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This case describes the beginning of a Quality of Work Life Project in which
we are responsible for the measurement activities. In this role we have at-
tended meetings, read correspondence and documents concerning the project,
conducted interviews, and administered questionnaires. The project is part
of a programmatic effort jointly sponsored by the National Quality of Work
Center (NQWC), Washington, D.C. and by the Institute for Social Research
(ISR) at The University of Michigan. Before presenting the case, we will
describe briefly the overall Quality of Work Program.

THE QUALITY OF WORK PROGRAM

Efforts to improve the quality of work life in the United States have rarely
involved organized labor.! Recognizing the need for joint union-manage-
ment projects, Ted Mills, then of the National Commission on Productivity,
developed during 1971 and 1972 a plan for joint union-management quality
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is provided by the Ford Foundation and the Economic Development Administration of the
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of work life projects. This plan called for a number of projects in which
employees would become actively involved in designing and implementing
organization change. It also involved an independent evaluation of the ef-
fects of the projects on indicators of both quality of work life and organiza-
tional effectiveness. In 1973, two cooperative projects were started as part
of this program.

In 1974, Mills left the government to establish NQWC as an affiliate of
ISR. NQWC. took on the role of developing sites for joint union-manage-
ment projects and for managing the action parts of projects. ISR took on the
role of measuring the effects such projects have on individuals as well as on
organizational performance and effectiveness.2 Since the founding of
NQWOC, six additional cooperative projects have been started, so that at the
present time eight are operational.

The program’s goal is to improve the quality of work life. It attempts to
achieve this through carefully measured organizational change projects in
highly visible organizations. Independent measurement is included in order
to facilitate learning about how quality of work life projects can best be done
in order to provide a creditable record of results that can be an aid in dis-
semination. The program uses an intervention strategy which is intended to
produce organization-wide improvements in the quality of work life. In all
projects, commitment is required of key officials at all levels of the manage-
rial and union hierarchies. This is ensured by establishing joint union-
management committees at the top organizational level as well as at lower
levels. This same structure is used to assist in diffusing project information
through management and union organizations. Finally, the approach val-
ues the use of independent consultants whose orientation is to assist clients
in designing and implementing client-driven changes.

Individual projects are designed to be multi-year efforts. After company
and union members decide to proceed with a project, they then select a con-
sultant or consultant team to fill the role of primary change agent. The con-
sultant is hired for an 18-month period. Since the consultants’ presence is
limited to 18 months, they are expected to develop diagnostic and problem-
solving skills among organizational members. Within the general guidelines
that workplace changes must be jointly acceptable, any organization devel-
opment strategy is appropriate. The measurement activities last for three
years so that the long-term effects of the project can be determined.

Multi-Tier Committee Structure for Support and Dissemination

Projects may either be requested by the management or union or initiated

2The attitudinal data collected for these projects are described in the Michigan Organiza-
tional Assessment Package (1975), and the measures of organizational effectiveness are de-
scribed by Mirvis and Macy (1976) and Macy and Mirvis (1976). The overall research design
is described by Lawler (in press).
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by NQWC. The first step in most projects is to establish a joint top-level
union-management group in this case called the Core Committee. This com-
mittee commits itself to organization-wide change and it provides sanction,
support, and visible commitment from the highest levels. Both parties sign
a letter of agreement stating that either can withdraw from the project on
24 hours’ notice. Consensus decision making is typically used both at this
level and at lower levels as the project unfolds.

The Core Committee decides where demonstration projects will be con-
ducted and does the initial screening of the independent consultants. It also
decides how many other committees will be formed and where in the organi-
zation they will be positioned. In large organizations there are often two or
more additional committees, at least one at the regional or division level
and another at the workplace level. This multi-tier structure is used to as-
sure support for projects in local workplaces by both the union and company
hierarchies and especially to facilitate later dissemination throughout the
union and the company. In all cases, a workplace committee is established
to guide what will happen there. It determines its own goals and directions
and selects an independent consultant to work with it. In the present case,
the workplace committee is called the Joint Site Committee.

THE NATIONAL PROCESSING CASE *

This case involves a large international company and a large international
union. So far, change activities have been centered in five plants. Four of the
five plants produce different products that are part of a common product
line, and the fifth provides finishing and shipping functions. Each of the four
plants is highly interdependent with the finishing/shipping plant. The four
production lines are really two sets of interdependent plants, the second
plant of each set adding further value to the product made by the first. All
five plants are located at the same physical location in one of the company’s
14 regions. Excluding persons working in a centralized maintenance crew,
there are 385 persons working in these five plants. Approximately 90 per
cent of them are white males.

The international union, its local at the plants, and the company’s man-
agement have had an adversary relationship over many years. The local has
served as the employee representative at these plants for 26 years, and the
company and this union have experienced a high grievance rate. Neverthe-
less, many union members say that the union’s relationship with this com-
pany is better than the one it has with other companies in the same industry
as evidenced by the fact that there has not been a strike originating in these
plants since the mid-1960s. Older union members seem to trust the com-
pany’s top management. They say that many of their problems are created

3Because this is an ongoing project, fictitious names and titles are used to prevent identifica-
tion of the site and individuals involved.
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by middle managers and not by top managers. The company president be-
gan his career as a line worker along with many of the persons who still
work in one of the selected plants.

Entry Process—Achieving Joint Approval

An entry process of more than 14 months was involved in starting this
project. Much of the early entry time was spent providing information to top
management groups at the corporate level and to top union officials at the
union’s regional level. It was only during the last couple of months that sig-
nificant activity took place at the five plants.

The first contact between NQWC and National occurred in late 1974 dur-
ing a conference attended by a company internal consultant and an NQWC
staff member. The consultant talked with the NQWC staff member and com-
municated to his home office what he learned about NQWC. His superior,
a vice president for internal development, expressed interest and arranged a
meeting among his staff, NQWC, and two executive vice presidents. Na-
tional’s managers were impressed, and additional meetings between NQWC
and several other company executives took place.

Finally, a meeting was arranged between NQWC and National’s presi-
dent. The president seemed willing to proceed with the project and delegated
authority for it to an executive vice president. The president expressed hope
that the program would eventually lead to company-wide efforts. This was
a decisive meeting in two respects: it firmed up the company’s commitment
to start the project, but failed to gain the president’s direct involvement in
the project’s development. The president’s lack of involvement was and con-
tinues to be a source of concern, since it may cause problems in spreading
the project throughout the company.

While the program was described by NQWC as being directed toward in-
creasing both quality of work life and productivity, there is some indication
that the company’s interest in it was due to their desire to increase produc-
tivity. Some company documents written at this time refer to the project as
a productivity improvement program, and quality of work life issues are
mentioned in the context of how they ultimately will improve productivity.

Soon after being assured of the company’s interest, NQWC initiated
meetings with the two largest unions in National Processing. The smaller
of the two unions, wary of management-directed, ‘‘job enrichment” efforts
elsewhere, showed little interest and decided not to participate. In the
larger union, the international president was contacted, and the Quality of
Work Program was described to him. NQWC carefully explained that if the
union was interested in a joint quality of work life project, one could be set
up with National or with some other company. The international president
was noncommittal and expressed some specific concerns, including how the
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project might affect the traditional adversary relationship between the com-
pany and the union. He also asked whether the project might result in a loss
of jobs through organizational restructuring. NQWC explained that since
the project would be jointly owned, no such change could occur without
union sanction.

NQWC suggested that union officials independently contact the company
and determine how committed it was to the project and how much it was
using the project for purposes of increasing productivity.* The international
president mentioned that contract negotiations with National were currently
under way and that negotiations would have to be completed before the un-
ion could commit much time to this project.

In later discussions with NQWC, the company’s vice president for inter-
nal development identified a regional union president who would turn out to
be a key in establishing a project at National. The vice president said that
the union regional president believed that NQWC had been involved in a
similar project for another company in the same industry. This project was
believed to have hurt the union; consequently, some union officials had
doubts about NQWC’s credibility. The NQWC representative contacted the
regional union president and assured him that NQWC projects are not ori-
ented exclusively toward management goals. Apparently convinced that
NQWC could be trusted, the union regional president said that the union’s
international president told him he could proceed. The regional president,
describing himself as “‘bold and eager for change,” indicated his own willing-
ness to proceed, noting, however, that he would have to obtain an endorse-
ment from his executive committee. He suggested that NQWC wait several
months until the contract negotiations were over before proceeding. NQWC
agreed and said that the next step would be a meeting between National ex-
ecutives and him so that a joint decision could be made.

Once the contract negotiations were over, the union regional president
had a meeting with his executive committee and introduced the notion of
starting a quality of work project in one of the National locals. In order to
help answer the questions that it thought would come up at this meeting,
NQWC sent a union member from one of its other ongoing projects to the
meeting. Questions were asked about the activities included as in projects,
the effects the project would have on the contractual and adversary relation-
ship with National, and whether participants could withdraw from the pro-
gram if they wished. The presence of the representative from the other pro-
ject was decisive in dealing with these questions. He provided examples of
what could be done and reduced fears about possible negative effects on the
contractual and adversary relationship. The meeting ended with a unani-

NQWC views productivity increase motives as proper for a company and encourages com-
panies to be open about it. Unions are told that because projects are jointly controlled efforts,
they need not fear a company’s productivity motives.
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mous favorable vote and solidified regional union involvement in the project.
At this point union enthusiasm was strong; a number of locals wanted to
be chosen as the first project site.

The regional union president next accompanied a NQWC staff member to
Europe to learn about the rising participative activity occurring there. The
president toured various European plants and was particularly enthusiastic
about quality of work projects after talking to some European practitioners.

In summary, NQWC spent much time and effort during the 14-month
entry period bringing the project to a point where it had joint approval. It
was achieved through many hours in meetings soliciting the support of key
officials from both parties. Usually, the parties expressed keen interest in a
project but the interest was accompanied by a healthy caution. The company
appeared to hope for productivity increases, and this was important in gain-
ing its approval. The situation was more problematic on the union side. The
union was concerned that its own power would be weakened and needed a
number of assurances that it would not be harmed. It also needed education
and exposure to an array of possible project activities before it was willing
to agree to a project.

Core Committee Start-Up

Early in 1976, the top union officials and executive company officers join-
ed together for the first joint Core Committee meeting. At this joint meeting,
NQWC again reviewed the purpose and form of quality of work projects,
and ISR described the kinds of measurement activities that would occur.
Both parties expressed concerns about the measurement. Company rep-
resentatives questioned why their own assessment staff could not perform
the same functions. They were told that having independent assessors adds
credibility to the project, and that using in-house skills might reduce the
union’s trust of the ongoing activities. The union was concerned about in-
dustrial engineers and whether time-and-motion studies would be part of the
measurement package. The union was assured that this would not happen.

Another issue was the nature and manner of funding of the assessment
work. It was decided that the money to support the assessment work was to
be provided through the company’s affiliated philanthropic foundation,
while the cost of consultants would be paid for by the company through a
no-strings-attached grant to NQWC. This financial structure ensured that
third parties would control the distribution and allocation of funds for both
the research and measurement.

The issue of membership on the Core Committee was also discussed. The
company proposed that there be three management members: the executive
vice president for operations, the executive vice president for administration,
and the vice president for internal development. The union proposed their
regional president and two regional vice presidents. It was also decided that
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the company vice president for internal development would act as recording
secretary and project coordinator. The union regional president assumed the
role of the Committee’s first chairperson, and it was agreed that an NQWC
representative would continue to meet with the Core Committee in order to
help the committee function effectively.

The next issue dealt with at the meeting was the selection of the par-
ticular workplace for the first demonstration project. Since NQWC previ-
ously had discussions about this with both the company and the union, this
was a relatively short discussion. NQWC emphasized the need to avoid im-
posing the project on rank-and-file union members as well as on supervi-
sory personnel. The union identified several acceptable locations, as did the
management. A complex of plants in Fallsteppe, located in National’s Hill-
top Region, was acceptable to both. Since the union had already obtained a
favorable reaction from its local leaders, the only thing needed was for the
company to inform its local managers about the nature and scope of the pro-
ject and to determine their interest. The company’s executive vice president
for administration expressed a strong preference that he personally intro-
duce the project to the Hilltop Region managers who were responsible for
the Fallsteppe location.

Workplace Start-Up

Approximately six weeks after the first Core Committee meeting, NQWC
went to Fallsteppe for several weeks of meetings and activity that was de-
cisive in establishing the workplace where the program would begin. First
they met with the vice president for Hilltop Region, the personnel manager,
and the manager of the Fallsteppe works. The Hilltop vice president was
concerned about the commitment level of the company’s top management.
He described other development projects where initially there was much en-
couragement from top management, but where, after a short period of time,
top management lost interest, leaving Hilltop with a project but little sup-
port. NQWC gave specific examples illustrating National’s commitment and
noted that the executive vice president planned to come to Fallsteppe the
following week to brief the region’s Executive Committee.

NQWC also mentioned that the local union president had already ex-
pressed some preference for beginning in a particular plant, Works #1. The
Hilltop vice president explained that Works #1 would not be suitable be-
cause it was a money loser, and he expressed concern that the union might
already be locked into the decision. NQWC reminded the vice president that
selection decisions must be made by a joint region-level committee.

The same day NQWC met at the local union hall with several union of-
ficials to answer their questions. The union’s regional president attended,
as did the local president, two local vice presidents, and shop stewards from
Works #1. The union officials were favorable to the idea of a project, and
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the first Regional Committee meeting was scheduled for the following day
so that a specific workplace could be selected. This promised to be a crucial
meeting since the union and management had definite—but different—
preferences about a site.

The next day at the first Regional Committee meeting the local union
president described how he came to learn about the project and noted that
the project had been received favorably by the union’s local leadership. The
company’s regional vice president said that he saw the project as an oppor-
tunity to try a different approach for solving the problems of managing and
working in an organization. Discussion progressed to the workplace selec-
tion. The company’s regional vice president outlined the criteria suggested
by NQWC and accepted by him: 1) a sufficient number of affected people to
maximize the opportunity for change; 2) sufficient supervision levels to allow
restriction or expansion of supervisory functions; 3) discrete rather than con-
tinuous-process operations to make it more feasible to experiment with job
design; and 4) the presence of jobs which would allow workers to develop
some discretion. He thought that most of the plants in Fallsteppe met these
criteria.

One union representative asked whether the five plants that produced
similar products could be involved. The company’s regional vice president
expressed concern about starting with too many plants and was dismayed
that the union’s position appeared to be firm. He noted that Works #1 was
doing poorly in the market, and consequently it would not be a useful place
to determine whether increased effectiveness and productivity would result.
NQWC suggested having a single workplace committee with representatives
from several plants and noted that subcommittees could be appointed to ad-
dress problems of specific plants. The company vice president offered a com-
promise solution. He suggested that the project could start in Works #1 if
the union agreed to expand the project to Works #2, a more profitable plant,
soon after the project started. This was agreed to on the condition that the
union first obtain approval from its members in Works #2.

Several days later NQWC and the local union president met with union
officials from Works #2. The meeting lasted about two hours, and NQWC
explained how the project would affect collective bargaining, the contract,
grievance procedures, and seniority issues. Other issues related to what
rank-and-file workers have to gain from the project and whether NQWC
works with nonunion companies. NQWC used many examples from other
projects to illustrate the kinds of activities that can occur during these pro-
Jects. These union representatives decided that the project was worthwhile,
and one of the officials spent much of his own time informing other rank-
and-file workers about the project.

Two weeks later NQWC held meetings with the superintendents of
Works #2 to inform them of the nature of the project. Foremen from all
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shifts attended this meeting and asked the same kinds of general questions
asked elsewhere. They wanted to know what hourly workers were to get
out of the project if the company gets increased production, how much nit-
picking occurs at committee meetings, how the project coordinates people
who have to interface with each other, and if the project would result in a
loss of their authority or power. They also wondered whether they could
really say that they did not want to participate.

Joint Site Committee

In late Spring, 1976, after the initial visit by NQWC to Fallsteppe, the
first meeting of the workplace committee was held. It was decided to call it
the Joint Site Committee. To ensure upper-level support of project activities
and to provide linkages between committees, three union officials and two
plant superintendents were made members of both the Regional Committee
and the Joint Site Committee. Union membership on the Joint Site Com-
mittee was determined by different methods in each plant. A crew-type meet-
ing was held in one plant, and another plant had a meeting at the union hall
to elect its representatives. Persons were elected to or self-selected for com-
mittee membership. While every rank-and-file member was not involved in
the selection process, the union members felt that the Joint Site Committee
was representative of a cross section of work areas and shifts. Management
personnel who expressed interest were appointed to the committee. At the
first Joint Site Committee meeting, there was further questioning of ade-
quate representation, and additional foremen and hourly workers were ap-
pointed to the committee. One Joint Site Committee member noticed that no
women were present at the meeting, and committee members went out to
recruit several women hourly workers. Although the decision made at the
Regional Committee was to involve two plants, five plants were represented
at the first Joint Site Committee meeting. Most of the time at the first meet-
ing was spent describing the project to committee members.

The second Joint Site Committee meeting was scheduled for the follow-
ing week. At this meeting the project and its measurement component were
again described, but there appeared to be little real understanding of it. At
both meetings, concerns were expressed about the possible impact of the pro-
ject on the traditional adversary relationship between management and la-
bor and also about how individuals from non-daylight shifts could become
involved in the project. It was mentioned that individuals who came in dur-
ing their off-shift, as well as those who had to come early or stay late, would
be reimbursed for their time at their regular rates. The company and the
union agreed to share the costs of this additional time. This decision ex-
tended the union’s commitment to the project to a financial one. Plans were
also made for the Joint Site Committee to select the independent consultant
team later in the week.
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In summary, the start-up process was one that provided information to
possible project participants about the nature and scope of quality of work
life projects, that solicited commitment to the project by both management
and union, that began a participative decision-making process through the
use of consensus, and that ensured higher-level support and further dis-
semination by establishing a multi-tier committee structure with overlapping
membership.

Consultant Selection

Criteria. The process for consultant selection was structured by NQWC so
that the Core and Regional Committees would screen candidates and the
Joint Site Committee would make the final selection. NQWC’s role was first
to screen potential applicants for the consultant job and then, since most
members of these committees had little experience with consultants, to spend
time briefing each committee on how to assess consultants. NQWC recom-
mended the following criteria for consultant selection: 1) a person or team
having some experience with labor and management relations; 2) a person
or team providing a great deal of on-site presence; 3) the lead consultant
being the person with the most on-site presence; 4) persons who could
walk and talk on the shop floor; 5) a person or team able to explain ade-
quately its approach and describe its skills; and 6) a team that valued using
workplace expertise for designing change rather than one wanting to impose
its own ideas on the client. A number of consulting groups applied to
NQWC. Those not expressing a client-directed approach were screened out
by NQWC immediately.

Four qualified consultant teams were recommended to and interviewed
by the Core Committee. One was rejected outright. The Core Committee
decided that it could live with the others if certain changes were made. (With
one consultant team, for example, the academic member had to be removed.)
When the regional committee met with three consultant teams, one was re-
jected because of its Eastern-establishment appearance and manner. Thus,
the Joint Site Committee had only two consultant teams left to inferview.
This seemed like a lack of choice to them, and they wanted to know how
much control the Core and Regional Committees would impose at later
points in the project. NQWC explained why it was important for the Core
and Regional Committees to be comfortable with whatever consultant was
chosen, as well as the importance of maintaining communication linkages
with all committees.

The Joint Site Committee had difficulty in deciding between the two re-
maining consultant teams because it liked both teams. It finally chose the
one team that seemed best able to communicate with and relate to hourly
workers. The team consisted of three white male consultants who work for
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a national consulting firm. The leader of the team is known for his pre-
vious work as a personnel manager and for his use of survey feedback meth-
ods, Scanlon plans, and team building. His approach to consulting can best
be described as pragmatic and eclectic; he uses no one technique but, rather,
a diagnostic approach, and he tries to build a consensus around changes.

Several biases were apparent in the Core and Regional Committee inter-
views. The committees were anti-academic, anti-youth, and anti-Eastern
establishment. Most members thought that people from these backgrounds
would not be able to walk and talk on the shop floor (one consultant was
asked whether he would wear his three-piece suit around the plant). Man-
agement members of the company also expressed concern about the ability
of consultant groups to deal with organized labor. Management wanted to
ensure that the consultant team would not be perceived as working solely
for management. All three committees expressed concern about whether the
measurement and assessment program would interfere with the consultant’s
activities. Some consultants articulated reservations about their ability to
be assessed by independent observers who did not understand their approach
and techniques; other consultants welcomed the opportunity to work with
the independent assessment team.

In summary, the consultant selection was a sensitive process. It reinforced
the requirement for key person support by having the Core and Regional
Committees screen potential consultants first. But this resulted in some con-
cern among Joint Site Committee members about possible upper-level inter-
ference. The interviewing sessions were difficult for the consultant because
committee members did not hesitate to ask hard questions. Finally, the
critical characteristic for selection appeared to be the consultants’ ability to
relate to the clients at all hierarchical levels.

Consultant Activities

Once the consultant team was selected, it immediately began work.
Through Summer and Fall, 1976, the lead consultant spent three or more
days a week diagnosing the organization, meeting with workers, making the
project visible, and building a team within the committee structures. In ad-
dition, an attitude survey was conducted as part of the independent meas-
uremént program. The results of this survey were fed back by the consultant,
and meetings were held to discuss them. A number of problems were identi-
fied in the areas of job design, training, safety, and communication; and
some solutions have been implemented recently. Most of the activity to date
has taken place in Works #1 and #2, with representatives from the other
three plants observing the process.

Overall, through the end of 1976, progress on this project has been slow
for three reasons. The first has to do with the structure of the Joint Site
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Committee. Five plants were involved in the consultant selection process,
and the Joint Site Committee contains representatives from all five plants.
This situation has had the effect of building up expectations that all five
plants would be involved in the project. In fact, at a later Regional Com-
mittee meeting, the regional vice president was surprised to learn that there
were persons from five plants actively involved. He had originally wanted
only two plants, and expressed dismay that the project had grown so large
without his knowing about it.

A second reason is that the Joint Site Committee has become bogged down
in procedural issues. This committee wants to control the activities of the
subcommittees that have been formed to deal with individual plants. This is
not surprising since, during its start-up, this committee was told that it
would have control over the project once it began. In addition, some union
leaders have two reasons for wanting all problem solving done by the Joint
Site Committee. First, the union sees one plant as very independent and
fears that this plant may get into contractual issues without regard for ap-
proval from other levels of union hierarchy. Second, the union leaders are
worried that some people will miss out if specific activities start in only one
plant. They feel that all can learn about the process only by including the
entire Joint Site Committee in it.

A third reason is that while Joint Site Committee members have some
knowledge of the project, rank-and-file workers through the plants have
very little. To improve this situation, the Joint Site Committee attempted
to place bulletin boards in strategic places in the plants, but there was little
follow-up. Lack of knowledge about the project was evident when the atti-
tudinal survey was administered about four months after the Joint Site Com-
mittee was formed. Few persons seemed aware of the project and the nature
of its deliberations. This is not too surprising since the logistics problems in
this site are substantial. The five plants involved cover a large land area,
multiple shifts are involved, and many production jobs involve the operation
of complex, noisy machines. The consultant team responded by making a
concerted effort to inform persons throughout the plants about the nature of
the project and by involving them in it through the use of the subcommittees.

The lead consultant has made some specific recommendations about how
the committee structure could be changed. He has suggested that the roles
of the Regional and Site Committees are overlapping and has proposed that
the Site Committee be disbanded and that its functions be assumed by the
Regional Committee. In his model, the Regional Committee would serve in
an advisory capacity for the project and would have as members managers
and union officials ex officio. Each plant would have a committee that would
deal with its problems on an ongoing basis and would be more representa-
tive of the plant as a whole.

Resistance to the proposal was strong because the Joint Site Committee
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union members were afraid that the plants might make decisions that would
weaken the union or the contract. For example, people in one of the sites see
the nature of the contract as constraining their efforts and would now like
to suspend some of the contract provisions temporarily. This has reinforced
the position of the stronger union members of the Joint Site Committee that
their committee should continue to serve as watchdog over lower-level com-
mittees. As a result, a compromise solution was accepted. Under it, the Re-
gional Committee and Joint Site Committee will continue to exist, and
actions by subcommittees from each plant will have to be accepted by the
Joint Site Committee.

It seems apparent at this point that if significant change is going to take
place in these five plants, something has to be done to free up the plants.
Making this happen is the major challenge faced by the consultant team. If
it does happen, there is a good chance that the changes will be disseminated
to other parts of the company since the multi-tier structure is in place. The
multi-tier approach was designed to insure that there would be support
from all levels of management and the union for dissemination. These com-
mittees are continuing to meet and they already have established a new
basis for communication between the union and management. Interestingly,
NQWC has played a continuing role in the functioning of the core com-
mittee. The committee decided soon after the consultant was selected to con-
tinue to use NQWC as its consultant. Ultimately, the continued existence of
the multi-tier structure depends on a success at Fallsteppe. It may well be
two years or more before it can be known whether that success will be
realized.

IMPLICATIONS FOR THEORY AND PRACTICE

This is one of the most complex union-management cooperative projects
that the NQWC/ISR program has undertaken and one of the most complex
in the literature. It represents an effort to change the quality of work life in
one of the largest companies in the United States, and it involves a major
international union representing over 20,000 of the employees who work for
the company. Thus, the potential for learning from it about large system
change and union-management cooperation are appreciable. So far the
major lessons relate primarily to how such projects can be started. Several
years from now we should be in a position to talk about issues of workplace
change.

In most union-management situations there are some pressures that fa-
vor the kind of project that was started in National Processing. However,
the forces against it usually are stronger. The role of NQWC in this project
was to reduce the negative forces so that a Quality of Work project could
take place. Let us identify briefly the forces that were at work in the system
and note how the NQWC model affected them.
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Reducing Negative Forces

Both the top union and management officials were tired of the traditional
adversary model because of its unproductive aspects. They both felt that
work could be improved in many ways that would benefit both the union and
management. However, these forces were more than offset by the forces fa-
voring the traditional relationship. These include the different goals of the
union and management, the lack of any model of or experience with suc-
cessful cooperative problem solving, the desire of both parties to maintain a
contract, the risk to both the union officials and company management in
changing a relationship which brought them to power, and the time and cost
required to change. NQWC reduced the forces against a Quality of Work
project through a number of specific actions: it stressed that projects do not
bring about the demise of collective bargaining, rather that they exist solely
as an auxiliary to it; it specified common goals; it suggested a joint commit-
tee structure with consensus decision making; it suggested a letter of agree-
ment with provisions for easy escape and joint ownership; and it introduced
both the union and management to successful projects elsewhere. The net
effect of all these activities was to make a project, directed at improving
quality of working life, less threatening, more understandable, and more
practical.

Role of third party. Would there have been a project in National if a third
party like NQWC had not been active? It does not seem likely. National had
attempted one many years earlier that was not successful. At the beginning
of the present project, NQWC intervened by providing most of the commun-
ication and energy needed to get it started. Our conclusion is that a third
party, at least in this instance, was essential for project start-up.

How and Where To Form Tiers?

The present case also illustrates some of the crucial structural issues that
arise in large system change. The multi-tier structure that NQWC estab-
lished has potential advantages in terms of dissemination and support, but
it also may slow the initial progress at a site. It requires more approval and
the formation and education of more committees than would a strategy that
simply involved changes in a single plant. It also creates some difficult stra-
tegic problems: for example, how many committees should be formed and for
how large a part of the organization should a committee be responsible. In
the present case, committees were initially formed at three levels. It now ap-
pears that one of these committees (the Site Committee) may have been in-
appropriate and that change would have occurred more rapidly if a number
of site committees had been formed. It is possible that with better analysis
this could have been determined in advance. However, there is little theory
or practice to guide this kind of entry process. Hopefully, out of this and



Case Studies 387

similar projects, data will emerge on the efficacy of the multi-tier model and
on how and where to form tiers. At this point, it can only be concluded that
the model has proved to be a successful vehicle for starting such projects.
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