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1.

I - THE SITUATION

THE GRIEVANCE

On June 25, 1951 the Union filed Grievance No. 16-C-292
claiming that because of changed conditlons brought on by
the use of welded colls the Tin Plate Incentive Rates for
the 40" 5 Stand Tandem Mill have become inappropriate and
cause crew members to lose a substantial amount of earnings.
A copy of the grievance appears in Report Exhibit No. 1.
Report Exhibits No's 2 and 3 show respectively the replles
by the Company in the Second Step and the Third and Fourth
Steps of the grievance procedure. |

The Union considers that the Company has violated Article
V, Section 5 of the Collective. The statement in this sec-
tlon 18 as follows:

"Until such time as the new incentive is agreed upon,

or 1n the event a grievance 1s processed to arbitration,
until an erbltrator'!s decislon has been rendered, the
average hourly earnings of incumbents of the Job as of
the date the new incentlve 1s installed shall not be
less than the average hourly earnings received by such
incumbents under the incentive plan in effect during

the three (3) months immediately preceding the installa-
tion of the new incentlive plan.

Where an incentive plan becomes ilnappropriate because
of new or changed conditions resulting from mechanical
improvements made by the Company in the intereet of
improved methods or products, or from changes in equip-
ment, manufacturling processeg or methods, materlials
processed, or quality or manufacturing standards, and
the company does not develop a new incentive, the em-
ployee or employees affected may process a grievance
under the provisions of Article XIII of this agreement
and Section 9 of this Article, requesting that a new
incentive be installed providing, in the light of new
or changed conditions, equitable incentive earnings 1in
relation to other incentive earnings in the department or
like department involved, and the previous Jjob require-
ments and previous incentive earnings.'
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2. THE BACKGROUND

The major detalls involved in the suBJect dispute will

be briefly stated here:

a.

The Present Incentlve Rates

Certain -engineering changes made by the Company
to the 5 Stand Tandem Mill in January, 1949 made it pos-
gible for the operating crew to run the mlll at a speed
of 4200 feet per minute instead of the former speed of
only 1200 feet ver minute. In May, 1949 the Company in-
stalled a new incentive plan and rates (standards) No.
50-N-12 for Tin Plate Materlial to replace the former plan
and rates which had become 1lnappropriate because of the
englineering changes. The rate sheet for thls plan is
ghown in Report Exhibit No's. 4 and 4a. The two sheets
are the same with one exception, Exhibit No. 4a shows
the values of the hourly rates prior to the general wage
increase made March 1, 1952. All other rates on both
exhibitse incorporate the genersl wage increases made
March 1, 1952. The effects of an additional $.085 per
hour general wage increase made June 12 could not be shown
in these exhiblts because preparation of the exhibits
was started too early in order to have them ready for the
Arbitration Meeting, July 15, 1953. Discussions in this
report will use the rates of March 1, 1952 unless otherwise
specified. It shsll be understood that rates when actually
applied will be adjusted to incorporate the $.085 per

hour raise.




In the period from January to May 28, 1949, when
these rates were 1ssued, the Company vald members of the
operating crew a fixed hourly wage equal to their respec-
tive nrevious average incentive earnings.

On August 7, 1950 the Company installed a new incen-
tive plan and rates (standards) No. 50-N-12a for Cold
Roll (Dull Finish) Material. Report Exhibit No's. 5 and
5a show the same rstes in dollars for allowances and
per 1000 1lbs. of materlal run. The rates were developed
using the incentive base hourly rates of March 1, 1952,
The hourly rates effective as of March 1, 1952 and prior
to March 1, 1952 are shown respectively on Report Exhlbit
No. 5 and 5a. As in the case of the rates for Tin Plate
Material no adjustment has yet been made for the $.085
per hour wage 1n§rease of June 12, 1953.

The total earnings under these incentive plans are
made up of two componentas: (1) the fixed value which is
the incentive or bonus base and (2) the variable value
based on the pounds of steel rolled and the allowances.
The Company stated that in establishing the plans it made
the incentive (or bonus) base equivalent to half of the
hourly average earnings achleved during the 90-day period
prior to the changes made in mill and constituted approxi-
mately 47% of the expected total earnings. The variable

portion of the earnings ars mede up of the following

items:




1) Number of coils threaded
) Anmount of tonnage rolled in gauge and width
ranges. (The rates for thle work include a
20% delay allowance.)

) Humber of roll changes

) Number of occurrences that the crew widens-out
the mill

) Number of welds threaded

) Set-up allowance

e e T
aA\\Wn £W

Following is the Company's explanation of the break-
down of time for the work on this mill:

"1. Production Time

Production time 1s that time necessary to
prevnare, thread, roll and remove each colill and
has been segregated into two parts. All con-
siderations were based on time studles with the
exception of roll change allowances which were
based upon previous allowances and later checked
by time studies for their appropriateness.

a. Manual Time

Manual or coll threading time consist
of the time necessary to thread and to remove
each coll. The welghted average time values
for all occurrences recorded during the time
studies has been computed and used as the
base standard per coil.

In addition to these elements the base
handling time per coll includes an allowance
for the rolling time losgt in starting up and
gtopping the mill. An aporopriate delay
allowance 1s also applled to the base handling
time.

b. Rolling Tine

The rolling time per 1000 pounds of steel
is a functlon of both speed and the number of
lineal feet per 1000 pounds of steel at a
given width and gauge. At the average sec-
tion for Tin Plate materlial, the speed used
in computing the rolling time per 1000 pounds
wag 3500 f.p.m. Speeds used ranged from
3900 f.p.m. on the lightest section to 3100
f.p.m. on the heaviest. Average speed used
for cold roll material was 2600 f.p.m. with
a range from 2950 f.p.m. to 1290 f.p.m.

Delay allowancee have been added to the
calculated rolling time for each gauge and
width bracket.
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(1).

2. Non-Productive Time
Non=-productive time 1s that time which is
necessnry to the onerstion of the unit but does
not directly contribute to the orocauction.
Thie time ras been comduted into the rate es
follows:

a. Rated Allowances
117 Roll Change
Roll chenge allowances szre based
on trhe roll change allowances existing
for the rate in effect previous to the
mill change over.
(2.) Widen-Out
This allowance is to cover that
time needed to set up the mill after
a roll change which 18 made to start
on s new rolling schedule.
(3.) Welds
The weld allowance 1is based on lost
rolling time while rolling at reduced
speeds and applies to Tin Plate material
only. Weld sllowesnces for Cold Roll
materlial 1s not required because of the
lower rolling speeds and heavier gauges.

b. Delays

" Deleys heave been segregated and totaled.
Sepvarate delay allowances have been established
for coll handling and rolling. These are
expressed in terms of a percent of the standard
times. In addlition to the delay percentage
applied to the rolling time, a constant delay
eallowence 1s added to nrovide for setting up
the mill for each gauge and width change.

Development of the Time Rates (Standard)
In developing the dollar rates, or standards,

the Company first determines the normal time for

‘doing the work at an incentive pace. The incentive

or 100% pace might Le considered as a brisk one at
which an averege qualified workman is capable of
working without injury and for which the man receives
payment of the exnected earnings rate. If one wishes

to relate the normal daywork nace (a reference used
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by many industrial englneers) to the incentive pace,
the Comnany suggests considering the former as equal
to 76 to 80% of the normal incentive nace. Most of
the time vsalues are determined by taking time studies;
gsome may be determined from reference data.

(2). Development of the Dollar Rates (Standard)

The time rates, or standards, are converted to

dollar values by first adding needed allowences
and the multiplying of the sum by a (totel) Crew
Rate per minute. This Crew Rate 1s computed as

follows:

RATES AND EARNINGS PER HOUR

BASE INCENTIVE EXPECTED VARIABLE SHARE OF

OCQUPATION RATE © BASE  EARNINGS EARNINGS CREW RATE
Roller $ 2.685 $ 2.200 $ 4.35 $ 2.150 19.7%
Assistant Roller 2.385 1.885 3.705  1.820  16.7%
Catcher 2.085 1.680 3.320 1.640  15.0
Sticker 2.085 1.680 3.320 1.640  15.0
Feeder-Mill 1.985 1.410 2.730  1.320 12.1
Feeder-Wiper 1.835 1.300 2.520  1.220  11.2
Feeder 1.685 _ 1.200 2.320 __1.120 _10.3
Totals $14.745 $11.355 $22.265 $10.910 100.0%

, . Total Crew Varisble Earnings
R Min. =
(Total) Crew Rate/}in 2o Miritas

_ $10.91 . $.182
60

O\




The Crew Rate per Minute i1s used to compute the
Crew Rates per 1000 pounds for various gauges and wildths
of steel shown in Reoort Exhibit No's. 4 through 5a.
To 1llustrate the develonment of these Crew Rates an
example is shown here of the computation of the rate
for one gize of tin plate:
Gauge Bracket:,0094 to .0101; Midpoint: .0098
Width Bracket: 27.0" to 29.9%; Midpoint: 28.45W
Pounds per Lineal Foot: .0098 x 28.45%" = ,971 1bs,
Lineal Feet per 1000#: 2290 = 1030 Ft.

.971
Speed used at section (width): 3500 F.P.M.

Base Running Milnutes/l000#: 1030 + 3500 = .294 Min.

Delay Allowarc: at 20%: .059
Set-up Allowan:e per 1000#: . 024
Total Mirates/1000#: .377 Min.

Crew Rate Per 1000#: Min/1000# x Crew Rate/Min.
.377 x $.182

$.069 per 1000#
(See Report Exhibit No. 4)

Qhanges in Manufacturing Methods and Materials

At the time the rates, issued May 28, 1949, were developed

the majority of the production was of "single" coils weighing
approximately 6800 pounds. Only a few "doubles", two

single colls welded together, were run through the mill.

The Company states that as early as 1949 1t did contemplate
rolling even larger coils and indicated as proof of this

the fact that it established an Allowance for Each Weld




Q,

Threaded. Large colils are formed by welding from two

to four "single'" coils together making one long unit
welghing as much as 27,000 nounds. Vhen running the
welded portiqn of either "double", "trinle", or "quad'
colls through the mill, 1t 1is necessary to reduce the speed
at times to as low as 500 fect per minute instead of the
normal runnirng spveed of 3500 feet ver minute. The Company
states that the average speed, however, for running the
welded portion through the mill is about 2000 feet per
minute. |

The making of the large colls was dependent upon the
continuous pickling operation nreceeding the 40" Tandem
rolling operation. It was not until March 15, 1951 that
the Company started orerating its new #3 Continuous Plckling
Lines, making poésible the regular production of "triples!
and "quads' coils.

These colls were so large in diameter that the loading

pit on the 40" Tandem Mill had to be made deeper to ac-
commodate a new hoist. A positioner was added to hold
the coll until 1t was threaded into the first rolls.
The reel for the colls was also made deeper and larger.
It was intended that this new equipment would make the
loading and reeling of the "triple" and "quad" coils as
easy and quick as the Y"singles", or small coils.

Steps Involved in the Grievance

On June 25, 1951 the Union filed the subject Grievance

No. 16-0-292 contending that because of the use of double




coils the Tin Plate™ incentive rates had bLecome inaporo-
nriate. This resulted from changed conditlions accompanying
the use of double colls with welded sections. 1In the
Grievance shown in Report Exhibit No. 1, the Union indi-
cated that crew members overating the 40" Tandem Mill
suffered a substantial loss 1in earnings and cited these
gpecific reasons for the loss:

"1, More trouble with bad welds -
a. Welds break in #2 mill (stand).
b. On occasion will open out at #1 mill (stand)
and catch on winer boards.
c. PBreaks between #4 and 5 mill (setands) causing
wreck of rolls and loss of time.
2. Threading mill for all welds to prevent roll
changes.
3, Changing of band size (thickness) before and
after welds.
L, Telescoping of larger colils in tension reel.

Although ‘the men are paid for each weld, the weld .
money does not compensate for the loss in coll money.
The increase tonnage does not compensate for the
loss in earnings because of cutting the coll money
in half."
The Union requested as relilef for the situation that the
Company provide an apvroprlate rate (rates) to compensate
for the loss 1n earnings due to welded colls. It also

requested payment of average hourly earnings based on

*Although the original statement of the grievance refers

to Tin Plate Material only and does not mention Cold Rold
Material, it may have been the intent that the grlevance
cover rates for all material rolled. This statement appears
in Par.4, Page 3 of the Company's Statement Submitted by
Inland Steel Company 1n Suvvort of Its Position Denying
Grievance 16-0-292: "The Union filed Grievance No.16-C-292
June 25,1951 alleging that the wage incentive plans for Tin
Plate and Cold Roll material processed on the 5-Stand Tandem
Mill had become ineppropriate because of a change in coil
welght-—--~-- . " Actually, the rolling of tin plate material con-
stitutes aporoximately 90% of the total production and the
rolling of cold roll materiel the remaining 10% production.
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earnings

90 days prior to ci.an-ed conditions until a vro-

ner adjustnent ig made, this to ve retrosctive until

ilorch 19,

The

1951.

Parties falled to reaclh a satisfactory settlement

of the grie%ance in the first stenm of th=2 »rocedure so

it was carried into the next stens.

Steps 2 and 3 - The grievance was Processed in the second

Step 4 -

and third stevns without & settlement. The Conm-
nany's written renlies to the Union in these
stens povpear in Revport kExhibit No's. 2 and 3
dated resmectively December 6, 1951 and May 1K,
1953.

On July 15, 1353 the Arbitrator met with
representrtives of the Company and the Union
to discuss the grievance. |

Present for the Company:

W. T. Hensey, Jr., Ass't. Supt. Labor Relations
R. J. Royal, Div. Supr. Labor Kelatlons
L. E. Davidson, Sup'r. Industrial Eng'g.,
Flat Products Division
E. G. Hullen, Industrial Eng'r., Cold Strip
Department v
J. A. Keckich, Ass't., Sup't. Cold Strip Dept.
P. S. Jaynes, Safety Engineer, Safety and

Plant Protection Dent.
Present for the Unlon:

Josenh B. Jenesle, International Hepresentative

Peter Caleccel, Chairman Grievence Committee
James Stone, Grievance Committecman
George Delegnte, Acssistant Roller

William Valevanls, ¥ill Feeder

Peter St. HMary, Catcher

Everett Hatrick Catcher

Andrew Kovach, Sticker




Present as Arbitrator:
Professor Q. C. Vines

Both narties statec their oninlons about the grievance
and onresented various typewritten statements and exhibifs
to the Arbitrator. The Company asked and was gronted
vernlssion to submit o vost-hearing brief within fifteen
daye after heving an opvortunity to review a transcript
of the arbitration meeting discussions. The Union granted
an equal perilod, following receipt of the Company's post-
hearing brief, in which to submit any rebuttal consldered
necessary. The Commany sent a brief to the Arbitrator;
and the Unlon subgequently submitted a written rebuttal;
Following the arbitration meeting the Arbitrator, accom-
panied by Union and Commany representatives, went to the
Lo s5-8tand Tandém Mill to see i1t in operation and to
note the use of the changed equipment.

The Union's Position

The Unlon consilders that the present incentive plan
for the crews of the 40% 5-Stand Tandem M1ll in the Cold
Strin Department has become inappropriate under terms
of Article V, Section 5 of the Agreement between the
Parties, because chanhged conditlons have resulted in an
increase in productivity and a loss in earnings. The
Union stated that these changes were primarily responsible

for the loss in earnings:

1. The installetion of the %3 Picltle Line on March
19, 1351, produced larger welded colils which,
in turn, were rolled on the 40" Tandem M1ill.




2. In order to handle the larger colils these altera-
tions hed to be mace to the 40" Tandem Mill:

a. The holst handling equinment had to be put
in deever.

b. The reel was made deeper and larger.

¢._ A positioner was added to hold the coil until
ready for threading.

"The changes made it possible to roll larger coils
and increass the capaclity of the mill. The changes
also made it a lot harder for the crews to maintain
an incentive pace, and the resultant loss in earnings
was directly attributed to the fact that the present
rate provides payment for incoming coils, the number
of which has been reduced as a result of the chenges.

The vresent rate has a Miscellasneous Allowance of
1.54 min., or $.28 per each incoming coil and .25
min., or $.045 per each weld threaded. The rate

was put into effect May 23, 1949, almost two years
prior to the institution of the #3 Pickle Line and
resultant changes in the operation of the 40" 5-
Stand M1ll and was predicated on the normal handling
of tsingle! and 'double'! coils.

The situation has now developed whereby the coils
handled ere 'triples! and ‘ouads' and the tonnage
earnings are not enough to compensate for the loss
in coll money; consequently, the production is up
and the earnings are down.

The obvious thing that is wrong with the rate is that
the tonnage curve 1s too flat and does not provide
enough money to maintain equivalent earnings for
equivalent production when larger colls are processed
through the mill. The coll money provided by the
present rate was obviously put into the rate structure
for the purrose of compensating employees for the
loss of earnings that would result in the loss of
production due to the handling time required for
threading and combining each.

It 18 Just as obvious that when larger colils are
procesgsed and the coil money vrovided for by the
rate 1s no longer there, that a new tonnage rate
structure should be developed to provide at least
equivalent earnings for the vroduction provided pre-
viously.

———————————— There 18 no mention in the Commany ans-

wer (in the 1lst, 2nd, and 3rd Steps) in any respect
that the earnings have fluctuated to any degree
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guch as we are attennting and going to attemnt to show
you nere.-——----——----

In any event, it (Union Exhibit "E") shows the actual
earnings for trese varlous occudetions. This i1s in
two eections - the first quarter of 1351 and the

first guarter of 1953, for the same occunations;

and it shows a definite dron in the earningeg —-=----
it shows & dro» in the totel base rate* in the two
periods; eslthough there is en increase in productivity,
there 1g a drop in earnings, attributavble entirely

to the changed condition which the Unlon contends.

A new incentlve nlan should be developed and insti-
tuted by the Comvany in accordance with the procedures
of Article V, Section 5 of the exlsting agreement
between the Company and the Union to provide equit-
able incentive earnings in relation to the previous
job requirements and the previous incentive earnings,
and the Union, therefore, requests the Arbitrator
to so rule."
Some of the earning comvarisons presented by the
Union are given in the succeeding REPORT EXHIBIT NO'S
6, 7 and 9. The first of these exhibits compares the
total esrninge of each 40" Tandem Mill Crew member for
the first ouarter 1951 with the first quarter 1952.
The earliest period was just prior to the time of any
extensive production of large welded colls; and the latter
period was in the succeeding year when nearly all colls
rolled were of the large welded tyme. The Union sghows
that earnings for the Roller job, the highest pald on the

crew, dropped from an average of $4.47 per hour to $4.25,

*Arbitrator Comment: Total BASE RATE PER HOUR for entire
crew was $16.43 and approximately $16.53 for the first
quarters resvectively of 1951 and 1953. The Union pro-
bably means to mention a drop in Total Earnings rather
than a drop in Base Rate.



a reduction of $.22 per hour or 8 1/2%% The reduction
shown for the other jobs ranges from 8 1/2% to 3%.

The REPORT EXHIBIT NO.7 displays the average monthly
earnings of- each crew occupation for the first quarter
1951 and the first quarter 1953, the latter period being
in the current year a few months prior to the actual
arbltration.

REPORT EXHIBIT NO. 8 ghows the monthly average amounts
from July 1950 to October 1952 of: (1) Tons per Turn
Produced, (2) Coils per Turn Produced, and (3) Total
Earnings per Hour of thre Koller Occupation.

The Company's Position

The Commany denles that there has been a violation
of Article V, Section 5 of the Collective Bargaining
Agreement and that the Wage Incentive Plan No's. 50-N-12
(Tin Plate) and 50-N-12a (Cold Roll) have become inappro-
priate in light of provisions of that Section. The Com-
pany states that operation of the new #3 Continuous Pickle
Lines, started March 15, 1951, enabled 1t to process larger
colls subsequently rolled on the 40" 5-Stand Tandem Mill.
It maintains, however, that the Wage Incentive Plans in
dispute were developed with propef consgideration belng
given to varying coll welights and that at the time these
plans were installed, it was recognized that heavier
coils would be processed.

The Company's reply (Report Exhibit No. 2) to the

¥*Arbitrator Comment:g%?%g x 100 = 4.9% reduction
> . 7 M
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Union dated December 6, 1951 in Sten 2 of the grievance
procedure indicated these trhree noints:

(1) "A review of the earnings for the three 40"
Tanden !ill crews substantiates the fact that
there has bpeen no change from January 1, 1951,
through the month of October 1951. The earnings,
month to month, are very consistent and would
indicsate that use of welds in coils from #3
Pickle Line have not brought a change in the
employees'! earnings as stated in this grievance.

(2) The present wage payment rate for Tin Plate on
the 40" Tgndem Mill was made effective May 28,
1949 and Was accepted by the Union and the em-
ployees and was never subseguently contested
or grieved. ——-—--—mem-—- As 1s brought out above
there 1is no contractual right for the institution
of thils grievance uncer the grievance procedure
and also the statement that earnings have dropped
off as a result of running welded coils 18 un-
founded, —-=~===-- M

(3) At the time this rate was established it was
explained to everyone that 1t was expected that
welded colils would be run through this unit, and
ags a consequence of this explanation there was
a miscellaneous allowance made for the crew
for each weld that was threaded through the mill.

Reference to the 180-day time limit for filing a
grievance apvears in Article V, Section 5, Part 4 of the
Agreement, which states:

#Should agreement not be reached, the proposed new
incentive may be installed by the Company at any

time after fifteen (15) days after the meeting be-
tween the Company representetive onl the International
Representative of the Ur:ovy and 1Y .ie employees
affected claim such new .ncentive ¢ 23 not provide
equitable earnings in .-:.ation to other incentive
earnings in the depar-:-unt or like devartment involved,
and the previous Job . zuuirements and previous lincen-
tive earnings they may at any time after thirty (30)
days, but within one hundred-eighty (180) days fol-
lowing such installation, file a grievance so allering.
Such grievance shall be processed under the grievance
procedure set forth in Article VIII of this Agree-
ment and Section 9 of this Article. If the grie-~
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vance be subnltted to arbitration, the arbitrator
shall decide tiie auuestion of equitable incentive
earnings in relstlon to the othier incentlve earnings
in the devnartaent or like devartment involved and
the vrevious Job recuirements and »revious incentive
earninge and the cecislon of the arbitrator shall

be effective as of the dete when the new incentive
was »ut into effect.”

At the arbitration meeting July 15, 1953, the Com-
pany stated that 1t had made clheck time studies of the
LOY" Tandem M111l overation to determine whether exlsting
rates were aporopriete. Iﬁ conslidered that these studies
proved the rates to be satisfactory. Following is REPORT
EXHIBIT NO. 9 which compares time values in effect for
allowances with those values obtained with the check studies:
The Company has further explained and summarized |
1ts position in these statements from pages 3 to 7 of its
post-hearing brief:

"The Union, established that the reason for the de-
crease in total earnings was that the handling of
Tewer colls resulted in a reduction of coll money
that was not counter-balanced by an increase in ton-
nage money resulting from increased tonmnage rolled.
The Union neither contended nor established that the
vrevious earnings level could not be maintailned or
exceeded, they merely stated that the Tandem Mill
crews had not maintained the previous earnings level.

During the Arbitration the Union repeatedly contended
that increased tonnage should yield increased earnings.
This was the focal point of their case. Under cer-
taln conditlions this would be true, for if tonnage
were to lncrease from one period to another under g
given set of conditions (same weight colls, same
sections, same delays, etc.), the earnings would

also increase. Thils would be Jjustly so since such

a tonnage 1increase would reflect improved verformance
on the nart of the crew.

However, the increased tonnage so often mentioned
by the Union was brought about, not by imnroved ner-
formence on the nart of the azgrieved employees,
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but rather by tne larzer coils which increased the
percent of rclling time and decreased the vercent
of handling time.

The reduced earnings reflect most accurately the de-
crease in crew perfornance. The accompanyling table
1llustrates the a»nnlication of the time standards

at vartous coll weights and the effect of larger
colls on expected tonnage nroduction (Exhibit III).

The contract does not define or limt the apnlication
of the term "changed conditions'". Hence the Union
may allege that any change, whether major or minor,
may result in an ineppropriate rate (page 3 - tran-
seript).

In view of the decrease in the number of coils threaded
the Unlon allegation that 1t 1s now %a lot harder for
the crews to maintain an incentive pace' cannot be true
(page 4 ~ transcript). Any changes which result in

a decrease in physlcal handling time and an increase

in machine time male 1t easier for the crews to main-
tain an incentive pace. ‘

The equinmment in use on the five stand mill has not
been significantly changed since the original studies
were made and the same handling standards are appli-
cable (page 5 - transcript).

Production, as expressed in terms of tons only, is

up. Crew performance, however, 1s lower than it

was during the period prior to the filing of Grievance
No. 16-C-292 (page 5 - transcrint).

The rates per one thousand pounds in a glven gauge
and width section are the same today as they were
when the rates were first installed. The tonnage
money now constitutes a greater percentage of the
total money pald for handling and rolling a given
coll but thls reflects the change in the ratio of
rolling and handling time due to the trend towsard
larger coils (page 5 - transcript).

The Union implies that if the present rates are not
chenged the productivity of the 40" Tandem Mill will
not increase. This imnlicatlon also reveals that
the previous earnings level could be sattained (page
6 - transcrint).

Exverience throughout the industry validates the nro-
cessing of larger colls and where the “'age Incentive
Plan incornorates a time balance etween handling
and runnins time a conslstent nerformance for both
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running and hendlin: by the crewse will result in
eaqultahle earninze regardless of tie coll wei nht.

The Ware Incentive Plans 1n effect for tie 40" Tandenm
11111 incorporate a nroner orlance vetween the runuing
and handling time.

It 1s, therefore, the »osition of the Comvany that

the v»roceesing of larie colls hns not made the existing
Vage Incentlve Plans inappropriate. The followinc
will clarify end sunnort the data wresented during

the Arbitration. _

The Union contends that there has been a dron in
earnings on the 5 Stand Tandem Mill because of an
incresse in coll size and that thls drop in earnings
1e due to the feoct that the incentlive plan is inap-
pronriate.

It 1s a foct thet earnings, since we have had large
coils, have been (4#.26 for 1952, and (4.26, January
through May, 1953, as conpal'ed with the expected
earnings level of L4.35 at the expected incentive
performance (high task). This exvected incentive
performance was exceeded CGuring 1951 when the earnings
were (449 before the coll size was significantly
increased.

The Comnany feels that this reduction in earnings
is due to a reduced nerformance on the vart of the
crew rather than to any unbalance or inappropriate-
ness on the »nart of the rates.

As proof that the rate 1s well balanced, it ie impor-
tant to note the earninge for the three months before
and the three months after the major change in the
coll size. This is shown in the following table which
sumnarizes the information in Commany Exhibit B,

pages 27 and 28.

AVERAGE  COILS TONS  EARNINGS

PERIOD CCIL WT. PER HOUR PER HOUR PER FOUR
Nov.,Dec.1951,Jan.1952 11,321 9.4 53,2 L. 31
Feb., March,Aoril 1952 18,400 6.4 59.0 L, 3

The above figures malke 1t evident that when the coil
size increased from 11,321 to 18,400 and the number

of colles processed per hour decreased from 9.4 coils
per hour to 6.4 coils mer hour the men were able

to use the time (1.54 ninutes per coll) saved in hand-
ling fewer coils (3.4 - 6.4 = 3,0 x 1.54 minutes ,
ver coill = L, €2 minutes »ner Liour) to lncrease the
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tons ver hour. It is significant to »oint out that
tre Indlcated tine soved by handling fewer larger
colls required no increase in efficiercy or effort
over the smaller colls by the aggrieved employees.
The result in thils cese wos 59.0 tons ver hour with
the large colls instead of 53.2 tons per hour with
the smaller colils, sand indicates a slightly better
performance with larger coils for the indicated per-
1od. This resulted in Rollers's earnings of H4.34
per hour with the large coils vs. ;4,31 ver hour with
the smaller coils. It 1s thus evident that the in-
creased nercentapge of larger coils which occurred at
this time (apvroximately February 1, 1952) and raised
the coll weight from 11,292 in January to 17,421 in
February did not cause any decrease in earnings at
the time that the major increase in coll welghts
occurred.

A further proof from actual production performance

that the incentive vplan 1s vroperly balanced as to

the time allowance for coll handling as compared

wlth the strip rolling process as given in the analysis
Exhibit "B", page 40 which may be summarized as follows:

PERCEINT OF WEIGHT ROLLER'S EARNINGS

COIL TYPE PRODUCTION PER COIL PER HOUR
Singles 6.3% 7,687 $4.038
Doubles 10.5% 16,829 L. 304
Triples 67. 4% 25,039 L, L83
Quads 15.8% 31,454 L, Ll
Combined 100.0% $h, 113

The above earnings are slightly higher than the over-
all average because of the exclusion of certain de-
lays which cannot be attributed to a particular coil
or order. It is slgnificant that the earnings on
triples and cuads are both higher than the singles
and doubles or the overell average.

The fact that the rate is well balanced between

coll handling time sllowance and strip rolling time
allowance which 1s indicated by the above actual
production nerformance figures has been verified by
recent detalled time studies of nresent operating
conditlons as provided in Exhibit "B" vages 21 -

26. These indicate that the coil handling time stand-
ards are belng attained by the operating crews as
follows:
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TIiE STA..DARDS  LEVIEW TIME STUDY

Time Per Coil 1.38 1.42
Delay Time .18 .06
1l.54L 1.48

It 1s thus evident that the slipght increase in coil
handling time from 1.36 to 1.42 was offset by a
decrease in delay time connected with coil handling
from .18 to .06 so that the established standards
were belng met. Delays which occur on a per coil
basis naturally are reduced when larger coils replace
the smaller cones, therefore, the Wage Incentive

Plan before the Arbitrator provides an advantage,

not a disadventage, when procesgeing larger colls.

Similarly on the lost time due to welds, page 21,
shows a review time study performance of .26 minutes
per weld in comparison with the standard of .25
minutes per weld. This slight increase 1s more than
offset by the improved delay performance on handling
and running time.

The difference between actual earnings achleved during
the checlk studies (34.32 ver hour for the Roller)

and the expected standard of $4.235 per hour is due

to lower nerformance during the checl studies on roll
changes®* and the occurrence of avoidable delays¥##*,
Had these not occurred the Roller's earnings would
have been approximately $4.36 per hour.

The 1951 average earnings figure of }4.49 per hour
indicates that the standard allowed time values were
bettered by the crews. As was shown previously

in this statement, the earnings were not reduced at
the time of the major increase in the average coil
welght.

It 18 evident that the allowed standards can be bet-
tered and are apvoropriate for large as well as small
coils. The Company, however, contends and has es-
tablished that the Wage Incentive Plans in effect
require only previous performance to achieve pre-
vious earnings.

¥ Roll changing is the process of removing and re-
placing worn or damaged rolls used to reduce the
strip thiclkness. Roll changes are not an 1ssue
with respect to large coils.

#i# Most notable avoldable delays were personnel
delays.
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The Company contends that the indicated earnings drop
ie not a result of any unbalanc’e or inappropriate-
ness in the incentive vlcn structure and further,
that vhere crew nerformance is ecual, whether with
small or large colls, equal earnings will result.

By the Comnany's statements and exhiblts recorded
at the Arbitration and those included in this post
hearing statement, the Comnany has established:

1. The Wage Incentlve Plans in dispute were
develoned with proper consgideration being
given to varying coll weights.

2. The number of welds processed does not ad-
versely affect the incentive earnings oppor-
tunity.

3. The Wage Incentive Plans provide equitable
incentive earnings opportunity in accordance
with the provisions of Article V, Section
5 of the Collectlive Bargaining Agreement
regardless of the coll welght processed.

The Company has established that the Union's alle-
gations are unfounded and that Wage Incentive Plans
50=N~12 (Tin Plete) and 50-N-12a (Cold Roll) pro-
vide ecuitable incentive earnings ovportunity for
increased coll weights and have not become inappro-
priate in light of the provisions of Article V,
Section 5 of the Collectlve Bargaining Agreenment.
Therefore, these vlans are to remain in effect under
the Provisilons of Article V, Section 1 of the Col-
lective Bargaining Agreement.®




II- THE OPI!ICH oI TZE AREITHATOR

The Union establicshed thet the Coanany dld change conditions
on the 40" 5-Stand Tandem ifill ofter having developed and in-
stalled the incentive rates (standards) Ho. 50-N-12 for reducing
tin pnlate materiel and Ho. 50-0i-12 for reducing cold roll (dull
finish) material. These rates (standards) were mnde effective
respectively on May 23, 1949 and August 7, 1950. The following
changegra;veloped and utilized in ccmblination starting about
March 15, 1951:

Changes in Material:

The colls of stoclt to be reduced by the mill, parti-
cularly for tin nlate material, were increased in
length end weight. These larger coils, some of which
were up to anproximately 27,000 pounds in welght,
were mede by welding together two or more coils of
former size thaot weighed about 6,800 pounds each.

Changes in Equipment:

(1) Loading pit was made deeper to accommodate a new
hoist.

(2) A positioner was added to hold coil until it was
threaded into the first stand.

(3) The reel for the colls was made larger and the
pit deeper.

The welded Jjoints in these large colls would create a
weak area and one differing slightly in thiclkness from the
rest of the material. It 1s reasonable to expect that this
would necessitate some change from the rolling practice used
for "single!, small colls. Actually the speed of the mill is
reduced temporarily when running welded sections through the
gstands so as not to damage the rolls ancd bdbreal the strip of

materisl. Overation of the new equlinment regulres some different

manual motlione and mental a»nlicetion than used Tor non-welded
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coils.

A review of earnings data indicates that thie average earn-
ings of the mill crew have been less after the changed condi-
tions were adonted.than in the 3 to 9 months nreceeding their
adoption. The amount of thils reduction ig a»noroximately 3
to 5%, depending on the perlods usec¢ for comparison. This re-
duction in earnings might be coused by the changed conditions
as claimed by the Union. It might, on the other hand, as the
Company contends, result from fallure of the crew to attain the
expected performance, that is work effectively at a normal in-
centive pace. Stlll other reasons could contribute to the low
earnings, such as faulty materisl, improperly maintained equib—
ment, increcsed crane or otiher service delays, etc., but lack
of discussion of these points indicates neither party considers
them important.

The changed conditlons, or a reduction in earnings alone,
or in combination, do not nrove that the rates are insppropriate.
These factors do, however, indicate the possibility that the
rates might not he suitable for the oneration under the present
conditions.

After the Union filed the subject grievance, the Company
spent a number of days investigating the appropriateness of
the rates by observing the work and making time studies of it
and the delays. The check-study data shows that the mill crew,
on the average oproduced in essentially the same time as was

“allowed; and thersfore, the Comnany claims the rates are appro-

priate and should enable the crew to malke the Expected Earning




Bates if 1t continuously performed at the nace disnlayed during
the check studies. The Union does not recognize these studies
88 nroving thet the rates are sultable, claiming two reasons
and inferring a tkird:
(1) The Comnany made the studies under drevared conditions,
more favorable than the nresent normal conditions.
During the veriod of the study the Company had speclal
rolls instelled in the mill that are bhellieved to be
more durable than the standard rolls used.
(2) The fact that the crew operated at a pace enabling
1t to equal the expected earnings rates ($4.35/hour
in the case of the Roller Job) is meaningless. The
Union does not look with fevor on the expected earnings
rates; i1t 1insists that the Comvany 1is obligated to
make i1t possible for the crew to earn as much per
hour as it did prior to the changes in conditions.
(3) The Union does not have great confidence in the studies
a data developed by the Commany as the second party
in the disvnute.
The Arbitrator has not sought to check the Union's first
reason for not recogﬁizing Company's check studies.
In considering the second objection above the Arbitrator
can understond the Union's desire to duplicate high earnings
it has made in previous perlods and earnings which i1t considers
on a par with earnings of other comparable jobs in the Company.
On the other hand, Af the Company explains the characteristics
of an incentive plan and the Union accepts the plan, it would
be obliged to honor the plan, unless: (1) 1t files a grievance
within 180 days after installation, or (2) changed conditions
make the rates (and possibly the plan) inanpropriste. The
Company explained the subjJect plan and expected earnings to

the Union and the Union accepted these. The Company in 1its

letter to the Arbitrator on Sentember 17, 1953 a copy of which

24




was sent to the Union, gave these detells about the nresentation

of the 40" Tandem ¥1ill rates ané incentive v»lan:

n(1) During the initial nresentation, in addition to a
thorough exmlanation of the plan, the Company dis-
cussed the following items:

(a)

(v)

The Comwmeny did not inform the Union of a definite
percentage relationship between the incentive

baese and exvected earnings for the noller. This
relationshin does not remain constant and would
change with either a general wage increase or a
fluctuation in varlable earnings.

The Comvany, however, in 1ts presentation to the
Union referred to the fact that the plan provided
an incentive base which was vaid as a fixed hourly
rate and the remainder of the expected earnings
would be variable and would result from the appli-
cation of the wage 1lncentive plan to the crews!
performance. The Comvany also pointed out the
fact that the $51.70 per hour incentive base for
the Roller was annroximately half of the previous
average earnings (90 day period »nrior to changes
made on the mill) of $3.39 per hour, however

the expected earnings level was* $3.85 per hour. .
This earnings level became 44.35 per hour following
the March 1, 1953 general wage increase. Any
change in the incentive base following installa~
tion of the plan on May 28, 1349 as a result of

a general wage increase, would of course, conform
to the provisions of the Collective Bargaining
Agreement.

The Union was told that the Roller was expected
to earn $3.85 per hour ($4.35 per hour effective
March 1, 1952).%

In as much as the subjlect grievance 1s not one filed within

180 days after installation of the incentive plan to protest

the characteristice of the »lan, the Union should honor the

features of the plan through the duration of ‘he Agrecment.

That is, A.f the rates (standards) are appropriate for existing

conditions, 40" Tandem Mill crews possessing average qualifi-

¥Arbltrator Comment: Believe the word '"made' or "establisheal
was ommlitted when the Comnany tyned its letter.
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cations should endeavor to worli ot a 1005 incentive nace (or
Taster if they choose). For working at the 10055 incentive pace
the crew can expect to esrn annroximetely 198% above the respec-
tive Incentive Bonus Rates, or in the case of the Roller, k.35
per hour. Higher earnings could be exmected for working at a
pace exceeding the 1004 expected iicentive bace.

The third reason for the Union not accenting the check
gtudies 1s falrly obvious and is eiphasized by the fact the
Union demanded the dispute be arbitrated by a third and unbiased
party.

In discussing the reason why the use of larger coils caused
a reduction in earnings the Union stressed this point: Even
though the crew is able to nroduce more tonnage outout than
formerly, the increase 1n~"tonnage money" (eari:ings from the
power machine rolling ﬁortion of the work) 1s not sufficient
to offset the reduction in "colil money" (earnings from miscel-
laneous allowances covering manual work and delays). The im-
plication to be galned 1s that mill crew can earn more per hour
on the work paild by Miscellaneous Allowances (coil money) than
when on work pald by Crew Rates per 1000 Pounds (tonnage money).
This belng the case, 1t can be consldered that the Myscellaneous
Allowances Rates were more liberal than the Crew Rates per
1000 Pounds. The frequency of avolication of the "liberal
Miscellaneous Rates denehds primarily uvon the number of colls
rolled and the number of welds threaded. As fewer colls have
to be rolled it is evident that highest paid vortion of the tinme

1s decreased and revlaced by time gaining somewhat lower earnings.
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Actuelly, the Union accented Doth: sets of rates and aid
not, within a 180 dey veriond af%:r installation, file a grievance
protesting the out-of-balence relationsi:in of the rates. The
subjJect grievance pertains to chenged equioment, methods, or
materials causing the rates to become inaporonriate. A shift
in the quantities of different types of work to be performed
does not belong in this category of changed conditions.

At the time of this writing the Arbitrator believes there
is gufficient evidence to create some doubt thrt the rates in
dispute are appropriate. To determine the degree of inappro-
priateness, or even to definltely conclude that the rates are,
or are not, sultable would necessitate more study than the
Arbitrator has had opnortunit, to make thus far. Further analyses
should be done by maling time studies of the items covered by
Miscellaneous AlloWanceé and poseibly items thet are factors
in the delay allowance incorvorated in the Crew Rates per 1000
Pounds.

The making of careful time studles of these ltems nmight
conceivably require between one to three weeks. At thls sea-
gson of the year regular faculty duties will prevent the Arbitrator
from devoting the time needed for such a thorough investigation.
Therefore, i1f the investigation 1s to be made it will be neces-
sary for the Comnany and the Unlon to obtain a qualified indus-
trial engineer to replace tlie Arbitrator in this ohase of the
work,

Before taking this sten it is well to first consider the

cost and what 1s likely to be failned. The engineer's studies
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might indicate that elther an 1increase, or a decrease, in rates
is warranted in order to mel:e them correct. If an increase
in rates is determined as needed the changes should be planned
to enable the mill crew of average qualifled workmen to make
the Anticipated Incentive Earnings agreed to (for the items in
question) when the plan was installed. Earnings under the ex-
isting rates were close to values declared by the Company to
be Anticipated Earnings values agreed to by the Union when the
plan was installed. This situation might prompt one to assume
that any difference between the exlsting rates and appropriate
ones 1s not great.

Because the Arbitrator has some doubt as to the appropriate-
ness of the rates, he believes the Union should have a chance

to judge whether 1t wishes to have the investligation continued,

or to close the grievance at thils stage.




ITI - TEE AWARD

In view of the fact thet the Arbitrator does not have time
avallable to ngrsonally follow thhe arvitration of the subject
grievance through to a finel settlement he will direct herewith
alternate action to be taken by the Parties to reach a settle-
ment:

1. Unless the Union chooses to have the alternate action
in item 2 or 3 below carried out, it shall be considered
that the existing rates for the 40" 5-Stand Tandem Mill
are approprlate and that this grilevance is settled.:

2. If the Comnany wishes to modify the existing incentive
rates and/or plein in dispute in a manner and within
a time perlod ag.ceable to the Union, comletion of such
a modificaetion shall constitute settlement of this griev-
ance. The Compaay shell be granted a period of 21
days following receint of this Awerd to gain Union
acceptance to a modification proposal.

3. If the Union chooses to have a third unbiased party
nake a further investigation of the approprlateness
of the rates, lnstead of agreeing to the Company's
modlification proposal, this procedure shall be followed:

The Partles shall Jointly obtain the services of quali-
fied industrial engineering versonnel to determine

by time study and other sultable means what the rates
(standards) should be for trese items in the operation
of the L4O" Tandem Mill:

Present Allowed

Item Minutes, or %
a. Rolling Time Delay Allowance 20% Rolling Time
b. Basse Handling Time 1.36 Min./coil
c¢. Handling Time Delay Allowance .18 Min./coil
d. Lost Time Allowance .25 Min./weld
e. Set-up Allowance .12 Min./1l000# rolled

This study shall not include determlination of rates
for the item of Rolling Time per Coll for variocus slzes,

If the existing values for the sbove 5 items vary by
+ 5%, or more, from values for the respective items
Judged to be correct by the investigating industrial
engineer(s), rates for such items shall be considered
inaporooriate. The Company shall then reestablish the
ratee in accordsnce witl. nrovlsions of the Arreement.
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The

actively

re-established rates, if any, shall be applied retro-

in accordance to the nrovisions of Article VIII, Sec-

tion 4 of the Company-Union Collective Bargaining Agreement.

In event the Parties are unable to agree upon the personnel

to conduct the investligatlon, they shall:

(a)

(b)

Request the United States Joncilliation and Mediation
Service to submit a list of 7 industrial engineers

or consulting flrms qualified to do industrial engineer-
ing work.

If the Unlted States Concilliation Service cannot
supply the necessary list of names, this Arbitrator
willl furnish a list.

Selection of the personnel from this list shall be
made 1n accordance with the procedure given in Article
VIII of the Collective Bargaining Agreement,

) .
/¢L<”CE? pééﬂycﬂcv
Q. C. Vines
Arbiltrator



