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November 11, 1968

LABOR, INCOMES, AND MANPOWER POLICIES

These three areas of policy, each with significant
content of its own, each touching matters with explosive
potential, analytical controversy and bi-partisan support,
are closely related to each other and to any general strategy
of economic policy. Actions in one area will have important
consequences for the others. We will examine each area
separately but we stress at the beginning the need for con-
sistency of thought and integration of effort.

Our recommendations have a common philosophic base.
We emphasize the importance of high employment as a goal
in itself and as a necessary condition for success with vital
manpower efforts, while recognizing and trying to deal with
the tension between this goal and that of reasonable price
stability. We cannot overstate the importance of placing
on unions and companies the responsibility for making
particular decisions free from government intervention
and for éccepting the consequences to themselves of these
decisions. We believe that government should emphasize

-- establishing the general ervironment in which

individual wage, price, and employment
decisions are made;

-- help to leaders of unions and managements

in understanding this environment and in



acquiring realistic expectations of govern-
ment responses to their behavior; and

~~- help to individuals in the development of
their own pattern of participation in job

activities.

Our more specific recommendations are a mixture of
the poc..tive and the negative; and we give emphasis to both
as part of the mixture. It is as important to refrain from
questionable though oft-repeated remedies as it is to move
constructively and vigorously on other fronts.

On labor relations:

-~ Government should minimize its White House and
Cabinet level intervention in labor disputes; but

-~ Provide strong mediation services using the most
gifted private mediators as well as full time
employees of government;

-~ Supplement the operating mediators with strong
staff and analytical work;

-- Seek improvement in the environment of labor
relations through administrative means rather
than legislative change; and

-- Study on an' internal basis, but as a matter of
the highest priority, the problems of labor
relations among employees of government, Federal,

state and local.



incomes policy:

On

On

Hold out no hope within the Administration»o: to
the public that ”guidelines" or other policies
of voluntary or compulsory restraint can play

a significant role in retarding price and wage
increases; |
Develop in every possible way the competitive
checks that operate in product and labor markets,
including use of the Government power as a buyer
of products and trainer of labor;

Seek ways to cushion the impact of unemployment
on the unemployed and spread its burden more

equitably among the population.

manpower policy:

Maintain an expanding economy and low unemploy-
ment as necessary conditions for success with
manpower programs, especially those designed

to draw private industry into this effort;

Retain for the present and probably increase
subsequently the present level of Federal

effort with remedial programs; but

Change sharply the method of their administra-.
tion, shifting from a program basis to a service-
oriented basis and simplifying the process of

moving funds from Washington into the field;



-- Develop the participation of the private sector
in remedial programs, building especially on
the strong start already made by the National

Alliance of Business in its JOBS program.

We have confined our attention to what we consider
the most important points and have not tried to deal with these
in a detailed manner. It may be noted that our somewhat diverse
group was able to agree on the main lines of recommended action
and inaction. The group did specialize to some degree. Further
detail could be sought from individuals as follows:

Labor~Management: Livernash, Brown, Mason,

Livingston, Smith *
Incomes Policy: Reder, Brown

Manpower: Mangum, Mason, Callender *%*

*¥ Smith could not participate in our final session but
earlier indicated his feeling of greater urgency as to
timing for legislative change in labor-management statutes
than was felt by the others.

*¥¥ Callender was unable to participate in our meetings
but could be a valuable source of ideas and reactions,

especially on employment problems of ghetto youth.



I. LABOR RELATIONS POLICY

Policy and action in the 1abor relations area may
be considered from two points of view: (A) legislative and

(B) administrative.

A, Legislative Policy and Action.

There will be strong industry pressure to seek
changes in labor lzgislation - quite basic and far-reaching
legislative change, including application of the antitrust
laws to labor. We question both the necessity and the
wisdom of this course of action; there is a strong consensus
within our group, including two professional industry repre;
sentatives, that now is not the time to seek changes in labor
legislation and that emphasis should be placed upon adminis-
trative policy and action.

There are several reasons why we do not support
seeking near-term legislative change: (1) Such change is
not at present urgently required. Industry can live with
the law as it stands and so can the unions. (2) A great
deal can be accomplished through changes in the administra-
tion of the labor laws. For example, while none of us agree
with recent elaborations in the duty to bargain in good faith,
a very significant change could be made by not issuing these
types of complaints and thus, indirectly, giving broader

scope to dispute resolution through arbitration. Again,



as an example, significant change in the functioning of the
Railway Labor Act could be accomplished by refusing to take
cases formally into mediation and emergency board procedures
until genuine bargaining has taken place. (3) Labor leaders
greatly fear "anti-labor" legislation. A drive for legis-
lative changes would confirm their worst fears. The labor
climate presently is one of militancy, with labor leaders
confronted by many internal problems. A working relationship
needs to be established with labor. Finally, (4) the outcome
of opening up labor legislation appears highly uncertain,
while the unsettiing effects of the accompanying acrimony
are predictable. We have little confidence that controlled
and truly constructive change could now be accomplished.

We are, however, attaching as Appendix A a brief list of
limited legislative changes which might be considered 1if

and when the political climate appears appropriate.

B. Administrative Policy and Action

We believe that policy with respect to intervention
in major crisis situations is of crucial importance. That
policy should emphasize resolution‘of disputes through free
collective bargaining and be one of reluctance to intervene.
If intervention is nevertheless necessary, we support a
hard-nosed type of intervention. By this we mean as balanced

a view of the equities as can be achieved rather than an



opportunistic search for labor peace without regard to its
price, The hope would be that both parties would regard
high;ievel administrative intervention (and this would apply
either to the Secretary of Labor or > the White House)

gs both remote and less than attractive.

The ab¢ve point of view does not mean that the
Department of Labor should not be strengtheneéuin its labor
relations function. In fact, the Dzpartment should be
strengthened and reorganized from various points of view.
First, we envisage some shift in emphasis in the role of
the Secretary of Labor. While the Secretary should be a
man commanding respect for his labor relations capacity,
experience, and knowledge, the primary orientation of the
position should be shifted toward manpower policies and
administration. This subject is separately discussed.
Second, we suggest (administratively if possible through
the Reorganization Act, legislatively if necessary)
abolition of the artificial distinction between the
Mediation Service and the Department of Labor. The official
in charge of this expanded labor-management function should
rank as an Under-Secretary of the Department of Labor,
on a par with an Under-Secretary for Manpower Programs.
Finally, under this official there would be an operating

function (mediation) and a strengthened administrative



division carrying out a labor relations research and techni;
cal assistance function. These organizational changes are
not inconsistent with a basic policy of non-intervention

in crisis situations.

This research and technical assistance function
has a number of related purposes. It should build knowledge
and understanding of problems and i1ssues in key negotiation
situations in the country. This involves following and
studying in depth the negotiation calendar for each year.

In addition, this research and assistance to the parties

and to government officials should carry out special studies,
some on a commissioned basis. These studies should be done
under various organizational formats depending upon the
purpose and character of the particular study. Some should
be done in close relationship with the parties. Some should
evaluate legislative effects. Some should study problems
with a focus on alternative legislative proposals; An
immediate topic of importance for research is the structure
of negotiations (coalition bargaining, multi-craft bargain-

ing, etc.)

C. Current Problems

Currently a joint (Department of Labor -
Mediation Service) study unit should be established to

study the 1969 negotiation scene. An initial review of



the calendar and of the deferred wage increase pattern is
now in process in the Department of Labor. Fortunately,
as an aside, 1969‘is the light year in the three year
bargaining cycle which exists in the country. The year

is primarily characterized by the inclusion of the

General Electric - Westinghouse negotiation. Fortunately,
also, the level of already negotiated wage increases
becoming effective in 1969 will be lower than first-year
amounts negotiated for 1968. "Front-end loading" in three
year contracts has produced to date a 1968 wage increase
level of about 7.5 percent in major contracts. Second-year
adjustments will be significantly lower.

The Administration must do its best not to be
caught unprepared with respect to near-term potential
crisis situations. Immediate attention should be given
to the airline negotiations with the mechanics which open
January 1, 1969. The Administration may be confronted in
this situation with a vital and precedent-setting initial
crisis. It could be the most difficult situation to arise
during the year. The Administration will be tested as
well as the parties. Unplanned action needs to be mini-
mized. A second possible crisis could be East Coast
longshoremen. The hope is that this dispute will be
resolved prior to January 20th but it must be followed.

A third potential crisis, electrical manufacturing, is

not an immediate problem.



Flnally, a most important and difficult problem
area is that of public employees. _We”suggest an almost
off-the-recordz high-level internal task force to assess
the appropriate detailed approach. This should not be
simply a Department of Labor study, nor, in our judgment,
initially a widely announced commission or participative
group study. Over a period of time the Federal government
will inevitably become more deeply involved in this problem
at the state and local level. The question of the degree
of seriousness of potential problems at the Federal level
should be given early consideration. An evaluation of
Executive Order 10988 is now under way and its results

shculd be studied with care.
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1. The backlog of unemployed and underemployed
people demanded remedial efforts to the neglect of pre-
ventive ones.

2. The EQ.ESS crisis by crisis, legislative
approach resuited_in an overlapping, almost unmanageable
proliferation of programs.

3. The federal initiative created nationally
uniform programs not sufficiently adaptable to local
situations.

b, The program by program structure required
confining clients within program requirements rather than"
conforming se;vices to individual needs.

Nevértheiess, the groundwork has been laid. Ex-
perience has accumulated and a nucleus of capable. adminis-
trators is developing. Espécially hopeful has been the
degree Qf commitment shown by private employers who are
hiring and training the disadvantaged under the National
‘Alliance of Businessmen's JOBS program. Unfortunately,
this commendable program is extraordinarily sensitive to
rises in unemployment. Another important néw effort is
Project Tfahsition;fthrough which the Department of Defense
has, on a limited, experimental basis, given those returning
veterans not likely to take advantage of educational
benefits, training and other assistance tolimprove their
Jjob outlook. For them to return from combat to unemploy-

ment is unfair and socially dangerous. This effort should

19



be expanded.

In total, the manpower programs have been more
successful than might have been expected, considering the
unfamiliarity of the terrain and the complexity of the
problems. The needs are pressing and the potential gains
promising. More important than the relative success or
failure of these programs has been the identification of
the variety of manpower‘services needed in various combina-
tions by disadvantaged persons and groups (see Appendix C
for a listing of these services). Any successful effort
to bring satisfactory empléyment to the competitively dis-
adbantaged will require efficient delivery of these
services. The challenge is to improve administrative
capapility, then expand rather than contract expenditures
to levels more commensurate with need.

Several recent legislative and administrative
decisions provide opportunities but the full exploitation
of past experience will require new legislation. Congress
has acted to reduce the proliferation of programs and to
strengthen the administrative machinery in the manpower
area. The present administration is in the midst of a
desirable reorganization within the Labor Department's
Manpower Administration. The new administration can build
upon these developments to its credit and the nation's

welfare.
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Currently Unexploited Opportunities

Several opportunities for important improvements
in the administration of manpower programs wefe opened by
legislative and administrative decisions made too near to
the close of 1968 to be exploited by the current Adminis-
tration. It is significant that each of the legislative
developments was either broadly bipartisan or under
primarily Republican sponsorship.

1. Though the pfevention of manpower problems
was neglected through most of the 1960's, the bipartisan
Vocational Education Act of i968 of fers the potential in
both authority and resources to develop an effective
system of preparation for employment. Whether the Act
fulfills its potential depends largely upon the leadership
provided by the U.S. Office of Education, highlighting the
importance of the choice of Commissioner of Education.

2. Title I-B of the Economic Opportunity Act
was amended nearly a year ago to allow communities to
propose comprehensive manpower programs in place of the
now separate NYC, Work Experience and T:aining, Operation
Mainstream, Special Impact and New Careers programs.
Guidelines have been prépared but this flexibility has
yet to be impleﬁentéd.

3. MDTA amendments in 1968 directed expenditure

of two per cent of that program's budge to staff training.
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