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TECHNOLOGY AND PROGRESS

While the electronic revolution has provided us with some truly
amazing developments in space technologies, missiles and weapon sys-
tems, calculators and computers, digital watches, word processors and
industrial control equipment in the post WW II period, it is important to
remember that science and technology have for many years played key
roles in American industry. New processes and products resulting from
science and technology have improved our material standard of living,
have made life at home and on the job easier and have facilitated econ-
omic growth by providing the profits for business investment. Techno-
logy, it seems, has become the lifeblood of the American economic
system. Yet we all know that offsetting these advantages of technological
change are many disadvantages, some of which are so severe they can
no longer be ignored loss of jobs, disruption of the work place, degrad-
ation of work and alienation on the job, serious dislocations within com-
munities and adverse environmental impacts.

Even though the advantages of any particular technological change
should be realistically contrasted with the overall disadvantages—there is
a tendency for us to equate technology with “progress.” In fact, the two
words are usually tied together in our thinking, that is, “technological
progress.” There is also an inclination to condemn as obstructionist those
whe oppose new technologies. “You can’t stand in the way of progress,”
is a familiar phase. Finally, we generally think of technological change
as an inevitable force, one that moves ahead with its own momentum,
beyond our control. Technology in industry is as far out of reach, we tend
to feel, as the new SBS satellite is above our heads. This study of tech-
nology in the postal service may dispel a few of these myths concerning
technological progress. And in doing so it may turn a few heads, raise a
few eyebrows and ruffle a few feathers—at least the author hopes it will.

SCIENTIFIC MANAGEMENT

Technology, of course, is not the only force affecting the work place,
the community and the environment. In the past 60 or 70 years there has
been a virtual revolution in the way businesses are managed. And while
it took different forms in different industries this managerial revolution
had a central goal of increasing control over the work process and the
discipline of the work force. Surprisingly, until the late 19th century, em-
ployers in most industries did not control the work process. In general, it
was controlled by skilled or craft workers. Only they possessed the skills
and knowledge necessary for production. The transmission of these skills
passed from one generation of workers to the next through an apprentice-
ship system. Job control was perpetuated and made cffective by their re-
fusal to let work be subdivided into smaller components that did not re-
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quire “all-around craftsmen.” By barring helpers an dlabors they were
able to limit the labor market, maintain skill requirements, and keep up
pay scales. The skilled workers set “stints” which determined the amount
of work to be done, and established their own rules about the methods
and equipment with which it was to be done. The employer could not
tell them how to do a job; indeed, the craftsmen generally supervised the
unskilled majority of the workforce themselves.

Since the turn of the century, however, in one industry after another
management has initiated changes designed to break the skilled workers’
control of the work place. To do this a wide range of strategies and craft
techniques was used. The particular system employed depended on the
industry and on local conditions but the basic philosophy underlying the
whole management movement was found in the books of Frederick W.
Taylor. Long considered the father of “scientific management,” Taylor
argued in 1911 that the first principle to follow was that managers must
assume “the burden of gathering together all of the traditional know-
ledge which in the past has been possessed by the workmen and then of
classifying, tabulating, and reducing this knowledge to rules, laws, and
formulas. . .” The second principle of scientific management espoused by
Taylor was that “all possible brain work should be removed from the
shop and centered in the planning or lay-out department.”

Taylor was quite emphatic on this second point because he felt it
was necessary to remove workers from any participation in the planning
process. It was absolutely essential to shift decision making relating to
processes and products away from the control of workers on the shop
floor to the front office. The so-called “management rights” provisions so
common in modern labor agreements attest to the fact that this point has
been well established in principle and practice. Yet in Taylor’s day the
notion was vigorously debated and not at all taken for granted—manage-
ment rights were rarely included in union-negotiated contracts.

Once management had garnered the knowledge of the production
process from skilled workers and had removed them from participation
in decision making, Taylor argued that one final step was needed to
completely reorganize the production process. Scientific management re-
quired that management control each step of the labor process and its
mode of execution. He wrote:

Perhaps the most prominent single element in modem scientific
management is the task idea. The work of every workman
is fully planned out by the management at least one day in ad-
vance, and each man receives in most cases complete written in-
structions, describing in detail the task which he is to accom-
plish, as well as the means to be used in doing the work. . . .
This task specifies not only what is to be done, but how it is to
be done and the exact time allowed for doing it . . ..
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change will continue to be at the center of postal management's drive for
efficiency and control of the workplace.

FOCUS ON NEW TECHNOLOGY

Mechanization was seen as the way to reduce the total labor costs of
the USPS, which management feared would outstrip its ability to pay,
especially in light of the monetary concessions that had been necessary to
end the 1970 wildcat. There were those who saw mechanization as a way
to provide the postal service management with a degree of immunity
from the disruption of strikes. Frederick R. Kappel, then Chairman of the
USPS Board of Governors, was asked by a Congressional committee in
early 1973:

Q. What would we do if we had an occurrence of the strike of
a cm:f)le years ai(;. Do we have any machinery now that
would work any better than we had before?

Mr. Kappel responded:
A. No, we do not. I do not know what you could do about it.

I think we have some mechanization, but it only feeds into

a place where there isn’t any, and I think we are still in a

very serious condition should a strike occur.
Mechanization was thus seen as the ultimate answer to a wide range of
the new postal management’s concems: to increase productivity, to com-
pete with private firms, to cut labor costs, to obviate the danger of
strikes, to control employees, and to become economically self-sufficient.

However, the introduction of expensive machines could only be
economically justified where there was an adequate, and regular, volume
of machine-processable mail. The zip-code system, originally intended
primarily for use by large volume mailers, was promoted for adoption by
all users of the postal service. Postal management also began a long—and
ongoing—campaign for relative uniformity in envelope and post card di-
mensions by imposing a surcharge on oversized pieces and labeling as
“non-mailable” smaller than a specified size.

Most importantly, postal management strategy centered on accumu-
lating at a limited number of locations volumes of mail large enough to
justify the capital investment in costly new machines. Exchanges be-
tween these mechanized postal facilities could then make use of advanc-
ed transportation methods such as containerization. Peter Dorsey, then
the regional postmaster for New York and later the USPS’s primary
strategist in its mechanization campaign, told a Congressional commit-
tee in 1973: “I suppose the ideal thing would be to have a long conglom-
eration of equipment hooked up sequentially where you could dump
raw mail in one end and have it come out sorted to the carrier at the
other end.”
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In the early 1970’s, piecemeal introduction of mechanization brought
chaotic and catastrophic results. New machines were installed in anti-
quated and overcrowded postal facilities in major cities. Moe Biller, then
president of the New York Metro Local Postal Workers Union, told a
Congressional committee in 1973:

The mechanization program, which runs into hillions, will yet
prove the biggest bust of all. You can’t quarrel with the idea of
mechanization in 1973, just as we're all for motherhood and a-
gainst sin. Let’s look at the New York experience in this regard.
The introduction of letter-sorting machines into the general post
office, a building built in 1910. That is a crying shame. The
noise is unbearable. The machines are not cleaned enough: fre-
quently there are paper lice . . . The workers on these machines
have mostly nightwork and most of them work weekends even
though, initially, management advertised these job as mostly
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weekends off. Management’'s comment? The people must be
where the mail is.

At the same time, during the early seventies, the new postal manage-
ment also adopted the strategy of reducing total labor costs through at-
trition actively encouraging early retirement and even imposing a hiring
freeze in 1972. It sought quick results and got them—55,000 postal em-
ployees opted for early retirement. Between 1970 and 1973 in New York
for example, total postal personnel fell by 13%. Such across the board re-
ductions failed to mesh with the mechanization program and created
even more chaos in the postal service. Letter camiers certainly didn't
have their loads lightened. With their ranks reduced, they found their
routes lengthened, their traditional work patterns disrupted by directives
to cross lawns rather than walk on sidewalks, and their actual work ob-
served by time study specialists and monitored by devices in their ve-
hicles. Local officials of The National Association of Letter Carriers re-
ported an increase in heart attacks among their members. Inside postal
facilities, the reduced work forces were called upon to put in long over-
time hours, actually increasing the labor costs of many facilities. New

“We may have gone too far, we were hell bent on saving
money as opposed to service.”

York Regional Postmaster Peter Dorsey admitted to Congress in 1973:
“We may have gone too far, we were hell bent on saving money as op-
posed to service.” James H. Rademacher, then president of the National
Association of Letter Carriers, summed it all up in his testimony before
the same committee:

We can state without the fear of contradition by the general pu-
blic that the level of mail service is at the worst stage in history
and the quality of the nation’s mail service is the poorest it has
ever been.

Indeed, no one contradicted him.

All observers inside and outside the Postal Service agreed: the im-
mediate results had been disastrous. The USPS was no closer to self-suf-
ficiency than it had been at its establishment in 1970. The quality of mail
service had become a national scandal. And working conditions inside
postal facilities had detcriorated even further. Postal facilities, especially
where new machines were introduced, became publicly known as unsafe
workplaces. Despite the “no-strike” clause in the contract, management
feared another major disruption of the nation’s mails upen the contract’s
expiration in 1973. Apparently, the business-oriented management strate-
gies had backfired all around.
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THE RELOCATION STRATEGY

In this context. postal management moved to drastically reorganize
the postal system, seeking to extend direct control over as much of mail
processing as possible. Rather than working within the actual distribut-
tion of mail volumes, Area Mail Processing and Managed Mail Systems
were developed and introduced, in order to create large accumulations
of mail in specific locations. Under Area Mail Processing, a single cen-
tralized facility would process all the originating mail for a given geo-
graphic region.

Postal management linked the implementation of these plans to the
construction of new facilities. Within these new buildings, constructed
according to new “modular” specifications, the entire range of new mail
handling and processing machines would be installed. Similar plans were
laid for the construction of 21 new bulk mail facilities, systematically
interconnected across the country, which were to reorganize the proces-
sing of parcels and other non-first class items. Peter Dorsey, now pro-
moted to Senior Assistant Postmaster General for Operations despite his
problems as regional postmaster for New York, told a Congressional
committee in 1974:

Inside the Bulk Mail Center or Auxiliary Service Facility we
will replace today’s manual single sorting operations with high-
speed machine processing designed to maintain a continuous
flow of mail through the facility. Our aim is to reverse the pre-
sen: 80% manual, 20% mechanical ratio in processing bulk
mail. . .

Put very simply, the basic idea behind the national Bulk Mail
Service ‘is to centralize mail processing so that it is more effi-
cient to utilize mechanization.

Thus relocation and mechanization became inseparable strategies as
postal management moved to put the service on a more businesslike ba-
sis. Without relocation to concentrate the mails, mechanization would
not be profitable and without mechanization, relocation would not have
made any sense at all.

SCIENTIFIC MANAGEMENT METHODS IN THE USPS

Having reorganized the wrok place and the whole mail handling sys-
tem, management moved another step toward its goal of business effi-
ciency. It established job standards, that is, the output expected from
employees in various jobs within the post office. In addition, it establish-
ed what management believed to be the most efficient methods for per-
forming the various tasks related to doing a particular job. In order to
enforce these standards and methods, it resorts to discipline or discharge
for those failing to meet the standards or refusing to follow established
methods. 13
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ing supervision, notably “aggressive” supervision.

During the past several months we have had the opportunity to talk
with numerous union officials whose job it is to deal with management in
handling grievances. One such officer with twenty years in the postal
service and six years as a union representative expressed bitterness at the

“I would say we are the only big corporation in the United
States ruled by a police force because the (postal inspectors)
have the ultimate say.”

changes that have taken place in management's attitude toward the un-
fon and toward postal workers. He said that when he first started out he
treated management as an “adversary” but now he treats them as an
“enemy the same way that they treat me.” In expressing how he new felt
about things, he told us that “I have become thorougly cynical, disillus-
ioned and frustrated with the whole system.” We asked why he felt this
way and why he thought management had changed so much in the re-
cent past, and he gave his opinions:

Pressure. The line foremen are under severe pressure to increase
productivity and their theory of the way to do it is to make ex-
amples out of certain individuals by saying ‘if you don’t do as
we say we'll get rid of you' and they do. Theyll pick somebody
out and get rid of them, for example, a militant steward.

It has become a paramilitary organization. We're under a dou-
ble gun; we have management and we have the Inspection Ser-
vice to deal with. I would say we're the only big corporation in
the United States ruled by a police force, because they (postal
inspectors) have the ultimate say. They come in, they audit,
they go out on the street and follow people, take pictures, set up
dummy corporations and trap peo; mmow.o: know, we have this
supervisory force that we have to deal with but they aren’t act-
ually making the decisions. It's the police force, and it comes
from the top man down—Bolger. He’s an ex-postal inspector and
his whole mentality is the Inspection Service—discipline, pro-
ductivity by any means and things like that.

To carry out a more intensive and aggressive management policy it
has been necessary for USPS to expand its managerial personnel. Be-
tween 1970 and 1980 the number of those people employed by the Postal
Service as part of management increased from 78,749 to 79,716. While
this is not a substantial increase, one has to keep in mind that the number
of non-supervisory employees decreased during this period of time from
662,467 to 587,115. This means, of course, that the ratio of the number of
bosses to workers has increased over the last ten years and now stands at
one boss for every seven workers.
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An elite core of management executives is being trained under the
Postal Career Executive Service Act of 1979. An expensive new training
school is being constructed in Potomac, Maryland which will, according
to the Annual Report of the Postmaster General, for the first time “pro-
vide lodging and classroom space for the postmasters, managers and sup-
ervisors, Inspection Service candidates, and Postal Career Executive Ser-
vice executives who participate in the Management Academy programs
each year.”

As one of the oldest Federal law enforcement agencies, the Postal
Inspection Service has traditionally been charged with the responsibility
of preventing post office burglaries, monitoring of mail suspected of
containing bombs and the prevention of other types of post office crime.
Since 1950, however, the Service has also been charged with the respon-
sibility for “the internal audit of all Postal Service financial and nonfin-
ancial operations.” William J. Cotter, former Chief Postal Inspector, told
Congress in 1975 these audits “are designed to analyze and assess the ef-
fectiveness of systems and programs and to develop alternatives or im-
provements where dcficiencies are identified.” Audits also “review the
effectiveness of mail processing operations, report on the level of service
provided customers and assist field management in identifying major ser-
vice improvements and cost reductions.”

Under its auditing responsibilities, Postal Inspection activities range
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+ + « the informal work groups which had developed over
years of steady employment were suddenly torn apart,

simultaneously undermined two major sources of postal workers’
strength. With the reorganization of work and the workforce which ac-
companies relocation, the informal work groups that had developed
over years of steady employment were suddenly torm apart. Men and
women who had worked closely together for years and had come to trust
and understand each other, would never work together again. Moving to
a new facility was an individual decision, and many choose not to go.
Even accepting the reassignment, however, offered little promise of
keeping work groups together, for the new machines in the new facili-
ties demanded a reorganization of the work itself, and the performance
of traditional tasks in new ways. Management in the new mechanized
facilities could thus operate, at least initially, with little concern for the
workplace power developed by experienced work groups.

THE SOCIAL ENVIRONMENT OF THE POST OFFICE
The impact of relocation was even more wide-ranging. Traditionally,
the network of bars, taverns, and restaurants surrounding a large work-
place has served as centers for socializing and discussion by the workers
employed there. These establishments, and the neighborhood within
which they are located, have provided a critical element of the social or-
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ganization that contributed to whatever strengths their patrons and re-
sidents exercised at work. The old major postal facilities located within
central cities were situated within such a framework, and the postal
workers employed there extended their immediate work group relation-
ships through them. But the new facilities were constructed “in the mid-
dle of nowhere,” surrounded by miles of concrete in every direction.

The new postal facilities were not located in the heart of any neigh-
borhood, surrounded by various social institutions. Nor have such institu-
tions developed. Most postal workers live too far from the new facilities
to be willing to add to their time away from home by hanging around
after work. The prospect of an hour’s drive in heavy traffic is enough to
sour any man or woman on relaxed socializing.

One postal worker gave the following account of a postal relocation
in Pennsylvania:

On July 28, 1979, a new General Mail Facility (GMF) was
opened in Lancaster, PA. The new facility was designed to fur-
ther consolidate the handling of dispatch mail within a three-
county area. It also serves the purpose of breaking community
ties around the former facility and changing the relationship
between employees.

Before occupation of the GMF facility, mail was collected
from the county offices and processed for dispatch in each of
the three counties within the Sectional Center. When the GMF
became operational, all the collected mail from the three coun-
ties including local mail began being trucked to Lancaster for
processing and dispatch. This means that mail going to a post
office five miles down the road may be trucked forty miles to
Lancaster and forty miles back to the destination. The reason
given for consolidation was to improve efficiency through in-
creased use of mechanization in Lancaster.

By coincidence, I'm sure, management was also able to eli-
minate the dispatch crews at the York and Gettysburg post
offices. Employees were excessed to Harrisburg, Lancaster and
other offices within the Region. If an excessed employee re-
fused the offered job in the Baltimore Bulk Mail Center, the em-
ployee was out of the Postal Service.

The GMF is on the outskirts of town. While the facility is
only 2.5 miles from the old building, the setting is totally differ-
ent. The old building is three blocks from the center of Lan-
caster. A convenience store and sandwich shops are literally
across the street or around the comer. Banks and stores in the
downtown area can be walked to during lunch break or ofter
work. Numerous bars and taverns are within walking distance.

In contrast, the GMF is surrounded by acres of grass and
farmland. There is no store or sandwich shop within walking
distance. Employees are thus subtly encouraged to stay in the
buijlding. Except for the administrative offices, there are no
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windows in the building. The building consists of a one story,
156,000 square foot concrete slab. The warehouse atmosphere
is cold and sterile.

A number of the manual clerks who were eligible for retire-
ment didn’t make the move or retired after working a short time
in the GMF. This is exactly what management wanted to hap-
pen since 1) all clerks who are now hired must pass LSM train-
ing and 2) until they have six years of service, any postal em-
ployee hired after September 15, 1978 can be laid olf

While the GMF is close to major roadways, the customer
traffic and the installation of a traffic light in front of the facil-
ity caused and is continuing to cause traffic tie-ups on one of
the commuter roadways in Lancaster. Using mass transit to get
to work has also been made more difficult by the move. The old
building is two blocks from the hub of the county bus system.
While a bus route does run past the GMF, service is only pro-
vided during the day. Further, unless the person lives along the
Park City route, it is necessary to make connections and transfer
buses in town.

Postal management officials have designed these bleak facilities in
such a way as to maximize their control over workers. The results are
strikingly similar to a prison yard. (Postal workers noted that even the

Postal management officials have designed these bleak faci-
lities in such a way as to marimize their control over workers.
The results are strikingly similar to a prison yard.

newly remodeled facilites in central cities look very much like fortresses
and prisons. The Bulk Mail Center Manager for the USPS unveiled plans
for the Washington, D.C., BMC before Congress in 1974, describing it
vividly:

There is controlled access to these facilities. You can see

the representation here of the entrance gates and the fences in

order to achieve controlled access so we know who is coming up

to this plant and what their business is. This will significantly

impact our depredation problem, and we have worked very

closely with the inspection service in developing what we be-
lieve to be an effective contro! for each plantsite.

These, then, have been the effects of the relocation of major postal
facilities—a decline in the percentage of minority workers, the reorgani-
zation of the overall workforce, and the disruption of long-established
social organization inside and outside the workplace, Postal management,
committed to full-scale mechanization and eager to avoid labor conflict,
had its hand immensely strengthened by this aspect of postal reorganiza-
tion alone.
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NEITHER EFFICIENCY NOR SERVICE

On the basis of efficiency and financial return on the dollars invest-
ed, however, the relocation strategy has not made a particularly good
showing. The October, 1979, relocation of mail processing from York,
Pennsylvania to a newly constructed facility in Lancaster, Pennsylvania
turned out to be embarrassing to postal management because it grossly
overestimated the annual savings attributable to the move. When the
US. Government Accounting Office was called on to investigate this
particular postal relocation it reported that, in addition to overestimates
of savings, the USPS had used cost and other statistical data of dubious
credibility, issued misleading or inaccurate information to the public and
generally handled personnel actions poorly.

The GAO found that:

—at the time of the transfer, workers were confused and not
fully informed about their rights and options.

~the number of trained personnel at both locations was not suf-
ficient to perform necessary postal operations. . .

~The Postal Service increased overtime work hours and used
the services of personnel from associate offices to accomplish
the mail processing functions.

—The USPS economic feasibility study which projected annual
savings of almost $1 million was overestimated by at least

—the transfer of mail processing functions from York to Lancas-
ter did not significantly affect the service to most postal
patrons.
The bulk mail centers soon became the subject of much public crit-
icism. In February, 1979, the nationally syndicated columnist Jack An-
derson sent a member of his staff into one of the twenty-one bulk mail
centers as a postal employee and then published the following impres-
sions:

The bulk mail center is a machine-powered world modeled
after Charlie Chaplin’s movie, “Modern Times.” Automated
carts filled with mail run along trolley tracks, heedless of par-
cels that fall off and people who get in the way. Overhead trays
carry mail through the building, tipping their contents into
chutes on command from the control room. .

Operators in the control room can tell how the mail is mov-
ing by watching the flow on video screens. Unfortunately the
screens don't show the plight of a worker frantically trying to
load a truck as fast as tﬁe conveyor belt spews the mail out. It
also doesn’t show the assemblyline workers who can’t keep pace
with the relentless machines and can’t shut off or slow down the
conveyor belt. The parcels often spill off the belt onto the floor,
where they may remain for days.
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The LSM’s are very noisy—so noisy they present a major obstacle to
normal conversation. Though conversation is practically an impossibility,
management in many facilities has further reduced the possibility of soc-
ial interchange among workers by explicitly prohibiting conversation be-
tween LSM operators. One Norfolk Area postal clerk reports that postal
menagement has an ongoing program to hire dea,-mute individuals as
LSM operators. This practice, the union member points out, not only
“solves” the noise problem but creates for management a favorable image
in that it is hiring the handicapped.

A Montgomery, Alabama postal clerk, interviewed in May, 1981,
was asked how he had felt about the machine as an LSM operator.

I felt like an extension of the machine and I felt like I was be-
ing treated less than the machine. If the machine has a little
ru%ber finger wrong with it, it gets immediate attention, If
you've got problems, you know, that’s tough. “Keep sticking the
mail and we'll check you later.” . . . That machine gets over-
hauled every so many years. Theyll shut it down and overhaul
it, replace all the wom parts, but hang the employee.

“I felt like an extension of the machine and I felt like I was
being treated less than the machine.”

The same postal clerk expressed some strong feelings about the job
itself.

I felt that working on an LSM was very demeaning to me as an
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individual. It's not the kind of job anyone would want to take
unless the dollar was his major concem. . . . There is no pride in
the work, none whatsoever, for anybody. And you tell the super-
visors and managers this and theyll say you're getting paid
highly for what you do, so if nothing else, you can be interested
in your paycheck because we're paying you enough not to even
complain about the boredom.

Admitting that money was important to him in supporting his family
at a decent level, this former LSM operator also emphasized that “its
important to have pride in your work, to feel some element of accom-
plishment, to feel like you're dedicating your life’s work to something
worthwhile, to something that is fruitful.” But working on an LSM pro-
vides none of these for the postal clerk. Furthermore, the opportunity
no longer exists for the LSM operator to use a little initiative when a
customer has put the wrong zip code on a letter. The operator is now
instructed to key only the zip appearing on the letter even if he or she
knows it is wrong and could easily send it to its correct destination.

When you're sitting there and you key a letter to Timbuktu be-
cause someone put the wrong zip code on it, you can’t walk
away from that and say to yourself that you did a service to the
public. . . . Actually the only thing the postal service has to sell
is service, and we're not selling that. We're selling stamps.

After four years on an LSM this clerk bid off the machine to a job
as manual distribution clerk. His comments on his new job by contrast,
tell us even more about the letter sorting machine and the work rela-
tions which follow from its use.

Now I manually stick letters or flats and work the pouch rack.
+ -+ I can talk with my co-workers, I can be familiar with the
postal service and what's really going on in mail distribution
and how the mail is actually distributed, packaged for trans-
portation, loaded into vehicles, dispatched, etc. . . . You know
what'’s really going on at the post office other than this letter
jumping in tront of you every second.

I became familiar with the employees who worked there, espec-
ially those who work around me, to the point we do things out-
side the post office together. The people working the LSM
know very little about each other and have very little inter-
action or social life with each other. . . . Now, (in my manual
sorting job) there is a whole realm of discussions we can have.
We can carty on a conversation during the entire eight hours.

In several dozen discussions with LSM operators, the author found
essentially the same feelings about the machines and the way workers
feel about the way they are now treated by management. In this connec-
tion it is interesting to read what Warren Brown, a Washington Post
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staff writer, had to say about LSM operators in a recent newspaper art-
icle. He talked with employees and management at the large Morgan
facility in New York which handles 9 to 12 million pieces of letter-sized
mail and 3 to 4 million parcels every 24 hours. He wrote that keying a
LSM is-“not the type of job that lends itself to creativity. It's a monoto-
nous, piecework job that lends itself to boredom.”

Ay SR
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Management admitted to Brown that the work is much like working
on an assembly line in an auto plant but it feels that there is nothing that
can be done to relieve the boredom. Some jobs are just very routine and
that’s all there is to it, they claim. But the reporter interviewed one pos-
tal worker who said that was not so. “They could start by saying, ‘Hey,
Miss So-and-So; hey, Mr. So-and-So, you did a nice job today. We're all
here for the same purpose, to get the mail out, and you all really helped
us to do that today.’ But that very seldom happens. Instead, we get:
‘Hey, you SOB, this machine has a 2 percent error factor and you're
screwing up 3 percent. You're messing up production.” Brown found, as
did the author, that most postal workers are sincerely interested in help-
ing move as much mail as possible, but their initiative on the job is sty-
mied and any worker suggestions that could increase mail flow are
ignored.

The productivity of the LSM’s is impressive. The new machines
have reduced the number of sorts necessary overall, and, intermeshed
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The productivity of the LSMs is impressive. . . . Nowhere
in management’s productivity claims did it count the human
toll, however.

with the accumulation of mail volumes in a limited number of locations,
they made possible a significant reduction in the workforce employed in
mail processing. With the introduction of LSM’s, the productivity of the
San Francisco area postal service jumped 8.5% in 1973. Similar increases
were reported elsewhere. In the performance of outgoing and incoming
primary sorts, and outgoing secondary sorts, the LSM alone, according
to postal management, is at least 57% more productive than the manual
sorting system.

Nowhere in management’s productivity claims did it count the hu-
man toll, however. A Pennsylvania union member explains how being an
LSM operator affected his life:

Although I am no longer an LSM Operator, I spent the better

(or worse) part of six years as a ‘Trained Monkey' so most of
my comments will deal with problems in and around the LSM.
I started in the Postal Service in 1973, being hired under the
LSM training program, whereby I had to qualify on the LSM
or lose my job. I did qualify, and worked on the LSM for about
gl)iears, in which time I went physically and emotionally down-

111,

. I was fortunate enough to become a ‘Regular’ about 5
months after being hired. Upon becoming a regular, I did a job
on the LSM on Tour I (which I guess you know is the 3rd shift
or dgraveyard shift in the Postal Service) mainly to have week-
ends off. Weekends off was the main reason I stayed on the
LSM as long as 1 did, until I figured out that weekends off was
not worth much at the expense of my health or my marriage!

Prior to working on the LSM, I had never needed glasses,
but finally got my first pair in 1976—and should have had them
before that. Anyone can look down a row of people sitting on
the LSM and see how few don’t have glasses—the few that don’t
being relatively new to the LSM, it being only a matter of time
until they need their first pair.

I haven't had my ears professionally tested to deter-
mine what degree of hearing loss I have actually suffered, but
there has been a definite hearing loss—not only have I noticed
it myself, but those close to me have pointed it out repeatedly.

The main physical problem I experienced, and one of the
major factors in my decision to bid off of the LSM was
my hands. My hands cramped up constantly and gave me an
arthritic~like pain the entire time I coded. I got to the point
where I coded with only one finger on each hand, as this helped
to ease the pain compared to coding normally with all my fin-
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needed for first-class mail handling has dropped sharply.

Postal management is also very interested in yet another innovation
which could be interfaced with the LSM, further boosting productivity
and displacing labor. This technological wonder—the Optical Character
Reader—has long held a particular fascination for postal management.
Jim P. Lee, the San Francisco sectional center manager, pulled no
punches when he told a Congressional committee in 1973:

The only piece of machinery that we have no problem with
is the OCR. But as long as you put a human being at one
of those LSM’s we do have a problem because it is getting this
human being adjusted to the machinery.

While there are technical problems to be overcome before the OCR

can be introduced on a system-wide basis, the OCR will when introduced
eliminate the LSM operator’s job.

BULK MAIL CENTERS

The second key area of postal reorganization and mechanization has
been the Bulk Mail system. Its development and operation have proven
even more disastrous for postal workers and postal service. In the early
1970’s, the new management of the USPS ear-marked more than $1 bil-
lion for the construction of a complete, integrated, mechanized bulk mail
service. Twenty-one Bulk Mail Centers and 11 auxiliary Service Facilities
were to be constructed by the mid-1970’s. The whole system was to be-
come operational at one time. Here, as with the relocation of major postal
facilities, postal management’s public justification was questionable. The
expressed concern was with winning back the parcel business which had
been lost to UPS and other private carriers. However, a study commis-
sioned by the USPS itself in 1973 had concluded that, even if it worked
perfectly, the new Bulk Mail System, with its complicated rerouting of
packages over thousands of miles between facilities, would never be com-
petitive with UPS within a 60 mile range of delivery—precisely the area
in which UPS had taken away most of USPS business. Thus even before
the Bulk Mail System became operational, it was clear to postal manage-
ment that it could not magically recapture lost parcel post business.

But this did not deter postal management. The new system with its
centralized control, relocation of centers to suburban areas, recomposi-
tion of the workforce, and reorganization of work remained attractive.
Despite a series of construction delays and equipment failure, the Bulk
Mail System was put into operation in the late 1970's. George R. Cavell,
the first Program Director of the Bulk Mail Processing Department, ex-
plained to Congress what was supposed to happen in each facility:
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The equipment in question consists of highspeed sort-
ing machines into which parcels are introduced from a series of
automatic induction units. When the machinery is running, un-
sorted parcels are brought on conveyors to employees who by
operating simple keyboards, feed the zip code of each paclccgge
into a computer. Once a package has been through this key code
operation, it is automatically transferred to one of a number of
shallow trays mounted on chair-driven carriages. These trays
move by at a rate of 160 per minute, and, following an oval path,
carry the packages past a series of slides each of which 1eads to
a different collection point. The computer “remembers” which
individual collection point each ackage is destined for, and as
the tray comes up to the particular slide into which its package
should be deposited, the computer activates a tripping device
that tilts the tray and let the parcels slide out.

Sounds pretty smooth, doesn’t it?P Reality proved to be anything but
smooth, however. In 1976, chairman Charles Wilson opened his Congres-
sional sub-committee hearings on the national bulk mail system by re-
marking on “What might be characterized as a dream gone sour, or more
appropriately, a management blunder of the first magnitude, which will
cost the American public millions of dollars.” Wilson and some of his
oolleagues, after hearing complaints about monumental “lost in mails”
problems, had dropped in unexpectedly on the Detroit regional Bulk
Mail Center.

They had heen appalled by what they found—among other things,
piles of packages that had become scparated from their addresses. In
questioning Senior Assistant Postmaster General for Operations, Dorsey,
the following exchange took place:

Dorsey: The mail we did find was either in the trash—we gen-
erate a lot of trash in these places, wrappers and stuff
fall off.

(LAUGHTER) .

Dorsey: But I dont mean addresses, wrappers enclosing maga-
zines. We generate a lot of paper; paper falls onto
the floor. Let me finish. I'm into it so far, I might as
well go all the way.

(LAUGHTER) ) )

Congressman Hinshaw: That depends on how big your foot is.

(LAUGHTER)

Witnesses told Wilson’s sub-committee of packages caught between
conveyor rollers, parcels being run over by tow conveyor system contain-
ers, small parcels being damaged in induction unit slides by heavier par-
cels, and packages being smashed upon dropping from sack shake-out
machines. William Anderson, Deputy Director of the General Govern-
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ment Division of the GAO, which had just released its study of the bulk
mail system, testified:

We believe much of the damage is caused by the equip-
ment in the centers. Unlike the other problems the Postal Ser-
vice may have, the personnel have very little to do with this
one. It's just a case of the machinery.

Missent and misdirected parcels remained a much larger percentage of
total volume than was expected as well. Instead of the targeted maxi-
mum 5%, the Washington, D.C. facility, for example, was rarely below
10% in 1975 and 1976, and occasionally above 20%.

The BMC’s have also proved unsafe for the men and women who
work in them, Before the Bulk Mail System became operational, Senior
Assistant Postmaster General Dorsey asserted to a Congressional sub-
committee: “From the drawing board up, we have spared no effort to in-
sure employee safety in our new Bulk Mail Centers.” In the light of the
record of the past five years, one can only wonder if he was kidding. Ac-
cident rates were high from the day the bulk mail centers opened, and
they have remained high to the present day, continually exceeding the
average accident rates in private industry. In 1978, for example, USPS
figures ranged between 12 and 14 injuries per million manhours, triple
the rate in private industries. In 1979, the USPS paid out more than $12,-
000,000 in workman’s compensation. Between March 1978 and February
1979, the Washington, D.C. BMC had the highest accident rate in the
system—a phenomenal 28.21 accidents per 100 employees—one person in
cvery four. (Further discussion of critical health and safety problems is
found in Chapter IV.)

ASSESSING THE USPS’S FIRST DECADE

All these changes have not substantially improved the overall condi-
tion of the USPS. Service quality has continued to decline. In 1976,
James LaPenta told a Senate committee:

What has $3 billion in plant and mechanization accomplished?
The Bulk Mail System cost $1 billion and high speed letter sort-
ing machines, and other mechanization cost nearly $2 billion.
Let's look at the Postal Service when it was labor inten-
sive. During that time, missent, misdirected and damaged mail
amounted historically to about % of 1% of the volume during
the decade preceeding the Postal Reorganization Act of 1970.
Today the Bulk Mail System damage rate is 1% and the mis-
sent is approximately 5%. This error rate is machine error, not
human error. In the letter sorting machine operation the error
rate (machine) is 49,. . .

United Parcel Service and other private carriers have continued to

H

draw parcel business away from the USPS. Electronic funds transfers
and facsimile transmission systems will draw an estimated 60% of first-
class mail volume. Who now thinks of self-sufficiency as a feasible goal
for the USPS? Postal rates increase, subsidies increase, and postal service
remain a public laughingstock. It is now important to ask why these have
been the result of the new strategies of postal management.

One is tempted to answer the question glibly by dismissing the
USPS’s condition as merely another typical example of government bure-
aucracy in action. To be sure, instances of mismanagement, ignorance,
stupidity, and perfidy can be cited ad infinitum. But was there not a
method to this madness? Are there not some long-run advantages to man-
agement which will outweight the short-run costs and confusion which
we have noted? It seems so.

Following the national wildcat strike of 1970, the new business-ori-
ented management of the USPS adopted a series of strategies which did
have one critical shared featured—an attack on postal workers’ sources of
power: on the importance of their skill and knowledge to the postal ser-
vice’s daily operation, on their informal work groups, on social institu-

The workers strengths, manifested in the 1970 national
wildeat, had been undermined.

tions outside the facilities which contributed to organization and discus-
sion, on friendly neighborhonds around the plants and on postal worker's
unions. Work was simplified, mechanized, routinized, and subjected to
the automatic pace of machines and the centralized control of manage-
ment. By the late 1970's the USPS's reorganization, construction, and
mechanization programs had drastically altered the work situations of
most postal workers. The workers' strengths, manifested in the 1970 na-
tional wildcat, had been undermined. The quality of their work experi-
ence itself had been downgraded. Husain Mustaja, in his study Postal
Technology and Management, said of the new sorting work which lay at
the center of the new regional general mail centers: “(the clerk) is com-
pletely absolved from the burden of decision making. He needs digital
dexterity, but only average intelligence. LSM operators become append-
ages of the machines.”

The routing and control of work in these new facilities was similarly
centralized. Automatic feedback devices an each machine allow manage-
ment to check on each operator’s work. Mustaja goes on to describe how
the postal installation is supervised and centrally controlled.

In the control room a panel shows the working of the plant
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to the responsible employee by means of signal lamps. A switch-
board fitted with a number of switches an%ncontrofbuttons en-
ables the control employee to place the installation in operation
or turn it off. A battery of television circuits installed in the con-
trol room allows visual control of various parts of the plant and
contributes to reduction of faults The controllers, through a
public address system, can speak to specific areas, and mainten-
ance-and service areas. The address system can be used to make
various announcements or to broadcast much to the employees.

This then is the modem general mail facility where most first-class
mail is processed. Yet with all its calculated measures to put the system
on a more efficient and competitve basis, the USPS’s problems are far
from solved. More mail than ever is sent through private carriers. Postal
rates have continued to climb, while the goal of self-sufficiency remains
as elusive as ever. Missent mail floats throughout the system. But it can-
not be denied that this reorganization has strengthened postal manage-
ment’s hand relative to its employees.

It is unfortunate that the public has frequently placed the responsi-
bility for inefficient postal service on the postal employees rather than
on poor management and ineffective machinery. Employees who have
traditionally prided themselves on both speed and accuracy in handling
the nation’s mails have thereby been hit hard from both sides. The new
technology has eliminated jobs and degraded those that remain. And

And when the new technology fails, workers get blamed.

when the new technology fails, workers get blamed. Management's con-
cern with gaining control dictated the strategies which have resulted in
the continuing deterioration of the quality of postal service, but these
same strategies now place management in the driver’s seat for determin-
ing, without challenge or interruption, the future of the postal service.
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CHAPTER IV

Health and Safety in the Postal Service

The drive for increased productivity in the Postal Service through
large scale mechanization has created safety and health problems for
postal workers. When proper maintenance, adequate guarding, and safe
work practices take a back seat to productivity, accidents occur. The in-
creasing amount of machine paced work has also created working condi-
tions that cause job stress resulting in serious health problems. Manage-

When proper maintenance, adeguate guardiqg, and safe
work practices take a back seat to productivity, accidents occur.

ment tactics of investigation, and taking control over work practices from
the workers have also contributed to increased levels of stress on postal
service workers, All of these conditions, particularly the accidents caus-
ing the deaths of Mike McDermott in December, 1979 at the N.Y. Bulk

* mail Center, Reymundo Lara at the Los Angeles USPS Terminal Annex

in November, 1980, and Joseph Hache at the Portland, Oregon Main Post
Office, in November, 1980, have led to increased concern among postal
workers about job health and safety issues.

The Occupational Safety and Health Act of 1970, covering most pri-
vate workers in the U.S., created the right to a safe and healthful work-
place. The Occupational Safety and Health Administration {(OSHA) was
given the task of implementing and enforcing this right. Section 19 of the
OSHA Act mandated that each federal agency (including the Postal Ser-
vice) establish a safety and health program that observed standards con-
sistent with those developed by OHSA. However, Section 19 did not give
OSHA power to compel a federal agency to observe OSHA standards.
Nor did the law create any way in which federal workers and unions
could participate in efforts to secure a safe and healthful workplace.

Though Postal Service officials have, for the past decade, asserted
that safety and health practices in their facilities meet or surpass OSHA
standards, postal workers have continued to experience a high accident
rate. In 1979, the Bulk Mail Centers had an accident rate comparable to
that in coal mining. In that year postal workers lost more than 541,000,000
man hours due to job injuries. In 1979, fifteen postal workers died

In 1979, the Bulk Mail Centers had an accident rate com-
parable to that in coal mining.
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fault because he didn’t follow management’s preferred emer-
gency procedure? This presumably is the kind of question the
Postal Service’s crackdown on compensation claims will decide.
The idea of improving the signal system apparently hasn’t oc-
curred to the machine-happy management.

While the Postal Service carefully skirts the heart of the
problem,; the statistics keep building. Last year, the rate of in-
jures at bulk mail centers was three times as great as at other
postal facilities.

DEATH IN A BMC

While Anderson’s comment in March, 1979 that “no one has actually
been killed at the loading docks” was ironically belied in December,
1979, his indictment of postal service management for the hazardous con-
ditions in USPS facilities hits the mark. Studies by Dupont Safety Man-
ment Services and evaluations of the USPS by OSHA verify Anderson’s
criticisms.

The investigation by the Occupational Safety and Health Adminis-
tration into the death of Mike McDermott in the New York Bulk Mail
Center in December, 1979 placed the blame for the accident on improp-
er maintenance and guarding of the conveyor on which he was killed.
Furthermore the investigation stated that jam relays that could have sav-
ed his life had been removed and bypassed in the conveyor’s control sys-
tem. The OSHA study notes further that, “There appears to be an atti-
tude permeating all levels of employees that the mail must be moved and
that few reasons justify stopping mail processing.” A 1980 OSHA evalua-
tion of five bulk mail centers places the responsibility for this attitude
more clearly on management. “There appears to be a lack of understand-
ing by some of the postal service managers concerning the importance
of worker safety and health as an integral part of their overall responsi-
bility. . . »

The Dupont study, commissioned by the USPS itself in response to
pressure following Michael McDemmott’s death, is severly critical of
USPS management.

Safety in the United States Postal Service is not managed
now. Management reacts to correct a specific problem rather
than establishing a systematic approach to involve all members
of management in an effort to develop programs with lasting
benefits, . . .

Safety in the United States Postal Service is not equal to
productivity, quality, cost and other aspects of managing a busi-
ness. . . Good intentions have been thwarted by the demands of
productivity, energy, employee relations, cost, and security, and
management’s initiative in safety has thus weakened.

Management talks about its interest-in improving safety
but has not taken the necessary steps to demonstrate its commit-

40

T ARy e
GRS AN 2

*
B
i
i
B

R R T

“Management talks about its interest in improving safety
but has not taken the necessary steps to demonstrate its commit-
ment.”

ment. Safety has not been made equal to other business consid-
erations.

Supervisors are not sensitive or responsive to the needs of
their employees. . . .

The few safety rules that are posted are not enforced. . . .

The Postal Service does not comply fully with the Safety
and Health Section of the collective bargaining agreements.

The death of Michael McDermott is just one example of the callous
indifference of USPS management to worker safety.

The overall record of USPS in promoting job safety between 1975
and 1979 is dismal. OSHA’s 1979 evaluation of performance cites the fol-
lowing deterioration in USPS safety programs:

*The size of the safety and health staff has decreased signifi-
cantly. This decrease is proportionately greater than the overall
decrease in USPS employment.

°The position of professional safety inspector in the district of-
fices has been eliminated.

°The size of the headquarters safety staff has been reduced
from 14 to three, two of whom are professionals.

®As a result of these manpower cuts, industrial-type installations
have not been inspected annually by qualified safety personnel.
°Instead, inordinate time seems to have been taken up for field
safety staff in paperwork connected with workers compensation
claims, rather than making facility inspections.

°There is no industrial hygienist anywhere in the agency, and
no discernable agency-wide recognition of existing occupational
health problems.

OSHA's 1979 Evaluation of USPS states that “Nonsupervisory em-
ployee involvement seems confined to actions specified in the Union
Agreement. . . .” USPS management has taken the position that it must
follow the union agreement exclusively, because it might be chastised by
the union if it followed OSHA requirements that are not part of the con-
tract. This seems to be a smokescreen since USPS unions have consistent-
ly demanded employee participation in health and safety matters. Thus
far, the USPS has denied them the opportunity.

JOB STRESS IN THE USPS
Working with machines that control the pace of work, under speed-
up conditions, around dangerous equipment, and under direct and con-
stant supervision can cause serious job stress. Job stress is now considered
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was demoted in the fall of 1979 to a clerical position after he shut down
operations that he considered unsafe—operations identical to those per-
formed in the section where McDermott was later killed.

To force the USPS to improve its health and safety programs, postal
service unions have in recent years sought legislation that would give
OSHA direct enforcement powers over the USPS. Under the proposed
legislation, OSHA would treat the USPS like any private business cov-
ered by OSHA regulations. This legislation has not yet passed.

While legislative efforts to extend full health and safety coverage to
federal workers have stalled, Presidential Executive Order 12196 effec-
tive October 1, 1980, moves federal workers a step closer to an enforce-
able right in this area. Though the order (implementing section 19 of
the OSHA Act) leaves primary enforcement responsibility, including in-
spection, to the various federal agencies, it authorizes the creation of a
committee (composed of an equal number of management and employee
respresentatives) to monitor each agency’s health and safety program. If
an agency fails to establish such a committee, it is vulnerable to unan-
nounced safety inspections by OSHA.

The safety and health committees may be formed at both the na-
tional and the installation level. If workers are represented by a collec-
tive bargaining agent, the agency must appoint the employee members
from those recommended by the union. The primary duty of such a com-
mittee is to monitor the agency’s implementation of its health and safety
program. At each post office or other installation the committee may
participate in inspections and when half of a committee’s members are
not satisfied with the agency’s response to a report of hazardous working
conditions, it may request an inspection by OSHA.

The Executive Order also provides that an employee representative
may accompany any inspection at agency expense, establishes time limits
for responding to reports of working conditions in violation of applicable
standards, guarantees anonymity of persons making reports, and requires
procedures to protect employees from any reprisal for reporting viola-
tions or participating in health and safety activities.

While the Executive Order does provide for employee and union
participation in an agency’s health and safety program, it has several de-
ficiencies. OSHA has no authority to cite violations it finds and there is
no system for penalizing agencies that violate the order. Nor does the
Executive Order provide for the mandatory abatement or correction of
hazards. Finally, any disputes between OSHA and any agency will go
to the Director of the Office of Management and Budget (OMB) for re-
solution (an office where cost is frequently the major factor in a
decision ).

The full value of the Executive Order to workers in the U.S. Postal
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Service is not yet known. Furthermore, it can be changed at any time by
any President, as can the regulations which describe the way it is to be
enforced. Since agency heads retain primary control over enforcement,
the extent to which they respect the order depends on their perception of
its importance to those in higher levels of government, particularly the
President and his political appointees.

Though fully subject to all other provisions of Executive Order
12196, the postal service has elected not to establish health and safety
committees at any level of its operation. The postal service states that
in view of its collective bargaining obligations and pending legislation
that would create statutory rights for postal workers in the area of health
and safety, it cannot revise its present program. Though these are not
compelling arguments, the apparent willingness of the postal service to
bargain on health and safety issues is a significant opportunity for postal
worker unions and the employees they represent. Because postal workers,
unlike other federal employees, enjoy bargaining rights under the Taft-
Hartley Act, their right to bargain on health and safety issues is well es-
tablished in the law.

UNION SAFETY COMMITTEES

It is possible through bargaining for workers to win greater protec-
tions than those offered in the Executive Order. For example, instead of
seeking the joint labor-management committee permitted under the or-
der, unions could institute their own committees with far broader
powers. These powers could include participation in fundamental policy
decisions ranging from a right to participate in the design and implemen-
tation of the agency’s health and safety program to a right to remove
workers from a job which the safety committee deems unsafe. This right
to bargain applies not only to the creation, role, and functioning of com-
mittees but allows the union to seek standards stricter than those in the
Executive Order. For postal workers, it is collective bargaining that
offers the greater opportunity to have an impact on issues like job design
and work pace, which are in essence health and safety issues,

In the future, the postal service may make use of some kind of
worker /management health and safety committee. This may come about
either through collective bargaining or through a decision by the postal
service that joint committees are preferable to the risk of unannounced
inspections from OSHA. A joint health and safety committee may be a
useful means of bringing health and safety issues to the attention of
management. However, worker and union participation in such commit-
tees can easily become a talking exercise.

To supplement joint committees, unions should consider creat-
ing their own health and safety committees. The basic approach of a
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union health and safety committee should be the prevention of accidents
and exposure to hazardous materials and conditions. Prevention requires
the committee to examine the workplace in a way that turns up problems
before they cause harm to workers. Unlike the grievance procedure where
the grievance committee primarily responds to complaints, the health
and safety committee needs to foresee conditions that may be hazardous.

The committee should prepare itself for this task by gathering in-
formation on past accidents, compensation claims, and safety grievances.
The committee should establish a modest library containing OSHA stan-
dards and pamphlets and reference books on safety and health. The com-
mittee should develop its own recordkeeping system to track down
itrends or problem areas and keep track of problems that it has raised
with management. It may also make use of health and safety training
that may be available through the national union or other sources.

A union health and safety committec can function in four major
areas. Its primary function is to respond to the needs of the local union
membership. This means that the committee needs to have good com-
munication with the membership. It should solicit the ideas and com-
plaints of members. It should also invite members to suggest solutions
to health and safety problems. In addition the committee needs to make
the membership aware of its activities—its victories, defeats, and espec-
jally information about problems that are slow and difficult to resolve.
The local union health and safety committee should also keep the na-

Discussion of health and safety is part of management's
obligation to bargain over working conditions.

tional union informed of its activities. The national may be able to lend
assistance in solving some problems.

Even if a health and safety committee is not a joint committee, it
must find some way of conferring with management. This may be
through procedures negotiated in the contract or on an ad hoc basis as
problems arise. Discussion of health and safety is part of management's
obligation to bargain over working conditions. Conferring with manage-
ment can extend beyond bringing complaints and waiting for answers.
Committees can ask management to jointly review all accident and illness
reports to look for trends. The committee can seek to regularly inspect
the worksite for current or potential safety and health hazards.

A local union health and safety committee needs to develop skills
in recognizing hazards. This means tracing the flow of work through the
facility, noting all potentially dangerous machinery, constructing a list of
all toxic substances and chemicals used in the facility, and preparing a
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checklist of potential hazards in the facility that should be regularly in-
spected by the committee, The committee should also be alert for health
complaints that may be linked to a job exposure. If several workers in an
area share a health problem there is a strong possibility that the problem
is related in some way to their work. This kind of information should be
taken very seriously. Most health hazards are first discovered by alert
workers, not by research scientists.

In the long run, health and safety committces may seek important
rights either through Executive Order 12198 or through collective bar-
gaining. These rights may include rights for the health and safety com-
mittee such as the right to inspect the workplace and shutdown hazard-
ous jobs, and individual rights such as the right for workers who are
transferred from a job because of work-related injury or illness to retain
their rate of pay, and as individuals to refuse work they regard as
hazardous.

The union health and safety committee needs to consider a whole
range of solutions when it approaches a problem. If normal channels do
not provide a solution, the committee may consider less common union
tactics—using the press, informational picketing, or embarrasing manage-
ment in other ways. In all cases the health and safety committee must
have gained the support of the rank and file by educating them to the
seriousness of the problems.

When postal service unions make demands for improved conditions
that affect workers’ health, they are challenging management’s right to
total control of the workplace. When management perceives a demand
as a threat to its control, it may resist concessions more vigorously than
the small financial costs required to meet the demand would otherwise
justify. This drive for total control of the worker and workplace has
created the stressful conditions that are probably the most serious and
widespread job health problem of today's postal workers. As the postal
service continues to change, health and safety issues are likely to become
increasingly important to USPS workers. Issues of technology and control
cannot be separated from health and safety. But health and safety de-
mands may be one of the most effective ways for USPS workers to gain
some control over the changes they are facing in the postal service.
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CHAPTER V
In Generations To Come

Historically, management’s quest for the rationalization of produc-
tion has generated chaos for its employees, whatever the industry, what-
ever management’s expertise. The workplace chaos and disorganization
that has accompanied the rationalization of the postal workplace seems
extreme and certainly has had profound impacts on the lives of postal
workers. Although postal management blundered into, and through, its
reorganization, construction, and mechanization programs of the 1970's,
it did successfully disrupt the growing power of postal employees. Had
postal management really “had its act together” in its reorganization and
mechanization programs, the consequences for postal workers might well
have been even more extreme. Centralized control could have been more
ruthlessly implemented, machines better interfaced, more workers dis-
placed, and work paces more rapidly speeded up. Had concessions on
job security and reassignment not been made, thousands of postal work-
ers might have found themselves out of work altogether in ever tighten-
ing labor markets.

USPS ENTERS THE ELECTRONIC AGE

However, for today’s postal worker, there is little solace in the small
favors resulting from management’s past ineptitude.. Contemporary pos-
tal management is moving towards the implementation of electronic mes-
sage systems (EMS) with little of its previous uncertainty and confusion.
To assist in this task, it has hired experts from NASA and contracted for
the services of the nation’s most advanced computer and electronic firms.
Unlike the situation in the 1970's, postal management now knows pre-
cisely what it is doing in the area of electronic message systems and has
carefully worked out implementation plans which will, in the next 20

.. . postal management . . .has carefully worked out imple-
mentation plans which will, in the next 20 years, fundamentally
restructure mail service and_ climinate most clerk craft jobs.

years, fundamentally restructure mail service and eliminate most clerk
craft jobs. John J. Wise, Assistant Postmaster General for Research and
Development, told a Congressional subcommittee in 1978, in no uncer-
tain terms: “We are looking toward an initial operating capacity by 1985
and a mature system by 1990.” Postal workers can expect to face two ma-
jor technological innovations in the 1980's: (1) the introduction on a
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widescale basis of Advanced Optical Charter Readers (OCR), with both
“read” and “code” capacities, interfaced with a battery of multiposition
letter sorting machines; and (2) a full-fledged electronic message sys-
tem (EMS) which will do away with most mail handling and sorting, If
postal workers are to cope with these innovations, it is necessary to un-
derstand them.

Neither of these technological innovations are genuinely new. Postal
management has expressed an interest in their development since the
mid-1960’s and the actual technological capacity to implement such sys-
tems has been within the grasp of postal management for several years.
In 1977, Dr. Louis T. Rader, Chairman of the USPS Support Panel, Com-
mittee on Telecommunications, of the National Research Council, told a
Congressional subcommittee;

Technological feasibility does not limit the evolutionary de-
velopment of electronic message systems. . . . Technologies that
are likely to be used in providing an electronic message service
withint e next 10 to 15 years are already available or in devel-
opment.

But only recently has postal management committed jtself to the devel-
opment and implementation of these technologies. Millions of dollars
have been devoted to research, and careful testing systems have been
established. Pilot projects have been launched and monitored and sys-
temwide implementation is around the comer.

The developments of the 1970's, discussed in previous chapters, pro-
vided the necessary foundation for the introduction of OCR’s and elec-
tronic message systems. The reorganization and mechanization programs
were linked in two critical ways to mail volume. First, it was necessary to
reorganize the collection and processing of mail in order to accumulate
enough mail in centralized places to cost-justify mechanization. Expen-
sive facer-cancellers, edger-stackers, LSM’s, bulk mail towveyors and the
like, demanded a hugh and steady volume of mail to make their opera-
tion economical. The new programs were also linked to mail volume in
another way. USPS management stressed that innovation was necessary
to reverse the growing trend toward the use of private carriers for both
parcel post and business mail. Reorganization and mechanization was
thus seen as a way to recapture lost potential volume.

In the 1970’ reality belied these visions. The new Bulk Mail System
failed to make the USPS more competitive with Unitel Parcel Service
and other private carriers. In fact, the chaos, increased parcel damage,
high error rates, and negative publicity that accompanied the changes in
postal operations chased even more business away. Moreover, the emer-
gence of privately operated electronic message and facsimile transmis-

S0

sion systems cut significantly into the USPS’s volume of first-class mail.
The 1977 Congressional hearings on the “Impact of Electronic Comm-
unications Systems on Postal Operations” highlighted the problem.
Roger K. Salaman, the Chief of the Policy Research Division of the Office
of Telecommunications of the U.S. Department of Commerce, gave
particularly disturbing testimony. Speaking of the development and ex-
pansion of “electronic funds transfers,” he noted that some 60% of cur-
rent first-class mail volume consisted of financial transactions that could
be completed through this new, privately-operated system. He predicted
conservatively that within the next decade, up to 40% of first-class mail
might disappear. In response to Salaman’s testimony, Congressman
Hanley remarked: “Because of the development of this technology of
electronic transfer of funds, I think it is fair to say that we kiss (this
mail ) right off, say good-bye to (it)...”

Other witnesses urged against such a fatalistic concession. They sug-
gested that the USPS enter the electronic message system field with all
deliberate speed. Not to do so, warned Dr. Rader of the National Re-
search Council, would mean: *. . . mounting costs, decreasing volumes,
and continually rising deficits, a no-win situation leading inevitably to
a deterioration of services and a growing dependency on subsidies.” In
short, then, one of the causes of the current management interest in com-
puter and electronic innovations stems from the failure of the 1970’s re-
organization and mechanization programs to assure a mail volume suf-
ficient to justify the mechanization itself.

The second major development of the 1970°s which has put OCR’s
and electronics on the agenda was the centralized control that reorgani-
zation and mechanization placed in postal management’s hands. The
other side of the coin in centralized control, as we have seen, involved
the routinization and regimentation of most postal work. By the end of
the 1970’s, the accumulated impact of these changes had given postal
management a much broader scope of power. Having reshaped the work
and workforce, and having established powerful measures of centralized
control, postal management now hopes to introduce new technologies
with little collective opposition from its workforce. Thus the reorganiza-
tion and mechanization of the 1970's may have provided the necessary
foundation for the forthcoming innovations of the 1980’s, and later,

OPTICAL CHARACTER READERS
Most postal workers are familiar with Optical Character Readers
{OCR). This computer-controlled device is capable of reading specific
lines of the address on an envelope, and then routing the envelope to the
proper bin of the LSM’s with which its is interfaced. Linked to the intro-
duction of the nine-digit zip code, OCR's will automatically sort much
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The introduction of OCRs will, quite simply, replace LSM
operators.

of the nation’s mail. Prototypes have been developed which are reported-

- ly capably of sorting upwards of 80,000 pieces of mail in an hour. The
introduction of OCR’s will, quite simply, replace LSM operators who
visually read addresses and key in the code. In short, the very occupation
will disappear.

The development of the OCR has been plagued with problems,
mostly stemming from the machine’s inability to “read” all mail. The
inability, or unwillingness, of the American people to uniformly address
their letters has created the greatest problems. Illegible handwriting, un-
usual address styles, and the failure to usc zip codes have created prob-
lems for the OCR. However, between 70 and 80% of first-class mail
volume is generated by businesses that have already shown a willingness
to dovetail their mailing operations with the technological requirements
of postal machinery. Most commercial mailers are already addressing
their envelopes in such a way as to make them “machine-readable.”
Meanwhile, “bar-code” OCR’s have been developed to cope with prob-
lem mail. Using this method, addresses are visually read once, and then
mechanically imprinted with an electronically-sensitive code that can be
“machine-read” for all further sorts,

A greater challenge to postal workers’ jobs is posed by the interfac-
ing of OCR’s with electronic message equipment such as facsmile trans-
mission. At the USPS’s pilot “Intelpost” project in Washington, D.C., a
“letter” to New York can be sent in 3 seconds. A reply takes another 3
seconds. Here's how it works. A note is handwritten on a plain piece of
paper. It it then fed into an OCR, which “reads” the letter and transfers
it into electronic impulses. These impulses are beamed up to a satellite
and then down to the New York station. There, a printer retranslates the
electronic impulses into written words and makes a copy of the letter.
The letter is handled only by the machine operators at each end of the
operation.

This interfacing of OCR’s with electronic message systems is certain
to be the wave of the future. Postal management thinks so, as Dr. Henry
Geller of the National Research Council explained to Congress in 1977:

With a microwave relay, a facsimile page could be transmitted
for 3.3¢, and satellite transmission could be as low as 3/10 of a
cent per page. While this appears attractive now, once all-digi-
tal systems are in use, facsimile will not be able to maintain it-
self as viable competition. It takes at least 250 times the number
of electronic signals required for a one-page digitally coded
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message to carry a similar facsmile message. As long as trans-
mission rates are based upon numbers of signals transmitted,
facsimile will always remain the bridesmaid.

ELECTRONIC MAIL

Postal management has divided its research into electronic message
systems into three stages—the so-called Generation I, Generation 11, and
Generation III technologies.

Generation I substitutes electronic transmission of information for a
portion of the mail stream. Functionally, this is similar to the World War
II “V-mail” service, in which a letter was photographed and reduced to
microfilm and transported to an overseas location for reproduction. To-
day’s technology enables letters or messages to be converted to electronic
signals for transmission and reconversion to hard copy. The USPS has

Today's technology enables letters or messages to be con-
verted to electronic signals for transmission and reconversion to

hard copy.

initiated development projects in this area, involving techniques of con.
version by facsimile transmission and paper handling.

In a Generation II system, information enters the mail stream at a
postal installation close to the recipient. Prior to the production of a
hard copy for delivery, the information exists in electronic form only. All
transmission and sorting is electronic. An example of Gencration II tech-
nology is the Mailgram, developed jointly by Western Union and the
USPS. Mailgrams may originate at a terminal (Telex, TRW or Info-
Com), at a computer (direct or via a Western Union Office), by a toll
telephone call, or acoustically~coupled terminals (facsimile, word-pro-
cessors, or teletypewriters), or across-the-counter at a public telegraph
office. Once entered into the system, the information is switched and
transmitted electronically to a post office near the addressee where a
hard copy is produced. The hard copy is put into an envelope by USPS
personnel and dropped into the conventional mail stream for delivery.

The conceptual model of Generation II suggests telecommunication
services similar to Mailgram, with electronic inputs entered directly at a
postal installation near the originator. It is estimated that 80 percent of
all letter mail originated by government and 40 percent of that origin-
ated by business (about one-third of all letter mail) would yield to input
in electronic form. Since approximately 86 percent of the business re-
venues in the U.S. are generated by only 10 percent of the corporations,
there is an assumption that the volume of business mail bears some cor-
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Given what we now know about the available technology,
:‘I;lere is k’ew denying that the future is exceedingly grim for pos-
workers.

no denying that the future is exceedingly grim for postal workers. Post-
master General Bolger told a Congressional subcommittee in 1978 that
the adoption of electronic message systems would displace 3/4 of the
processing workforce, even without eliminating the use of “hard copy”
at both ends of the operation. If Reagan is successful in slowing down the
entry of the USPS into electronics, it may provide some temporary relief
to the threat of massive lay-off of postal workers. In the long run how-
ever, there will still be work force reductions as private firms already in
the telecommunications field competitively fight for and win more and
more of the business of transmitting information.

If there is one lesson to be learned from this review of the new elec-
tronic technology, it is that the public postal system will increasingly find
itself in direct competition with private telephone, telegraph and other
communications companies. As it does so, workers in the whole com-
munications industry will then share common problems. They will find
it to their advantage at that point to work together toward com-
mon goals,

CHAPTER VI
What Hope Is There?

We have tried to show that, in the workplace, the introduction of
new technologies has consistently provided management with a powerful
weapon to disrupt workplace organization, reorganize production, rou-
tinize work, and increase control over employees. William Anderson of
the U.S. General Accounting Office bluntly told a Congressional sub-
committee holding hearings on “Postal Research and Development” three
years ago: “Anything that will make the Postal Service less labor inten-
sive has to be to the nation's good.” On the basis of the record of the past
11 years of postal service, can any user of the mails believe that? Yet that
is the policy that has shaped the strategy of postal management for the
past decade.

It was in response to the growing demands and militancy of postal
workers in the late 1960’, reflected in their 1970 national wildcat strike,
that postal management moved forcefully in the direction of wholesale
“reorganization.” The replacement of human labor by machines and
“scientific” management of the work place became the order of the day.
But this isn't all that happened. The new technologies disrupted work
groups and the social networks of support, regimented the work of all
postal employees, and centralized management’s immediate control with-
in each postal facility. This strategy, we have seen, was disastrous for
both postal workers and the quality of the nation’s mail service. But these
new technologies did serve management's purpose, for they significantly
shifted the balance of power in its direction.

In the last chapter we looked into postal management’s plan for the
future, that is, the wholesale displacement of human labor by the intro-
dution of electronic messages in the place of traditional mail. While the
new system may service the needs of business well, such a technological

. . . postal workers and private citizens. . . will be subjected
to new forms of centralized power that seem right out of the
pages of George Orwell's book, 1984.

development will have largely negative consequences for both postal
workers and private citizens who use the mails. Both will be subjected to
new forms of centralized power that seem right out of the pages
of George Orwell's book, /984. And someone will be exercising that con-
trol. Someone is making the decisions about the deployment and opera-
tion of these machines. There will be a few new faces in the crowd but
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most \:vill be very familiar to us—USPS management, the federal govem-
mmt- itself, and large electrical, computer, and utility corporations, like
Westinghouse, AT&T, IBM, and RCA.
This scenario, at least in its i

‘ R purest sense, takes place without any
(:heclfs and baflances, any conflict, or any opposition from postal workers
or private mail users. The question that must be answered is, “Are there
ways and means that both postal workers and the public can regain the
control which has been lost during the technological and managerial re-
volution of the recent past?”

ROLE OF COLLECTIVE BARGAINING

) Part of the answer lies, of course, in the role that collective bargain-
ing can play in protecting job rights. In addition to winning higher wages
and otht.jr economic benefits, workers down through the years have
used' their collective bargaining strength to protect themselves against
f.he impact of technological change and to resist the loss of job control
mhex:ent in scientific management. Seniority on layoff, recall and trans-
fer; job posting and job bidding rights; negotiated work rules which, for
example, limit crew sizes or place limits on the amount of weight an em-
ployee may lift; and grievance and arbitration procedures all indicate
that there are a number of ways to cope with management’s introduction
of new technology or work practices. Still we must soberly admit that
most of these efforts, while perhaps able to soften the initial impact of
changes, have been unsuccessful in the long run. Today, the American
labor movement appeas little closer to coping with new technology than
it ever has.

) One new approach is of more than passing interest. Some un-
ions have recently raised the issue of technological change or—at least its
import as a bargaining issue. While this implicitly challenges the deep-
seated “management rights” clauses of most contracts, it has not yet be-
come an explicit challenge in the United States as it has in other coun-
tries. In Australia, for example, some 70 trade unions recently announced
a collective stance with no ambivalence—they stated that they intended
to enforce a five-year moratorium on the introduction of new technolo-
gies in their industries!

European labor unions, through powerful labor parties and tough
bargaining, have won some protection against the impact of technology.
According to a report by the American Labor Education Center, unions
in Norway and Sweden have won the legal right to complete informa-
tion about proposed technology. In those countries union representatives
can attend meetings of company boards of directors, obtain all informa-
tion available to those boards, and present the union point of view, It is
interesting to note that in these Scandinavian countries, labor has such a

58

i Lhe s A

strong political voice that “working environment” laws have been passed
which give unions veto power over new technologies which would ad-
versely affect job safety and health.

Faced with the introduction of computer-controlled machine tool
operations, the Metal Workers Union in Norway negotiated a provision
in its contract for a full-time “data shop steward.” This steward is elected
by the workers but works on company time. He has “complete access to
the plant, receives special training in computer technology, collects
detailed information about management’s plans, and helps develop the
union’s response.” Management must provide the union with information
on all proposed systems, and if it fails to do so, the union has the right to
block new technology and reorganization plans.

Unlike American unions which have generally not demanded a voice
in the planning and design of new technology, “European unions realize
that you have no chance, after the first few steps in the process of de-
veloping new technology, to stop what you don’t like.” Trade union edu-
cation is taken very seriously in the European countries, so much so that
classes for workers are often held on company time. In these local classes
union officers and rank and file members become knowledgable about
engineering and other technical matters in their industry so they can
participate in the decisionmaking which affects their jobs.

CONTRACT LANGUAGE

No American unions have gone this far. But the last decade was full
of sobering lessons, enough so that the formerly sacrosanct status of
“management rights” clauses is now being questioned by most unions.
The International Association of Machinists, for example, has suggested
contract clauses calling for at least six months advance notice on all
technological changes; the establishment of a joint union-management
Committee for Technological Changes; a guarantee of the rights of em-
ployees with seniority to bid for other jobs; the upgrading of wages on
the new position; the use of attrition and reassignment, rather than out-
right layoffs, to reduce the workforce; the provision by management of
retraining opportunities for displaced workers; retention of pay rates for
those displaced and reassigned downward; prohibitions on moving jobs
from bargaining unit status to non-bargaining unit status through techno-
logical changes; and the protection of seniority rights and moving ex-
penses for displaced workers wishing to transfer to other plants in the
same company.

Much of this will sound familiar to postal workers. After all, many
of these IAM proposals are already included in the current APWU con-
tract. Article I, Section 5 provides that newly created positions must be
assigned to a bargaining unit within 30 days. Article 1V, Section 1, calls
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A POSTSCRIPT

As a final word we offer the following editorial from the newsletter
of the Prince Georges, Md local of the APWU, The Union Dispatch, for
your consideration and discussion. Editor Danny Betman calls for some
new solutions to the problems we have outlined in the chapters above.

It seems that every time that the Union is getting ready to
negotiate 2 new contract, asks for higher wages, or threaten a
strike. PMG Bolger (wild Bill) threatens to suspend the Postal
monopoly on the handling and delivery of mail. Bolger and a
handful of reactionary politicians are always saying that the
only way to make the Post Office more efficient would be to
tum over the USPS to private business—lock, stock, and barrel.

Now I would never be one to defend the current way that
the Postal Service is run. A bunch of fat-cat bureaucrats at the
top all the way down to power-mad supervisors on the work-
room floor have almost destroyed the efficiency of the Postal
Service. Any worker with his/her eyes open can see the outrage-
ous waste day in and day out, right here in our own facility.
Multiply this thousands and thousands of times over throughout
the entire country and you see why the PO is in trouble.

But the alternative that they offer—giving the P.O. to big
business—is certainly no answer either. “Free enterprise” for
the Postal Service simply would mean exchanging the current
monopoly that USPS enjoys for a “monopoly” by some great big
impersonal conglomerate to operate for its own profit. So in-
stead of USPS, we get AT&T, IBM, EXXON, ete. Would the
public be any better off? Of course not. Rates wouldn’t go down
any, the service would get worse, especially for these services
that aren’t profitable (rural free delivery, ete.), Would any tax
dollars be saved? I doubt it. One only has to look at the.
gigantic subsidies (bailouts) given to Lockheed and Chrysler
to see that we would end up footing the bill anyway. And where
monopolies have control of the markets, like oil, utilities, auto
?roducﬁon, etc., the public is not being better served, but in

act gouged by profit-hungry corporations who only serve them-
selves, not the public. Clearly this alternative would be a disas-
ter and is no solution.

So there seems no way out of our dilemma. A system that
doesn’t seem to work well at all versus one that would be an
incredible disservice to the people of the U.S.

Given all this, I woulﬁike to propose a third alternative
that no * table” source has raised yet, because it is consid-
ered too raZical. I am sure that anyone reading this newsletter
for the past several years knows that the Editor is not afraid to
put forward ideas simply because they might be considered
“radical”. So was practically every great advance in the world,
from the idea that the earth was round to the Bill of Rights.

My very modest proposal is really very simple. Get rid of
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the current make-up of the Postal Service, the PMG, the Board
of Governors, the whole mess. In its place, tum over the opera-
tion and running of the Postal Service to the only people who
lmow how to run it correctly—the people who do the work day
in and day out. This could be done by working through the Un-
ion structure. Let the Congress stake us to just three years Postal
Subsidy to cover the period of reorganizaion, and we would be
breaking even at the end of those 3 years. How would we or-
ganize it differently in order to do this? Easy!

The problem with the PO isn’t the hopeless situation of try-
ing to provide a cheap, efficient service to the ple and it is
not with the workers themselves. The real problem is with top
management who sit down in L’Enfant Plaza in air con.
ditioned and carpeted offices and play around with computers,
adding machines, pushing a lot of paper and juggling a lot of
fi . The problem is t%nat they don’t know the first thing of

at it is like on the workroom floor, of what it is like actually
trying to move the mail. The average worker on the floor knows
more about his/her job than any so-called “expert” and there is
nothing that cannot be learned Ky the workers about the rest of
the operations,

We would run the PO democratically. The first step would
be the elimination of all craft distinctions, and the equalization
of salaries for all Postal workers. All supervisory and managerial
positions would be filled by democratic vote, all would be sub-
ject to recall, and would receive salaries no higher than the rest
of the workers. This would insure that only people with an in-
terest in the welfare of the service and of all would want these
positions.

An{ grievance concerning working conditions, safety, ete.
would be heard by a committee of elected co-workers who
would solve these problems. All rules and regulations concern-
ing work, salary, etc. would be decided democratically. The
workers would elect representatives to make policy for the run-
ning of the business. The postal service would remain as the
%mpm-:{ of the people of the US., run and operated by
the workers as a non-profit service to the public.

The problem with the PO is not the workers. The problem
is the system under which the PO is run. Even the politicians
who are hell-bent upon destroyin%)the Postal Service say this.
Their solution is give it away to business and the public and
workers be dammed. We see the same problem but offer a dif-
ferent solution, one that can provide a cheap, reliable ser-
vice to the public and safeguard our welfare, our safety and our
livelihood. So, Mr. PGM, give away the postal service, not to
those who only want to use it for their own profit, but to those
who are the only ones capable encugh and caring enough to do
the job.

APPENDIX
Where To Turn For Help And Information

The following list of sources to which you might turn for additional
information on technology was compiled by the American Labor Educa-
tion Center, 1835 Kilbourme Place, N.W., Washington, D.C. 20010.
(These people publish an excellent newsletter, American Labor, with
topics of special interest to union leaders and rank and file union mem-
bers).

Union Reports and Publications
®Silicon, Satellites and Robots summarizes union viewpoints ex-
pressed at the 1979 conference held by the AFL-CIO Department of

Professional Employees (DPE).
The DPE newsletter, Interface, has also had articles on new technol-

ies are available from DPE Assistant Director Dennis Chamot,
AFL-CIO, 815 16th St. N.W., Washington, D.C. 20006.

®The concerns of Communications Workers about automation at the
phone company are discussed in a 70-page report on a CWA conference,
Technology—Its Impact on CWA Today and Tomorrow. For a copy, con-
tact Stephen Confer, CWA, 1925 K St. N.W., Washington, D.C. 20008.

®The United Auto Workers Skilled Trades and Technical, Office
and Professional (TOP) Departments have both held new technology
conferences for local union officers and members.

A quarterly publication for UAW skilled trades workers called New
Techno?ogy reports on these meetings, UAW bargaining, and industry
developments. -

A yearly subscription for members costs 60 cents; for non-members,
$5. Write to UAW Skilled Trades Dept. 8000 E. Jefferson, Detroit, Mich.
48214.

®The Intemational Union of Electrical Workers ( IVE) adoptefi a
strong resolution at its 1980 convention on “robotization” in the electrical
uipment manufacturing industry. An interesting report on industrial
f&ots prepared for the convention can be obtained from Steve Beckman,
IUE Research Department, 1128 16th St. N.\V., Washington. D.C. 20036.
Frank Emspak, a machinist and IUE Local 201 executive board
member, has written three informative papers, containing proposals for
union bargaining about robots, computerized factory management and
monitoring systems, and automatically controlled machine tool equip-
ment.
For copies, contact Emspak, c/o Local 201, 100 Bennett St., Lynn,
Mass. 0190§

®The United Electrical Workers (UE) distributes a pamphlet, A
U.E. Guide to Automation and the New Technology, which outlines un-
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ion strategies for dealing with the introduction of numerical-controlled
(N/C) machine tools. Copies are available from the UE Publications
Department, 11 East 51st St., New York, N.Y. 10022.

®In Great Britain, more than ten different unions have published
materials that may be of interest to American unionists.

A complete list of these documents—including rescarch reports, ne-
gotiating guides, and health and safety manuals—is contained in a publi-
cation of the Trades Union Congress (TUC) entitled New Technology:
Case Studies.

This is available, along with an instructor's guide and the TUC's
1979 Congress report, Employment and Technology, from Doug Gowan,
TUC Education Service, Congress House, Great Russell St.. London
WCIB 3LS.

Research Centers and Consultants

®In the U.S,, two labor-oriented researchers currently associated
with the Massachusetts Institute of Technology SMIT) have written ex-
tensively on new manufacturing technology and conducted courses on
the subject for union members.

Harley Shaiken a former machinist, Wayne State University labor
educator, and consutant to the UAW on new technology issues, is the
author of Computer Technology and Relations of Power in the Work-
place. It's available for $4 per copy (along with reprints of other articles)
from Shaiken at MIT, Room 20B-224, Cambridge, Mass. 02139,

Shaiken also can provide course outlines and copies of bargaining
proposals—developed by skilled trades workers in UAW Local 600 for
their negotiations with Ford Motor Co. in 1979—that were based on the
Norwegian “data shop steward” system.

®MIT Prof. David Noble has written America By Design (Alfred A.
Knopf, 1977) on the historical background of modern workplace tech-
nol]c;gy such as industrial robots an automatically controlled machine
tools.

In a study entitled Social Choice in Machine Tool Design (reprinted
in Case Studies on The Labor Process, edited by Andrew Zimbalist, Mon-
thly Review Press, 1979), Noble shows how new machine tool equipment
has been used to “de-skill” workers in the U.S., strengthen management
control over their work, and weaken union organization.

For more information about Noble’s work, contact him at 208 Watts,
Durham, N.C, 27701. ;

®Judith Gregory, staff member of Working Women, a national as-
sociation of office workers, has written Race Against Time, an excellent
30-page study of office automation.

Working women can be reached at 1224 Huron Rd., Cleveland, Ohio
44115. Phone: .216-566-9308.

Their office automation report is $3 for members, $4 for other indivi-
duals, and $7 for institutions (plus 70 cents for postage).
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®The Center for Alternate Industrial and Technological Systems
(CAITS) is located at North East London Polytechnic, Longbridge, Rd.,
Dagenham, Essex R M8 2AS, England.

It has worked with shop stewards at Lucas Aerospace and other Bri-
tish companies who are trying to avoid plant shutdowns and layoffs by
developing detailed plans for productions of new, socially useful pro-
ducts. CAITS can provide a complete list of its publications.

®In Scandinavia, technical experts from the Swedish Center for
Working Life and the Norwegian Computing Center have aided new
technology bargaining by public employces, newspaper workers, retail
clerks, chemical workers and machinists. )

Results of their research and consulting work are summarized in
Computers Dividing Man and Work, edited by Ake Sandberg. It's avail-
able from Birger Vikund, Arbetscliventrum {Center for Working Life),
Box 5605, Fiskartorpsvagen 15, S-11486 Stockholm, Sweden.

®Reports written by Norweigian Computer Center staff members
also have been translated and can be obtained from Jostein Fjalestad,
Forskningsvn. 1B, Blindern, Oslo 3, Norway.

Labor Education Matcrials

®Wayne State University’s Adult Education Program (\Weekend
College) was one of the first labor education groups to offer extensive
classes on new technology.

In addition to attending the university's ten-week course on the sub-
ject, several hundred Detroit-area union members participated in a 1979
Wayne State “Conference on Technological Change.”

The course outline, a list of audjo-visual materials used, and the con-
ference transcript (now being edited) are available from program coor-
dinator Vickie Manz, 995 Massachusetts Ave. (305), Arlington, Mass.
02172.

® California Newsreel has compiled a 70-page guide to written ma-
terials and films dealing with plant shutdowns, new technology, and the
development of “alternative plans” for production and work organization.

The guide, Planning Work, was designed for union members and labor
educators using the film, We've Allvays Done It This Way.

The film is about a campaign by shop stewards at a British aerospace
company to avert layoffs by designing new products the company could
prothace instead of military aircraft. It is introduced by 1AM President
William Winpisinger.

This film and others, including a recent documentary on new tech-
wology in the auto industry. The Detroit Model, can be rented from
California Newsreel, 830 Natoma St., San Francisco, Ca. 94103, Phone:
415-621-8196. Copies of Planning Work are available free from the same
address.

® A short slide show and booklet on health protection for operators
of VDTs/CRTs are available from NY-COSH, 32 Union Square, Rm. 404,
New York, N.Y. 10003.
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