t h e  c o m p e t i t i o n  w a s .  F o r  i n s t a n c e ,  t a k e  w i r e ,  w h i c h  h a s  t o  

b e  d r a w n  f r o m  b a r s ;  t a k e  b a r b e d  w i r e ,  w h i c h  i s  a p u r e l y  A m e r i c a n  

p r o d u c t ;  t a k e  n a i l s ,  w h i c h  a r e  a n o t h e r  w i r e  p r o d u c t .  A c t u a l L y ,  m o s t  

o f  t h e  n a i l s  u s e d  in  t h e  U n i t e d  S t a t e s  n o w  a r e  m a d e  in  W e s t e r n  E u r o p e ,  

a n d  o v e r  h a l f  t h e  b a r b e d  w i r e ,  a n d  t h e  b u t t  w e l d  p i p e  o n  t h e  W e s t  C o a s t .  

We h a v e  t h e  J a p a n e s e  s e l l i n g  r e e n f o r c i n g  b a r  i n  C h i c a g o  a t  Less  t h a n  

o u r  m a n u f a c t u r i n g  c o s t .  

T h e  r e a s o n ,  a s  w e  c a n  d e t e r m i n e  i t  t h u s  f a r ,  i s  t h e  v e r y  g r e a t  d i f -  

f e r e n c e  in  t h e  c o s t  o f  l a b o r .  A s  f a r  a s  w e  c a n  m a k e  ou t ,  J a p a n e s e  Labor  

g e t s  a b o u t  t h e  e q u i v a l e n t  o f  41 c e n t s  a n  h o u r .  T h e i r  c o s t  i s  e q u i v a l e n t  

t o  46 c e n t s  a n  h o u r .  O u r  p e o p l e  a t  t h e  t i m e  o f  t h e  s t r i k e  w e r e  m a k i n g  

$ 3 . 1 1  in  c a s h  a n d  g e t t i n g  a b o u t  59 c e n t s  i n  b e n e f i t s ,  o r  a t o t a l  c o s t  o f  

$ 3 . 7 0 .  W e s t e r n  E u r o p e  r u n s  a r o u n d  $1 .  S o  w e  w e r e  w o r k i n g  a t  a d i s -  

a d v a n t a g e  o f  3 t o  7 t o  1. O u r  Labo r  c o s t  in  s t e e l  a l o n e - - f o r g e t t i n g  t h a t  

i n  a n y  p r o d u c t  i t  i s  a b o u t  a t h i r d  o f  y o u r  c o s t - - w e  f i g u r e ,  o n  a n y  f i n -  

i s h e d  p r o d u c t ,  g o i n g  b a c k  t o  r a w  m a t e r i a l s  a n d  e v e r y t h i n g ,  i s  s o m e  

p l a c e  a r o u n d  80 p e r c e n t  o f  t h e  c o s t  o f  t h e  p r o d u c t .  W h e r e  w e  w e r e  

b e a t i n g  o u r s e l v e s  o u t  o f  t h e  m a r k e t  w a s  p u r e l y  o n  p r i c e .  

W h a t  d o  y o u  do  a b o u t  t h a t ?  Y o u  c a n  d o  o n e  of  t w o  t h i n g s  a b o u t  i t .  

Y o u  c a n  c o m e  d o w n  to  W a s h i n g t o n  a n d  c r y  f o r  a t a r i f f ,  o r  y o u  c a n  g e t  a 
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price that's competitive. It seemed to us that to go and ask for a tariff 

was folly, for two reasons. One is, we didnTt know what was so sacred 

about our business that we should be allowed to tax everybody in the 

United States to sustain it. The other reason was that we are so depend- 

ent on countries outside of the United States now for raw material com- 

ponents, or, in particular, manganese and nickel. We were afraid that, 

if we ever started tariffs, they might start embargoing exports or, at 

least, quotaing exports. One of these things we thought was morally 

wrong, and the other we thought was economically foolish. So that the 

only avenue left to us was on the matter of price. We believe, if we 

are going to hold or regain world markets in steel, we've got to get 

the price down. We've got a plant running in Jersey, and, for instance, 

during this strike we have been importing steel from South Africa-- 

cold rolled sheet and hot roiled sheet. As you gentlemen undoubtedly 

know, all steel is made to AISI specifications. In other words, if I 

order steel from Inland or Bethlehem or anybody else to a particular 

specification, the chemistry and the tolerances must be within definite 

limits. So basically you are using exactly the same thing. Our service 

in Inland is better, but the product is the same. 

This being true, anybody in the United States, I think, with the 

exception of Senator Kefauver, understands that nobody in his right 

mind is going to pay a different price for the same product. If I had 

a Purchasing Agent who was buying a product that was identical to another 
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and  p a y i n g  m o r e  m o n e y  f o r  it, I wou ld  look  to  s e e  i f  he  was  b u y i n g  

f r o m  a r e l a t i v e  o r  g i v i n g  a k i c k - b a c k ,  and I 'd  get  r i d  of the  P u r c h a s i n g  

A g e n t .  His  job is  to buy  at  the  l e a s t  p o s s i b l e  p r i c e .  

In o u r  c a s e ,  w e ' v e  got  f l a t  r o l l e d  s h e e t  w h i c h  is  b e i n g  la id  down in  

J e r s e y  Ci ty  in  the  w a r e h o u s e  f o r  l e s s  t h a n  we pa id  f o r  the  s a m e  s h e e t  

b r o u g h t  up f r o m  S p a r r o w s  Po in t ,  M a r y l a n d ,  b e f o r e  t he  s t r i k e .  T h i s  

j u s t  m a k e s  no s e n s e  w h a t s o e v e r .  We d o n ' t  i n t e n d  to  c o n t i n u e  t h i s  

r e l a t i o n s h i p .  We d i d n ' t  buy on t h a t  b a s i s .  When  S p a r r o w s  P o i n t  and 

F a i r l e s s  s t a r t e d  o p e r a t i n g ,  we wen t  b a c k  to  o u r  n o r m a l  s u p p l i e r s .  

T h i s  i s  a p r o b l e m  you  a r e  not  g o i n g  to l i c k  u n l e s s  you  get  y o u r  

p r i c e  down.  T h e r e  w a s  a lot  of t a l k  abou t  "Why  d i d n ' t  you  l o w e r  y o u r  

p r i c e  ?"  If we  had b e e n  ab l e  to  t a l k  M c D o n a l d  in to  t h i s  e x t e n s i o n  and 

if  we had  found out how m u c h  o u r  r e a l  m a r k e t  i s ,  I a m  p r e t t y  s u r e  t he  

p r i c e  w o u l d  have  gone  down.  But ,  u n t i l  we  knew w h a t  t ha t  m a r k e t  w a s ,  

we  did t he  c o n s e r v a t i v e  th ing ,  and he ld  the  p r i c e .  

The  o t h e r  t h i n g  in the  b a s i s  of the  w h o l e  p r o b l e m  h e r e  is  t ha t  we 

a r e  c o n v i n c e d  tha t  we  a r e  not  g o i n g  to get  in to  a s i t u a t i o n  w h i c h  e x a g g e r -  

a t e s  o u r  p r o b l e m  o r  i n c r e a s e s  i t  and be  in a p o s i t i o n  w h e r e  we  h a v e  to  

i n c r e a s e  t he  p r i c e  of s t e e l .  O u r  p r o b l e m  r i g h t  now is  g e t t i n g  a c o n t r a c t  

w h e r e  we  can  hold  the  p r i c e  of s t e e l  and p o s s i b l y  r e d u c e  it ,  b e c a u s e  in  

the  w o r l d  m a r k e t  we  a r e  go ing  to h a v e  to .  But a l s o  b e a r  in m i n d  t ha t  

u n d e r  the  W e b b - P o m e r i a n  Ac t  we  c a n  e n g a g e  in c o l l u s i o n  on p r i c e  f o r  

s a l e s  o u t s i d e  of t he  Uni t ed  S t a t e s .  It is  a g a i n s t  t he  a n t i - t r u s t  l aws  in 
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t h e  c o u n t r y ,  but  we  c a n  do it  o u t s i d e .  

QUESTION:  M r .  C a p l e s ,  t h e r e  h a v e  b e e n  c l a i m s  t h a t  p e r h a p s  the  

m a n a g e m e n t  p r o f i t s  have  b e e n  too h igh .  S o m e  o f f i c i a l s  have  c l a i m e d  

it  is  as  h igh  as  14 p e r c e n t .  T h e y  f e e l  t ha t  t h i s  is  s o m e w h a t  e x c e s s i v e .  

Can you  g ive  us  y o u r  c o m m e n t s  on t h i s  ? 

MR.  C A P L E S :  T h a t ' s  14 p e r c e n t  on y o u r  c a p i t a l i z a t i o n ?  

STUDENT: That's right. 

MR. CAPLES: I think that's low. 

by several standards. I think the two normal ones are: What do you get 

as a return on your sales dollar ? What do you get as a return on your 

investment? Nobody can say with any accuracy, because it is a judgment 

matter, what is a fair and what is an unfair profit. If you take the sales 

dollar in steel, the best we have done in 20 years is get a return after 

taxes of 8.1 cents on the sales dollar. We do not turn our capital over 

very quickly. We have done that in two years. We did it in 1940 and, 

oddly enough, in 1950. The worst we ever did I think was in 1944, 

when we got down to 2.4 cents on the sales dollar, this under wartime 

controls. 

That's one criterion. The other criterion is how well you do with 

other people who~lLse capital, because you are in the market for capital 

competing just as everybody else is. To give you an idea of the tre- 

mendous sums of capital we need, we've had depreciation allowances 

of about $5 billion since the war, and we have put in in addition about 

I'll tell you--you c a n  judge profits 
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$10 billion of new money, some reinvested in the business, some 

borrowed, and some from stock sales. We put in $15 billion of capital, 

which shows that you have a fairly high requirement. And this appar- 

ently will be a continuing requirement. We are competing with every- 

body else who needs money. People who invest money are going to 

invest it  only if they think they are going to get a return on it, and they 

usually want a fairly high return on it. 

In the case of steel compared with other industries, using indeces 

put out by the First  National City Bank in New York, which each year 

compares some 41 to 46 industries, in the last 20 years we have been 

average or better three times. The best we ever did on that list was 

15th, and we have been 26th or worse over 14 of those years.  It didn't 

seem to us on either of these cr i ter ia  that we were really a very profitable 

industry. If you look at automobiles as a comparison, we really are a 

bunch of pikers. I suppose the worst year was 1955, when General 

Motors as a company made more than the whole steel industry. I got 

criticized at that time for saying it seemed odd to me that somebody 

could take and bend what you make and make more money out of bending 

it than you made making it. 

The other thing that you've got to look at is, we have about $20, 000 

a year invested in each job. Our stockholders last year got $900 out of 

that $20, 000 investment--they got about $600 in cash and about $300 

went back into the business. The worker using those tools got better 
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t h a n  $6, 000 out  of i t .  Out of t ha t  he  got  abou t  $5800 of it  in  c a s h ,  and 

he  got abou t  $600 of i t  in  d e f e r r e d  b e n e f i t s .  So he  w a s n ' t  d o i n g  v e r y  

b a d l y  u s i n g  s o m e b o d y  e l s e ' s  m o n e y .  But I do not  b e l i e v e  i t  i s  a p r o f i -  

t a b l e  b u s i n e s s  in the  s e n s e  of h igh  prof~ta~$1ity.  

W h e r e  we  ge t  c a u g h t  on t h i s  i s  t ha t  e v e r y t h i n g  in  o u r  b u s i n e s s  i s  

b ig .  One of the  e a s y  t h i n g s  abou t  p u b l i c i z i n g  the  s t e e l  i n d u s t r y  is t ha t  

one  t h i n g  you  c a n  not  e x a g g e r a t e  i s  s i z e .  I s a i d  e a r l i e r  h e r e  t h i s  m o r n i n g ,  

we  a r e  a s m a l l  c o m p a n y  in  o u r  i n d u s t r y .  We a r e  the  7th l a r g e s t  in the  

Un i t ed  S t a t e s  and we  a r e  b i g g e r  t h a n  a n y  s t e e l  c o m p a n y  in  t he  w o r l d  

o u t s i d e  the  Uni ted  S t a t e s .  T h i s  g i v e s  you  s o m e  i d e a  of c o m p a r i s o n .  

So, w h e n  you  e a r n  in g r o s s  d o l l a r s  i t  looks  l ike  a lot  of m o n e y .  S o m e -  

body  e a r n s  $300 m i l l i o n .  T h a t ' s  a lot  of m o n e y  e v e n  o v e r  on the  H i l l .  

S o m e b o d y  looks  at  it  t ha t  w a y .  But a c t u a l l y ,  w h e n  you  l ook  at  i t  a s  a 

b a s i s  of s a l e s  o r  s o m e t h i n g  e l s e ,  it  i s  not  t r e m e n d o u s .  We do not  

b e l i e v e ,  f r a n k l y ,  t ha t  w e ' v e  done  a v e r y  good jd0, f r o m  the  s t a n d p o i n t  

of profitability. At least that's our viewpoint. 

QUESTION: What do you think the future of collective bargaining 

in the steel industry will be, sir ? Do you think that Congress is going 

to have to step in with some compulsory legislation in this regard ? Do 

you think collective bargaining has failed ? 

MR. CAPLES: I think that in steel collective bargaining undoubtedly 

has failed. I think it has been a rather startling failure. About this 

injunction that we are now working under, I might point out that there 
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w a s  a l I  t h i s  t a l k  b a n d i e d  abou t  t ha t  the  m e n  w o u l d n ' t  w o r k  u n d e r  an 

i n j u n c t i o n .  The m e n  h a v e  done  a t r e m e n d o u s  job of w o r k i n g .  My 

o p e r a t i n g  guys  to ld  m e  the  o t h e r  day,  "Why d o n ' t  you  qui t  m o n k e y i n g  

a r o u n d  w i t h  tha t  c o n t r a c t  and go ge t  a t h r e e - y e a r  e x t e n s i o n  on t h i s  

i n j u n c t i o n ? "  T h e r e  t h e y  a r e  u n d e r  the  l aw .  At the  end  of 60 d a y s ,  if  

we  h a v e  not  r e a c h e d  an  a g r e e m e n t ,  t h e  m e n  m u s t  vo te  on a l a s t  o f f e r .  

M r .  M c D o n a l d  w a s  m a k i n g  m o u t h i n g s  y e s t e r d a y  about  the  f ac t  t ha t  

we  a r e  now p u b l i c i z i n g  o u r  l a s t  o f f e r  as  a l a s t  o f f e r .  T h i s  s e e m s  to  be  

a t e r r i b l e  t h i n g  to do.  He p u b l i c l y  s a i d  he  would  not  c h a n g e  one w o r d  

in the  c o n t r a c t .  H e ' s  b a r g a i n i n g  but  we a r e  no t .  T e r m s  a r e  w o n d e r f u l .  

At the  end of 60 d a y s  the  N a t i o n a l  L a b o r  R e l a t i o n s  B o a r d  t a k e s  a 

vo te  on w h e t h e r  the  m e n  wan t  to  a c c e p t  o r  r e j e c t  the  l a s t  o f f e r .  U n d e r  

t he  s t a t u t e  t h e y  do tha t  by  e m p l o y e r s .  We a r e  t r y i n g  to  e x p l a i n  to  o u r  

p e o p l e  wha t  t h i s  o f f e r  i s  and wha t  r e s u l t s  w i l l  c o m e  f r o m  a c c e p t i n g  it 

o r  r e j e c t i n g  i t .  If M c D o n a l d  b e l i e v e s  tha t  v o t e  is  g o i n g  to be  c l o s e ,  

o r  if  he  t h i n k s  h e  is  go ing  to l o s e  it ,  t h e n  h e ' s  g o i n g  to ac t  Like a poLiti-  

c i a n  and h e ' s  go ing  to  c o m e  in and s e t t l e .  If he  b e l i e v e s  he  c a n  get  an  

o v e r w h e l m i n g  vo te  f o r  t he  u n i o n - - a n d  h i s  s t e w a r d s  a r e  now w a l k i n g  

t h r o u g h  the  c o m p a n y  s a y i n g  " D o n ' t  v o t e .  T h i s  i s  of no i m p o r t a n c e .  " - -  

t h e n  I t h i n k  w e ' l l  have  a n o t h e r  s t r i k e ,  e x c e p t  f o r  the  f ac t  t ha t  I d o n ' t  

t h i n k  the  C o n g r e s s  w i l l  l e t  us  s t r i k e .  

I t h i n k  tha t  if  we  ge t  to  t ha t  po in t  it  is  g o i n g  to be  a v e r y  s a d  d a y  

f o r  bo th  t he  u n i o n  and the  s t e e l  i n d u s t r y ,  b e c a u s e  the  C o n g r e s s  o b v i o u s l y  
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can do nothing but restrict, and any restriction is going to be equally 

unpleasant, in my opinion, to both parties. Nobody is getting any 

nedals for this negotiation on either side of the table. Whether we can 

persuade McDonald of that fact I don't know. He has a couple of con- 

tracts now and he has tasted a little blood, and he thinks that this is 

the way to go after it. But I think that if politically he thinks that the 

people are going to vote against him, which really bothers his job 

security now, I think we'll have an agreement. 

As to the odds on it, I think it is a good even money bet either way, 

and I'm not happy about it. 

QUESTION: Yesterday in a discussion meeting it was stated that 

management's first priority was to get a big profit and its second pri- 

ority was in the public interest. It was also stated that labor's objective 

was to change these priorities and that this was the real fight. Would 

you agree with that ? 

MR. CAPLES: Obviously I wouldn't. I think that people lose sight 

of this: It isn't easy to put things in order. But it is perfectly obvious 

that if you don't make a profit, and an adequate profit, you can forget 

about all the rest of it, because you aren't going to be there anyway. 

So that, whatever you do as a company, the thing that makes it profitable 

is profits. It always seems to me that profits to an industry are I/ke 

breathing to an individual. You just can't exist without them. If you 

want to stop breathing, it's all right, but obviously you are dead. 
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T h e  s a m e  t h i n g  is  t r u e  of an i n d u s t r y .  Once  you  h a v e  a p r o f i t a b l e  

i n d u s t r y  t h e n  m a n y ,  m a n y  t h i n g s  f low f r o m  it w h i c h  a r e  b a s i c a l l y  good .  

The  h i g h - p r o f i t  i n d u s t r i e s  g e n e r a l l y  p a y  the  b e s t  w a g e s .  G e n e r a l l y  t he  

h i g h - p r o f i t  c o m p a n i e s  h a v e  the  s t e a d i e s t  e m p l o y m e n t .  I t h i n k  m y  c o m -  

pany ,  w h i c h  i s  a h i g h - p r o f i t  c o m p a n y ,  c o m p a r a t i v e l y ,  in  the  s t e e l  i n d u s -  

t r y ,  h a s  the  s t e a d i e s t  e m p l o y m e n t  of any  c o m p a n y  in  t h e  s t e e l  i n d u s t r y .  

Unt i l  1958 we had  l a id  no m a n  off in  20 y e a r s ,  and in  1958, w h i c h  w a s  

a s e v e r e  y e a r ,  we  la id  off a t  the  m a x i m u m  a l i t t l e  l e s s  t h a n  4 p e r c e n t  

of o u r  w o r k  f o r c e  f o r  one t w o - w e e k  p e r i o d ,  and we  had  on ly  m e n  la id  

off abou t  t h r e e  m o n t h s ,  o r  p a r t s  of  t h r e e  m o n t h s ,  in  the  t w e l v e  m o n t h s  

of t ha t  y e a r .  

Now, if we  w e r e  not  r u n n i n g  a b u s i n e s s  w i th  h igh  p r o f i t a b i l i t y  w h i c h  

c o m e s  f r o m  b e i n g  ab l e  to s e r v i c e ,  w h i c h  c o m e s  f r o m  b e i n g  ab le  to m a k e  

a good p r o d u c t ,  w h i c h  c o m e s  f r o m  h a v i n g  a m o d e r n  m i l l  w i th  w e l l  t r a i n e d  

p e o p l e  in i t ,  none  of t h i s  wou ld  h a v e  b e e n  p o s s i b l e .  Al l  of t h e s e  t h i n g s  

m a d e  t h e  p r o f i t .  Wi thout  the  p r o f i t  none  of t h e m  would  h a v e  b e e n  p o s s i b l e .  

I t h i n k  w h e n  you t r y  to put  t h e m  in to  l ine  a s  to w h i c h  c o m e s  f i r s t  and 

w h i c h  c o m e s  s e c o n d  it is  a b s u r d .  

L o o k  at the  r a i l r o a d s .  T h e y  a r e  a c l a s s i c  e x a m p l e  of w h e r e  p e o p l e  

f o r g o t  abou t  p r o f i t a b i l i t y ,  i n c l u d i n g  the  I n t e r s t a t e  C o m m e r c e  C o m m i s s i o n ,  

and look  at  the  m e s s  t h e y  a r e  in .  W h e t h e r  t h e y  a r e  go ing  to  get  out  of i t  

w i t h o u t  a g r e a t  s t r u g g l e  i s  t he  t h ing .  L o o k  at s o m e  of y o u r  d e p r e s s e d  

i n d u s t r i e s .  The  t e x t i l e  i n d u s t r y  is  a good i ~ t u s t r a t i o n ,  up in New E n g l a n d .  
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You can jolly well price yourself out of a market in selling your labor 

as well as selling your goods. The unions will just have to get in mind 

that profitability is necessary. I think Gompers was very strong on that. 

Gompers knew this. Gompers used to say that the worst thing you could 

do to an employee was fail to make a profit. This is a theory that appar- 

ently doesn't linger on 16th Street, but they are going to have to get back 

to it. I mean on the north side of Lafayette Square. 

QUESTION: Mr. caples, we heard recently from the platform 

here that, in relation to a discussion about the desirability of the people 

outside of labor and management to cut down on the strikes, Mr. Meany 

had made a recommendation, or an offer, that the Government invite 

both labor and management to a discussion of how this might be achieved, 

and that so far management had not responded. Now, I raise the question 
/ 

about who in management would be in a position to respond. This also 

gets down to your collective bargaining. Who in management does do 

the collective bargaining for management in the steel industry? I am 

interested in: For instance, if one company, say, U. S. Steel, makes 

a settlement, are all the others bound to go in? 

MR. CAPLES: We have an 11-company coalition. They have the 

full authority to bind all 11 of us. Mr. McDonald is well aware of that. 

He is saying, "I've got to beat the heads of the companies; they have the 

authority. " This form of bargaining, oddly enough, was suggested by 

the union, but it hasn't worked for them, so now they want to get rid of 
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i t .  But  t h e y  h a v e  the  a u t h o r i t y  to b ind the  corn pany .  

b a r g a i n i n g ?  H i r e d  h a n d s  l i ke  m e  do the  b a r g a i n i n g .  

r e s p o n s i b i l i t y ?  The  C h i e f  E x e c u t i v e s  h a v e  i t .  

in  t h i s  c o a l i t i o n  m a k e  the  u l t i m a t e  d e c i s i o n s .  

Who does the 

Who has the 

The 11 Chief Executives 

We make recommendations 

as to strategy, tactics, and substance; but our authority comes from 

them. Since most of us are making a career out of doing what our bosses 

want us to do, we stay within those limitations. 

As to the Meany proposal, that stems from a Sidney Hillman lecture 

that Arthur Goldberg gave at the University of Wisconsin about a year 

ago. He suggested that a year ago and Mr. Meany is suggesting it now, 

that the top people in labor and the top people in industry, under the 

auspices of the Goverrunent, get together and see if there is not some 

way in which we can solve these broad policy matters. They have had 

those conferences before. They had one, you may recall, in 1945, 

which was held here under government auspices, and it broke up, on 

t h e  s i m p l e  q u e s t i o n  of wha t  w a s  the  l i m i t  to  w h i c h  l a b o r  wou ld  go in 

t a k i n g  p a r t s  of m a n a g e m e n t ' s  s o - c a l l e d  p r e r o g a t i v e .  L a b o r  j u s t  s a i d ,  

"We a r e  go ing  to  put  a n y  l i m i t  on it; we  a r e  not  go ing  to  s a y  wha t  a r e  

m a n a g e m e n t ' s  r i g h t s  and wha t  a r e  o u r  r i g h t s .  

an  o p e n  q u e s t i o n .  " T h i s  i s  w h e r e  i t  b r o k e  up.  

We'll just leave that 

For such a thing to be 

f r u i t f u l - - a n d  I b e l i e v e  t ha t  i t  m i g h t  be  w o r t h  t r y i n g - - y o u  wou ld  h a v e  to  

ge t  t he  top  m e n  of the  c o m p a n i e s .  You would  h a v e  to  t a k e  p e o p l e  who 

c a n  not  on ly  d i s c u s s  p o l i c y  but  h a v e  the  p o w e r  to a c t u a l l y  put  i t  in to  
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effect. It wouldn't make any sense for me to go out there. It would 

make sense for Mr. Block, our Chairman, the Chief Executive Officer. 

It would not make sense for Lem Bovart to go out for General Electric; 

it would make sense for Mr. Cordiner to go. It would make sense if 

Mr. Meany went and some of the others. But I do not believe that basi- 

cally, if they made any agreement which their constituency didn't like, 

they could enforce it in the first place without losing their jobs, and I 

think that it wouldn't be binding anyway. 

I think this is a beautiful thing in concept; I think the practicalities 

are all against it. But it might be well worth while to try it, because, 

Lord knows, the things we have tried so far haven't been effective, and 

this might. But, if they have any hope whatsoever, it would mean that 

you would have to get really the top people and then send them out to 

some place like Aspen, Colorado, where they are away from the press 

and have to live in a social situation with each other. You'd have to 

get them sort of isolated. And then, like strange dogs sniffing each 

other, it's going to take a while before they get down to anything that is 

productive. So you'd have to get maybe 3 or 4 weeks of a man's time to 

do that. 

QUESTION: You have indicated that this industry-wide bargaining 

produces either company-wide or sub-company contracts. Under these 

conditions, would you comment on the real desirability of industry-wide 

bargaining ? 

41 



MR. CAPLES: To answer the last part of your question first, I 

think that industry-wide bargaining is undesirable. I think it brings 

u n i f o r m i t i e s  t ha t  do not  f i t  t he  d i v e r s e  s i t u a t i o n .  H a v i n g  s a i d  tha t ,  t h e n  

you  c a n  a s k ,  "How did you get  y o u r s e l f  i n to  i t  ? "  We got in to  i t  t h i s  way :  

This is a power proposition, and, if you are going to have countervailing 

power, in our opinion~ you've got to do it through coalition. Over a 

period of time the union has put absolutely uniform demands on the 

companies. For instance, in 1947, in my own company, we were the 

only company in the steel industry that struck that year. We struck on 

a simple issue. The union absolutely refused to talk to us until they 

got a contract with U. S. Steel, at which time they came in and literally 

and figuratively just threw it on the table and said, "Sign it. " We said 

we wouldn't, and we didn't; and we put a steel mill down. Until that mill 

was down they didn't bargain about one bloody thing. When they found 

out that they had to bargain about it they did. Bear in mind that this is 

a tough, complex process. Nobody goes to a collective bargaining table 

if he can run any place else, if he thinks he is going to lose. Mr. McDonald 

had all this stuff about wanting government boys and everything else. The 

reason he wanted them was that he thought they could do what he couldn't 

do himself. So he was running from the bargaining; he's still trying to 

run away from it. He's not having much success, but he's trying. 

On these uniform demands, take this famous 2(b) clause which we 

don't have. That was put in ~ .  S. Steel's contract in 1947, thoretically, 
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t o  t a k e  c a r e  o f  a s i t u a t i o n  in  U.  S .  S t e e l .  O v e r  a p e r i o d  o f  y e a r s ,  

w h e r e  t h e  s i t u a t i o n  w a s  n o t  t h e  s a m e ,  i t  h a s  b e e n  p u t  i n t o  o t h e r  c o m -  

p a n i e s '  c o n t r a c t s .  It  h a s  b e e n  a v e r y  t r o u b l e s o m e  c l a u s e  f o r  U.  S .  S t e e l .  

O n e  c o m p a n y  w h e r e  i t  w a s  p u t  i n  i n  1956  i s  B e t h l e h e m .  T h e y  h a v e  h a d  

h e l l ' s  o w n  t i m e  w i t h  i t  f o r  t h r e e  y e a r s .  T h i s  i s  a n  a b s o l u t e  u n i f o r m  

d e m a n d .  W e ' v e  g o t  t o  t h e  p o i n t  w h e r e  m a n y  o f  o u r  c o n t r a c t s  o n  b e n e f i t s  

a n d  w h a t  n o t  a r e  u n i f o r m  t h r o u g h  t h i s  t y p e  o f  b e h a v i o r .  In  1956 ,  w h e n  

w e  w e r e  a l l  s t r u c k  f o r  v a r y i n g  l e n g t h s  o f  t i m e ,  w e  s a t  w i t h  a n  a b s o l u t e l y  

i n f l e x i b l e  u n i f o r m  d e m a n d ,  s o m e  o f  u s  a s  l o n g  a s  5 a n d  6 w e e k s  a f t e r  

U.  S .  S t e e l  h a d  s e t t l e d .  We g o t  t o g e t h e r  a n d  s a i d ,  " T h i s  i s  t h e  e n d  o f  

t h i s .  If  w e  a r e  g o i n g  t o  m e e t  a u n i f o r m  f o r c e  we  a r e  g o i n g  t o  m e e t  i t  

w i t h  a u n i f o r m  f o r c e .  " A n d  w e  e n t e r e d  i n t o  t h i s  c o a l i t i o n .  We a p p o i n t e d  

f o u r  p e o p l e  t o  b i n d  u s .  T h i s  i s  a n  a b s o l u t e l y  n e w - - i n  o u r  i n d u s t r y - -  

m e t h o d  o f  h a n d l i n g  t h e  p o w e r  p r o b l e m .  

A s  I s a i d  e a r l i e r ,  t h i s  i s  t h e  w a y  t h e  u n i o n  w a n t e d  i t  a t  t h e  b e g i n n i n g .  
m i d d l e  o f  t h e  

A s  A r t h u r  G o l d b e r g  s a i d  a t  o n e  p o i n t  in  t h e / s t r i k e ,  " T h i s  h a s n ' t  w o r k e d  

o u t  q u i t e  t h e  w a y  w e  p l a n n e d .  " I t h i n k  t h a t ' s  p r o b a b l y  a f a i r l y  t r u e  s t a t e -  

m e n t .  We f e e l  t h a t ,  i f  t h e  p o w e r  i s  g i v e n  t o  t h e  u n i o n ,  t h e n  w e ' v e  g o t  t o  

m e e t  i t  t h i s  w a y .  If y o u  r e d u c e  t h a t  p o w e r  w h e r e  y o u  c a n  g e t  r e a l l y  d o w n  

t o  a r g u i n g  a b o u t  y o u r  o w n  p r o b l e m s ,  

a s  I s a i d ,  w e  d o n ' t  r e a l l y  h a v e  2 (b ) .  

" Y o u  a r e  g o i n g  t o  h a v e  t o  p u t  2 (b)  i n  y o u r  c o n t r a c t .  " 

" N o t  t h i s  y e a r .  " W i t h  W h e e l i n g  i t  i s  t h e  s a m e  t h i n g .  
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the problem. Why the hell should we put a contract clause in that's 

giving somebody else nothing but trouble, when they can't point out 

any trouble in your plant that it cures ? 

So you go to this forced thing, and it's not a good thing. Obviously, 

when you get to butting heads with this kind of power, a lot of people are 

liable to get hurt. In this instance a lot of people have been hurt. 

I don't know a better solution, but I don't think this is a good one. 

QUESTION: Sir, are there avenues open to you to meet and talk 

directly to the rank and file union members and explain your point of 

view just as you have to us here today? Or would that come under the 

h e a d i n g  of a t t a c k i n g  u n i o n  l e a d e r s  ? 

MR. CAPLES: I d o n ' t  know wha t  it  c o m e s  u n d e r  t he  h e a d i n g  of, 

but  t h a t ' s  p r e c i s e l y  wha t  we  a r e  d o i n g .  T h e y  a r g u e  t ha t  we  d o n ' t  h a v e  

t h e  r i g h t  to  do i t .  As  a m a t t e r  of f ac t ,  M r .  M c D o n a l d  w a s  h a v i n g  h i m s e l f  

qu i t e  a b l o w - u p  y e s t e r d a y  b e c a u s e  U. S. S t e e l  s e n t  out  a p a m p h l e t  e x p l a i n -  

ing  t he  o f f e r ,  w h i c h  he  s a y s  m i s r e p r e s e n t s  the  o f f e r .  How you  m i s r e p r e -  

s e n t  y o u r  own o f f e r  w h e n  you  m a k e  it ,  I d o n ' t  know.  But  t h i s  is  wha t  he  

s a y s .  He  a l s o  s a y s  he  is  g o i n g  to put out  a 3 2 - p a g e  b o o k l e t  e x p l a i n i n g  

the  f a l l a c i e s  in the  8 - p a g e  b o o k l e t  t ha t  U. S. S t e e l  put  out .  

T h e y  d o n ' t  l ike  you  to  t a l k  to peop l e ,  on t he  b a s i s  t ha t  you  a r e  t a l k i n g  

a r o u n d  and b a r g a i n i n g  a r o u n d  t h e m .  T h e r e  is  n o t h i n g  in  t h e  law w h a t s o e v e r  

t ha t  s a y s  tha t  you  c a n ' t  t a l k  to  y o u r  p e o p l e  any  t i m e  you  wan t  abou t  a n y t h i n g  

y o u  want ,  so  long  as  you  d o n ' t  c o e r c e  o r  t h r e a t e n .  As a m a t t e r  of f ac t ,  
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we are taking our people in groups on company time and explaining 

and answering any questions. We propose before the vote to take time 

on a radio station, when the Chairman, the Vice Chairman, the President, 

the Vice President in Charge of Steel Production, and the Works Manager 

will be on the air and will answer any questions from any employee about 

this thing. We certainly intend to take it to the people. 

QUESTION: Sir, would you please comment on the Kaiser settlement? 

MR. CAPLES: Yes, sir, I'll be happy to do so. First I want to say 

that Mr. Kaiser's company at one point was a part of our coalition. Under 

the coalition anyone has a perfect right to withdraw if he wants to. Mr. 

Kaiser had every right to exercise his privilege and withdraw, as he did 

do. Mr. Kaiser also, when he was meeting with the union, told us before 

he met with them what he was going to do and kept us advised while he 

was meeting with them. I say this because I want to emphasize that 

the contract with the Kaiser Company, although I don't like what they 

did do, was entirely honorable, and they had every right to do it. 

Now, as to the offer itself, Mr. Kaiser has some rather unique 

problems, not the least of which is that his mill had more wild-cat strikes 

in total number and for a longer number of days t h ~  any mill in the 

United States under the last contract. So he has some trouble that is 

fairly particular and that he must take care of. I think that he has the 

union committed on this to the point where they will take care of it by 

som e method. 

45 

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  j . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  ~ ~. . . . . . . . . .  Q . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .  



/ 

• : 4 ~: ~ ~:e:<~: 

T h e  s e c o n d  t h i n g  i s ,  h e  h a s  a r e l a t i v e l y  n e w  c o m p a n y .  T h e y  h a v e  

p r a c t i c a l l y  n o  p e n s i o n e r s ,  w h e r e a s  s o m e  of  t h e  o l d e r  c o m p a n i e s  h a v e  

a s  m a n y  a s  o n e  p e n s i o n e r  t o  e v e r y  f o u r  a c t i v e  e m p l o y e e s .  So  t h a t ,  

w h e n  y o u  g e t  i n t o  p e n s i o n  c o s t s ,  h i s  c o s t s  a r e  l o w e r  t h a n  a n y b o d y  e l s e  

i n  t h e  i n d u s t r y .  W e  b e l i e v e  t h a t  h i s  r a w  m a t e r i a l  c o s t s  a r e  l o w e r  t h a n  

a n y b o d y  e l s e ' s  i n  t h e  i n d u s t r y .  

T h e  K a i s e r  i n d u s t r i e s  h a v e  a c h a r i t a b l e  f o u n d a t i o n ,  t h e  P r o m i n e n t i  

F o u n d a t i o n ,  w h i c h  g i v e s  a t y p e  o f  m e d i c a l  s e r v i c e  t h a t  i s  n o t  a v a i l a b l e  

t o  a n y  o t h e r  c o m p a n y ,  a n d  f r o m  h i s  s t a n d p o i n t  i t  i s  l e s s  c o s t l y .  A l s o  

in  C a l i f o r n i a  t h e r e  i s  a n  a c c i d e n t  a n d  s i c k n e s s  l a w  f o r  w h i c h  t h e  e m p l o y e e s  

p a y  t w o  c e n t s .  T h i s  i s  a d i r e c t  c o s t  o n  t h e  e m p l o y e e .  Y o u  d o n ' t  p i c k  

t h i s  u p  a s  y o u r  c o s t  i n  m o s t  o t h e r  S t a t e s .  So h e  h a s  b a s i c a l l y  a d i f f e r e n t  

c o s t  p i c t u r e  f r o m  t h e  r e s t  o f  u s .  

M r .  K a i s e r  s a y s ,  a n d  I b e l i e v e  h i s  f i g u r e s ,  t h a t ,  f o r  t h i s  c o n t r a c t ~  

w h i c h  i s  f o r  a p e r i o d  o f  20 m o n t h s - - n o t  t w o  y e a r s - - h i s  c o s t s  a r e  2 2 - 1 1 4  

c e n t s ,  o r  1 1 - 1 ] 8  c e n t s  a y e a r .  T a k i n g  e x a c t l y  t h a t  c o n t r a c t  f o r  t h e  

s a m e  p e r i o d  o f  t i m e  w i t h  t h e  c o s t s  o f  t h e  o t h e r  c o m p a n i e s ,  b e a r i n g  i n  

m i n d  t h e s e  d i f f e r e n c e s ,  o u r  c o s t s  w o u l d  b e  32 c e n t s  f o r  t h e  20 m o n t h s ,  

o r  a l i t t l e  b e t t e r  t h a n  16 c e n t s  a y e a r .  In  o u r  o p i n i o n ,  i f  w e  p u t  t h a t  

m u c h  a d d i t i o n a l  l a b o r  c o s t  on ,  w e  c a n n o t  s t a n d  i t  w i t h i n  t h e  p r i c e  o f  
n o t  

t h e  p r o d u c t .  O n e  o f  t h e  p r o b l e m s  t h a t  w e  c a n ] c o n v i n c e  M r .  M c D o n a l d  

a b o u t  is,  w e  c a n n o t  r a i s e  t h e  p r i c e  o f  s t e e l .  H i s  a t t i t u d e  i s :  " W h a t  

t h e  h e l l  d o  y o u  c a r e  i f  y o u  r a i s e  i t  4 o r  5 p e r c e n t 2  W a i t  3 o r  4 m o n t h s  
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I! t i l l  p e o p l e  a r e  no t  m a d  at  you .  

The  o t h e r  t h i n g  i s ,  and t h i s  i s  a v e r y  i m p o r t a n t  th ing ,  on t h e  W e s t  

C o a s t  the  p r i c e  of s t e e l  i s  an  a v e r a g e  of $14 a ton  h i g h e r  t h a n  it  i s  on 

t he  E a s t  C o a s t  o r  in  t he  M i d d l e  W e s t .  So, a l o n g  w i th  h i s  c o s t  a d v a n t a g e s  

in  r a w  m a t e r i a l s  he  a l s o  h a s  a c o n s i d e r a b l e  p r i c e  a d v a n t a g e .  His  p r i c e  

and  t ha t  of B e t h l e h e m  and U. S. S t e e l ,  who a l s o  o p e r a t e  on the  W e s t  

Coas t ,  a r e  the  s a m e ;  but  t h e i r  p e r c e n t a g e  of t o t a l  p r o d u c t  is  s m a l l  

w h e r e a s  i t  is  M r .  K a i s e r ' s  t o t a l  p r o d u c t .  

So I t h i n k  tha t ,  w i th  the  c o s t  a d v a n t a g e  and w i th  the  p r i c e  a d v a n t a g e ,  

he  b e l i e v e s  tha t  he  c a n  a b s o r b  t h i s .  He h a s  s a i d  so  p u b l i c l y  and I a m  

p e r f e c t l y  w i l l i n g  to a c c e p t  i t .  We c a n n o t ,  w i t h o u t  v a r y i n g  o u r  p r i c e ,  

and t h a t ' s  ou r  b a s i c  d i f f e r e n c e .  The  o t h e r  t h i n g  i s ,  we  b e l i e v e  t ha t  

20 m o n t h s ,  w i th  t he  h i s t o r y  of o u r  i n d u s t r y ,  i s  e n t i r e l y  too  s h o r t  a 

c o n t r a c t .  We a r e  a s k i n g  a m i n i m u m  of t h r e e  y e a r s .  I t h ink  if  s o m e b o d y  

n u d g e s  us  we  m i g h t  m a k e  it  l o n g e r .  But  t h e s e  a r e  the  b a s i c  d i f f e r e n c e s .  

In m y  own c o m p a n ~  ha l f  of o u r  ou tput  i s  f i a t  r o l l e d  p r o d u c t .  His  

c o s t  d i f f e r e n t i a l  on t h a t  i s  $ 2 1 . 5 0  a ton .  If we  put  o u r  p r i c e  up to  $ 2 1 . 5 0  

a ton  t h e n  I c a n  po in t  to  w h e r e  we  wou ld  be  e x p l a i n i n g  i t .  So t h a t ' s  t h e  

w a y  it i s .  

MR.  H I L L :  It m u s t  be  obv ious  to  a l l  of us  t ha t  the  p h i l o s o p h y  wh~ich 

M r .  C a p l e s  e x p r e s s e s  has  b e e n  the  r u l e  of the  day  in t h e  h i s t o r y  of  

l a b o r  in  t h i s  c o u n t r y  w h i c h  has  b e e n  m a t e r i a l l y  c h a n g e d .  M r .  C a p l e s ,  

y o u  h a v e  v e r y  a d e q u a t e l y  p r e s e n t e d  the  o b j e c t i v e s  of m a n a g e m e n t  to  
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o u r  g r o u p ,  y o u  h a v e  b e e n  p a t i e n t  i n  a n s w e r i n g  o u r  q u e s t i o n s  a n d  m u c h  

m o r e  t h a n  a d e q u a t e .  A s  y o u  k n o w  y o u  h a v e  b e e n  a s k e d  to  c o m e  d o w n  

t o  t h i s  C o l l e g e  m o r e  f r e q u e n t l y  t h a n  y o u  h a v e  b e e n  a b l e  t o  a c c e p t ,  

e v e n  w i t h  t h e  a i d  o f  y o u r  b r o t h e r ,  w h o  s a t  i n  t h e s e  s a c r e d  s e a t s  a b o u t  

t h r e e  y e a r s  a g o ,  w h e n  w e  w e r e  a b l e  t o  g e t  y o u  t o  c o m e  d o w n .  

M R .  C A P L E S :  I t h i n k  I h a v e  a n  e x - C o m m a n d i n g  O f f i c e r  h e r e ,  

tOO. 

MR. HILL: You are always welcome, 

you back many times. On behalf of the Commandant, the faculty, 

the students, thank you sir, very much. 

s i r ,  a n d  w e  h o p e  w e  c a n  h a v e  

a n d  

M R .  C A P L E S :  T h a n k  y o u .  
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