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R e a r  A d m i r a l  R o b e r t  L e e  M o o r e ,  J r . ,  USN, Ch ie f  of I n d u s t r i a l  
R e l a t i o n s ,  D e p a r t m e n t  of the Navy,  w a s  b o r n  in S y k e s v i l l e ,  
M a r y l a n d ,  on 15 M a r c h  1908. He a t t e n d e d  B a l t i m o r e  P o l y t e c h n i c  
I n s t i t u t e  b e f o r e  h i s  ap l :~ in tmen t  £o the  N a v a l  A c a d e m y  f r o m  w h i c h  
he g r a d u a t e d  in 1930. L a t e r  he c o m p l e t e d  the  c o u r s e  in N a v a l  E n -  
g i n e e r i n g  (Des ign)  at the  N a v a l  P o s t g r a d u a t e  Schoo l  and the  U n i v e r -  
s i t y  of C a l i f o r n i a  and the  c o u r s e  in A d v a n c e  E n g i n e e r i n g  at  
M a s s a c h u s e t t s  I n s t i t u t e  of T e c h n o l o g y .  As a j u n i o r  o f f i c e r ,  he had 
e n g i n e e r i n g ,  g u n n e r y ,  and c o m m u n i c a t i o n s  d u t i e s  on b o a r d  the  
c r u i s e r  T R E N T O N  and the  b a t t l e s h i p  P E N N S Y L V A N I A .  He s e r v e d  
as  E n g i n e e r  on the  USS S-23 and as G u n n e r y  and C o m m u n i c a t i o n  
O f f i c e r  of the USS BARRACUDA f r o m  1933 to 1936. A f t e r  g r a d u a -  
t i on  f r o m  the  U n i v e r s i t y  of C a l i f o r n i a  in 1939, he j o i n e d  the  USS 
D A L E  as  E n g i n e e r ,  and at  the  o u t b r e a k  of W o r l d  W a r  II in D e c e m -  
b e r  1941 w a s  s e r v i n g  as  h e r  E x e c u t i v e  O f f i c e r .  As such ,  he 
p a r t i c i p a t e d  in o p e r a t i o n s  off B o u g a i n v i l l e  and in the S a l a m a u a - L a e  
r a i d .  In A p r i l  1942, A d m i r a l  M o o r e  r e p o r t e d  to the  B u r e a u  of 
Ships ,  w h e r e  he s e r v e d  t h r o u g h o u t  the  r e m a i n d e r  of the w a r  and was  
a w a r d e d  the  L e g i o n  of M e r i t .  F r o m  S e p t e m b e r  1946 to June  1949 
he s e r v e d  as  D e s i g n  S u p e r i n t e n d e n t  at  the  P o r t s m o u t h  N a v a l  Ship-  
y a r d ,  and the next  m o n t h  r e t u r n e d  to the B u r e a u  of Ships  as  Head  
of I n t e r i o r  C o m m u n i c a t i o n s  and F i r e  C o n t r o l  B r a n c h  w h e r e  he 
s e r v e d  fo r  one  y e a r .  A f t e r  g r a d u a t e  w o r k  in N u c l e a r  P h y s i c s ,  he 
again returned to the Bureau of Ships in 1951 to serve with the 
Engineering and Research Groups of the Nuclear Power Division, 
then from September 1952 until February 1956 was Supervisor of 
Shil~building and Naval Inspector of Ordnance at Groton, Connecticut. 
where he supervised the construction and testing of USS NAUTILUS 
and USS SEAWOLF. In February 1956, he became Shipyard Com- 
mander of the Portsmouth Naval Shipyard and in April 1959 was 
ordered to duty as Deputy Chief of the Bureau of Ships. He assumed 
the duties of Chief of Industrial Relations in June 1963. This is his 
first lecture at the Industrial College. 
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L A B O R  C O N T R A C T  N E G O T I A T I N G  IN G O V E R N M E N T  

21 J a n u a r y  1964 

A D M I R A L  ROSE:  G e n t l e m e n :  Not v e r y  o f ten  do we have  a 
~lk d i r e c t e d  to s o m e t h i n g  w h e r e  you a l l  m a y  a c t u a l l y  have  to do 
o m e t h i n g  about  it, b e c a u s e  you  a r e  s i t t i n g  on one s i de  of the  t a b l e  
nd s o m e b o d y  e l s e  is  s i t t i n g  on the  o t h e r  s ide  of the  t ab l e ,  and you  
ave  got to c o m e  up wi th  the  r i g h t  a n s w e r s .  

In g e n e r a l  we  hope  in the  who le  y e a r  tha t  you  can  c o m e  up wi th  
e t t e r  a n s w e r s  s i t t i n g  on e i t h e r  s ide  of the  t ab l e ,  but  t h i s  one is 
l o r e  p e r t i n e n t  and d i r e c t .  

In M a y  of 1962 the  P r e s i d e n t  i s s u e d  E x e c u t i v e  O r d e r  No. 
0988 c a l l e d  " E m p l o y e e - M a n a g e m e n t  R e l a t i o n s .  ~'' Th i s  o r d e r  e s t a b -  
s h e d  a new p o l i c y  wi th in  the  G o v e r n m e n t  wi th  r e s p e c t  to a c t i v e  
a r t i c i p a t i o n  by  e m p l o y e e  o r g a n i z a t i o n s  in the f o r m u l a t i o n  and i m -  
Lemen ta t ion  of p e r s o n n e l  p o l i c i e s  a f f e c t i n g  the  w e l l - b e i n g  of F e d -  
r a l  e m p l o y e e s .  Th i s  is  why it a f f ec t s  you .  

It  gave  e m p l o y e e  o r g a n i z a t i o n s  the  r i g h t  to be  r e c o g n i z e d  as 
~ r g a i n i n g  a g e n t s  and e f f e c t i v e l y  i n t r o d u c e d  c o l l e c t i v e  b a r g a i n i n g  
Lto the  F e d e r a l  e s t a b l i s h m e n t .  

M i l i t a r y  i n s t a l l a t i o n s  c o m m a n d e r s  a r e  now f a c e d  wi th  the  p r o b -  
~ms of n e g o t i a t i n g  l a b o r  a g r e e m e n t s  wi th  t h e i r  e m p l o y e e  o r g a n i z a -  
ons .  The  Navy  has  had c o n s i d e r a b l e  e x p e r i e n c e  in t h e s e  n e g o t i a t i o n s  
~r ing t h e  pa s t  y e a r  and o n e - h a l f .  

It i s  t h e r e f o r e  a p p r o p r i a t e  tha t  o u r  s p e a k e r  t h i s  m o r n i n g  is the  
h ie f  of I n d u s t r i a l  R e l a t i o n s  of the  D e p a r t m e n t  of the  Navy ,  R e a r  
d r n i r a l  R o b e r t  L.  M o o r e ,  J r .  A d m i r a l  M o o r e  w i l l  d i s c u s s  t h e s e  
.~w m a n a g e m e n t  p r o b l e m s  and t h e i r  i m p a c t  on F e d e r a l  i n s t a l l a t i o n s .  

A d m i r a l  M o o r e ,  it  is  a p l e a s u r e  to w e l c o m e  you  h e r e ,  s i r .  

A D M I R A L  MOORE:  A d m i r a l  R o s e ,  G e n e r a l  S toughton ,  
e n t l e m e n :  I note  f r o m  y o u r  s c h e d u l e  d u r i n g  the  m o n t h  of J a n u a r y  
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that you have already had a number of speakers talking to you on the 
subject of labor and labor-management relationships. 

This is a complicated subject and I am sure that many of the 
things that I may talk about this morning you may have heard before. 
I think some redundancy is probably in order when you get beyond 
45 years of age, because we seem to retain very little unless some- 
body talks to us about it over and over again. 

There is a great deal that I want to talk to you about this 
morning, and you will find out from the timing that there is much 
to be said. Because I want to cover this ground, and because I 
have not been working in it all my life, although I have a pretty 
good feel for it, I must apologize for not speaking extemporaneously 
to you. I will follow the prepared text here, and either it will be 
transcribed or if that be not the case I can make the material avail- 
able to you. You may find out that reading it over after the fact in 
more detail may make it more significant to you than listening to a 
speech of about 45 minutes' duration where you are hearing one 
word after the other. 

So, with that introduction, let me then proceed with the 
material here at hand. 

Gentlemen, the subject that has been assigned to me for dis- 

cussion is "Labor Contract Negotiation in the Government. " In order 
to have an understanding of the present relationships between the 
Government and employee groups, it is necessary to take a short 
look at the way these formalized dealings evolved. 

T h e  h i s t o r y  o f  t h e  A m e r i c a n  l a b o r  m o v e m e n t  i s  b o t h  i n t e r e s t -  
i n g  a n d  i n f o r m a t i v e ,  a n d  i t  a c t u a l l y  s t r e t c h e s  b a c k  m u c h  f u r t h e r  
t h a n  m o s t  o f  u s  a r e  a w a r e  of .  A l t h o u g h  we  t h i n k  o f  t h e  l a b o r  m o v e -  
m e n t  a s  h a v i n g  e x i s t e d  in  t h i s  c o u n t r y  f o r  a c e n t u r y  o r  s o ,  f e w  o f  
us are aware that in 1648, in Boston, the Massachusetts Bay 
Colony granted a charter to a company of Boston shoemakers. 
This was only 28 years after the first landings at Plymouth. The 
shoemakers, as they shaped their lasts, must have had more time 
to think about union activities than other crafts. We note that the 
first local union set up for collective bargaining was formed by the 
Philadelphia cordwainers in 1792. Shortly thereafter cordovan 
workers in Philadelphia formed a club and presented their employer~, 
with a list of proposed pay increases for various shoemaking opera- 
tions. These demands came at a particularly bad time for the 
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.~mployers, since competition from other shoemaking cities was 
ncreasing significantly. The employers promptly turned to the 
~.ourts. A grand jury brought in a true bill charging the cordwainers 
n effect with a criminal conspiracy to increase prices and with pre- 
zenting others for working for less. Thus, as early as 1806 the 
"ight of employees to act in concert to raise their wages and protect 
mion security was in question. The cordwainers lost their case. 

355  

During this period of union development in the private industry, 
:mployees in government activities, such as navy yards, began to 
~rganize along craft lines. As early as the 1830's certain crafts- 
nen, including carpenters, blacksmiths, and wood calkers organ- 
zed local craft groups. Government craft unions conducted 
hemselves in much the same manner as their counterparts in 
wivate industry. Government installations occasionally were the 
;cene of strikes, such as in the Navy Yards at Philadelphia, 
~orfolk, and Washington, D.C. As late as 1912 the Watertown 
~rsenal was the scene of a strike by government craft employees. 
~rom 1861 to 1906 the Government Printing Office was a closed 
hop in which only union members could obtain permanent employ- 
aent. In 1906 President Roosevelt ordered that the open shop be 
ut into effect in that Agency. In the 1830's and 1840's efforts of 
he craft unions were directly primarily toward shortening the 
ro rkday  to 10 h o u r s ,  and then,  a f t e r  tha t  was g r a n t e d ,  to 8 h o u r s .  

Initial success was dependent largely on the nearby prevailing 
ractices in private industry, although the first 8-hour day for 
ertain workers went into effect in government installations. 

Legislation was finally passed in 1868 establishing an 8-hour 
"orkday for government employees. A very strange but highly 
ignificant incident grew out of the passage of this 8-hour law. It 
"as assumed by most government officials, and it appeared to be 
]e intent of Congress, that the 8-hour law provided no reduction 

wages. The Secretary of the Navy, among others, thought dif- 
~rently, and he promptly ordered the wages to be cut by 20 per- 
ent. This announcement by the Secretary caused a furor among 
]e workers in Navy Yards. The Secretary's action perhaps did 
~ore to stimulate a feeling for the need for organized labor than 
ny previous Navy management decision. Labor groups within and 
"ithout the Government urged the President to overrule the Secre- 
~ry of the Navy. It was necessary for Congress to pass a joint 
esolt~tion restoring the 20 percent reduction in wages which the 
ecretary of the Navy had placed into effect. The resolution stated 
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s i m p l y  tha t  it was  the  in ten t  of the C o n g r e s s  tha t  w a g e s  not be  r e -  
d u c e d  as  the  r e s u l t  of the  s h o r t e r  w o r k i n g  h o u r s .  

In 1861 g o v e r n m e n t  un ion  l e a d e r s  p e r s u a d e d  C o n g r e s s  to e n a c t  
the  f i r s t  of the p r e v a i l i n g  wage  s t a t u t e s .  T h i s  was  m o d i f i e d  t he  
next  y e a r  to p e r m i t  g r e a t e r  f l e x i b i l i t y .  The  l aw of 1862 s t a t e d  tha t  
the  h o u r s  of l a b o r  and  the  r a t e s  of w a g e s  of the  e m p l o y e e s  in Navy  
Y a r d s  s h a l l  c o n f o r m  as n e a r l y  as  is c o n s i s t e n t  wi th  the  pub l i c  in-  
t e r e s t  and  wi th  t h o s e  of p r i v a t e  e s t a b l i s h m e n t s  in the  i m m e d i a t e  
v i c i n i t y  of the  r e s p e c t i v e  y a r d s ,  to be  d e t e r m i n e d  by the  c o m m a n d a n  
of the  Navy  Y a r d s  s u b j e c t  to the  a p p r o v a l  of the  S e c r e t a r y  of the  
N a v y .  

I might comment at this point that this law that dates back to 
1862 is still in effect and still is the basis for the setting of wages 
of our blue-collared employees. 

For some time the total union r~mbership in the Government 
was not great. In 1888 the machinists organized on a national basis. 
The actual organization of this union took place in an engine pit in 
the Southern Railway Roundhouse at Leonard, Georgia. The group 
numbered some 20-odd employees of the Southern Railway Company. 
By 1892 the machinists had organized generally throughout the 
United States, and on 1 April of that year chartered local lodges in 
the Navy Yards at Norfolk, Washington, and New York. 

M o d e r n - d a y  l a b o r  r e l a t i o n s  in the  Navy  can  be  t r a c e d  to the  
c h a r t i n g  of t h e s e  t h r e e  l o c a l  l o d g e s .  It was  d u r i n g  the  next  f ew  
y e a r s  tha t  s e v e r a l  v e r y  s i g n i f i c a n t  p r e c e d e n t s  in  o u r  d e a l i n g  w i th  
o r g a n i z e d  l a b o r  w e r e  s e t .  Any s t u d e n t  of p r e s e n t - d a y  l a b o r  r e l a -  
t i ons  in the Navy  knows tha t ,  ff the  l a b o r  union does  not get  s a t i s -  
f a c t i o n  l o c a l l y ,  it w i l l  a p p e a l  d i r e c t l y  to the  S e c r e t a r y  of the  Navy .  
T h i s  p a t t e r n  of d e a l i n g  had i ts  i n c e p t i o n  at the  W a s h i n g t o n  Navy  
Y a r d ,  r i g h t  a d j a c e n t  to us .  The  c o m m a n d a n t  of tha t  Y a r d  in the  
1890 ' s  was  a r a t h e r  s t r o n g - m i n d e d  i n d i v i d u a l  who did not c o u n t e n a n (  
any  i n t e r f e r e n c e  with  h is  m a n a g e m e n t  of the  Y a r d .  S h o r t l y  a f t e r  
the  m a c h i n i s t s  w e r e  o r g a n i z e d ,  t h e y  c a l l e d  upon the  c o m m a n d a n t  
wi th  a r a t h e r  long  and i m p r e s s i v e  l i s t  of d e m a n d s .  T h e s e  d e m a n d s  
c o n c e r n e d  t h e m s e l v e s  wi th  i m p r o v e d  w a g e s  and  w o r k i n g  c o n d i t i o n s .  
The  c o m m a n d a n t  r e f u s e d  to d i s c u s s  t h e s e  m a t t e r s  wi th  the  l o c a l  
l odge  of m a c h i n i s t s ,  and s o m e  of the  o l d t i m e r s  s a y  tha t  t h e y  w e r e  
t h r o w n  out of his  o f f i ce .  The  m a c h i n i s t s ,  h o w e v e r ,  w e r e  not to be  
d e n i e d .  T h e y  e v e n t u a l l y  s h o w e d  up in the  S e c r e t a r y ' s  o f f i ce  wi th  a 
l i s t  of d e m a n d s  s o m e w h a t  l o n g e r  t han  the  o r i g i n a l  l i s t  s u b m i t t e d  to 
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he  c o m m a n d a n t .  T h e  S e c r e t a r y  of t h e  N a v y  a p p a r e n t l y  w a s  i m -  
, r e s s e d  b y  t h i s  l i s t  and  he  c o m m u n i c a t e d  h i s  t h o u g h t s  in a m a t t e r  to  
he  c o m m a n d a n t .  T h e  c o m m a n d a n t  d id  an  i m m e d i a t e  a b o u t - f a c e  a n d  

~ave in to  the machinists. 
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While the above incident established the precedent for seeking 
edress at the Secretary of the Navy's level, it also established a 
,rinciple that is as true today as it was then, that you cannot give 
n to every demand of a labor union. There is no end to what they 
:an ask for. Since the commandant did capitulate he soon found 
hat his status was untenable and he requested that he be relieved 
.f this command. This is a classic example of the fallacy of giving 
n to every labor demand in an effort to avoid controversy. 

The number of unionized employees in various crafts in the 
,ntire Federal Government did not exceed i0, 000 employees prior 
o World War I. During that war membership grew to about 25, 000 
~ederal employees. In the 1920's and the early 1930's membership 
ell back to less than I0, 000 employees. It was not until the late 
930's, when the blue-collar employment in the Federal Govern- 
nent began to expand significantly, that craft unionism expanded on 
n appreciable scale. During the Second World War, when blue- 
ollar employment reached the high of about a million employees, 
raft union strength reached an estimated high of about a quarter of 
million employees. Membership has fluctuated since that time, 

epending upon the level of employment. 

Among the strongest and most numerous of the various unions 
the Federal Government were the postal unions. In their early 

fforts to obtain improvement on pay and working conditions, the 
ostal unions quickly learned that their greatest potential for suc- 
ess lay in cultivating close relationships with key members of 
~.ongress. In 1895 the Postmaster General, who vigorously opposed 
uch relationships, issued the first of the so-called gag orders, 
ecreeing that no postal employee could testify before Congress on 
forking conditions. This prohibition was given more decisive and 
roader effect by President Theodore Roosevelt, who promulgated 
wo Executive Orders, one in 1902 and the second in 1906. These 
rders prohibited any Federal employee or any organization of 
~ederal employees from lobbying in Congress. President Taft in 
909 reaffirmed President RooseveltVs original decree. In doing 
o, however, he aroused the ire of Congress by specifying in addi- 
ion that the Federal employees were not to respond to any request 
or information from either House of Congress except through or as 
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authorized by the agency head concerned. Congress's answer was 
to insert the Lloyd-LaFollette Act of 1912 as a rider in the Post 
Office Department's Appropriation Bill. This is the way Congress 
can always get to you. They can hit you throughthe money channel, 
and this is precisely what happened in this case. 

T h i s  Ac t  has  r e m a i n e d  the  on ly  F e d e r a l  s t a t u t e  on un ion -  
m a n a g e m e n t  r e l a t i o n s h i p s  in the  F e d e r a l  s e r v i c e  p r i o r  to P r e s i d e n t  
K e n n e d y ' s  E x e c u t i v e  O r d e r  10988. T h e  L l o y d - L a F o l l e t t e  Act  p r o -  
v i d e d  tha t  m e m b e r s h i p  in any  o r g a n i z a t i o n  hav ing  as  i ts  o b j e c t i v e  
a m o n g  o t h e r  t h i n g s  the  i m p r o v e m e n t  of w o r k i n g  c o n d i t i o n s  wou ld  
not  be  g r o u n d s  fo r  r e m o v a l .  T h e r e  was  a l so  a p r o v i s o  tha t  s u c h  
o r g a n i z a t i o n s  cou ld  not be a f f i l i a t ed  wi th  any o u t s i d e  o r g a n i z a t i o n  
i m p o s i n g  an o b l i g a t i o n  o r  duty to s t r i k e .  The  Act  a l so  c o n f e r r e d  
the  r i g h t  on c i v i l  s e r v i c e  e m p l o y e e s  to p e t i t i o n  m e m b e r s  of C o n g r e s  
o r  any  C o m m i t t e e  t h e r e o f .  Th i s  r i g h t  is j e a l o u s l y  g u a r d e d  by  m e m -  
b e r s  of C o n g r e s s  and by  e m p l o y e e  o r g a n i z a t i o n s .  

The  L l o y d - L a F o l l e t t e  Act  a l so  f o r m e d  the  b a s i s  on w h i c h  the  
r i g h t  to jo in  o r  r e f r a i n  f r o m  jo in ing  e m p l o y e e s '  o r g a n i z a t i o n s  has  
r e s t e d  fo r  p o s t a l  e m p l o y e e s  and by e x t e n s i o n  to a l l  F e d e r a l  e m p l o y -  
e e s .  

A new era in Navy labor relations began with the change of 
Administrations in 1913. The late Josephus Daniels, a well-known 
Raleigh, North Carolina, publisher, was made Secretary of the 
Navy, and the late Franklin D. Roosevelt was named Assistant 
Secretary. Mr. Roosevelt had a very warm feeling for the working 
people, and he encouraged communication between management and 
the workers through unions. The Metal Trades Department of the 
AFL made the most of the new atmosphere by pressing for any and 
every advantage during Mr. Roosevelt 's tenure. They were suc- 
cessful to a remarkable degree, and labor-management relations 
increased materially during the 8 years Mr. Roosevelt served as 
As sistant Secretary. 

B e f o r e  the  end  of W o r l d  War  I, t he  M e t a l  T r a d e s  D e p a r t m e n t  
and  M r .  R o o s e v e l t  had  d e v e l o p e d  a c l o s e  w o r k i n g  r e l a t i o n s h i p .  An 
e x a m p l e  of the i m p o r t a n t  a d v a n t a g e s  d u r i n g  the  R o o s e v e l t - D a n i e l s  
e r a  c a m e  as a r e s u l t  of an i n c i d e n t  w h i c h  o c c u r r e d  in the  l a t e  p a r t  
of the  W i l s o n  A d m i n i s t r a t i o n .  The  p r e c e d e n t  e s t a b l i s h e d  in th i s  
c a s e  has  e n d u r e d  the  p a s s a g e  of t i m e  and has  b e c o m e  one  of the  
b a s i c  p r i n c i p l e s  of o r g a n i z e d  l a b o r .  T h i s  i n c i d e n t  c o n c e r n e d  a 
d i s p u t e  in the  N o r f o l k  Navy  Y a r d  w h e r e i n  a union r e p r e s e n t a t i v e  
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~ t t e m p t e d  to i n t e r v e n e  in b e h a l f  of a un ion  m e m b e r  who was  p r o p o s e d  
".'or d i s c h a r g e .  T h e  I n d u s t r i a l  M a n a g e r  i n d i c a t e d  to the  union r e p r e -  
s e n t a t i v e  tha t  s u c h  i n t e r v e n t i o n  was  not p r o p e r ,  s i n c e  l a b o r  un ions  
Jcere s u p p o s e d  to c o n c e r n  t h e m s e l v e s  on ly  wi th  w a g e s  and w o r k i n g  
~onditions. 

When  th i s  m a t t e r  was  p r e s e n t e d  to M r .  R o o s e v e l t  he p r o m p t l y  
~dvised  the  I n d u s t r i a l  M a n a g e r  at N o r f o l k  tha t  union  r e p r e s e n t a t i v e s  
~ad the  r i g h t  to i n t e r v e n e  in b e h a l f  of union m e m b e r s  p r o p o s e d  fo r  
d i s c i p l i n a r y  a c t i o n  o r  fo r  d i s c h a r g e .  The  I n d u s t r i a l  M a n a g e r  had 
) e e n  f o l l o w i n g  the  g e n e r a l l y  a c c e p t e d  v i e w s  at tha t  t i m e  the unions  
mus t  c o n c e r n  t h e m s e l v e s  on ly  wi th  w a g e s  and w o r k i n g  c o n d i t i o n s .  

Wi th  the  end of W o r l d  W a r  I, l a r g e - s c a l e  r e d u c t i o n s  in f o r c e  
:ook p l a c e  in a l l  N a v y  Y a r d s  and o t h e r  n a v a l  a c t i v i t i e s .  It b e c a m e  
n c r e a s i n g l y  d i f f i cu l t  f o r  the  un ions  to m a i n t a i n  t h e i r  m e m b e r s h i p  
~nd m a n y  of t h e m  s u r r e n d e r e d  t h e i r  l o c a l  c h a r t e r s  as  a r e s u l t  of 
he r e d u c t i o n s  in f o r c e .  In S e p t e m b e r  1921 the  Navy  D e p a r t m e n t  
i r s t  a dop t ed  wha t  w a s  t hen  c a l l e d  the Shop C o m m i t t e e  P r o g r a m .  
Fhis p r o g r a m  was  d e s i g n e d  to p r o v i d e  a m e a n s  of c o m m u n i c a t i o n  
vith e m p l o y e e s  on a s h o p - w i d e  b a s i s  wi thou t  r e g a r d  to t h e i r  o t h e r  
t f f i l i a t i ons .  The  f o u n d e r s  of the  Shop C o m m i t t e e  P r o g r a m  had 
;een  the  a d v a n t a g e s  of a c t i v e  c o m m u n i c a t i o n  as  a r e s u l t  of t h e i r  
l e a l i n g s  wi th  the  M e t a l  T r a d e s  D e p a r t m e n t  in W o r l d  W a r  I, and the  
;hop C o m m i t t e e  P r o g r a m  is  b e l i e v e d  to be  a d i r e c t  r e s u l t  of the 
t dva n t a ge s  a c c r u i n g  to m a n a g e m e n t  and e m p l o y e e s  d u r i n g  tha t  
~eriod.  

T h e  Shop C o m m i t t e e  w a s  not  d e s i g n e d  as a d e v i c e  t h r o u g h  
~hich e m p l o y e e s  cou ld  s e e k  r e d r e s s  fo r  g r i e v a n c e s  but  w a s  i n t e n d e d  
.nly to p r o v i d e  an a d d i t i o n a l  m e a n s  of c o m m u n i c a t i o n  b e t w e e n  
n a n a g e m e n t  and e m p l o y e e s .  

O r g a n i z e d  l a b o r  had  o p p o s e d  the  Navy  Shop P r o g r a m  f r o m  the  
e r y  b e g i n n i n g .  T h e y  s t a t e d  tha t  it w a s  no th ing  m o r e  than  a co rn -  
a n y  union  and it was  adop t ed  at  a t i m e  w h e n  un ions  w e r e  w e a k  and 
n e f f e c t i v e  in the  N a v y  Y a r d s .  T h e y  f u r t h e r  c h a r g e d  tha t  the  p r o -  
: r a m  w a s  d e s i g n e d  to p r e v e n t  the  r e b u i l d i n g  of the  union m o v e m e n t .  
t o w e v e r ,  the  Navy  b e l i e v e d  o t h e r w i s e ,  and the  Shop C o m m i t t e e  
' .ys tem has  c o n t i n u e d .  

D u r i n g  W o r l d  W a r  II it  was  d e c i d e d  by the  Navy  D e p a r t m e n t  
o t  to l e n d  any  e n c o u r a g e m e n t  to the  f u r t h e r  g r o w t h  of Shop C o m -  
n i t t e e  S y s t e m s  as a p r i c e  f o r  h a r m o n y  wi th  o r g a n i z e d  l a b o r .  

733-506 0-64--2 
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However ,  fol lowing World War  II, and co inc iden ta l  with the develop-  
ment  of the Navy ' s  f i r s t  p e r s o n n e l  i n s t r u c t i o n s ,  the Shop C o m m i t t e e  
was,  desp i te  the continued objec t ion  of o rgan i zed  l abor ,  g iven a 
p r o m i n e n t  p lace  in our  s cheme  of th ings .  

By 1954 the Shop Committee Program was widespread except 
for Navy Yards, where its support among employees was somewhat 
spotty. After a survey of approximately 50 activities of all types 
and sizes, it was decided that the name should be changed to 
Employees Council, which is what most of us recognize now. 

There were two basic reasons for this change in main: First, 
because there were comparatively few of them'functioning in shops, 
and, secondly, because the name "Shop Committee" had acquired a 
very poor reputation with the employees. Organized labor renewed 
its attack on the Employee Council System and continues to do so 
even to the present time. 

It is apparent, as this brief review indicates, that organized 
labor had firmly established itself as a permanent institution in our 
society both in the Federal Government and in private industry. 
All levels of government, from the President down, recognized and 
appreciated the role of organized labor in our economy. However, 
the government wing of organized labor had long felt that the Govern 
ment, as an employer, did not afford its own employees proper rec- 
ognition. This feeling was further fanned by the passage of the 
Wagner Act in 1935 which was labor's Magna Carta for all workers 
in the private segment of industry. Government employees felt 
strongly that they needed and were entitled to a greater voice in 
matters of personnel policy and working conditions. 

The First Hoover Commission recognized this fact and spoke 
in its report concerning the disparity of treatment between govern- 
ment and private employees. This growing feeling about a lack of 
recognition started a push for legislation as early as 1949. Bills 
to accomplish official recognition of government unions were intro- 
duced by Congressman Rhodes of Pennsylvania and Senator Johnson 
of South Carolina. The early proposed legislation and its many 
successors in substance provided--and I think these are interesting 
and very meaningful, and you should pay attention and close atten- 
tion to the four points that I am going to mention, which are typical 
of this kind of legislation: 
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1. O f f i c e r s  of n a t i o n a l  e m p l o y e e  o r g a n i z a t i o n s  r e p r e s e n t i n g  

; m p l o y e e s  of any  a g e n c y  shou ld  be ab le  to p r e s e n t  g r i e v a n c e s  on 
~ehalf of m e m b e r s  wi thou t  r e s t r a i n t .  

2. An a d m i n i s t r a t i v e  o f f i c e r  s h a l l  c o n f e r  wi th  r e p r e s e n t a t i v e s  
)f e m p l o y e e  o r g a n i z a t i o n s  in m a t t e r s  of p o l i c y  a f f ec t i ng  w o r k i n g  
:ond i t ions ,  t r a n s f e r s ,  p r o m o t i o n s ,  and so f o r t h .  D e p a r t m e n t a l  
• e g u l a t i o n s  shou ld  r e c o g n i z e  the r i g h t  of s u c h  r e p r e s e n t a t i v e s  to 
: a r r y  on any  l awfu l  a c t i v i t y  wi thout  i n t e r f e r e n c e .  ("Any l awfu l  
Lctivity" is i m p o r t a n t ,  and I w i l l  t a l k  about  tha t  in a s e c o n d . )  

3. D i s p u t e s  f r o m  u n r e s o l v e d  g r i e v a n c e s  o r  f r o m  d i s a g r e e -  
n e n t s  as  to w o r k i n g  c o n d i t i o n s  shou ld  be  r e f e r r e d  to an i m p a r t i a l  
. oa rd  of a r b i t r a t i o n .  Th i s  b o a r d  would  be  c o m p o s e d  of one  r e p r e -  
e n t a t i v e  of the  a g e n c y ,  one  r e p r e s e n t a t i v e  of the  e m p l o y e e  o r g a n i -  
;a t ion,  wi th  the  S e c r e t a r y  of L a b o r  a c t i n g  as  the  C h a i r m a n .  The  
i n d i n g s  of the  b o a r d  would  be  f ina l  and c o n c l u s i v e .  

4. The charges involving violation of these sections would be 
eferred to the Civil Service Commission. The head of an agency 
ould cause the removal--the head of an agency being DOD, OSD, 
~ecretary of the Navy, and so forth--or suspension of any administrative 
.fficer--Chief Bu Ships, Commandant of a District, Commanding 

)fficer of a Shipyard, and so forth--found to have violated the 
,rovisions of these sections. 

Government officials who testified on the proposed bill con- 
ended that the Federal employees did not need the kind of protection 
rovided by the Wagner Act to employees in the private industry. 
?he major criticism leveled at this proposed legislation was that 
Is granting to union officers the right to carry on any lawful ac- 
[vity constituted such a broad delegation of power to the unions 
hat it could, if fully exploited, have the effect of paralyzing the 
~'xecutive Branch of the Government. 

In any  d i spu t e  b e t w e e n  a union o f f i c e r  and an a d m i n i s t r a t i v e  
f f i c i a l  c o n c e r n i n g  what  c o n s t i t u t e d  a l awfu l  a c t i v i t y  the  v i e w s  of 
~e union w e r e  bound  to p r e v a i l .  F u r t h e r m o r e ,  u n d e r  a n o t h e r  
e c t i o n  of the  p r o p o s e d  s t a t u t e  the  a d m i n i s t r a t i v e  o f f i c e r  who s t u c k  

his  guns  was  a u t o m a t i c a l l y  a s s u m i n g  the r i s k  of m a n d a t o r y  s u s -  
e n s i o n ,  d e m o t i o n ,  o r  r e m o v a l  in the  even t  tha t  h i s  d e c i s i o n  was  
u b s e q u e n t l y  r e v e r s e d  by the  a r b i t e r s .  

361 
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F e w  c a r e e r  g o v e r n m e n t  e m p l o y e e s  w o u l d  f e e l  t h a t  t h e y  c o u l d  

a f f o r d  to  t a k e  s u c h  r i s k s ,  e v e n  t h o u g h  t h e y  w e r e  c o n v i n c e d  t h a t  
t h e i r  d e c i s i o n  w a s  t h e  c o r r e c t  o n e .  A s  A s s i s t a n t  S e c r e t a r y  o f  
D e f e n s e  F r a n c i s  s a i d  in  t h e  h e a r i n g s  o n  t h i s  l e g i s l a t i o n :  

I t  i s  e n t i r e l y  p o s s i b l e  t h a t  t h e  D e p a r t m e n t  o f  D e f e n s e  
c o u l d  b e  c o n t i n u a l l y  e n g a g e d  in  a r b i t r a t i o n  p r o c e e d i n g s  a n d  
t h a t  m a n a g e m e n t  w o u l d  b e  c a u g h t  b e t w e e n  t h e  d i f f e r e n t  
p o l i c i e s  o f  r i v a l  e m p l o y e e  g r o u p s ,  a n d  t h a t  t h e  u l t i m a t e  
r e s u l t  w o u l d  b e  to  u n d e r m i n e  m a n a g e m e n t  a n d  c r e a t e  d e l a y s  
and confusion in the operation of the Department. 

At  o n e  p o i n t  t h e  C h a i r m a n  o f  t h e  C i v i l  S e r v i c e  C o m m i s s i o n  
s u g g e s t e d  t h a t ,  u n d e r  a s t r i c t ,  l i b e r a l  i n t e r p r e t a t i o n  of  t h e  b i l l ,  
e v e n  a m e m b e r  o f  t h e  P r e s i d e n t ' s  C a b i n e t  c o u l d  b e  r e m o v e d  f r o m  
h i s  j ob  if  h e  m a d e  a r u l i n g  o n  a l a w f u l  a c t i v i t y  w h i c h  w a s  u n f a v o r -  
a b l e  t o  t h e  u n i o n  c a u s e  a n d  w h i c h  w a s  no t  c o n c u r r e d  in  b y  t h e  m a -  
j o r i t y  o f  t h e  a r b i t r a t i o n  b o a r d .  T h i s  s t a r t l i n g  s u g g e s t i o n  w a s  n o t  
c h a l l e n g e d  b y  p r o p o n e n t s  o f  t h e  b i l l .  

A t  d i f f e r e n t  p o i n t s  in  t i m e  b o t h  a H o u s e  a n d  a S e n a t e  b i l l  
r e c e i v e d  f a v o r a b l e  s u b c o m m i t t e e  a c t i o n ,  b u t  n e i t h e r  b i l l  e v e r  r e -  
c e i v e d  f u l l  c o m m i t t e e  s u p p o r t .  C o n s e q u e n t l y ,  n e i t h e r  b i l l  e v e r  
c a m e  up on  t h e  f l o o r  o f  t h e  H o u s e  o r  o f  t h e  S e n a t e .  A s  a r e s u l t  w e  
h a v e  no w a y  of  k n o w i n g  C o n g r e s s i o n a l  s e n t i m e n t  in  t h i s  m a t t e r .  

A c h a n g e  in A d m i n i s t r a t i o n  in  e a r l y  1961 s a w  a n e w  a p p r o a c h  
to  l a b o r  r e l a t i o n s  in  t h e  F e d e r a l  G o v e r n m e n t .  It  w i l l  b e  r e c a l l e d  
t h a t  d u r i n g  t h e  c a m p a i g n  o f  1960 M r .  K e n n e d y  m a d e  s o m e  c o m m i t -  
m e a t s  t o  F e d e r a l  l a b o r  u n i o n s  r e g a r d i n g  r e c o g n i t i o n .  I t  w a s  to  b e  
e x p e c t e d  t h a t  t h e  l e a d e r s  o f  t h e  u n i o n  m o v e m e n t  i n  g o v e r n m e n t  
w o u l d  c a l l  u p o n  a n e w  A d m i n i s t r a t i o n  to  d e l i v e r  o n  i t s  c o m m i t m e n t s .  
H.  R .  6 w a s  i n t r o d u c e d  i n t o  t h e  n e w  C o n g r e s s  e a r l y  in  1961 .  T h e  
b i l l  w a s  a g a i n  s p o n s o r e d  b y  C o n g r e s s m a n  R h o d e s  o f  P e n n s y l v a n i a .  
H.  R .  6 w a s  s i m i l a r  to  p r e v i o u s  l e g i s l a t i o n  on  t h e  s u b j e c t  a n d  j u s t  
a s  c o n t r o v e r s i a l .  T h e  b i l l  w a s  c o m p l e t e l y  u n a c c e p t a b l e  to  t h e  
E x e c u t i v e  B r a n c h  in t h e  f o r m  p r e s e n t e d .  It  w a s  t h e  p r e v a i l i n g  v i e w  
t h a t  if  s o m e t h i n g  m u s t  b e  d o n e ,  an  E x e c u t i v e  O r d e r  w a s  p r e f e r a b l e  
to  l e g i s l a t i o n ,  f o r  o b v i o u s  r e a s o n s .  

W h e n  H. R .  6 w a s  s u b m i t t e d  to  t h e  v a r i o u s  a g e n c i e s  f o r  c o m -  
m e n t ,  t h e  O f f i c e  o f  t h e  A s s i s t a n t  S e c r e t a r y  o f  D e f e n s e  f o r  M a n p o w e r  
w a s  d e s i g n a t e d  to  p r e p a r e  a DOD p o s i t i o n  o n  t h e  b i l l .  M y  o f f i c e  
p a r t i c i p a t e d  in  a c o m m i t t e e  w h i c h  w a s  a p p o i n t e d  to  p r e p a r e  a r e p o r t  
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,n H.  R .  6 a n d  to  m a k e  s u c h  o t h e r  r e c o m m e n d a t i o n s  a s  t h e  c o m -  
n i t t e e  d e e m e d  a p p r o p r i a t e .  R e c o g n i z i n g  t h a t  a c t u a l  c i r c u m s t a n c e s  
: a l l e d  f o r  an  a l t e r n a t i v e  to  l e g i s l a t i o n ,  a d r a f t  E x e c u t i v e  O r d e r  w a s  
, r e p a r e d .  

3 6 3  

The proposed order contained only a set of principles which 
Tere to be implemented by detailed instructions by the various de- 

.artments and agencies. 

U l t i m a t e l y ,  t h e  r e p o r t  o n  H.  R .  6 a n d  t h e  s u g g e s t e d  E x e c u t i v e  
) r d e r  b e c a m e  t h e  o f f i c i a l  DOD p o s i t i o n  in  t h i s  m a t t e r .  T h e  l a t e  
~ r e s i d e n t  d i d  n o t  i s s u e  a n  E x e c u t i v e  O r d e r  i m m e d i a t e l y ,  b u t  i n s t e a d  
s s u e d  a M e m o r a n d u m  to  D e p a r t m e n t s  a n d  A g e n c i e s  in  w h i c h  he  
s t a b l i s h e d  a t a s k  f o r c e  to  m a k e  a c o m p l e t e  s t u d y  o f  e m p l o y e e -  
n a n a g e m e n t  r e l a t i o n s  in  t h e  F e d e r a l  s e r v i c e .  T h e  P r e s i d e n t  a l s o  
n u n c i a t e d  a n e w  p o l i c y  in  h i s  m e m o r a n d u m  p r o h i b i t i n g  d i s c r i m i n a -  
[on in  a l l  F e d e r a l  e m p l o y e e  o r g a n i z a t i o n s .  In a d d i t i o n ,  o f f i c i a l  
e c o g n i t i o n  of  d u a l  l o c a l s ,  w h i t e  a n d  N e g r o ,  o f  t h e  s a m e  n a t i o n a l  
n i o n  w a s  b a n n e d .  T h e  a l t e r n a t i v e  w a s  to  m e r g e  t h e  d u a l  l o c a l s  o r  
a v e  r e c o g n i t i o n  w i t h d r a w n .  S i n c e  t h e r e  h a d  b e e n  a l o n g  t r a d i t i o n  

c e r t a i n  a r e a s  o f  t h e  c o u n t r y  f o r  n a t i o n a l  u n i o n s  to  c h a r t e r  b o t h  
,h i r e  a n d  N e g r o  l o c a l s  to  a v o i d  t h e  r a c e  i s s u e ,  a l l  a g e n c i e s  h a d  to  
m m e d i a t e l y  s u r v e y  t h e i r  o w n  s i t u a t i o n s  to  d e t e r m i n e  t h e  e x t e n t  t o  
"h ich  d u a l  l o c a l s  h a d  b e e n  c h a r t e r e d  by  n a t i o n a l  u n i o n s .  

The Navy was no exception, and a survey disclosed a dozen or 
lore cases of dual locals. All were cleared up except one, and it 
"as necessary in that case to withdraw recognition. 

Meanwhile, the President's task force was busy organizing 
:s study on employee-management relations. Among other things, 
II agencies were required to complete questionnaires which were 
esigned to elicit information on the current status of their employ- 
lent and management relations programs. 

Somewhat later the task force conducted public hearings in six 
lajor cities. Upon completion of the public hearings, six staff 
eports were prepared which formed the basis for the report which 
as made to the President on 30 November 1961. The President 
pproved the report submitted by the task force, and on 17 January 
962 Executive Order No. 10988 was issued. It is this Order which 
ompletely revolutionized the Federal Government's approach to 
mployment-management relations. The Order's preamble, which 
ontains the broad policy and philosophy of the new program, is 
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s h o r t  and  c o n c i s e .  It s t a t e s  s i m p l y  tha t  g r e a t e r  p a r t i c i p a t i o n  by  
e m p l o y e e s  in the  d e v e l o p m e n t  and i m p l e m e n t a t i o n  of p e r s o n n e l  po l -  
i c i e s  and p r o g r a m s  w h i c h  a f fec t  t h e m  wi l l  b r i n g  about  i m p r o v e d  
r e l a t i o n s h i p s  and i m p r o v e d  e f f i c i e n c y .  In add i t i on  the  p r e a m b l e  
s t a t e s  tha t ,  in a p r o g r a m  such  as is  p r o v i d e d  fo r  in the  O r d e r ,  t h e r e  
m u s t  be a c l e a r  s t a t e m e n t  of the  r i g h t s  of the  r e s p e c t i v e  p a r t i e s ,  
m e a n i n g ,  of c o u r s e ,  m a n a g e m e n t  and e m p l o y e e s .  The  r i g h t s  of the  
p a r t i e s ,  w h i c h  a r e  too n u m e r o u s  to m e n t i o n  h e r e ,  a r e  s p e l l e d  out  
in s o m e  d e t a i l  in S e c t i o n s  1 and 7 of the  O r d e r .  

F o r  the  f i r s t  t i m e ,  a g e n c i e s  of the  F e d e r a l  G o v e r n m e n t  a r e  
r e q u i r e d  u n d e r  c e r t a i n  c i r c u m s t a n c e s  to n e g o t i a t e  l a b o r  a g r e e m e n t s  
w i t h  e m p l o y e e  o r g a n i z a t i o n s .  T h i s  is  a new e x p e r i e n c e  f o r  m o s t  
g o v e r n m e n t  o f f i c i a l s  and f o r  g o v e r n m e n t  e m p l o y e e  o r g a n i z a t i o n s .  
S ince  r e c o g n i t i o n  u n d e r  t h i s  O r d e r  is the  s i n g l e ,  m o s t  i m p o r t a n t  
a s p e c t  of the  new p r o g r a m ,  I wi l l  e x p l a i n  b r i e f l y  how and  w h e n  
g r o u p s  m a y  ob ta in  r e c o g n i t i o n .  

Employee organizations may obtain either of three types of 
recognition, depending on their membership and support in an in- 
stallation. These several types of recognition are informal, 
formal, and exclusive. 

Informal recognition may be granted to any qualified employee 
organization without regard to its membership of the status of other 
groups in an installation. Management is not required to seek the 
views of informally organized employee organizations, but must 
respond to their inquiries and their complaints. 

Formal recognition is granted on the basis of i0 percent mem- 
bership in a unit which is established for representative purposes. 
Management is required under this form of recognition to solicit 
the views of formally organized groups on any matters which affect 
employees of the unit. Management must also keep such groups 
advised of impending important management decisions, new policies, 
work programs, and so forth. This type of recognition more nearly 
conforms to the historical Navy policy in employment-management 
relations than either of the other types. 

Exclusive recognition--and here again we are getting into the 
new facets of this thing, because it is only in the case of exclusive 
recognition that management is required to negotiate a contract 
with the organization--is based upon majority support by the 
employees in a unit which is established for representative purposes. 
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/ i a j o r i t y  s u p p o r t  m a y  b e  e s t a b l i s h e d  b y  s e v e r a l  m e a n s :  

1. M a j o r i t y  m e m b e r s h i p  in  t h e  p e t i t i o n i n g  e m p l o y e e  o r g a n i z a -  
ion. 

2. A c o m b i n a t i o n  of  10 p e r c e n t  m e m b e r s h i p  a n d  a u t h o r i z a t i o n  
a r d s  w h i c h  c o n s t i t u t e  m a j o r i t y  s u p p o r t ,  o r ,  f i n a l l y ,  b y  a n  e l e c t i o n .  
' ] l e c t i o n s  a r e  a l w a y s  o p t i o n a l  w i t h  c o m m a n d ,  a n d  i f  t h e r e  i s  a n y  
u e s t i o n  t h i s  i s  o f  c o u r s e  t h e  n m a t  d i r e c t  a n d  t h e  n m s t  o b v i o u s  w a y  
f d e c i d i n g  w h e t h e r  y o u  h a v e  a m a j o r i t y  o r  n o t .  

T h i s  f o r m  of  r e c o g n i t i o n  e s t a b l i s h e s  e n t i t l e m e n t  to  n e g o t i a t e  
l a b o r  a g r e e m e n t  w i t h  m a n a g e m e n t ,  a n d  t h i s  i s  t h e  o n l y  f o r m  o f  

e c o g n i t i o n  t h a t  d o e s .  

S o m e  o f  t h e  p r o b l e m s  a s s o c i a t e d  w i t h  i m p l e m e n t i n g  E x e c u t i v e  
) r d e r  10988  w e r e  b o t h  c o m p l e x  a n d  d i f f i c u l t  to  r e s o l v e  b e c a u s e  o f  
o m e  s i n c e r e  d i f f e r e n c e s  o f  o p i n i o n  b e t w e e n  l a b o r  a n d  m a n a g e m e n t .  
' h e  e s t a b l i s h m e n t  o f  u n i t s  f o r  f o r m a l  o r  e x c l u s i v e  r e c o g n i t i o n  p u r -  
o s e s  w a s  e x p e c t e d  to  b e  t h e  m o s t  d i f f i c u l t  p a r t  o f  t h e  O r d e r  to  
d m i n i s t e r .  O u r  e x p e c t a t i o n s  w e r e  e n t i r e l y  c o r r e c t  in  t h i s  m a t t e r .  

T h e  E x e c u t i v e  O r d e r  s t a t e s  t h a t  a u n i t  m a y  b e  b a s e d  u p o n  a 
l a n t ,  i n s t a l l a t i o n ,  m a j o r  d e p a r t m e n t  t h e r e o f ,  c r a f t ,  f u n c t i o n a l ,  
r o t h e r  b a s i s  in  w h i c h  t h e r e  i s  a c l e a r l y  i d e n t i f i a b l e  c o m m u n i t y  
f i n t e r e s t s  a m o n g  t h e  e m p l o y e e s  c o n c e r n e d .  H e r e  a g a i n  l e t  m e  
t o p  a m i n u t e  t o  s a y  t h a t  t h e r e  i s  a g r e a t  d e a l  of  d i f f e r e n c e  b e t w e e n  
n a c t i v i t y  a n d  a u n i t .  T h e  a c t i v i t y  i s  t h e  c o m m a n d ,  t h e  S h i p y a r d ,  
) r  e x a m p l e .  W h e n  I a m  t a l k i n g  a b o u t  a u n i t  I a m  t a l k i n g  a b o u t  t h e  
p l i t t i n g  up of  t h a t  a c t i v i t y  i n to  ' s e v e r a l  g r o u p s  b a s e d  o n  c o m m u n i t y  
f i n t e r e s t .  I t  c a n  b e  s e t  up a l o n g  c r a f t  l i n e ,  i t  c a n  b e  a l o n g  f u n c -  
o n a l  l i n e s ,  o r  i t  c a n  b e  a l m o s t  a n y t h i n g ,  e x c e p t  t h a t  t h e  O r d e r  
a i d  i t  s h o u l d  n o t  b e  s e t  up  s o l e l y  to  a c c o m m o d a t e  t h e  m a n n e r  in  
h i c h  t h e  e m p l o y e e  g r o u p  i t s e l f  w a s  o r g a n i z e d .  H o w e v e r ,  I am" 
i s p o s e d  to  b e l i e v e  t h a t  in  t h e  a r b i t r a t i o n  c a s e s  t h a t  we  h a v e  h a d  
t l e a s t  i t  l e a n s  t o o  o f t e n  in  t h i s  d i r e c t i o n .  

We found that a community of interest was largely what either 
mnagement or labor wanted it to be, depending upon whose inter- 
sts were being served at the moment. In the Navy, local manage- 
~ent favored large units, whereas employee organizations favored 
nits more in keeping with the manner in which they were organized. 
'hese two different points of view were virtually irreconcilable. 
' he  n e t  r e s u l t  w a s  a s u b s t a n t i a l  n u m b e r  o f  a r b i t r a t i o n  c a s e s .  T h e s e  
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arbitrations were time-consuming and costly. Besides, they de- 
layed full implementation of the Executive Order by several months. 
Of the 15 decisions rendered to date, only one arbiter has agreed with 
management in its determinations. So you can see that we were on 
the wrong track. 

These decisions, however, left local management little choice 
with regard to what a unit should or should not include. Arbiters 
usually agree with an employee organization's petition, if refuge 
for such decision can be found in the Executive Order itself, or if 
precedence established by the National Labor Relations Board can 

b e found. 

Here again, precedence established by the National Labor 
Relations Board is applicable to the private segment of industry 
and in interpreting the Wagner Act and the Taft-Hartley Law and 
others. The Executive Order made it clear that we were not fol- 
lowing this precedent, and it is really hard for me and other people 
who are students of this Executive Order to read into it the fact 
that we were going to follow the precedent that had been established 
by NLRB for the private segment of industry. However, in a large 
number of cases, the arbiter did fall back on precedent that has 
been established in the private sector of industry. 

Hopefully, the body of precedent contained in the Navy's cases 
can save other departments and agencies both time and money in 
avoiding similar arbitrations. 

I should like now to discuss agreements in general and more 
specifically some of the agreements wSich have been negotiated by 
Navy commands to give you some idea of the progress we have 
made in implementing the Executive Order. 

As a starting point it is appropriate to stress the fact that 
agreements may not circumvent existing laws, orders, or regula- 
tions. It may be stated generally that a command may negotiate 
any or all of the discretions it has under the law, orders, and regu- 
lations. However, management must ever be alert against falling 
into the trap of negotiating away its right to manage in an efficient 
and an effective manner. 

Another cardinal point to remember is that management is re- 
quired to consider and to bargain in good faith on all union propos- 
als. This does not mean that management has to agree or approve 
their requests. 



15 
C u r r e n t l y  35 n e g o t i a t e d  a g r e e m e n t s  c o v e r i n g  a p p r o x i m a t e l y  

35, 000 e m p l o y e e s  have  b e e n  r e c e i v e d  in my o f f i ce .  A g r e e m e n t s  
f o r  63 a d d i t i o n a l  Navy uni ts  that  have  b e e n  g r a n t e d  e x c l u s i v e  r e c o g -  
n i t i on  wi th  such  d i v e r s e  Navy  and M a r i n e  C o r p s  a c t i v i t i e s  a s ' s h i p -  
y a r d s ,  a i r  s t a t i o n s ,  o r d n a n c e  p l an t s ,  m i l i t a r y  s ea  t r a n s p o r t  s e r v -  
i ce ,  supp ly  c e n t e r s ,  nava l  s t a t i o n s ,  p u b l i c a t i o n  and p r i n t i n g  s e r v -  
i c e  o f f i ce s ,  and h o s p i t a l s .  The  uni ts  r e p r e s e n t e d  by t h e s e  
a g r e e m e n t s  r a n g e  in s i z e  f r o m  17 e m p l o y e e s  to a p p r o x i m a t e l y  
10 ,000  e m p l o y e e s .  Now, th i s  s e e m s  an a n o m a l y  h e r e .  I m igh t  
po in t  out that  in the  c a s e  of p a t t e r n  m a k e r s  the  NLRB has  r u l e d  in 
t h e  p r i v a t e  s e g m e n t  of i n d u s t r y  and a l so  in c e r t a i n  c a s e s  that  we 
have  had  wi th in  the  Navy that  when  m o r e  than  two or  t h r e e  a r e  g a t h e r e d  
t o g e t h e r  and r e q u e s t  a unit  t h e i r  r e q u e s t  wi l l  be  g r a n t e d .  Th i s  is 
p r e c i s e l y  what  has  b e e n  done in the  c a s e  of p a t t e r n  m a k e r s ,  and 
we have  s o m e  o r g a n i z a t i o n s  w h e r e  we have  only  a handfu l -  - f ive  o r  s ix .  
H o w e v e r ,  b e c a u s e  of the  p r e s t i g e  n a t u r e  of the  p a t t e r n  m a k e r s  and 
their historical position in the pri~ate segment of industry, separate 
units for them have been established. This does not mean, however, 
that our activities have done it in the case of electricians, welders, 
and a whole host of others, although requests for units of these 
crafts may arise in the future. 

3 6 7  

It has  b e e n  an unequa l  and v a r i e g a t e d  g roup  of e m p l o y e e  o r g a n -  
i z a t i o n s  that  have  n e g o t i a t e d  t h e s e  a g r e e m e n t s  wi th  the  Navy and 
M a r i n e  C o r p s  a c t i v i t i e s .  T h e y  inc lude  the  m e t a l  t r a d e s  counc i l ,  a 
g r o u p i n g  of t r a d e  and c r a f t  unions  of the  Meta l  T r a d e s  D e p a r t m e n t ,  
A F L - C I O ,  the  I n t e r n a t i o n a l  A s s o c i a t i o n  of M a c h i n i s t s ,  the  A m e r i -  
c a n  F e d e r a t i o n  of G o v e r n m e n t  E m p l o y e e s ,  the  I n t e r n a t i o n a l  P r i n t -  
i ng  and P r e s s m e n  and A s s i s t a n t s  of N o r t h  A m e r i c a ,  the  
A m a l g a m a t e d  L i t h o g r a p h e r s  of Nor th  A m e r i c a ,  the  Na t iona l  
A s s o c i a t i o n  of G o v e r n m e n t  E m p l o y e e s ,  the  Na t iona l  M a r i n e  E n g i -  
n e e r s  B e n e f i c i a l  A s s o c i a t i o n ,  and the Na t iona l  M a r i t i m e  Union  of 
A m e r i c a .  The  vas t  m a j o r i t y  of t h e s e  o r g a n i z a t i o n s  a r e  a f f i l i a t ed  
with A F L - C I O .  The  a g r e e m e n t s  that  have  b e e n  n e g o t i a t e d  fa l l  into 
t h r e e  g e n e r a l  c a t e g o r i e s .  One group  con ta ins  only  the e s s e n t i a l  
r e q u i r e m e n t s  of the  E x e c u t i v e  O r d e r ,  such  as a d e l i n e a t i o n  of 
m a n a g e m e n t ' s  r i g h t s ,  and r e c o g n i t i o n  of the  fact  that  the  e m p l o y e e  
o r g a n i z a t i o n  is the  e x c l u s i v e  r e p r e s e n t a t i v e  of the  e m p l o y e e s .  
T h e s e  a r e  what  migh t  be  t e r m e d  s k e l e t o n  a g r e e m e n t s .  

The  s e c o n d  c a t e g o r y  of a g r e e m e n t s  con ta in  the  e s s e n t i a l  r e -  
q u i r e m e n t s  m e n t i o n e d  above and add s o m e  m e a t  to the  s k e l e t o n  by 
s p e l l i n g  out s p e c i f i c  i t e m s .  I t e m s  such  as n u m b e r  of a l l owab le  
shop  s t e w a r d s ,  u n i o n - m a n a g e m e n t  c o m m i t t e e s  fo r  the  so lu t ion  of 
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p r o b l e m s ,  the  use  of g o v e r n m e n t  f a c i l i t i e s  fo r  union a f f a i r s ,  and  
so fo r t h ,  a r e  se t  f o r t h .  

The  t h i r d  and f ina l  c a t e g o r y  of a g r e e m e n t  is c o n s i d e r e d  to be  
the  m o s t  c o m p l e t e  in tha t  it c o v e r s  a l l  of the  g e n e r a l  p r o v i s i o n s  
p lus  a wide  v a r i e t y  of s p e c i f i c  i t e m s .  T h e s e  a g r e e m e n t s  a r e  n e g o -  
t i a t e d  by the  o l d - l i n e  c r a f t  o r  the m a r i t i m e  g roup ,  b e c a u s e  t h e y  
h a v e  m o r e  e x p e r i e n c e  in th is  type  of n e g o t i a t i o n s .  

I w i l l  m e n t i o n  on ly  a few i t e m s  to g ive  you s o m e  idea  of the  
i m a g i n a t i o n  and d r i v e  of the  N a v y ' s  m o r e  s o p h i s t i c a t e d  l a b o r  un ions .  
T h i s  l a t t e r  g r o u p  of a g r e e m e n t s  c o v e r  such  t h ings  as  shop  s t e w a r d s '  
a s s i g n m e n t  l i m i t a t i o n s ,  use  of g o v e r n m e n t  t i m e  fo r  un ion  b u s i n e s s ,  
u s e  of g o v e r n m e n t  f a c i l i t i e s ,  w o r k w e e k ,  h o u r s  of w o r k ,  o v e r t i m e ,  
c l e a n u p ,  and m a n y  o t h e r s .  

T h e  t u r n a b o u t  in o u r  l a b o r  r e l a t i o n s ,  w h i c h  c o m e s  as  a r e s u l t  
of the  E x e c u t i v e  O r d e r ,  has  r a i s e d  s o m e  v e r y  b a s i c  e m p l o y e e -  
r e l a t i o n s  q u e s t i o n s  in the  Navy .  It ha s  b e e n  a t r a d i t i o n a l  and t i m e -  
h o n o r e d  p o s i t i o n  in the Navy  that  we look  a f t e r  o u r  e m p l o y e e s .  
T h i s  p h i l o s o p h y  s t e m s  f r o m  o u r  m i l i t a r y  t r a i n i n g  and the d e s i r e  of 
the  c o m m a n d i n g  o f f i c e r  to t ake  c a r e  of h is  m e n .  Th i s  p h i l o s o p h y  
in o t h e r  days  was  f ine ,  but  it has  a r a p i d l y  d i m i n i s h i n g  r o l e  in the  
p r e s e n t - d a y  s c h e m e  of t h i n g s .  The  adven t  of the O r d e r  has  c a u s e d  
g o v e r n m e n t  e m p l o y e e s  to look  b e y o n d  the  b u i l t - i n  p r o t e c t i o n  of a 
sound  c i v i l - s e r v i c e  s y s t e m  to a new s e c u r i t y  u n d e r  a n e g o t i a t e d  
l a b o r  c o n t r a c t .  Th i s  m a y  be a f a l s e  s e n s e  of s e c u r i t y ,  but the  i m -  
p o r t a n t  t h i n g  is tha t  m a n y  e m p l o y e e s  a p p a r e n t l y  d e s i r e  it th i s  way .  

D e s p i t e  the  s i g n i n g  of the E x e c u t i v e  O r d e r ,  t h e r e  a r e  m a n y  
F e d e r a l  e x e c u t i v e s  and  m a n a g e r s  who s t i l l  b e l i e v e  u n i o n i s m  has  no 
p l a c e  in g o v e r n m e n t  b e c a u s e  of i ts  d i s r u p t i v e  i n f l u e n c e s ,  and b e -  
c a u s e  of the  c o m p l e t e  r a n g e  of g u a r a n t e e s  p r o v i d e d  e m p l o y e e s  by  
existing legislation and orders. 

Be th i s  as  it m a y - - a n d  t h e s e  r e m a r k s  h e r e  the  m i l i t a r y  c a n  
ho i s t  a b o a r d - - t h e  law is the  law and we m i l i t a r y  m e n  have  no op-  
t i on  o t h e r  than  to s u p p o r t  it and c a r r y  it out  to the  b e s t  of o u r  
a b i l i t y .  Th i s  b e i n g  so,  why not put the  e n e r g i e s  of th i s  p o l i t i c a l  
f o r c e  to w o r k  fo r  m a n a g e m e n t ?  T h e r e  a r e  d o z e n s  of w a y s  tha t  
m a n a g e m e n t  can  p ro f i t  f r o m  a h e a l t h y  and r e s p o n s i b l e  r e l a t i o n s h i p  
wi th  l a b o r  un ions ;  T h i s  has  b e e n  p r o v e n  t i m e  and t i m e  a g a i n  in the  
N a v y .  In m y  own e x p e r i e n c e ,  I have  m a n y  t i m e s  s o l i c i t e d  the  v i e w s  
of un ions  to s o l v e  a p r o b l e m  o r  to poin t  the  way  to p r e v e n t i n g  a 
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potential problem. This is not at all unusual in our industrial setup. 
For example, unions are particularly effective in alerting employees 
to dangers of leave abuse, loafing, and other matters affecting the 
work program of the installation. 

This kind of cooperative effort is in keeping with the philosophy 
of the Executive Order and in no way usurps the prerogatives of 
management. 

I would be less than honest if my remarks suggested that we 
have no problems in our labor relations. We have had more than 
our share and we still have them. Beginning with the President's 
Memorandum of June 1961 we have experienced every conceivable 
kind of labor-relations problem, and I expect new ones in the fu- 

ture. 

Although labor is pleased with the Executive Order, they are 
not satisfied with all of its provisions nor with the mann~ ~ in which 
certain of its parts are being implemented by the various depart- 
ments and agencies. Let me give you a few examples: 

In the first round of representation elections, which were 20- 
odd in number, i0 stalemates were produced. In other words, 
where two or more unions were contending for exclusive represen- 
tation for a unit, the vote did not provide a majority for any union, 
despite heavy voting. Thus, according to our rules, the several 
unions were accorded formal recognition--and this is the important 
thing--even though they might have received 49 percent of the vote. 
In fact two of them could secure 49 percent, and neither would have 
the majority required for exclusive recognition. Under our rules 
no runoff election was required. Hence, as I say, we ended up 
with two formals rather than any exclusive. 

This produced a demand for runoff elections. Our decision 
was that the runoff elections were not permitted under the rules. 
The Navy Department's decision was appealed to the Secretary of 
Labor, and this appeal was denied. Under our election procedures 
we have what is referred to as a 60 percent rule. This rule merely 
establishes what is considered to be a representative vote in the 
unit of eligible employees. In short, in order to constitute a valid 
election either 60 percent of all eligibles must vote, or an employee 
organization must receive a majority of all eligible votes. This 
procedure has been under attack by organized labor since its adop- 
tion some 18 months ago. 
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S t a l e m a t e s  in n e g o t i a t i o n s  have  a l so  p r o d u c e d  m a n y  p r o b l e m s .  

M o s t  d i s a g r e e m e n t s  in n e g o t i a t i o n s  have  h inged  a r o u n d  the  a d v i s o r y  
a r b i t r a t i o n  of g r i e v a n c e s  w h i c h  a r e  p roQided  f o r  in Sec t i on  8 of the  
O r d e r .  T h i s  is  an o p t i o n a l  c l a u s e  w h i c h  m a y  be  i n c l u d e d  in a n e g o -  
t i a t e d  g r i e v a n c e  p r o c e d u r e .  S ince  s o m e  c o m m a n d s  have  a g r e e d  to 
the  a d v i s o r y  a r b i t r a t i o n  of g r i e v a n c e s ,  and s i n c e  g r i e v a n c e s  a r e  so 
i m p o r t a n t  to un ions ,  a c o m m a n d s '  r e f u s a l  to s u b m i t  g r i e v a n c e s  to 
a d v i s o r y  a r b i t r a t i o n  n e a r l y  a l w a y s  p r o d u c e s  a s t a l e m e n t  of s o m e  
d u r a t i o n .  T h i s  r e s u l t s  in a p p e a l s  to e i t h e r  the  S e c r e t a r y  of the  
N a v y ' s  Off ice  o r  to m y  o f f i ce .  

M e d i a t i o n  of d i s p u t e s  is a n o t h e r  bone  of c o n t e n t i o n .  Our  r u l e s  
p r o v i d e  that  the  p a r t i e s  to an agreemerLt  m a y  n e g o t i a t e  an  a d v i s o r y  
m e d i a t i o n  c l a u s e  to he lp  r e s o l v e  n e g o t i a b l e  i t e m s  upon w h i c h  the  
p a r t i e s  canno t  a g r e e .  Th i s  l i k e w i s e  can  s t a l e m a t e  the  n e g o t i a t i o n  
p r o c e s s .  H o w e v e r ,  s i n c e  th i s  is  a n o t h e r  o p t i o n a l  i t e m  wi th  c o m -  
m a n d s ,  l a b o r  n e a r l y  a l w a y s  c o m p l a i n s  w h e n  th i s  f e a t u r e  is  not 
i n c l u d e d  in the  c o n t r a c t .  

T h e s e  m a t t e r s  have  g e n e r a t e d  m u c h  a d d i t i o n a l  w o r k  f o r  m e  and 
m y  s ta f f .  We a r e  not  at  a l l  c y n i c a l  about  o u r  r e l a t i o n s h i p  wi th  o r -  
g a n i z e d  l a b o r .  On the c o n t r a r y ,  we have  d e t e r m i n e d  to m a k e  the  
p o l i c y  and the p h i l o s o p h y  of the  O r d e r  w o r k  to the  m u t u a l  a d v a n t a g e  
of  the N a v y ' s  m a n a g e r s  and e m p l o y e e s .  

If the  pas t  is p r o l o g u e  we m a y  r e a s o n a b l y  e x p e c t  in the  f u t u r e  
to s e e  s o m e  i n t e r e s t i n g  v a r i a t i o n s  and  a d d i t i o n s  to the  f o r e g o i n g  
n e g o t i a t e d  a g r e e m e n t s  and t h e i r  p r o v i s i o n s .  

Now le t  us l ook  at the  m e a n i n g  and p u r p o s e  of the  E x e c u t i v e  
O r d e r  i t s e l f .  In a s e n t e n c e ,  i ts  o b j e c t i v e  is  to p r o m o t e  the  e f f i -  
c i e n t  a d m i n i s t r a t i o n  of g o v e r n m e n t  t h r o u g h  the  p a r t i c i p a t i o n  of 
e m p l o y e e s  in the f o r m u l a t i o n  and i m p l e m e n t a t i o n  of p e r s o n n e l  po l -  
i c i e s  a f f e c t i n g  t h e m .  Th i s  b a s i c  p r i n c i p l e  is e x a c t l y  the  s a m e  as  
tha t  w h i c h  has  g o v e r n e d  l a b o r - m a n a g e m e n t  r e l a t i o n s  in the  p r i v a t e  
s e c t o r  of i n d u s t r y  s i n c e  the e n a c t m e n t  of the  W a g n e r  Ac t  of 1935. 

I b e l i e v e  it is  e s s e n t i a l ,  h o w e v e r ,  tha t  I poin t  out  the  d i f f e r e n c e s  
in the a p p l i c a t i o n  of th i s  p r i n c i p l e  in g o v e r n m e n t  v i s - a - v i s  i n d u s t r y .  
Some  of t h e s e  d i f f e r e n c e s  a r e :  

I. Labor has no right to strike in the Government. 

2. Many other rights, such as pay and leave, are fixed by law 
and are not negotiable. 
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The public interest is always paramount in the Federal 

4. T h e  g o v e r n m e n t  s y s t e m  of p r o m o t i o n  is the b a s i s  of F e d -  
e r a l  e m p l o y e e  p r a c t i c e s .  

In a d d i t i o n  to the  i t e m s  p r e v i o u s l y  m e n t i o n e d ,  l a b o r  has  
r a i s e d  i t s  v o i c e  to a r e l a x a t i o n  of r u l e - m a k i n g  at the  s e a t  of g o v e r n -  
m e n t .  Th i s  wou ld  p e r m i t  c o m m a n d s - - a n d  I a m  t a l k i n g  about  f i e ld  
c o m m a n d s - - b r o a d e r  f l e x i b i l i t y  in n e g o t i a t i o n s  and would  u n q u e s -  
t i o n a b l y  r e s u l t  in m o r e  p o w e r  fo r  the  un ions  t h e m s e l v e s .  

The Honorable John W. Macy, Jr., Chairman of the Civil 
Service Commission, stated in one of his early speeches on the 
Order that one of the Commission's objectives was to relax the 
rules at the Washington level. We can expect stepped-up union 
pressure in this area. 

O r g a n i z e d  l a b o r  wan t s  a g r e a t e r  v o i c e  in the s e t t i n g  of b l u e -  
c o l l a r  w a g e s .  O v e r  and above  the  p a r t  tha t  l a b o r  now p l a y s  in t he  
w a g e - s e t t i n g  p r o c e s s  at  the  W a s h i n g t o n  l e v e l ,  it d e s i r e s  ful l  p a r -  
t i c i p a t i o n  in l o c a l  wage  s u r v e y s .  We c u r r e n t l y  p e r m i t  c o m m a n d s  
to n e g o t i a t e  f o r  union o b s e r v e r s  but  we do not p e r m i t  n e g o t i a t i o n s  
f o r  da t a  c o l l e c t o r s  o r  m e m b e r s h i p  on l o c a l  wage  c o m m i t t e e s .  Our  
o b j e c t i o n  to m o r e  p a r t i c i p a t i o n  at th i s  j u n c t u r e  is tha t  p r i v a t e  in -  
d u s t r y ,  w h e r e  we get  o u r  da ta ,  m a y  r e f u s e  to f u r n i s h  us wi th  wage  
da t a  if  we p e r m i t  un ions  to p a r t i c i p a t e  in the  m e c h a n i c s  of l o c a l  
w a g e - s e t t i n g .  In poin t  of f ac t ,  t h e r e  a r e  m a n y  c o m p a n i e s  r i g h t  
now who wi l l  not l e t  g o v e r n m e n t  e m p l o y e e s  c o m e  in, and t h e s e  
g o v e r n m e n t  e m p l o y e e s ,  of c o u r s e ,  a r e  r e p r e s e n t a t i v e s  of e i t h e r  
t he  S e c r e t a r y  of the  Navy,  the  S e c r e t a r y  of the  A r m y ,  o r  the  S e c r e -  
t a r y  of the  A i r  F o r c e .  T h e y  w i l l  not l e t  t h e m  c o m e  in if t h e y  have  
p e o p l e  who have  a d i r e c t  l o y a l t y  to l a b o r  o r g a n i z a t i o n s .  Th i s  is 
the  f ine  point  tha t  we m a k e  h e r e .  

I t h i n k  it is  a s a f e  p r e d i c t i o n  tha t  o r g a n i z e d  l a b o r  w i l l  c o n t i n u e  
to p r e s s  f o r  r e f o r m s  in th i s  a r e a .  At s o m e  t i m e  c o n c e s s i o n s  a r e  
l i k e l y  to be  m a d e .  

In summary, we are making significant progress in carrying 
out the intent of the Executive Order. We have a long way to go 

before the new program on employment-management relations can 
be evaluated fully and determined to be a success or a failure. We 
must keep in mind the spirit and intent of the Order and place 
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primary reliance on the proper motivation of all employees, on the 

informal settlement of disputes, and on the therapeutic effect of 

honest discussion between labor and management. 

I am personally confident that the objectives of the new program 

can be achieved if we remind ourselves that both sides have much 

to gain by cooperation and much to lose if we fail to do so. 

T h a n k  y o u  v e r y  m u c h .  

C A P T A I N  C A S T E L A Z O :  A d m i r a l  M o o r e  is  r e a d y  f o r  y o u r  
q u e s t i o n s .  

QUESTION: Admiral Moore, do government employees in 
their negotiations get assistance from civilian legal specialists, 
if so, how do they stack up against Navy legal talent ? 

a n d  

ADMIRAL MOORE: Well, that is a rather difficult thing. The 
composition of a negotiating team on our side of the house can be 
anything that management wants it to be and anything that the labor 
organization wants it to be. This can involve the head of the ac- • 
tivity as being the chief negotiator on the side of management. It 
can be the local representative of the union who is the head man 
for the union side of the house, or it can be somebody from their 
organization that they bring in from outside. 

I t h i n k  t h e  c r u x  of  t h i s  m a t t e r  i s  t h a t  m a n a g e m e n t  t e l l s  t h e  
u n i o n s ,  " W e  d o n ' t  t e l l  y o u  who  c a n  be on  y o u r  n e g o t i a t i n g  s t a f f ,  
a n d  y o u  c a n ' t  t e l l  us who  c a n  be  on o u r  n e g o t i a t i n g  s t a f f .  " I t h i n k  
it is  an  a c c e p t e d  p o l i c y ,  h o w e v e r .  C e r t a i n l y  in t h e  N a v y  we do 
not  b e l i e v e  t h a t  an  i n d u s t r i a l - r e l a t i o n s - p e r s o n n e l i s t  t y p e  is  t h e  o n e  
who  s h o u l d  be  t h e  p r i n c i p a l  n e g o t i a t o r  f o r  g o v e r n m e n t .  We t h i n k  
t h a t  he  s h o u l d  be  on the  n e g o t i a t i n g  t e a m  as  an a d v i s o r .  We t h i n k  
o n e  of  t h e  m a n a g e r i a l  l i n e  p e o p l e  s h o u l d  be  t h e  n e g o t i a t o r .  T h a t  
w o u l d  be  a p r o d u c t i o n  o f f i c e r  o r  a p l a n n i n g  o f f i c e r .  

We feel, however, that it is desirable that there be--and I am 

giving a wider answer--a lawyer type available to make sure that 

language is put down in the legal fashion, in a fashion that cannot 
be construed in two or three ways. 

H o w e v e r ,  I t h i n k  t h e  b u l k  of  n e g o t i a t i o n s  a r e  d o n e  at  a l o w e r  
l e v e l  r a t h e r  t h a n  at  t he  n a t i o n a l  l e v e l .  T a k e  t h e  b i g  c o n t r a c t o r s  
t h a t  G e n e r a l  M o t o r s  w o u l d  n e g o t i a t e ,  t h e y  w o u l d  h a v e  a l l  t h e i r  
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b e s t  l a w y e r s  o n  h a n d  to  r e p r e s e n t  t h e m .  H o w e v e r ,  w h e n  y o u  g e t  
d o w n  to a s m a l l e r  a c t i v i t y ,  w h e r e  d a y - i n  a n d  d a y - o u t  n e g o t i a t i o n s  
a r e  d o n e ,  i t  m i g h t  d e v e l o p  t h a t  y o u  j u s t  h a v e  l o c a l  p e o p l e  a n d  l o c a l  
m a n a g e m e n t ,  a n d  p e r h a p s  y o u  w o u l d  b e  b a r g a i n i n g  in  a l i t t l e  b i t  
b e t t e r  f a i t h  and  no t  o n  s u c h  a w i d e  s c a l e ,  a n d  y o u  m i g h t  no t  h a v e  
t h e  n e e d  f o r  t h e  s p e c i a l  d i s c i p l i n e  s u c h  a s  l a w y e r s ,  and  so  f o r t h ,  
t h a t  y o u  w o u l d  h a v e  in b i g t i m e  n e g o t i a t i o n s  t h a t  a r e  t a k i n g  p l a c e  a t  
t h e  W a l t e r  R e u t h e r  l e v e l ,  a n d  so  o n .  

I t h i n k  I w e n t  a r o u n d  R o b i n  H o o d ' s  b a r n ,  b u t  I h o p e  t h a t  I go t  
a c r o s s  to  t h e  w h o l e  g r o u p  s o m e t h i n g  of  t h e  c o m p o s i t i o n  of  t h e  two  
t e a m s  o n  e i t h e r  s i d e  o f  t h e  h o u s e  a n d  t h e  p h i l o s o p h y  i n v o l v e d  
t h e r e i n .  

QUESTION: Admiral, what are some of the rules that the 
unions want you to decentralize down to the local command level? 
For example, it would not be Navy regulation, I presume. 

A D M I R A L  M O O R E :  T h e  d e c e n t r a l i z a t i o n  t h a t  I a m  t a l k i n g  
a b o u t  h e r e  i s ,  a g a i n ,  w h e t h e r  y o u  c o n s i d e r  n e g o t i a t i n g  a c o n t r a c t  
a t  t h e  W a s h i n g t o n  l e v e l  o r  a t  t h e  a c t i v i t y  l e v e l .  F o r  e x a m p l e ,  
w i t h i n  N a v y ,  in  p r i n c i p l e ,  if  I s e t  a l l  t h e  r u l e s  and  r e g u l a t i o n s  t h a t  
g o v e r n  o u r  a c t i v i t i e s  in  s u c h  a h i d e - b o u n d  f a s h i o n  t h a t  t h e y  h a v e  no 
l a t i t u d e  in  t h e  f i e l d ,  t h e  u n i o n s  c o u l d  p r o p e r l y  s a y ,  " I t ' s  no u s e  to  
n e g o t i a t e  a t  l o c a l  l e v e l s .  T h e r e  i s  n o t h i n g  to  n e g o t i a t e .  We w i l l  
t a k e  t h i s  m a t t e r  to  A d m i r a l  M o o r e  who  m a k e s  t h e  r u l e s  and  r e g u -  
l a t i o n s  f o r  N a v y  a n d  n e g o t i a t e  w i t h  h i m .  " T h e  O r d e r  d o e s  no t  
s p e c i f y  t h a t .  I t  s a y s  t h a t  n e g o t i a t i o n s  w i l l  b e  d o n e  a t  t h e  l o c a l  
l e v e l .  

N o w ,  w e  a r e  c o v e r e d  b y  a g r e a t  n u m b e r  o f  r u l e s  a n d  r e g u l a -  
t i o n s .  O u r  N C P I ,  N a v y  C i v i l i a n  P e r s o n n e l  I n s t r u c t i o n s ,  a r e  a 
v o l u m e  t h a t  i s  a b o u t  t h i s  ( d e m o n s t r a t i n g }  h i g h .  T h i s  in  t u r n  i s  
b a s e d  o n  t h e  F e d e r a l  P e r s o n n e l  M a n u a l  w h i c h  i s  a d o c u m e n t  a b o u t  
t h a t  ( d e m o n s t r a t i n g )  h i g h  t h a t  g o v e r n s  t h e  e n t i r e  F e d e r a l  s e r v i c e .  

R e g a r d l e s s  o f  t h e  f a c t  t h a t  y o u  s p e l l  ou t  t h i n g s  f r o m  s o u p  to 
n u t s ,  y o u  w o u l d  b e  s u r p r i s e d  h o w  m a n y  t h i n g s  a r e  r e a l l y  n e g o t i a b l e .  
N o w ,  in  n e g o t i a t i n g  a t  t h e  l o c a l  l e v e l s ,  t h e y  c a n  do n o t h i n g  t h a t  
c i r c u m v e n t s  t h e  l a w ,  b u t  t oo  o f t e n  t h e  l a w  h a s  m a n y  i n t e r p r e t a t i o n s ,  
a n d  i t  w o u l d  h e  m y  i n t e n t  to  l e t  t h e m  n e g o t i a t e  a l l  t h e  t h i n g s  t h a t  
a r e  p e r m i s s i v e  u n d e r  t h e  l a w .  
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N o w ,  a s  t h e  c o n t r a c t s  a r e  n e g o t i a t e d  a n d  a p p r o v e d  b y  l o c a l  
c o m m a n d ,  t h e y  m u s t  c o m e  to  t h e  h e a d q u a r t e r s  h e r e  f o r  f i n a l  a p -  
p r o v a l .  M y  o f f i c e ,  in  t h e  n a m e  of  t h e  S e c r e t a r y  o f  t h e  N a v y ,  l o o k s  
t h o s e  o v e r  to  m a k e  s u r e  t h a t  t h e y  a r e  l e g a l .  If t h e r e  i s  a n y t h i n g  
t h a t  h a s  b e e n  p u t  in  t h a t  c o n t r a c t  t h a t  c i r c u m v e n t s  a l a w f u l  o r d e r  
I w i l l  go  b a c k  a n d  t e l l  t h e m  t h a t  t h e i r  c o n t r a c t  h a s  t o  b e  c h a n g e d .  

T h e r e  w i l l  b e  m a n y  t h i n g s ,  h o w e v e r ,  in  t h e  c o n t r a c t s  t h a t  
c o m e  in ,  t h a t  I t h i n k  a r e  b a d ,  a n d  I w i l l  s e e  w h e r e  m a n a g e m e n t  h a s  
n e g o t i a t e d  a w a y  i t s  r i g h t  to  m a n a g e .  T h e s e  a r e  m o r e  t e n u o u s ,  a n d  
I c a n n o t  t h e n  go o u t  a n d  s a y ,  " Y o u  n e g o t i a t e d  s o m e t h i n g  t h a t  y o u  
s h o u l d n ' t  n e g o t i a t e ,  " b e c a u s e  t h e r e  i s  p r e c i o u s  l i t t l e  in  o u r  s c h e m e  
o f  t h i n g s  to  n e g o t i a t e ,  v i s - a - v i s  w h a t  t h e y  h a v e  in  i n d u s t r y  n o w .  
Y o u  c a n n o t  s t r i k e  i n  o u r  o u t f i t .  Y o u  c a n n o t  s e t  w a g e s  in  o u r  o u t f i t .  
T h e s e  a r e  t h e  p r i n c i p a l  t h i n g s  t h a t  l a b o r  u n i o n s  w a n t  to  n e g o t i a t e  
a b o u t .  O n e  o f  t h e  t h i n g s  l e f t  to  t h e m  t h a t  i s  m e a n i n g f u l  i s  t h e  
g r i e v a n c e  i t e m ,  on  t h e  h i r i n g ,  f i r i n g ,  a n d  d i s c h a r g i n g  o f  p e o p l e .  
U n i o n s  w a n t  to  b e  a b l e  t o  p r o t e c t  t h e s e  p e o p l e  a n d  t h e y  w a n t  to  g e t  
i n t o  t h e  s c h e m e  of  t h i n g s .  T h e  p r o m o t i o n  s y s t e m ,  f o r  e x a m p l e ,  o n  
w h i c h  t h e y  h a v e  a g r e a t  s a y  in  t h e  p r i v a t e  s e g m e n t  o f  i n d u s t r y ,  i s  
a g a i n  l o c k e d  in  in  t h e  F e d e r a l  s e r v i c e  b e c a u s e  of  t h e  v e r y  v o l u m i -  
n o u s  r u l e s  a n d  r e g u l a t i o n s  t h a t  a r e  p r o m u l g a t e d  b y  t h e  C i v i l  S e r v i c e  
C o m m i s s i o n ,  a s  y o u  k n o w .  

A g a i n  I a m  g o i n g  a l i t t l e  b i t  b r o a d e r  i n t o  t h e  t h i n g s  m e n t i o n e d  
b y  y o u  g e n t l e m e n ,  b e c a u s e  I c a n  t h e n  c o v e r  a w i d e r  g r o u n d  o f  t h e  
s i g n i f i c a n c e  o f  t h i s  O r d e r .  So,  i f  I go  a l i t t l e  b i t  b e y o n d ,  b e a r  w i t h  
me on it. 

QUESTION: Sir, in pulling employee associations in, are they 
involved in negotiations relative to labor production standards and 
maintenance standards, and, if so, is this a problem in the Navy? 

A D M I R A L  M O O R E :  T h e y  c e r t a i n l y  l i k e  to  do i t  on  t h e  o u t s i d e .  
W e  h a v e  no t  b e c o m e  i n v o l v e d  in  t h e  s e t t i n g  of  s t a n d a r d s ,  b e c a u s e  
r e a l l y  w e  h a v e  n o t  g o t t e n  a r o u n d  to  t h i s  a s  m u c h  a s  we  w o u l d  l i k e .  
It w a s  o n l y  a f e w  y e a r s  a g o  w h e n  we  h a d  r i d e r s  on  o u r  a p p r o p r i a -  
t i o n s  t h a t  p r e v e n t e d  a n y  g o v e r n m e n t  a c t i v i t i e s  f r o m  r u n n i n g  t i m e  
a n d  m o t i o n  s t u d i e s ,  w h i c h  a r e  p a r t  a n d  p a r c e l  o f  s t a n d a r d s .  So w e  
r e a l l y  h a v e  no t  d e v e l o p e d  s t a n d a r d s  t h e  w a y  t h e y  h a v e  in  t h e  p r i v a t e  
s e g m e n t  of  i n d u s t r y ,  a n d  we  h a v e  n o t  b e e n  r e a l l y  c o n f r o n t e d  w i t h  
t h i s  p o i n t  m u c h  o n  o u r  f i r s t  r o u n d  of  n e g o t i a t i o n s .  
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I would point out also that, since all branches of the Govern- 

ment are going through this thing for only the first time, you can 
understand that the first round has been a feel-out sort of situation 
to get one of the three kinds of contracts that I talked with you about. 

The more sophisticated unions get a pretty broad one covering a 
lot of things, and we can expect that each and every time they come 
up for negotiation they are going to get into a broader area, and 

are going to be demanding more. 

Again, on the point of laws and regulations, I would make it 
clear that it is not my intent, as the boss man in putting out rules 
and regulations, to continue to make the rules more restrictive. 
I could in principle, in any matter that comes up in negotfations, 

where I see their difficulties and problems, immediately say, 
"This is a bad item to have in a contract, and therefore we will put 

in the Navy Civilian Personnel Instructions a law or regulation that 
gets this out of the negotiable area. " If I do this I would have the 
labor organizations on my back, and, believe me, they are giving 
us enough concern now. They would then force you toward nego- 
tiating the contract at the Washington level rather than in the field, 
and the Executive Order says it will be done at the activity level, 
because it is believed that where there is more face-to-face contact 
there is more to be gained in the area of improving working condi- 
tions and working relationships. I think we can all understand this. 

QUESTION: What is the policy with reference to the shop- 
steward concept that you have in the unions in our government 

structure ? 

ADMIRAL MOORE: Well, we are following the same general 
procedure with the setting up of shop stewards. If you are talking 
about the number of shop stewards, this runs the gamut from the 
sublime to the ridiculous, where you may have a shop steward for 

each I0 employees, or you might have a shop steward for 150. 

A gentleman from American Motors who was in talking te us 
last week said that he has one shop steward for each supervisor. 
This is a reasonable sort of thing. 

Throughout the Navy I suppose our average is on the order of 
1 to 70, with numbers running from, say, 1 to 13 to the other ex- 
treme of 1 to 200, but averaging about this. The reason it cannot 
follow a fixed pattern is because you may have a small shop of only 
15 employees and you must then perforce have representation for 
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t h a t  o n e  g r o u p .  On the  o t h e r  h a n d  y o u  m a y  h a v e  a s h o p  t h a t  i s  r e a -  
s o n a b l y  l a r g e ,  a n d  t h e n  y o u  c a n  cu t  d o w n  on t h e  n u m b e r  of  s t e w a r d m .  

/kga in  I a m  w a n d e r i n g  a l i t t l e  b i t .  T h e  l a b o r  l e a d e r s ,  w h e n  
t h e y  a r e  t a l k i n g  w i t h  you ,  w i l l  a r g u e  on  t h i s  l ~ i n t .  T h e y  w o u l d  l i k e  
to h a v e  s h o p  s t e w a r d s  a l l  o v e r  the  p l a c e  so  t h a t  t h e y  c a n  r u n  y o u r  
b u s i n e s s .  T o o  o f t e n  t h e y  wi l l  b o x  y o u  in in t h e i r  n e g o t i a t i o n s  by  
s a y i n g ,  

O . K .  W e ' l l  a g r e e  on  o n e  to 100 in  t h e s e  s h o p s ,  bu t  
l e t  us p i c k  ou t  two  s e l e c t e d  s h o p s  a n d  l e t  us  t h e n  h a v e  s h o p  
s t e w a r d s  in t h e  r a t i o  of  one  to 15. T h e n ,  a f t e r  a y e a r ' s  
t r i a l ,  w e ' l l  s e e  w h e t h e r  we had  f e w e r  g r i e v a n c e s  and  f e w e r  
d i f f i c u l t i e s  a t  y o u r  s h o p  w h e r e  we  h a d  a h igh  n u m b e r  o f  
s h o p  s t e w a r d s ,  o r  w h e t h e r  it  h a p p e n e d  o v e r  in t h e  o t h e r  
s h o p .  

W e l l ,  of  c o u r s e ,  y o u  a r e  f a l l i n g  r i g h t  in to  a t r a p  t h e r e ,  b e c a u s e  
t h e y  wi l l  ge t  t h e  s h o p  s t e w a r d s  t o g e t h e r  and  s a y ,  

L o o k  h e r e .  O v e r  h e r e  w h e r e  we  h a v e  s h o p  s t e w a r d s  
r u n n i n g  a l l  o v e r  t h e  p l a c e ,  we  d o n ' t  w a n t  a s i n g l e ,  d a m n  
g r i e v a n c e  to c o m e  up, and  o v e r  in  t h a t  o t h e r  s h o p  w h e r e  
t h e  s t e w a r d s  a r e  s p a r s e ,  we  w a n t  to m a k e  s u r e  t h a t  we  
h a v e  a g r i e v a n c e  and  a p r o b l e m  c o m i n g  up a t  l e a s t  a d o z e n  
t i m e s  a d a y .  

T h e n  at  the  end  of  t h e  y e a r ' s  t r i a l ,  t h e  l a b o r  b o y s  c a n  c o m e  b a c k  
a n d  s a y ,  " W h a t  did we  t e l l  y o u ?  O v e r  in t h a t  s h o p  w h e r e  we  h a d  a 
lo t  o f  s t e w a r d s ,  t h e y  r a n  t h e  b u s i n e s s  f o r  y o u  and  e v e r y t h i n g  w a s  

, I  on  t h e  up and  up. 

This is only one of the points that one gets into in these nego- 
tiations. 

QUESTION: A d m i r a l ,  on  a l l  of  o u r  b a s e s  one  of  t h e  b i g g e s t  
s e g m e n t s  of  t he  e m p l o y e e s  g r o u p  a r e  t h e  p e o p l e  who w o r k  in t h e  
n o n a p p r o p r i a t e d  f u n d  a c t i v i t i e s - - t h e  p o s t  e x c h a n g e ,  s p e c i a l  s e r v i c e s ,  
a n d  so  f o r t h .  Of c o u r s e  t h e y  a r e  o u t s i d e  t h e  c i v i l  s e r v i c e  r e g u l a -  
t i o n s  a n d  the  p r o t e c t i o n .  I w o n d e r  if  t h e y  a r e  g o i n g  to  be  b r o u g h t  
in  u n d e r  t h i s  o r  if  t h e y  a r e  u n d e r  t h e  E x e c u t i v e  O r d e r  n o w .  

A D M I R A L  M O O R E :  I w o n d e r  a b o u t  t h a t ,  too .  T h i s  is  a p r o b -  
l e m  t h a t  h a s  c a u s e d  us a g r e a t  d e a l  of  h e a d a c h e s .  We h a v e  d i s c u s s e d  
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t h i s  t h i n g  a m o n g  t h e  A r m y ,  N a v y ,  A i r  F o r c e ,  a n d  OSD,  m a n y  
t i m e s .  T h e y  a r e  n o t  u n d e r  t h e  E x e c u t i v e  O r d e r .  T h e y  a r e  n o t  
u n d e r  t h e  c i v i l  s e r v i c e  r u l e s  and  r e g u l a t i o n s .  Bu t  i t  i s  q u i t e  c l e a r  
i n  o u r  o w n  m i n d s  t h a t  i t  i s  i n t e n d e d  t h a t  a n y t h i n g  a s s o c i a t e d  w i t h  
t h e  G o v e r n m e n t  a s  c l o s e l y  a s  a r e  o u r  n o n a p p r o p r i a t e d  f u n d  a c t i v i t i e s  
w i l l  i n  g e n e r a l  c o r t ~ l y .  We h a v e  m a n y  a c t i v i t i e s  o f  t h e  
n o n a p p r o p r i a t e d - f u n d - a c t i v i t y  t y p e  n o w  t h a t  a r e  f o l l o w i n g  t h e s e  
s a m e  g e n e r a l  p a t t e r n s  b o t h  in  t h e  a r e a  o f  t h e  s e t t i n g  of  w a g e s  a n d  
in  t h e  a r e a  o f  l a b o r - m a n a g e m e n t  n e g o t i a t i o n s .  

T h e r e  a r e  s o m e  a r e a s  w h e r e  we  a r e  g e t t i n g  in  h o t  w a t e r ,  t o o ,  
w h e r e  C o n g r e s s m e n  w i l l  c o m e  in  s a y ,  " N o t  o n l y  a r e n ' t  y o u  n e g o t i a -  
t i n g  l a b o r  c o n t r a c t s  b u t  m a y b e  y o u r  w a g e s  a r e  s e t  t o o  l o w .  " T h e  
u n i f o r m  a n s w e r  b a c k  to  t h e  C o n g r e s s  i s  t h a t  t h e  l a w  d o e s  n o t  p r o -  
v i d e  f o r  t h i s ;  h o w e v e r ,  we a r e  e n c o u r a g i n g  i t  and  d o i n g  e v e r y t h i n g  
t h a t  we  c a n  to  s p o n s o r  t h e  s a m e  k i n d  of  t r e a t m e n t  b o t h  w i t h i n  a n d  
w i t h o u t  t h e  n o n a p p r o p r i a t e d - f u n d - a c t i v i t y  a r e a .  

Q U E S T I O N :  A d m i r a l ,  w o u l d  y o u  e x p l a i n  t h e  m e c h a n i c s  o f  h o w  
v o t e s  a r e  c o n d u c t e d ?  Do y o u  h a v e  o b s e r v e r s  w h e n  t h e  e m p l o y e e s  
a r e  v o t i n g ?  Do t h e  l a b o r  u n i o n s  h a v e  o b s e r v e r s  ? H o w  a r e  t h e  
v o t e s  c o n d u c t e d  ? 

A D M I R A L  MOORE: T h i s  i s  a r e l a t i v e l y  n e w  t h i n g ,  a n d ,  a l t h o u g h  
I h a v e  b e e n  w o r k i n g  w i t h  i t  a l o n g  t i m e ,  I h a v e  no t  b e e n  o u t  in  t h e  
f i e l d  to  o b s e r v e  a v o t i n g  p r o c e s s .  H o w e v e r ,  t h e  r u l e s  a r e  q u i t e  
c l e a r l y  s e t  f o r t h  a s  t o  h o w  t h e  e l e c t i o n s  w i l l  b e  r u n .  T h e r e  h a s  
b e e n  s p e l l - o u t  of  t h i s  in  d e t a i l ,  b u t  I d o n ' t  h a v e  t h e  i n s t r u c t i o n s  o n  
i t  h e r e ,  n o w .  T h e y  h a v e  to  b e  c o n d u c t e d  in  a p r o p e r  w a y  w i t h  p r o p -  
e r  o b s e r v e r s  s e e i n g  t h a t  t h i n g s  a r e  d o n e  p r o p e r l y .  If  t h e y  a r e  
n o t  c o n d u c t e d  c o r r e c t l y  t h e n  it  i s  a v i o l a t i o n  o f  t h e  f a i r  l a b o r  p r a c -  
t i c e s ,  a n d  t h e y  c a n  c a l l  f o r  a r e r u n  of  t h e  e l e c t i o n .  

A g a i n ,  w h e r e  t h e  a p p e a l  i s  m a d e ,  t h i s  w o u l d  c o m e  up f r o m  
t h e  a c t i v i t y  l e v e l  on  up to  m y  l e v e l .  In  l o o k i n g  t h e  s i t u a t i o n  o v e r  I 
w o u l d  e i t h e r  s u s t a i n  i t  o r  d e n y  i t .  If  I d e n y  t h e  a p p e a l ,  t h e n  t h e y  
s t i l l  h a v e  t h e  r i g h t  t o  a p p e a l  to  t h e  L a b o r  D e p a r t m e n t  a n d  r e q u e s t  
a r b i t r a t i o n  in  t h e  m a t t e r .  W h e n  t h i s  d e c i s i o n  i s  f o r t h c o m i n g ,  i t  
w i l l  c o m e  o u t ,  a n d  a l t h o u g h  i t  i s  n o t  b i n d i n g  we  u s u a l l y  f o l l o w  i t .  

We  h a v e  a c a s e  o f  t h i s  k i n d ,  I b e l i e v e ,  d o w n  a t  t h e  A i r  S t a t i o n  
in  P e n s a c o l a .  T h e r e  w a s  a lo t  of  m a n e u v e r i n g  g o i n g  on  d u r i n g  t h e  
e l e c t i o n s  d o w n  t h e r e  b e t w e e n  t h e  l a b o r  o r g a n i z a t i o n s  t h e m s e l v e s .  
T h e  d a y  b e f o r e  t h e  e l e c t i o n  a n  a d  w a s  c a r r i e d  in  t h e  l o c a l  p a p e r  
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which reflected unfavorably on the labor union seeking to win the 
election. Management had nothing whatever to do with the ad. 
Because of the ad the labor union that lost out said it was an unfair 
election and therefore appealed it. 

I have denied it. I said it looked to me like a fair election. 

This comes up many, many times. Bear in mind one signifi- 
cant difference in this Order and the way we practice things in 
government vice the way they do things in private industry. In pri- 
vate industry management can actively go out and speak against 
organizing. They can tell their people all over that if they get in- 
volved in unionization it will do this to them, that to them, and the 
other thing, and that management thinks that it is no good. In the 
Government, under 10988, we cannot take sides. We have to play 
right down the middle of the line. 

QUESTION: Admiral, you discussed at some length your deal- 
ings with the blue-collar workers union. I would like to hear about 
the white-collar workers. Are there any new unionized groups of 
white-collar workers arising? 

ADMIRAL MOORE: That is a good question. Certainly, in 
the other branches of the Department of Defense on a percentage 
basis there is a greater precentage of white-collar workers than we 
have in the Navy itself. We are more highly industrialized. The 
Navy runs 61 percent industrial on the blue-collar side. Army and 
Air Force probably might run 61 percent on the white-collar side. 

However, the Executive Order does provide for the unionizing 
of all employees, regardless of whether they are blue-collar or 
white-collar. Within Navy circles we have a number of old-line 
organizations that have historically unionized in the white-collar 
area. This is continuing. 

We have had quite a large number of arbitration cases. When 
these cases came up to arbitration, the arbiter goes in and looks 
over the whole situation. He listens to the various protests and 
requests. 

Basically, in our large activities, such as shipyards, the 
arbitrators recommend setting up units usually of the blue-collar 
type, white-collar type, and certain selected, fragmented groups, 
such as, for example, pattern-makers, who are historically recog- 
nized all over. 
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T h e r e  is  one  p r o v i s i o n  of p a r t i c u l a r  i n t e r e s t  in the  E x e c u t i v e  

O r d e r ,  w h i c h  was  g iven  to a l l  of you  fo r  r e a d i n g  p u r p o s e s .  If you  
l o o k  tha t  o v e r  c a r e f u l l y  you  wi l l  s e e  tha t  the  p r o f e s s i o n a l s  a r e  not  
i n c l u d e d  in any  unit ,  u n l e s s  t hey  vo te  t h e m s e l v e s  in.  

I had  to d r a w  a s h a r p  d i s t i n c t i o n  b e t w e e n  t e c h n i c a l  p e o p l e  and 
p r o f e s s i o n a l  p e o p l e .  You have  a l a r g e  n u m b e r  of d r a f t s m e n ,  sub -  
p r o f e s s i o n a l  t y p e s ,  and t h e y  a r e  r e f e r r e d  to as t e c h n i c i a n s .  In the  
N a v y  and m a n y  o t h e r  g o v e r n m e n t  a g e n c i e s  t hey  have  b e e n  o r g a n i z e d  
by the  A F T E .  The  d i s t i n c t i o n  b e t w e e n  p r o f e s s i o n a l s  and t e c h n i c i a n s  
is r a t h e r  c l e a r - c u t .  

But ,  in the  a r e a  of p r o f e s s i o n a l s ,  c o n s i d e r  a s h i p y a r d  s u c h  as 
P o r t s m o u t h ,  w h e r e  you have  u p w a r d s  of 500 p r o f e s s i o n a l s .  T h e  
p r o f e s s i o n a l s  at P o r t s m o u t h  have  not b e e n  i n c l u d e d  in any  uni t .  
T h e y  have  to e i t h e r  vo te  t h e m s e l v e s ,  if a t e c h n i c a l  unit  is  c a r v e d  
out ,  into b e i n g  i n c l u d e d  in tha t  unit ,  o r  in any  o t h e r  unit  tha t  you  
have  a r o u n d ,  o r  t h e y  cou ld  s e t  up t h e i r  own p r o f e s s i o n a l  uni t .  How-  
e v e r ,  when  you  ge t  into s e t t i n g  up a uni t  f o r  p r o f e s s i o n a l s ,  you  have  
to l o o k  at  the  s i g n i f i c a n c e  of th i s  th ing ,  b e c a u s e  in e f f ec t  we r u l e  
out a c t i v e  p a r t i c i p a t i o n  of s u p e r v i s o r s  and m a n a g e r i a l  t y p e s .  Any 
and a l l  p e o p l e  can  b e l o n g  to un ions ,  but  s u p e r v i s o r s  and m a n a g e r i a l  
) f f i c i a l s  m a y  not t ake  a p a r t  in  the  vo t ing  p r o c e s s e s  tha t  go on, no r  
zan t h e y  a c t i v e l y  p a r t i c i p a t e  in the  a f f a i r s  of tha t  p a r t i c u l a r  uni t .  

So in a unit  of p r o f e s s i o n a l  type ,  you  would  have  to r u l e  out 
e v e r y t h i n g  f r o m  p r o b a b l y  GS-16 on down to the  j o u r n e y m a n  l e v e l ,  
• s b e i n g  s u p e r v i s o r s .  T h e  j o u r n e y m a n  l e v e l  is  a p p r o x i m a t e l y  
,~S-11. Al l  t h o s e  p e o p l e  would  be  r u l e d  out ,  and the  p r o f e s s i o n a l s  
in p r i n c i p l e  wou ld  be  f r o m  GS-11 down.  

QUESTION:  How do you r a t i o n a l i z e  y o u r  s t a t e m e n t  tha t  you  
iust m a d e ,  A d m i r a l ,  i n s o f a r  as  m a n a g e m e n t  is c o n c e r n e d ?  If a 
:nan is  in m a n a g e m e n t ,  he does  not  b e l o n g  to a union.  I do not 
m d e r s t a n d  how e f f e c t i v e  s u c h  m a n a g e m e n t  can  be .  

A D M I R A L  MOORE: I a m  not qu i te  s u r e  tha t  I u n d e r s t a n d  y o u r  
t u e s t i o n .  The  r u l e s  m a k e  it qu i t e  c l e a r  tha t  the  m a n a g e r i a l  t ype  of 
~eople,  the p e r s o n n e l i s t s ,  and  m a y b e  one  o t h e r  c a t e g o r y ,  canno t  be  
n c h d e d  in any l a b o r  un ion .  T h i s  is p r i m a  f a c i e ,  tha t  a m a n a g e m e n t  
) f f i c i a l  c anno t  be  the  head  of a l a b o r  o r g a n i z a t i o n ,  b e c a u s e  he t h e n  
)wes  a l l e g i a n c e  to the  l a b o r  o r g a n i z a t i o n ,  and he o w e s  a l l e g i a n c e  to 
m a n a g e m e n t .  So you  have  to r u l e  out  the  m a n a g e r i a l  t y p e s  f r o m  
~eing in these organizations. 
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T h e n ,  w h e n  y o u  g e t  i n to  t h e  d e f i n i t i o n  of  a m a n a g e r i a l  o f f i c i a l ,  

y o u  g e t  i n to  a s o m e w h a t  k n o t t i e r  s i t u a t i o n .  A m a n a g e r i a l  o f f i c i a l  
h a s  to  b e  d e f i n e d  on  t h e  b a s i s  o f  t h e  c h a r a c t e r  o f  t h e  uo i t  o r  u n i t s  
t h a t  y o u  h a v e  s e t  up .  If y o u  w e r e  to  h a v e  t h e  a c t i v i t y  a s  a w h o l e - -  
a s h i p y a r d  o f  10, 000 e m p l o y e e s - - a s  a un i t ,  t h e n  t h e  m a n a g e r i a l  
o f f i c i a l s  in  t h a t  a c t i v i t y  w o u l d  c e r t a i n l y  b e  t h e  c o m m a n d i n g  o f f i c e r  
a n d  t h e  d e p a r t m e n t  h e a d s ,  a n d  t h a t  m i g h t  b e  s u b s t a n t i a l l y  i t .  O n  
t h e  o t h e r  h a n d ,  i f  y o u  w e r e  f r a g m e n t e d  to  t h e  e x t e n t  t h a t  y o u  h a d  

t h e  t w o  o r  t h r e e  t h a t  I t a l k e d  to  y o u  a b o u t ,  in  t h e  p a t t e r n  s h o p ,  t h e  un i t  
h e a d  t h e n  m i g h t  b e  a l e a d i n g  m a n ,  a n d  t h a t  m a n  u n d e r  t h e  d e f i n i t i o n  
h a s  to  b e  a m a n a g e r i a l  t y p e ,  and  he  c o u l d  no t  a c t i v e l y  p a r t i c i p a t e  
in  t h e  a f f a i r s  o f  t h e  u n i o n .  

So i t  i s  a s l i d i n g  s o r t  o f  s i t u a t i o n .  B u t ,  a g a i n ;  q u i t e  i n d e p e n d e n t  
o f  t h e  m a n a g e r i a l  t y p e ,  s u p e r v i s o r s  t h e m s e l v e s  a r e  r u l e d  o u t ,  a n d  
w e  h a v e  p u t  o u t  s o m e  r a t h e r  c o m p l i c a t e d  i n s t r u c t i o n s  o n  w h e n  
s u p e r v i s o r s  a r e  i n c l u d e d  a n d  w h e n  t h e y  a r e  no t  i n c l u d e d  in  o r g a n i z a -  
t i o n s .  T h i s  i s  s o m e t h i n g  t h a t  c o n s t a n t l y  c a u s e s  t r o u b l e  w i t h  t h e  
u n i o n  p e o p l e ,  b e c a u s e  t h e y  w o u l d  l i k e  to  s e e  a l l  t h e  s u p e r v i s o r s ,  
t h e  l e a d i n g  m e n ,  a n d  w h a t  h a v e  y o u ,  i n c l u d e d .  H o w e v e r ,  we  h a v e  
c o m e  up w i t h  r e g u l a t i o n s  t h a t  s a y  t h a t  if  a n y  m a n  d o e s  a s u b s t a n t i a l  
n u m b e r  of  d u t i e s  t h a t  v e r g e  on  m a n a g e r i a l  s o r t s  o f  t h i n g s ,  he  h a s  
to  be  a u t o m a t i c a l l y  e x c l u d e d .  We c o u l d  no t  h a v e  t h a t  k i n d  of  f e l l o w  
m a k i n g  e f f i c i e n c y  o r  f i t n e s s  r e p o r t s  o u t ,  s o  a n y b o d y  w h o  d o e s  t h a t  
i s  a s u p e r v i s o r  a n d  h a s  a l m o s t  t h e  s a m e  s t a t u s  a s  a m a t e r i a l  t y p e  
of  o f f i c i a l .  

That is what is back of this. 

Q U E S T I O N :  A d m i r a l ,  c o n s i d e r i n g  t h e  p r o b l e m  o f  e m p l o y e e  
c o n t r a c t  r e l a t i o n s h i p s  w i t h  t h e  N a v y  o n  w a t e r  s c a l e s ,  w h a t  w i l l  b e  
o r  i s  t h e  r e s p o n s i b i l i t y  o f  t h e  O f f i c e  o f  I n d u s t r i a l  R e l a t i o n s  w i t h  
r e g a r d  to  s u c h  o r g a n i z a t i o n s  in N a v y  e s t a b l i s h m e n t s  p r o p o s e d  f o r  
p h a s i n g  o u t ?  

A D M I R A L  M O O R E :  T h i s  g e t s  to b e  a r a t h e r  k n o t t y  p r o b l e m .  
S o m e  l a b o r  o r g a n i z a t i o n s ,  a s  t h e y  a r e  n e g o t i a t i n g  l a b o r  c o n t r a c t s ,  
w i l l  w a n t  to  p u t  a c l a u s e  in  t h e  c o n t r a c t  t h a t  w i l l  k e e p  t h e m  in  b u s i -  
n e s s  in  p e r p e t u i t y  u n t i l  t h e  c o n t r a c t  r u n s  o u t .  O r d i n a r i l y  a c o n t r a c t  
i s  f o r  a p e r i o d  o f  a y e a r  f r o m  t h e  t i m e  y o u  s i g n  i t  u n t i l  i t  i s  c o n t e s t e d  
b y  s o m e  o t h e r  o r g a n i z a t i o n s ,  o r  y o u  w a n t  to  c h a n g e  i t .  T h e y  w i l l  
t r y  to  pu t  a c l a u s e  in  t h e r e  t h a t  w i l l  s a y ,  ' t R e g a r d l e s s  o f  w h a t  
h a p p e n s  to  t h i s  o r g a n i z a t i o n " - - a s s u m i n g  y o u  a r e  s h i f t e d  to  a n e w  
l o c a t i o n - - " t h e  c o n t r a c t  i s  s t i l l  b i n d i n g . "  We  s a y  t h i s  h a s  no s i g n i f -  
i c a n c e  and that they cannot put such a clause in there. 
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If y o u  a r e  t a l k i n g  in  t e r m s  o f  an  o u t f i t  t h a t  i s  a b o u t  to  b e  p h a s e d  

o u t ,  w e  w i l l  t a k e  t h e  r e p a i r  f a c i l i t y  a t  San  D i e g o  a s  a g o o d  e x a m p l e .  
L e t  u s  a s s u m e  t h a t  t h e y  h a v e  no t  y e t  n e g o t i a t e d  t h e i r  l a b o r  c o n t r a c t  
t h e r e  n o w ,  a n d  N R F  i s  g o i n g  to b e  p h a s e d  o u t  w i t h i n  t h e  p e r i o d  o f  
t h e  n e x t  y e a r .  I t  w o u l d  b e  a l n m s t  t h e  h e i g h t  o f  a b s u r d i t y  to  g e t  
i n v o l v e d  in a l a b o r  c o n t r a c t  t h a t  m i g h t  t a k e  s i x  m o n t h s  to  n e g o t i a t e  
a n d  w o u l d  no t  b e  in  e f f e c t  v e r y  l o n g .  So in  g e n e r a l ,  f o r  t h a t  k i n d  of  
s i t u a t i o n ,  we  c o u n s e l  a g a i n s t  g e t t i n g  i n v o l v e d  in  l a b o r - m a n a g e m e n t  
r e l a t i o n s h i p s ,  p r o v i d i n g  y o u  c a n  m a k e  i t  s t i c k .  

B u t  a g a i n ,  in  t h e  E x e c u t i v e  O r d e r ,  m a n y  o f  t h e s e  t h i n g s  a r e  
v e r y  h a r d  to  m a k e  s t a n d  up i f  l a b o r  w a n t s  to  p u s h  r e a l l y  h a r d  o n  
them. 

I do  n o t  k n o w  if I h a v e  a n s w e r e d  y o u r  q u e s t i o n  o n  t h o s e  t w o  
p a r t s  o r  n o t .  D id  y o u  h a v e  s o m e t h i n g  e l s e  i n  m i n d  ? 

S T U D E N T :  No,  t h a t  i s  f i n e ,  on  t h a t  p a r t  of  i t .  Say  t h a t  a y e a r  
f r o m  n o w  a s h i p y a r d  i s  s c h e d u l e d  to  b e  p h a s e d  o u t .  D o e s  O I R  h a v e  
a n y  r e s p o n s i b i l i t y  f o r  h e l p i n g  t h e  l a b o r  p e o p l e  in  t r y i n g  to  g e t  a 
p l a c e  to  w o r k ?  

A D M I R A L  M O O R E :  Y o u  a r e  g e t t i n g  o u t  o f  t h e  a r e a  o f  l a b o r -  
m a n a g e m e n t  r e l a t i o n s h i p s .  Y o u  a r e  g e t t i n g  o u t  i n to  t h e  p l a c e m e n t  
p r o g r a m .  T h a t  i s  a n  e n t i r e l y  n e w  s u b j e c t ,  a n d  I c o u l d  t a l k  o n  t h a t  
a h a l f - h o u r .  T h e  a n s w e r  s p e c i f i c a l l y  w i l l  b e  a s h o r t i e .  I do n o t  
w a n t  t oo  m a n y  of  t h i s  k i n d  b e c a u s e  we  a r e  g e t t i n g  a w a y  f r o m  o u r  
s u b j e c t .  

T h e  f a c t  i s  t h a t  we  h a v e  a j o i n t  p r o g r a m  a m o n g  A r m y ,  N a v y ,  
a n d  A i r  F o r c e  f o r  e v e r y  m a j o r  R I F  t h a t  we  h a v e ,  w h i c h  m e a n s  
f i r i n g  in  e x c e s s  o f  100 p e o p l e ,  o r  f o r  a n y  t r a n s f e r  o f  f u n c t i o n ,  
w h e r e  a n  a c t i v i t y  i s  t r a n s f e r r e e l  f r o m  o n e  a r e a  to  a n o t h e r ,  o r  f o r  a 
b a s e  c l o s u r e .  W i t h i n  N a v y  t h e  c o m m a n d a n t  o f  t h e  s e v e r a l  d i s t r i c t s  
is  m a d e  t h e  c o o r d i n a t o r  w i t h  t h e  N a v y .  A r m y  a n d  A i r  F o r c e  in  t h a t  
s a m e  a r e a  h a v e  s i m i l a r  c o o r d i n a t o r s .  T h e y  h a v e  t h e n ,  a t  e a c h  of  
those activities, the kinds of skills and the number of people in 
every Department of Defense activity throughout the entire area. 
As soon as you have a base closure, then, the activity that is clos- 
ing has to refer the names of all the people who are being sacked to 
t h e s e  c e n t r a l  c o o r d i n a t i n g  a c t i v i t i e s .  A l l  h i r i n g  in t h e s e  a r e a s  i s  
s u s p e n d e d  t h r o u g h o u t  t h e  e n t i r e  a r e a  u n t i l  p l a c e m e n t  c a n  b e  t a k e n  
c a r e  o f  f o r  t h e  e m p l o y e e s  who  a r e  b e i n g  d i s p l a c e d .  
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This is the general scheme of things. As I say, I do not want 

to hit this too much, because it is another subject. 

QUESTION: Sir, it appears to me that a union without the right 
to strike is rather sterile. Success more or less depends on the 
benevolence of management. Could you comment on what would 
happen if the Federal employees were given the right to strike ? 

ADMIRAL MOORE: That is a hypothetical question and I 
could not give you more than a hypothetical answer. I really do not 
think that I should devote my time and effort to do that, because 
your judgment on what would happen within government circles if 
they had the right to strike versus industry is as good as anybody's 

guess. But I would comment on the fact that if you think that the 
Executive Order is sterile and that there is nothing for us to do 
because we do not have the wage-setting process and the right to 
strike in those contracts, I just suggest that you come on over and 
be at my side in some of the negotiations I have with the labor types~ 
or go out into the field where they are pulling hair and look at the 
specific things that they can argue and fight about. 

There are many, many things under the rules and regulations 
that I told you you could not negotiate on. However, if you look at 
each of those carefully you will see that there is a lot of latitude 
and, believe me, there are enough negotiable things to talk about. 
At the New York Naval Shipyard, where they negotiated a contract, 

it took almost 6 months to settle all the things that they could talk 
about. It ended up in a document of 60 or 70 typewritten pages. 

This is only a start. As time goes on they will make more 
and more inroads. They get into every area that would seem to 
impinge on your right to manage. They will talk about wanting 
representatives on the safety committee. They want in effect to 
run the safety committee. On every program of training that you 
have they will want to have committee members on that. You name 
it and they want to be in on it. 

So do not get yourself deluded with the fact that because the 
striking situation is not there that this is an impotent thing. It is 
something that is going to keep you and me and a lot of us who are 
concerned with industrial management busy for a long time to come. 

CAPTAIN CASTELAZO: Admiral Moore, o n  behalf of the 
Commandant and the rest of us here, thank you very much for an 
instructive morning. 
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