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The time, effort and money spent on
training activities by industrial firms
stems from g recogrition of their valu-
able contributions o the organizaticn.
Indeed, this recogn may virtually
iead to zn response from
managers to prescribe some form of
training for solving any and zil industria

preblems. However, fraining is not z
panacea for all i ;-:Eustriai ills and should

be instituted only
meet z perific
searck conducted by

when a2 program car
: need. Ke-

writer indi-

cates a requirement for £ reaspraisal of
the fraining svailable tc the front-line

union man, the shop steward. The pur-
pose of this article ‘s toc cemonstrate the
need for, and in general terms the scope
nd content cf, a approach to a
teward training program.
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In the case of an industrizl worker who
lacks the specific skills to perform a pai-
ticular job, management has several
basic zlternatives for eiiminating the
situation. One solution would be to re-
move the under-skiiled worker and hire

a technically-quslified perscn. Another
approach might be 2o re «; sign the job
it the skills of the incumbent. The
us problems associated with this
sciution will not be discussed here. A
third solution might be te train the in-
cumbent to a leve! of skil: so he could
do the job.

The first or third solutions might be
satisfactory, within reasonable limita-
tions, in an industrial situation.

In the case of an unskiiled shop steward,
the problem does not have as many al-
ternative solutions. First, the steward is
normally an elected union official.
Therefore, e cannci be replaced by
management with another steward, who
may be better qualified in manage-
mert’s opinion, to serve in that capa-
city. Since, except in unusual circum-
stances, the steward v complete his

term of o Jlﬁ it weuld appear that the
he steward to achieve the
is ic

only way for t
necessary iob skill
through some type of

acquire it

The

level of effectiveness desire¢ in the stew-
ard’s performance wili deiermine the
magnitude, type and content of th

training.

EXISTING TRAINING PROGRAMS
Before discussing the existing shop stew-
ard training programs, it is desﬁ ratle to
te some aspects of the research con-
ducied by this writer. Data concerning
the job of the union steward was col-
lected from relatively large compani
most of which utilized mass production
methods in their operations. For
ampie, some of the producis manufac-
tured¢ by the firms were paint, paper,
electronic components, steel, fertilizers,
chemicals,

avy

LA

w

takery and food goods, zi
craft and rocket components, wire and
cable, giass, rubber iterns, small motors,
rensformers, cans, eer and farm ma-
chinery. In addition, some informstion
ccllected from individuais
ploved by public utilities

«

Was

€imi-

The methodology used in the research
was the personal interview with dat
being collected from shop stewards,
foremen and union business agents. The

research was dll‘eC-"d at determining, in
CO!’IS;d"‘I’able detail, the iob of the shoy
siteward and in constructing a standard-
ized model outhnmg, tpe 50b "se snoulu

o]

1%e]

modei developed. T”
guide used in dcterrmning the trainin
that should be performed to ensure tha
the steward is adequately prepared to
perform his job.

Numerocus activities are being performed
today which bear the title of steward
training programs. Such programs vary
widely in scope. For example, the entire
training program for one newly-elected
steward this

writer int°rviewed con-
sisted of his being handed a contract

booklet and given a few words Of orien-
tation from his predecessor. The m
valuable part of this orientation proce
was the admonition of the ?reépcesso?
to check with the chief steward and the
pusiness agent before doing arything.
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TABLE |
THE STANDARDIZED UNION STEWARD JOB MODEL

GROUP 1§
Personal Relations
{A) Maintains friendly relations with:
{1) Management
{2) Union officials
{3) Working peers

(B) Is temperamentally suited to performing the tasks of the union
steward

{C) Makes a favorable impression

(D) Has a strong public relations sense

GROUP 1
Man-centered Factors
(A) Knows the steward’s job
(B) Knows and understands contract provisions
(C) Has the authority and the support of his peers and superiors in
doing his job
(D) Exercises considerable personal leadership in doing his job
(E) Isa hard worker on the job
(F) Is an effective personal and administrative communicator

(G) Conducts thorough research of all projects he undertakes

GROUP 111
Job-centered Factors
(A) Effectiveiy presents workers’ grievances to management
(B) Makes contract recommendations to union officials
(C) Enhances morale whenever possible

(D) Iseffective in the areas of:
(1) Job evaluations
{2) Safety
(3) Scheduling of working houss
{4) Wages and salaries
{5) Promotions
(6) Transfers, lay-offs and discharges
{7) Overtime work
(8) Authorized and unauthorized absences

“DO-IT-YOURSELF” TRAINING
This on-thejob training philosophy
appears to be reflected, to some extent,
in the official shop steward’s manual,
where it is stated that:
Good stewards learn something new about
the steward’s job every day. They learn
primarily by handling grievances, by
studying the contract, by getting accurate
facts from the members and by taking part
in many union activities . . . [t is going to
take a little while to learn all the things
the manual says you ought to know. You
won’t find all the answers right away. By
studying the manual and using common
sense . . . you can do vour job better.!
This “do-it-yourself” philosophy was
given an ancillary modification by the
promulgation of a teaching guide” de-
signed to provide a formal program for
teaching the steward the job delineated
in the official shop steward’s manual.

This is a “teachers’ aid” type of manual.
It has a suggested detailed outline for
presenting six lessons, of approximately
one and one-half hours duration each.
The subject matter consists of: (1) the
steward’s job; (2) grievance preparation;
(3) handling the foreman; (4) contract
provisions; (5) labor legislation and poli-
tical education; and (6) knowing the
union.® In addition, there are sugges-
tions concerning the conduct of each
session, including the exact words that
should be used in many cases, the physi-
cal materials required and the training
aids available. This is a rigidly-structured
program geared to the pages of the offi-
cial shop steward’s manual. Its purpose
is to prepare the steward for his role in
grievance activities and n union build-
ing.

SOUTH CAROLINA

Programs, utilizing this six-lesson format
as a guide, have been held for training
union stewards. However, as far as this
writer could determine “rom interview,
the programs are conducted only at in-
frequent intervals. Conversation with
one steward revealed that a series of ses-
sions, similar to the program described
in the manual, had been scheduled by
his union in South Carolina. The stew-
ard attended two Saturday morning
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meetings and then quit. He understoor?
there had been only cne meeting after
he stopped. The steward SLaL\.d, ‘some

guy from headquarters came down for
trainez

the first meeting” and
frem somewhere
the other five
cause, “T didn’t
already know.” If

his ceasing tc a{tend apgcazs t

ALABAMA

Conversations between this writer and
some of the business agents of local
union affiliates in Alabama revealed that
formal training programs zre held from
time to time. This time span was refined
during a euhsequer\* ciscussion 1o mean
that occasicnally, sometimes on a once-
a-year basis, a formal school, cf one-
week’s duration, was conducted. A shop
steward training course could be re-
quested from the state union orgzniza-
tion

rviewed
urse during

Normne of the business agents int
had requested a steward’s cou
the past three years. One representative
stated that he had encugh new stewards
in the local at the particular time to re-
quest a course and was about to do so.
The business agents, as a group, exhibit-
ed very little enthusiasm for formal
steward training. The general impression
was that the business agents did not b
lieve such programs were necessary.

FLORIDA-GEORGIA

To ascertain the training being done by
the state-level unicr organization, this
writer contacted labor leaders in Fiorida
and Georgia. In discussing the steward
training problem with them, they stated
that formal training courses are held
and, while they may not be purely ori-
ented toward the steward’s problems
and procedures, stewards are welcome
and do attend. For example, in Florida,
a formal “Summer Labor School” is
held annually. The school iasts for five
days. Stewards, bu<iness agents, and
unjon officials at all levels are invited.
Those individuals whe have fuli-time
jobs with an industrial concern have

o

-

¢ unjon, In

o

their expenses defr a"’ed bv th

addition, the local i
?l‘a»ﬁ company for which the stew
works for the time he is away from
job

The carriculum included such subjects
as labor law, industriai ions, negoti-
ations, politics, economics, etc. The
training techniques included workshop
sessions, iectures, discussions anc role-
playing.

ireiz

EDUCATION VS. TRAINING

The intent of this schooling appeared to
toward “‘education,” as
opposed to “training.” An additional in-
dication of this educational apprcach,
other than the inspection of course con-
tent which was conducted, was that the
mstructers are usually professional edu-
cators, who have a labor relations back-
q-,-,\ 1rd

3

This educationzlly-oriented approach is
in consonance with a drive, in past years
by the AFL-CIC leaders, to up-grade the
educationai background of its officials.
There was censiderable written material
about this educational drive in trade
publications, magazinp.sk etc. One such
article, indicative of :the approach at

ativ
~ s 4
<kat time, is referenced.”

Although highly commendable, these

TIOGIaMS cld very little to improve the
performance ¢ > steward in his

ironment.

industrial env

1 the education-
. there have

e
al and the train: g
[ mbination eiaca‘ on-train-

110
ing programs conducted for shop stew-
a program

ards. One reference to such a

A govel arrangement for firaining shop
stewards was worked out ... with the fuil
cooperation of management. The training
program consisted of a nine-week “griev-
ance clinic” sponsored by the unjons and
conducted by the University of Ili-
nois . . . Class discussions ceniered on the
provedureo for handling worker grievances
under the mbos-mmagement agreement.
Techniques for preventing grievances and
for meeting the humar relations pfoblems
yich confront stewards were emphasized ”

In this program, anc similar programs
today, the basic emphasis was upon

uch problems on the job.

5}

As hag been stated, there are training
programs criented toward improving the
steward’s performances. Howeve? the
performances these courses ars d

ic improva are the stew

ness in handling oncvgruea T
g the union. The researc

did not disclose z singie program
signeG to produce tne krowledge:v

jos-skilled steward depicted in Tabie L

THE STEWARD TRAINiIMG CONCEPT
ng programs are often formulated
bv an urder:” progressican through the
0, how, where, when znd what ques-
tion and answer sfages. This section cf
this article iz concer ﬂeé cle
the content of the
ard’s training program shou 1 be.

Iy with

m

“what” new stew-

One approach te formulazing & program,
the one employed here, is tc begin w t‘*
a job’s individuzl specifications. Since
training is normally directed foward
dividuals, the next logical step wou
to check the individual’s specification
¥ pecm”a icns, znaly

against the iob

acceriingly. How EVET,

tk° ba

tﬂat CCJ.ld be used to 4
with no previous experience or those
having considerable background. It has
been assumed that man specifications
would be equated to the fob specifica-
tions to eliminate over-iraining and o
make the training e pﬂfcwe 1o the spe-
cific needs of the stewards ‘r their iob
environments.

his broad concept of the stewa
course was developed from the jeb 1
meters depicted as the standardized

model-in Tabie 1.

HUMAN RELATIONS
Group I of the table is entitied, “Peor-
sonal Relations.” Courses dealing with
the theory and practice of

rl H

human relza-
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tions and human motivation shouid be
the basis for this phase of the training.
The orientation of such courses should
emphasize the attitudes, approaches and
techniques required for the steward tc
deveiop and maintain friendly working
relationships with his industrial con-
tacts. This human relations training
should include discussions C? the ser-
sonality traits desired and required of an
effective union steward. The velie and
benefits accruing to beth the steward,
personaliy, and his parent organization
the unicn, shculd be covered.

The depth of these presentations should
be based on the background cf the
trainees. As one vossible approach to
developing course content, i might be
desirable fo promulgate a series of
manuals starting at the approximate
level of the “Training Within Industry
Service” manuals® used during World
War II and increasing them ir sophistica-

tion until the proper level of training
has been attained.

Group II, in Table 1, shows the “Man-
centered Factors” in the steward’s job.
Some of these faciors would normally
be discussed during the first phase of
training, ie., the exercise of authority
and the utilization of persoral leader-
ship. The presence and role of each of
these factors in the organization should
be explored and clearly understood.

COMMUNICATIONS

The up-grading of the steward’s com-
municative skills would vary with the in-
dividuals involved. However, the funda-
mental ccnsiderations and techniques of
effective communications should not be
beyond the acquisitive skills of the aver-
age steward.

The steward’s role as a worker should be
discussed. It should be pointed out that
the steward’s elective position, the re-
quirement to maintain friendly reia-
tions, and present a good image, al
necessitate that he have the respect ¢
his feliow workers and of management.
Being a good worker is one way (o
achieve that respect.

Ry

42

The remaining “man-centered” factors
are concerned with the steward’s knowl-
edgﬂ of his job and the contract provi-
. A knowledge of the iob require-
ments listed for the standardized job
model in Table 1 will be necessary for

the steward’s effectiveness. Accordingly,
these recuiremenis, and the reasons
shey zre vaiid parameiers, shouid be

made ciear during the *
The knowiedge of the centract para-
meter should be required, since it is one
base for the steward’s effectivensss in
the Category IH D factors cf Table I.

ning program.

e

should nct be

ar¢’s effec-

The prsceding statement
taken to mezn that
i ob evzluat
premotions, €ic.,
his v%gor in pressing gil
from disputes. Effici
vtilizing the standa

18 Stew
n, safety, wages,
¢ measused by
gvarces ansing
performance,

d job modet

e

concept, envisions effactiveness as being
measured in t B steward’s
systematic efforis to prevent probiems

from arising, Iafhr thap in “grieving”
zst lapses of conzicl. A knowledge of
the contract by both the foremar and
the stewszrd sh OLId provide the founda-
tion upon which the more positive as-
pacts of labor relations, i.e., cooperative
problem-preventior, can be based. The
training conducted should reflect this
spirit of cooperation.

"U

£
i

A considerable amount of practical
training will have to be carried out to
educare the stewards ir the eight factors
{isted under Category 111 D. Such things

as joo evaluations and wage and salary
programs ave often guite technical

Some of the cther factors are less diffi-

cult tc learn, but as 2 whole these fac-
tors wilt necessitate scme time be spent

in explaining them.

“(the steward) makes
contract swmmenaatmnu to union
igls,” should required only a
limited ‘raining tme. A lecture might
mciude suggestions for the steward’s
nandling oF the membership mesting,
where ccntract recommendations often
originate. Procedures fcr processing the
zacommendations could be discussed. In
esserce, the steward’s rols in this pro-

Category 1

cess could be explored and deveioped.

The steward’s effectiveness in presenting
workers’ grievances ic management
should reflect the cooperative pi
phy previcusly mentioned. In
this approach, this writer is neither for-
geiting nor denying the political nature
of the steward’s environment. This
cooperative philesophy is the keystone
io building the types of relationships
at must exist for the steward 1o per-
form effectively. This is act meant 10
imply that harmony will automaticaily
exist at all fimes between management
labor. Honest disagreements and
in contract inierpretations
i1 still arise. However, their resolution
should be as amicable as possible. Using
the proper philosophical approach dur-
ing steward training should help 5
make i so.

The la factor is morale. As one writer’

noted, training tends to heighten mor-
ale, whr'h he points out, is one of the
values c¢f training. However, training
stewards to become effective morale
boosters is a different problem. It is,
however, possible to instruct stewards
regarding the components of morale®
and to point out ways they may im-
prove it. Their success will accrue divi-
dends in terms of friendly relations with
their peers.

he training program discussed consists,
gssentiaily, of a conceptual outline.
From this outline, union officials an
management training :1ref’t0=\ shoul
be able to deveiop a program tailored
their specific requirements for improv-
ing the shop steward’s performance. As
a note of caution, iz should be remem-
berad that, although the levels of sophis-

\.D.‘ (.),.

]

tication in the program 1 may vary with
the degree of steward efficiency
the failure to cover all of the

[¢i]

rodel p?;rameters may negate the v
of the program.

ADMINISTRATION AND COSTS

The administration cf any training pro-
gram is concerned with answering the
who, how, where, and when questions,
which were left unanswered in the pre-
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ceding section of this article. In znswer-
ing the “who” is tc be trained, the re-
quirement for a comprehensive program
for shop stewards has been developed.

The “how” training to be conducted
necessitates that the objectives of the
program, including the cooperative
philosophy approach, be clearly under-
stood by the instructional person:el and
reflected in their teachings. Therefore,
the careful selection of instructors is a
major administrative factor in the suc-

cess of the program.

Since it is an essential element of the
“how” answer, it should be stated that
this training is conceived as being most
efficiently accomplished as a joint
union-management progrem. The ration-
ale for this approach wil be discussed
later.

As to “where” the training should oc-
cur, this is a purely administrative deci-
sion based on the demand for the train-
ing and the availability of suitable facili-
ties. Similarly, the time, duration and
frequency, le., the “when” aspects, are
routine administrative decisions based
on pertinent data available.

No effort has been made to estimate the
actual costs of this program, since they
will vary with the magritude of each
program. If the program is presented as
a joint union-management program, the
costs should be shared.

One other cost factor should be men-
tioned. This is the cost of having inef-
fective shop stewards conducting their
affairs in the plant. The effects of im-
proving morale, efficiency and the
psychclogical climate between union
and management could pay considerable
dividends in increased productivity, re-
duction in absenteeism, turnover, acci-
dents, efc. Equating these intangible
profits against the doller out-lay for
training may show that a joint union-
managemen: steward training program is
a highly profitable venture for all. The
dividends may not be immediately
noticable but the long-range prospectus
should indicate a most profitable future.

INTERESTS OF INDIVIDUALS

One way to determine whether or not
the stewarC training program outlined
here might acquire the necessary union-
management support is to consider the
advantages that would accrue to the in-
terested incCividuals. These interests can
be divided into three sections.

THE STEWARD'S INTERESTS

It may be assumed that, under normal
circumstances, the union steward is in-
terested in efficiently and effectively
performing his job. What the job pur-
ports to be, and what it actually is, may
not be too clear to him. To clarify this
s’tuation ard to equip the steward with
the required skills, formal training will
be necessary.

The benefits a steward may derive from
training are, as a minimum, all the bene-
fits commer. to any training situation.
These facters are discussed at length in
existing literature, one of which is refer-
ence 9. However, the unique character
of the steward’s job markedly increases
the benefits he may expect from formal
treining.

In noting his unique job, reference is
made to the requirement for the stew-
ard to serve two masters, i.e., manage-
ment in the production process, and the
union, in a representative role. In such a
situation, a jointly-presented training
program can provide the factual data
and orientation that the steward needs
to perform his many tasks. The informa-
ticn acquired will permit him to make
the immediate and long-range adjust-
ments that his environment necessitates.
The interviews with stewards showed
they had a sincere interest in proper
training. Too often, it appeared that the
basis for much of the trouble between
the union and management was the
steward’s lack of confidence in himself
end lack of knowledge of his job. The
proposed program could do much to
alleviate both situations.

MANAGEMENT’'S INTEREST

Many aspects of industrial operations
are of interest to management. For ex-

ample, there seems to be a belief among
some managers that production, per se,
should be the primary concern of man-
agement. This belief is translated into a
criteria measurement, i.e., any programs
that increase the quantity or quality of
production are good and those propos-
ais not directly affecting production are
bad. Those who espouse these criteria
should cheerfully support joint steward
training, since improved industrial har-
mony can lead to increased productive
efficiency.

This writer does not agree with those
who consider production to be the pri-
mary concern of management. This
funciion, especially with increased auto-
mation, has become repetitive and rou-
tine. The truly essential element con-
fronting the manager today is the organ-
izing, motivating and controlling of
diverse groups working in a highly com-
plex, interrelated functional environ-
ment. The issue to be considered is whe-
ther or not steward training can be a
vital adjunct to management in directing
its organizational elements and improv-
ing the efficiency of its functions. Since
the presentation of a joint program
would require union-management co-
operation in the administrative and
financial aspects, there would be, quite
likely, improved relationships. And,
when the conceptual viewpoint is con-
sidered, i.e., that the program should es-
pouse the cooperative union-manége-
ment philosophy, the probability for
attaining improved interrelationships
seems quite high.

Management has little to lose, other
than administrative effcrt and its share
of the training costs, by participating in
joint steward training. The benefits, in
many functional areas, as well as in pro-
fitability, could be significant.

THE UNION’S INTEREST

The belief that “union is union and
management is management and never
the twain shall meet,” implies that dual
loyalty by the employee to both his
company and his union is impossible.
Commenting upon the fact that separ-
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ated loyalty normaliy exisis during the
organizing phase of union-management
relations, one author stated that:

As the union-management relztionship
develcps, the parties are noc longer "}'arp!;v'
separated in their spheres o 2 <l
effect, it is union and mansgement toge-
ther who administer the scciai svstem of
the plant, even in cases ¢ there is 2
good deal of i between them. Fux
thermore, the ic realize that
many cf the problems the
protlems separating unic

from manags-
t ich uzricn
and management agree that one group anc
not another will receive a given tenefit. 1

The author continues fo develop the
thesis that the orgznizati
is an interlocking industriel reations
system, jeintly administered by manage-
ment and union leaders.!! s pictuze
of cooperative industriai relaticrs aiso
negates the occasicnaily repeazed prem-
ise that a union lesder’s existence de-
pends on industria: sirife.

3t

rzl structure

The union has a vested interest in seeing
that all of its cfficials, inciuding front-
line representatives, fully understand
their duties and respon 1b ilities a

form their tasks efficiently and
tively. Steward i'“»ining now bein
ducted is not sufficien:, in ¢
p the ctewa*:‘; 10

1

the job delineatea in the st a«ma diz

nd per-
€I

‘r

the stewarc
appear 1o be in
union to subscribe to

me ;yqalred skﬂis, I
the bast interesis ¢

such a program.

PROGRAM RESPONSIBILITIES

The recommendation
grated union-management sieward train-
ing program has a precedent in the ap-
prenticeship programs n md‘;siry Such
programs speak highly for i
from cooperative programs.

for 2z ifully-inte-

In writing of urion-management coopes-
ation, one author stated that:

Unicn-management cooperative plan
tend be’v‘"-rd usuai collsctive ‘t:a]r‘7

> union ar_d the Dmp;:)y@
ate a_rzd ma.mtain a positive, planned co-
operaﬁvv provra’n designed to inc:ease
efficien a_m tsa:r.wora(

give g:eate: secusi
ed advantages to

s members

Union-maragemeni coopseraiion has

loyers a: rauch to offer ali concerned. Proper ag-
N ration should pr
desired.

¥ HDDIC ac

The “stipalacod ATTITUDE PROBLEMS
A.»Q DIOZrair:

al:

\ instructicn
into a system where
such back-

instract

grotnd topics as ns of the

stop stewards, gri rocessing top execu
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- situation.
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vasily

The challenge to 1
seif-‘mprovement
tion of training.and th
1ratruct:or in the condu
his effectiveness in

portance tc both the uz

iy

recting and contro
and stould instruct

This program offers no particular ¢f
ienge tc the 91odu-v tion worker. How-

. as a resuit of the increased effec-
ress of the steward, th

bﬁlt‘f is the prese
gram. The size of the committee is of no
grea- significance as long as it is com-

in this program
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