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The D,,,terminants of B,:wgaining Stn.H:ture, 

The A .. T. S,T" Di vesti tur~' Case 

I: Jntr-,~duc:ti on 

covened by ,, c:caI I ec:ti. ve bargaining o1gre@ment a,nd the loc:us o+ 

dc11:ision maldng in the ban:Ja1ning pr □cess, is a ci 0 1tic:,al var-iabl@ 

s1ffectin9 the OlltcomP.s of t.he b<,wg,:,.ining prm;ess. Hecently, the 

stru,:ture □f col. 1 ecti ve b,arg.s1i ning in the United State>s qppears 

to be undergoin\J si911ific~,nt c:hanges in many industries. The 

pace, of urnon men;iers hc.1s quic!rnn@d and has b,·ought nbout more, 

csntr,ili2"'d biil'"<Ji~irnng in some :i.ndu!stri.,~s, for (;)Xample,, retail 

foods (supermarket.•;). 

b,,wgaining hfls bec □me increa•singly decen~rali2ed and pramises t □ 

b@ even mores□ with the recent ciissalution □f l11e indw~t1ry's 

m1.1lti-employe,- b.:irg.:itning ,arm,, the Steel Comp<1nies Corn-din.s,t1,,g 

f.larg.s,inin\.J h,as ,!lls-,o bec.c,m@ more de,cemtra.L"lzed lrl tho:• 

truckinq 1ndust1ry, in large p,,rt rcdlect,.rn.J the 1mpo«:t of 

den•gulation; and nL1m,~na,.1s employer-fa ancl unicms 111 th,~ talt;,c:tr,c,o.1 

produc:ts, chemlc<1l and aut □ par-ts industri@s hc1ve alterted the,ir 

bargaining strur.t1)r·,as ti:1 neg,,t.:Lato;, pl;;:rnt-by-pl;.snt J;;sbor 

a\Jreo;,ments. In tha, publi.rc 1~,~ctor, the n,1tion's largest mt.lnlCJ.pal 

QOveltrnm&mt, that of N,~w Yrn·k City, reo:ent.ly ,alt!~r~!d th~~ st.rw:t1.1re1 

□f bargaining by collilpsir1g BO sep,1r.ate bargai11Jng units i11to a 

1.mi.cm c:oa.liticm with which it n,~g<:1ti.ated a m;~s"l:m--- cont.rac.t. (l.ew:1n 

and McCor·mi c:k :l 981); howev<=r·, th ewe al r·,aady i-1<"<,; •a>i gns of thifa 
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c: □ -'11 l ti on dis;ssol vi ny and c:ol l <,cti ve,! bar·g<.,ini ng r·etLwning t □ a 

J esss centr·;,ili:ced s;tructure. 

A major- industr·y .Ln which changes i.n bari;,;aining structure 

are bouncl to 0CCL11·· is that of tele,pho11te1 s;,rviee. On ,Januilr·y 1, 

1984, the Amer~c.tn T,ilephnne nnd Te,J~,graph (A.T.&T.) was requin~d 

to d'lvP.st itself of its Be,11 opfil1~,al'.inq companies, the prov1dewss 

i:1f loc.tl telephone serv:i.r:oi. The c:r.,ati. on of s,sv(,n se;parate 

holding c: □mpani es in thF.! wake! of di vec,ti tLure, appears likely to 

affec:1: the highly centrall:ced strut:hwe of ,:ol.lect1ve bargain1ng 

that: prevai Is at A. T. &T. The> cycle of ne,goti.ttio1·,ss in tl1oa "B<,ll 

sysstsm" has been suc:h th,~t O\ nationwide c:ollolc:tiv1, agresment was 

neg1Jtiat~;d in 1983, shortly bef<Jr·e the divestit.un? to□k effect, 

and the nsJ<t b,,rg.iining rnund is sche,dulsd for 1'186. The 

importancs of these ev,mts was r·ecsntly s1gni!llsrJ by the 

Prssident of the Cc,mmc.mic:ations Worker!> of ~\merieR (CWA), whcl 

v.aci!tsd his positic,n, e,ff..ictiv•? July 1, 1985, :ln order to givier 

his s;uccesssor one full ye,ar to prtopare for ths 1986 n,;)gotiations. 

These devoalopmornts p1-ovide a rare opportunity to •~tudy 

r.:t1.,,,nges i,, b«ry.,ining str1.1ctLWE! pr1or to the me()Otimtion of o 

"first" c:ontract under ne;!W orqo,ni:z;a.tional arr.emgememtc;. Like 

other industriF.'ss, t.he bar·gaining structure (1ar struc:turesl 

.adopte.,d in tr1+? t.c,lephone• industry may affe1:t banJainlng out.r.:1"me•;;. 

Barga;ning out<:omee, are hypothesl2e,d to bP. d1:,t.~1rmined by 

barqiHniniJ p1:,wer· (Kocha11 and 8101:f: 1"/77) which is;, ,n part, a 

For the sc;ops c1f barqainir<\.J to 

chmnge from n,sti,~nal to locell, ii, the case of the, t1'>.lephcme 

indu,stry, c.c1uld me.,an t.11<!\t w:i.ds ,·egi,:inal vr.1rir.1t.1on in compensat1on 
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wi 11 repl .ace naiti email l y un.l form wo1ge and bsmefi t □utcc,mes. Since 

the uni.on1ied p,~rtitm of the telephone .imiustt-y <1ncc,mp,ass.,~s 

l'"ClL.lghly '700,000 ,;1mploy1~es, c::t1angem in 1:ompr~ns;,tion outcomes for 

thls indL.l!>try wo, .. ,ld hi.tv!(' ai si.qni-f'ic;,nt. impi~ct on t.h,;e n.itiona<l 

economy. 

It is the purpmse of this paper t □ investigate th,; effect of 

hypothesi ;,_eel dr~ti~rmi n.ant!s of trnl'·g,,ii ni ng est:.r-w::tu1°e on the ch,n cs 

1) ove,r t.hP- com·5"' of b,~rgain,.ng 

history in t:l1e teh,phone indust.ry (pn~-divs«t.itur!;l /~.T.llcT) i~nd 

2) on the sve, (lf the. fin,t round of negotiations in the prns,t

divest'lturl') "ir<!I. 

Thl'l rem,,inde1~ Clf the pa;p,;r i!S or-g,1ni,:Ed as follows. Sec:tion 

II r.!Vi!;lW!> prior rese,an.:h in which thern·etical det:er+ninants of 

ba,-gai ni ng str-uctLire havs b~!en ir.hmti f ii~d. S(-?Ction III de~,c:r~l.ies; 

four- l+avoal.s in the management 01--gani:cation ,:,t which bar·gain·i.11q 

ma;y o,:cur-, by s1.1mm.sr-i2:Lng k.:-1y aspects; caf the A.T.~,T. divestituire. 

3ection IV outl:i,,r~s; hi1stc11··L(:<1l .ar11:l fl()!~t-,:hvPa<ot:LtL1re m,~thodr..; , . .,~ed 

to analyze the detb"Jrmin.antss □f b.acr9a;i11ing strL1ct,.1r"'. Sec:t J. on V 

pr-~!soml:s the re,,-,,~l ts of the hi st.ori c:.al .analysis; p,·e-di Vb"3t 'L ture 

ct·,c1nga•u; in b<1rg;,,Lning s;tn.1ctL1re .st A.T.&T. dLWing the 20th 

c,~ntury are 10,,a;rnine•d "in tho r::ont;,,1,,t; of t.hia d+atermir,ant.es o·f 

barg,uning structuna identified in Section III. Ssctior, vi: 

reports t:he r-esulbs of ir,tervia>ws and pnodicti(ms .abo1,1t tl7P

dt~Ye1 opment of bargaining s;tructtir-e in t.h1e ,;,~.-1 y por,;t.-

.[11 Sec:tion VII, a i·eseo<rch agenda for 

studying ba;r-Qili.t1ing o,,tc::cames; 1n the BeJ.l ,e.ys,tem in light of 

c:hanges in hargai11i.n,;i st.ruct.una is iu-opos.s,d. 



I l: Ri;1~earch on Bargaining St.1-c1r.:tw .. e 

M1:,st s,e1rly ,,tudies □ -1' bargalning st,-ur.:twn•.' l\sed amac:dotal 

"lVidence to identify the det.1rmi1i,,11ts of bargaining s;trur.:t1.1re 

isee, for e,:ample, Cham!J,fflO\in 1961, Weber 1961, 1967). 

thP- v,~riablo1e. suggested to be i.mpc,rtant i~I"!? <:➔ nvi.r·,:inmer1tal and 

institutional fac:t,ir·~;, including c:ompetit1an, labor ,:c,s;t,,, 

prc,duc:t m<1rl·:!?t dispersion, prc,duct hDmDgenP-l.ty, flrm •dze-, 

industry 1.:onnmtrat,on, ,~ncl union c: □nc,~ntration. More n~c:snt 

rese<1r·c:h hns attempted to empiric:s1l.ly mEas,u··e the r,alat.ion~;t,ips 

between banJal.nlng stru1:tl1re iMld a number of tl1ese v.1ri<1ble<> (se<E 

Gr·e,.enber,J 1967, Deaton and E!:>i.SLtmont 1980, Hendric:ks and Ka\hn 

1982, 1984). The findings of th,~s,a studie,s ,11·e s1.1mmarized in 

Table 1 in terms c,f the influenc:« of ,:,c:c:momi.1~ ,;,.nd organizationail 

determinants □f barg.1inin<a structure c>n union and employ,~r 

pru,fe,nan,~e>cs fo..- multl-·employer b,,,_,-g,)J.ning str1-1c:ture. 



T;,ble,, :l : Determ1.n<1nts of Baq,Jaining Structure 

E'.,R£FERENCE FOR Ml]!J 1-
EMPLOYER BARGAINJNG, __ STRUCIURE 

ECONOMIC & E~NIRONl"IENT FS\CTORS 

C□mpetitic,n in the industry (b,d,I"') 
L.sbtir r.:ost" (,B-e) 

Labor sup1:<l y (b-·e) 
Presssure from the non-union sector (al 
l'-h.,mbe,ir of Un,cms (cc,d,e) 
Product Market dispersion (a,b,d,el 
Ge□graphic c:<:1n1:~•ntration c1f firm1;; (;~,1:-e) 
Homoqenaity of pi-oduct (a,d,el 
Governmemt policy (exogenous) (b) 

Of<GAN! Z/-\TI ONAL FA,£:TQB.§. 

Fi1··m si,ce (c:.,d,e) 
Firm Coni:.:,ntrati □n (a·-e) 
Vertl<:al integration (a,eJ 
Uni □n si%e (r.:,d,e) 
Union concentration (a-e) 

+ 

' 

+ 

Sr~~1rces1 (al=Greemberg 1967, 
(c:)=Deaton & Beaumc,nt 198(), 
(e)=Hendri.r.:ks & Kahn 1984. 

(b)=Weber 1961, 
(d),.H1amdri1::k1,; ii< ~.ahn 

Fi C::!!! 

1982, 

+ 

+ 
+ 

+ 
+ 
+ 

We c::an de1"ive a temp □ .-,,,1 model of bargaining sl'.r·ul'.:ture,, 

thi1o m□del, p.--es,ented in Figw"e 1 be,low, mcist r·"11,;earr.:h on 

.;,,nd union's choice of ba1°9aini119 ,strL.1<:h.,rs, W5il1(J industry di,,ta. 

bii!.r·g,1irun0 powear \Koch,rn and Blm:k 197"7) as '"" ind1r.:ato,· of 

bargainin<J outc:om,~,;. 

i,,, d,,,-ived f1"·om e1,vir·onrnb;r·,ta1, ..-conom.1.c:, 1arsiani2atirn,al and 



str,1ctural factcws (l(,;chan 1980). It 1s not"lworthy·that whil,, 

somP. h,,1ve recogni.:ed that the b.'alr·gain.lng stn.11:t1.1r·e determini.1tion 

pl'"ot~P.ss is c:r·it1cal to thr;;l b~,rgaining s.truc::ture adopted (that ie., 

which party's preference for- mtnJc:t1.ore prevailm iilnd/(Jr' how are 

compromises strw:k between the patrtie;s), little atte,nt1on '"'" 

focu,-;ed on thl5 ,s·tage of the modP-1, 

---- --==========-----==''"''==============================""="'"""--==== 

Figu,,-e 1 Temporal Model □f th!a Determinants of Bar"qaining 
Stn.octurP. 

Union Choice 
□, Bo1rgad ni ng 

St1ructure, 
Envir-onme,nto1l V 
ar,d Economic 
Factors 

Bargaining Powead 

O,,-gan i:, ati onal 
' 

✓ Fac;tor·s 
Firm Choice 

o< 8a,,-gainin9 
Structure 

8a,,-go1ining 
Structurea 
De,termi nation 
Proce,ss 

I 
' 
8argain1ng 
Stn.1r:tuna 

In shor·t, prior r-ese,a,,-c:h hi~S pr □vided st,,-orn;i indications 

about the various fac:tors likely to c1cc;ount. for bargainjng 

inten·el.e\'ticin,-;hiµ,s and yceJ.ld om □VE-!rall pic:tur·e. 

p,·ovidle s;c,ml? insight 1nt.o t:l;.1.1;; overal 1 pic;tun? by r,i~amining how 

the, hypot.he,si.:e,d de,t.,,rmir1.v,t,s of ba,,-ga,.n,ng !,trur:ture hcav~, 



actual! y ; nf I """need bargaining ,struc:tun,1 at A. T. &r. and by 

considrn"ing 1nten°elation,ahip,c, not pna!Viou,sly rer.:e:tv1ng 

attemtion. 

While we fm:us only on A.T.g,T., the1°e a,-e several ,·e~,sons 

that this is; both a r.lch .a.nd desjrable way to inv,astigate the 

dcetermina11ts of ba,·gaining structure. First, unlike- mc:,st prior 

bargaining stn.,c:tu1"e research, we can m,plon> dec:is1on!s made 

within the fi.rrn crnd within ths, indu,c,try. By fDcusing on the 

firm, we are able to e1xplore1 the barga1ning sb"ucture 

d1:,termin,~nti(ir> process, whic:h pr·:i.or qw,mtitative r·eseo1rch h;,,s 

industr·y is of P<'lrticc!l,ir appe;,l sinr:e the hypc,thesi,:ed 

determinants of bi;>.rge.dning !$'1:rw::tun1 (•1:<h:lbit grrJat variat::lc,n ;o,t 

pn-1se;nt, offe,-;,ng a ric:h 51'1tting t □ inv,~<atig,·,te th,.ir 1-!ffieH:cts; on 

b;,nJaining strw:·tt.tre, Third, unlike mL1s;t case studies, more tha11 

□11e observation □,· .--esearch si.te is ,,vailable. Hcs>re, maniS\gement 

must. make e1l ght dec:i ssi om, .--eg,ardi ng bs!.i"g,:,1 nL 119 stnJc:tur·~~, wtn c::h 

ccmstitut.e e1ight ,~ep,arat~~ tmsts of th<a detearmin,~nts of b,~rg.s,l.nJ.ng 

struc:t1JF"ie' within c;ne case study. 

has and H~ l.J.kely tc, occ:ur iri thE.' fc1tur(;;) at A.1.&T., it ,s fi.,·r,;t 

nc~cP.55a~·y tr.i review key aesp»cts t:)f the A.T.&-T. d'lvestito.u·e. 

III, Man,,gP.ment and Union Organi2ati □rH, 

and the A.T.!,T. Diveastiture 

The divestitunc) c,f t17,s l~merieN1 Te,lephrnw.- ,ind Teleg,··aph 

Company on Januar·y 1, 1984 brought "'bout majc,,- organL:,at.lrn1al 



r:h.,nrJes in th+. l.f.\r,:;p~st Amo-1r·'lcan u-tiiity and on1e of the wrnrld'•s 

largest ccimpam es; th,a nasult<int organization st!'"uc:tun~ is shown 

in f"i,Jure 2. F1rom iii coll ~~cti ve bargai nlll8 <,,t,mdpoi nt, the 

import,m,:,e of this restructLlr-i.nQ res;ts with i.ts pot.mt:i.al imp;,c:t 

on the level at wl1ic~h cc)ntrac:t neQoti,ations will subseqw~ntly l:ie 

c:a!"ried out. 

Bell ,~ystP.m have been 11egot1.atP.d r)n c1 11ationa1 b;,mis. To 

illust!"ate, 1t1 1983, national m.a.ster cont!"acts wer-e c:omcl11de,d 

between A.T.&T. e1nd each of thP. t..hres n.itinnal unicms-, 

r,~prsm~nting Bell syste,m empl.oy,;ss, namely, the Communications 

Wol"k~irs of Am••!!"'Lca (CWAl, the In{:ernation"l Brothel'"hood of 

Elec:tr-.lc:,~l Wol"ker-s (IBEW), ,~nd t.h;., Tslec·,"mmunicat,on!$ 

International Union (TlU). 
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Figwne 2 , An,T and the Region,11 Holding Companii•i• 
Po,st-Di ve11.,;t l tun,, 

Ame1r-1can Telephone ~, T1cleqn;1.12.b_!,;;.9_(l1Qany i 
i -----------------·------------------------- I 

AT&T Communications, .Enc. 
(lon~J Disbmce te.lephone servic:,;,) 

: ---·----·---·--------------·-------------·--·- I 
ATE,T T,~chnol ogi es 

Western Electric (AH<r Tech. Inc. l 
Bsl 1 l.abor·atorj es 
AT&T Jnf □t"m<'lti<m Systems 
AT&T t11tsn,,,t1onstl 

The Regional Holding C□mpa11ies (RHCs) 

Bell Atl<'lr,tic NYNEX Ameritech us WEST Pacific Telesis 

*Bell "' PO H.JE ,., iIL B•?l 1 %Pacific tPac:ific: ,., 
•NJ Bel 1 •NY Te, *IN Bell NW Bell *~<ev.ad.s, Bel l 
*Diamond SL '"' Bell %M□wr,tc1in 

Tel. (Del) •□H Bell Bell 
%Ches;apec1ke ,w, Bo;l I ,ww Bel I BellSouth 

' Potomac ' Tel.(W.DC) *South Central 
*U,P Tel-MD E,Quth~Jestern B,al l %SouthE·rTl 
*Cl,P Tel-VA Corpor- .. t1on 
*Ct,P Tel-WV 

*SouthwP.stern Bell 

I 

Bell Communi<:ations Re-se-arch ( Rt,D) 

Prior to 1974,, ccintra,cts were rn~got'latr~d loc:o1lly ,and 

region,al 1 y wi tr, >a>ac:h of the unions, Thl!O ffitNlnt thal: th,~ Bel 1 

system operating ,::•~mp,~nies and 1"egional union or-gani,,ations and 

affilio\·i:,,1!. ewne irnpot"tant lt.1ci □f bar-gaining .~nd bc1r·g;•ii111ng 

pr.lWEW, Wi.th t.h+~ e,dv~mt of nati,mal b<.'lr-<Ja:Lnin(,J,, the corpQrate 

Bell 
Bell 



CWA, !BEW, omd TIU assumed gr&,at,er import$nC:<a ~md power ;n the 

b;a.r-gain'l ng pn~c:&,ss and 11·, Bo,! 1 sys;tem 1 r.1bor rel ••ti ems more 

brondly. WBgi-:, sta11ciardi "ati on accompani e1d n.iti. onal bargain in,~ 1 n 

the t,~lephcm+? indus.t,-y, m,.H:h as it did in e1thetr ind1.11ot;r·i,e15, ssuch 

as. trucking, where cr>11trali2e,d ban;im1ni1,g s:tructures evnlved. 

In tP-r-m,s of the mana9ement m-gan:i.zat;,or, for ban;iaim.n,a unde>r 

divestltun,, fm.ltr l~,ve,lss are conceptually .-elev,-.,t, the nati(11'li,,l 

l,;,,v~1l, the regional hold,_ng crnnpc1ny (RHC) le,v.al, thrs- □pEr·ati,-,\l 

company levsal, ,,,nd th,~ plant and ·facility le,vel. At the n,~tiPn,;,\l 

level, for the, m?w A.T.&T., i:\.T.&T. Communication,, (lm,g disL,nce 

e;e.,rvice) nnd A.T.!,T. Technc,Jc,g\<'!S ar·e thee rele,v.ant. i;,,-gsni:caticms, 

rs-mployi ng some, 200,000 p,~,,-sonr1el. The re,gional holdir1g cc.,1,p.;r,ie,, 

(RHCsd ~- 8~•11 Atlantic, NYNEX, Ame,-1tec:h, US WEffl, Pac:lfl c· 

Telesis, f.!ellSm,th, ;,.nd Southwe,stE.'rn Bell Cor·pon,tic:H'l _,,, •• "''""'th,,, 

nf..'W b1.1si.11~,sss;ess which ar·e comp.atl.t.iv" 1'ml unregulated. E«c:h 

rF-,g1cm,aJ. 1-1olcl1ng <eomp8ny has on,, c,r mo1-e Bell op,~rati,10 

T!Hese or,e,rating cnmp,m,,.,,.,, which will cont1n,m tr1 

p1"□vi de 1 □cal t.~,J o,phon0, s,ervi ce unde1- ,;rc,ve..-nine>nt. F"e'gul ,at ion, 

The, fm.,r l:t1 man«gemerit 

level cons,st,~ of tl7ffl plant;,, and -l'aciliti~"' ,af ri!i~Lh '"~lf~rat-ing 

,ce>mp,rny ar1d of new IJu•ai.rim,;se,s d<eV<e'l<>pc;cl by the RHCs. 

Hic~to,·i,c,~lly, these pl,ants atrid f1'cllit.i+?ss hav,~ not. had 

,-ro,sponsib1 Ji ty few c:c1nt1·,~ct rrnqot'lations-; with o1r1y of t:t,e Bel I 

Of c:ourse, wtwth<"" this will be so in t1·,;_i future 

i•·; prob] e,rnat i c ar,d will b,., c.r,ns;i derr2d later. 

As t.D the struc:t,.,,.-,,., of th,~ unjon 0F,;1anizr.1ti,mw, we will 

10 



foc, .. ,s c,n the CWA sim:P- ,t is the lr.H"gest organization'. This 

u11ion maintained thirteen regjonal or d:istrict 1,ff1c:ss pr1or· to 

dive,;titur<;). 

regicmaJ riffic:es were <>lso r<asponsible for negotiating 

supplememto\l (lot:.;\l} o\gresmFJnts w1th the oper;atinQ c,~mps1nies ti:; 

de8l with issues not taken L!p in nationctl bc;,-gaining. 

dis;trict. org;,nj;;,;,_tions "'r" not directly a-Ff~•c:1:+?d by divo,•~titL.ire 

- they are not mandated to r.:ho1ngc,, by the divestitLire •"l.9/""lfilll+~nt, 

but the c·rl~ation of nfflw RHCs impllP-s a re,~tru,:tLur,ng of 

the CWA"s district offic:,~«. Thus, the real i qnm,ant of barged ni n,J 

stn.H:ture ln the post·-divestib.,re pe1••im:I 1,r, likely to ,nvolve 

org.ani2"1tic1nal c::hange,a; in both the management And c.1ni,m 

IV: Methodnloqy for E~"1min1ng the 

Determln.,.nts of B"'r•J"'ining 8trL1cturs 

The.• deter·minants of b,,wgainin<J stn.1c:tw'"e in the tel,aphone 

i11dust1'"y ,l\rf.l e>"am1ned in two way,a. First, by id•~nt.ifyi11g ,snd 

observing the! c:h;ango:is i.n the theonatical determil'lants o+ 

bar,J"'ini ng struc:b.wf.l ove1r th<= course of c: □ l l e1:·t \ vra bolr9ai ni ng 

history in thi,,. industry, it is possible to see if th<f.'Se 

var·iables have h,sd the.tr· 17yp □thes.lzed ,affec:t.1,, on bw·g,,uning 

1 The CW/S ac.cc,unts for· npproxi~1c.1t.el.y 85%, tlf total c,n,.on 
membere;hip in t.h"1 tel,~phone industry (C9l lective B,)1·g,a;i,nin.fL..lll 
the Tel.§!;i__hone Industry 1980)" 



strucb . ..--e, In oth+;r· words, the change from n;gional bargairnnq 

(bet.we~m t.he operqt.i ng c:ompanies <mci the 11nic,r,ssl to nc\tion,al 

bargaining in 1974, 1s propos"d trJ hc\VE> bE>en brought about by 

c:hanges 1n th!~ d"t.ermi nemts of barg,ain.Lng structure ·favorinq 

central.i.:ed barg,:,,'inin(J. In orde,· ti) vParify if this WEIS in f-,~1:t 

the <:a5e,, a t1istory of the b<•rgaining i~tn.icture in the Bell 

syst.s~m prior to divestiture .Ls c11.1tlined in 8ect,on V,, 

Second, in e;_n nttempt to eJ<amine, the ch,mqes 111 barg1,ini ng 

stnu::t1.1re prec:i pi tnted by the brP..-01k up 1,f the Bell ,aysti:,>m on 

JnnL.<ary 1, 1984, the d.,b,nnin.-,ntss of bargaining stn.1cture wens> 

inve;stigated throu9h sem1mtr\H::t1.1red intervl.e,a,s with pe,1-s□11s fr· □m 

both par-ti.es. lnvolve,d in the fir·st po,st-divestitun;, nP.q11ti,~tim1s 

in 1986. 

Thirty-one people were interviewed by t.e.,l.:!ph□ne cw in pe,-son 

bstws,an Apr-il and June of 1985. In all intsrvi1S>ws the follow1ng 

question,s we,-e pose,di 

1. Has the barg<c11ning ,-,tructure o1lr.,,c,dy been determine,d, ar,,:J 

1f so, wh.at :Ls it? 

2. (If yes) How wa,s tho1t ds(:ided? 

3. By whom? 

4. (If no) Who1t do yo1.1 think tt,e structure will be? 

:;. What s,iould you like it to be? Why? 

6. Wh1.; will mat,,, thnt de<:ision., Hms? 

7. What '"'"' (were) the determjn<c1nts □f barg,,.\ni.ng structur-e? 

InterviHwe,es we,-,e fr-□ rn /.1.T.il<T., NYNEX, 8ell Atlantic:, 

Ameri ter.h, Pa,ci fi c Tel ,,si e·,, Southwest>~r-r, 8el I Corp □r-ati □n, Ul3 



WEST, Bel1Sr..11Jth. nine of the Bell □perating comp,~nies, Bell 

c,~mmunic,ation5 Rese1arc:h, and the Communicationes Worker·s r.>f 

America. Wea spc,kr~ with Corporate Vice Prr.,sidr,mts, 'hce 

Presidents frnr Human flesm,rces_, IJice Preside11ts f<.1r· L.,bo,,-

Relations, District l"lan,~gsr5 for Labor Relations, ressea,·chers an1j 

polic:y analysts f,,-om both the ~mion <.1nd manaqement. part;es, and 

Th,~ int,:,.-vie,ws wen, d,:,signed to enable LJS to ob5ervi~ the 

bargaining del:e,r·mins1tion pi·ocess in progrese; sind to dis;;c:ove,1r if 

ha,e; not yet identified. The next tw,~ s .. c:tions offer the 

re5~1lts of ths h1ratoric.,l analysis and ths inte,,-v:1.c,ws. 

V, The Evolution of Bc1rg,ai11ing Str-1.1c:ture at. A.T.&T. 

lflc:o,por,,ted in 1885, A.T.~,T.'s; medn purpose was to dev1slop 

l1~ng distance se..-vic:e to li.11k SFapiSlt"ate Bell Telephrm,~ C,·,mpani,~5. 

ThE,,ffl c:omp,~nies (a,s they m:istsd JUsst prior to divec•stiture,,) ,u-·e 

listed j n Fi gt.1rs ;s. 1h+~ c:ompm1ies p.-c,vided .lo<:al tP.lc~phone 

serv1ce to cuestomere. in the,,,- respect.i ve geog,·aphico1l ... ,,.~,,,s, and 

h.T.!,T. became the holdin9 comp,~ny fort.he Bell op!S'rMt'Lng 

c:ompani.;,s not lc,ng after , t was inc:o,pr,r·,1tsd. In ,addition, 

A .. T.i,T. oper;;st.-!d the W,ast-e1°n Elec:t,·ic: l:r.1mpany, the manufactu.r.cng 

<1rm of th,~ Bel. l s,ystem, also Bell Labon;.tr)r·ia110, th<il c:ompany' s 

res..,,,r-ch and development Or''-l'll'lization (,a;,,,.,, Fl.gur·e, ~;). With the 

c1dvr,:•nt of .~ holding company fonn of nnJ,~n,. zatJ. c,n, decision making 

on all aspec:t.s of the telephone bw,-,ines!> bec.,ame 1nc:ne,1-1singly 



centn.,li:•:"d within A.T.&T. As <1n C!Xample, nationwide pe1nsi □n r.,nd 

pe,·sonne,l mane1qernent systems we,na P.1'lto1blished in 1912. 

Fig,.tn~ 3 : AT&T Pru,r- Leo Divesti.tL1re 

-----------------------------------------------·---------··-------
Am,.1·ican T,.leph_one ~.L.JP.l.r;,91•,iph Compa.!l'l 

Ne,w l~ngl,;,,1,d Telephone 
New York Telephons 
Bell of F·,.nnsylvan.La 
New Jersey Bell 
Diamond State Telephone 
Chesapeoike ~, Potomac Tel 
Ch,.!Sapeake & Potom.~c Te,1 -MD 
Che6aps,il.k~1 & Potomac Tel ···WV 
Ches<Apeake & Potomac: Tel-VA 
Wis<:or,sin Bell 
Illinois 81all 

West .. rn Electric 
Bell LaboratoriP-s 

011io Bell 
Michigan Bell 
Pac; f ic: Nm-thvmst B,el l 
MounLun St;ate,s Be,11 
Nor··thwesstern Be,l l 
P<11<:ific Telephone 
Nevada Bell 
South c,,.ntral Bell 
Southet"n !)ell 
Southwestern B•~ll 
Indi.:,n-1 B;.,11 

------------------------------------·----·-------------·--"·-----· 

The first c.olle1::t1vo1 bar·gaining agreement in th,a Bell sy•stem 

w,~s 1::onr::lL1do.d on JLtly 18, 1940 between the New Vo.-k Telephone 

Company .;,;nd an affilldte of the1 N,atic"lnill Fed1aratior, o·f TelF.1phon1>) 

The NFTW was a r.oalition of ;ndependent unionss, 

r,,ac:h of wh.ich bargaim~d with individu,il BOCs. According to 

Brcmlm (1977), the NFTW affili,,tes felt that th~"lir individLtal 

j nte,1-,~st!al wer" 1'lLiff lei en-t 1 y di ssi mi 1 ar to warrant company-by·-

c:ompL,ny bargainl.ng. Hc.1weve,r-,, the l~FTW leadership beliP.ved th"t 

bargaining p,~licy mnd boll"gaining objer-:tives were .increamingly 

b,eing dete,rmi.n,:,tl by 1-\T~l. nr,·~ the i01dividual BOCss. 

some of th~,s+• l•?e1d.,.,rs sought ...... but. did not ilt:hieve 



centralized bargaining with th+~ Bell system's cor-pcaratP.-·wide (or 

parent) cwgar1'l2ation. Jnt+ewniill disputes over the issue of 

b«1rg,a1n1ng structure led to the disaffili;,,tion of .;1,me 

constituent. unions, with the ,resc.,lt that. the NFTW membarshlp 

declined by s,;ver"al tho1.1sand members tea a total of ab □ut 122,000 

in 1944. 

D,iring World W,ir II, g □vernme,1t policy toward coll,~ct1vo-, 

barqaining favor+-~d p,1tt.1~rn sse,tt,,19 and pattern 'tollowirig. The 

"little steel" formt.1la set th,a pattern ·for manufact.uring !Ooactcw 

wage i.1·1<:r,;.,ases, and the telephone workers wen,, 1nclL1ded ,n the, 

pattern. To an impr,rt,mt extent, bargainin,J strw::tun-, (and 

barga,ning □Ltb:om"'"') in the tel.@phone industry dLw·ing th1.s p<1r1c1d 

was d,atermim,d very lan;iely by 9s,("J(l0~r·•ou1• fon:<ees, rather· th.an by 

produ1:t and labo,· market forc,?ss, ,~r· by the 1 . .nion and man<agement 

org.ani ,:at ions, 

In the immedi,~te pcmt-World War II period, A,T.$,T. ,Jained 

fwther, almost 1:ot.il, r::.:mt.rol. ,-,f the mar·l:et for t!?llephrn1c,, 

se,r·vice ,~nd dicaplayed vast mr.mopc,ly powe,r. 

antitr·ust sujt ,~gc~ir,st 1-i.T.~,T. and We,stern El@ctric: weu;; brou,:iht b'/ 

ths 9ove,i•·nment in 1949, tln th,. c.tnion eside, the NFTW 1£~,,der,ahip 

thn~.1tenc,,d to conduct th,, fi 1•.;t nati c:mal strike, against U,rii Bml 1 

system in 1 'r46. 

(LL TW) af-fi l i ate in ths thl"@,11.t,aned sst.oppage, meant that no oth,ar 

NFTW ,affiliate would cr □s,s th01 !,mg disstance wor-1,ers' picket 

<a,;,r·vic:,;, m;,,rket because,, in 1946, e:,11 long distance cal ls requ:L.-ed 

oper·at,-,r assista11C<'' and less than 60% of ,llJ,l telephones we,·,~ o't 



the di1rP.c:t d.t,i.11 type. So potP.nt.lally d.;.maginq to national 

v,elfc,re was th1, thrP.'lt"!r1ed strike that thR Sec:r"tarv of Labot 

The UFTW Pres, cir.mt <1t the 

time, Joseph Beiirne, c:ommP.nted that "what wm.,ld ev,;wt the stirlke 

woLt.ld b<e' for· the;, companies tel c1,nsider· all the d,spute,s a,s onEe, 

and tt,,.,t any pattern developed be ..ipplied in all c:.a~;es" (Br-ookss 

1"177 p.107J, 

A.T.~,T. Vice Pressident Craig, UFTW President l:<ei,-ne, ,md 

Sear.:n,,t;,iry of Labor Schwellembach n,ig □t'l•,ted a settlP.mE?nt fm· the 

LLTW_, ,and the patt.ern Wil5 followed by .s1ll ,;th,:;r BOCs and 

Lmio11i;:,P.d woirkP.rs. He,rf.l w"'1,; the fircst m,dor stt?p on the road to 

nation,d bairg,,ining in th"' B£,il.l sy5tem. 

ThEe lnflue11ce o-f intcar·n"l Ol"1~ani:i:,;itional fact.ors on 

bargaining stn.1cture in the Bell syst,em was h,rthi,r demonstrated 

in the 1946-47 p!ar-iod, specifically l:Jy displ1tes over the 

affiliation of the tel,ephone wurkers' unions; wjth the major lall,,r· 

-f+;>derstiWH",, namely, the AFL and the! C!r.l. Th"' suc:cessor 

organizatic,n to the NFTW, the Comm,mtcation;; Wc,r-kec'F'S of Am,ar·1r.:a 

(CWt\) put to the membership the q,m;;tion 1,f wtwther to a·f-ftliate 

•ath ths 11FL or the CLO. Complicating thee c:hoic:e WO\S the 

e,xls;tence of the International Birothiarhood of Electrical Work,en,; 

IJBEW), which reapr·sis!anted telephone workP.,-s ,.n s<ame BfJCs; ar,d 

wtnch w«s a1ffili<1ted with the AFL. The CWA was tol. d th..-1:, in 

order s1-ffil'l~,t•= with the AFL, th,e union W<>L.ild h<.1ve to merge w,th 

the IBEW, wh+ff<N1ss th"1 CID offer~•d the CWA fu.ll (1nt<!irlne1tiorwl 

status without th., n,emJ of m,~rger-. 

the Cl,JA',~ 1947 Cf.lllV!?J1t1,1.-, "t ,~hic:h the union den:1do,d lD t'""<'(lli~ln 



c1naffiliate1d. 

Committ.,,e {TWOCJ, a (~pli.nti.r· orowp, brof.:e oif from th,a CWA, tocik 

the Long Lirms (LLTW) with them, and joined the CT □. With this 

reestructui·-ing,, CWA membership droppec•d by abou·t 12,000 m!"'mbe,·e. to 

le'Ss than 150,000 in 1948, or snmr,; 42 pert:!'-!nt of all Bell sy!~tem 

emp I oyeec•s. Of the remaining work force, approNimatl>!ly lei pen:snt. 

wewe repl"esentsd by n<~n-aff i l 1 .ited, independent uni □ns ( J ocatP.d 

mainly in F'ennsylvania, lllew York, ancl the Ne.•w Engl,md statee.). 

The fra.:tional1z<1t1on cJf union rn"ganizati □n in the Be>ll 

system warn imporl:i;,nt t,~ A.T.&T. man,sgsonent in d!,;>t,;wminin,a tl:s 

colle,::tiv,~ barga;nin,J poe.·l:ure,_, including its prsfcirenr:es 

reg,·.r·ding ba,-ga,.ning e.tructur,e. ln th,e 1947 ba,·gaining round, 

A.T.i,T. and the BOCs held oc,t for separate uniL~n ccor\'tracts;, 

Unlon opposition ensued, and a strike of all 325,000 ,~r<Finiz?d 

national ban;iaining; individual c·rn·,tr-acts betws•~n ~he, CWA (,,nd 

ol:h,;,,- Beall sye.tem unions) and the BOCs wero 5L!bs,;qc,ently 

concluded. 

s<1tt.lements in these contracts w,ere belrn~ thcrn<e n•~gotiat.1-1d in 

s.1:f~e:•l i~nd aut □s., deeiplte management. indications th,~t the ,"ILltf> and 

steel settlements wc,wld e,stablish the p;~ttern for the Bell 

sy,stsm. Nc,t onJ.y wen" telephone ccmtract se,ttlements well below 

those ree1d1e,d -.11,1~whe1re int.he mam.,factcwing sector, collective 

ba1rya1ni nq •~•Jl'"C••ements crn,,::l u1fo•d in th~' Bel 1 a,ystsm In 1947 hi!!d 

different t.e,-m,nation d,c1t.ec•<s. Thus, the CW~\ (nnd c,the,r 8,ell 

s;yst,11!1 1.<111onsi c:ould not ef+ectively shut t-he c,~mpany dm·m, as 

17 



appearec•d lilrn,ly j,;st a yr,,ar earlier. 

well able to WP.,~thP.r- 5{:rikes at ind1vic:IL1"'1 operating comp.1niee; 

during 19~-7 and 1948. 

With respect to the dete;wminants of ban;iai.ning structure 

(see Table I), th•~•;e histc,rir:al t.vr;,nts underscore thfil r·ole of 

on;ianizat.1on<11 fco,ctor·s. 

bi~ n;,ality in the Br;,ll symtem a11ci a cent.n.1J.ized barga.Lni11g 

stn1ct,1r-e had em.,rged. Just □ nl'! y.,a,- lat.er, the surfacill\J of 

d1vergent union inte,·ests and man<l\gerner,t responsivenP.SS to t.hi s; 

diver-gsnce pr □duced a highly decP.ntrii!lized bargaining stn.icture 

in the Bell sy,:,t.ern. Thi•~ is not. to say th,~t m·ganizational 

var-iables e,~cl.\.\sively determin,e bargain1ng est.ruc:ture. As not.id 

,:,arlier, government policy played an espe,cla,,lly pr □mlnent ..-.ale ,n 

Bsll sy,stem labor re,J.it1ons in 1946. 

During thea 1950,s ;md 1960es, ths, CWA renewt?d its; efforts to 

ach1,,we r,ational barg.ilni.ng in the Bell syst.,m. The1 union 

oif+il'lated w'lth the CID in 1949 and reac:quir-ed th., TWl:IC. 

Nev.,rthele,ss, th!a' 80Cs ;.,.1c:c:es,sfully warded ,aff C:P.nt.ralicze,.•d 

tha,,t ts, L~)mp1,.nywide -- bar-,1ain1n,J, ,~nd the pa,·ent organiczatio:ir1, 

A. T.~,T., nE'ft.1sed to ,·e,::ogr.ize the CWA. St1rif'.<a, activity -Lnc:rense,d 

during the/se years, but so, too, did illl.ttomat'lon o-F the, tele,phonP. 

system. The pen:,.,ntage ,af (non-operator assi. e,ted) di al 

telephones inc:rer.ts!S'd fn1m 75 in 1950 to 97 111 1960, and t.he 

number of teJ.,phonec~ in usse rosse from 35 million in 1950 to mona 

thom 60 mill.ion ten year-s lat.elr. Meanwhi I e, th•= rn.tmbe,1r ,af tel e-

phone;, <iper·,1t:or·,,; employed by the Bel I sy<>tem peaked at about 

163,00E) i11 1950, and decltned thc,reafter 'Co 1:'.19,000 in 1960. The 
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incr-eai,li.119 automaticon of t1"1ephons service s1gn,,.Jleci a decl.in~1 1n 

the proportion of labm" coosts to tc1tal c:os;ts, anrj the b,,wg,sd11ing 

power <>-f the CWA c:oncomi tantl y de,cl I nf~d. A-L: the Si;\/llE' time, 

A.T,i!<T. l'"FJV•mues, and pr·ofits gn?w tel rec,a,-d levels;. 

During the 1'160s, the CWf\ cont1nc,ed to pursue 11<.1tional 

bar·g;.untng in th" Ec0 ll systo'm ,:and it .ichi~,ved some i11,portant 

steps, in this dire,1:tion. One was the r1egoti,l1:ion, in 1'11:,C';, of 

w.s,ge incrsases linked to cost of living lncrlS'ases for ,,orhars it 

r1,preasenteed thr-m.1ghiaut the B<ell syste1m. Anotheer- was the slnft .,n 

CWA bargaining policy -frc~m oni,, of "f.!qL1al pay for e,c,1,.1al wr!rk" tr.i 

and "equal stand;;wd of living for "qual work". The latter pol,.cy 

and slogan seemsd bett!alr- ablee to ,-,c1lly CWA lmembers b<ehi.nd e1 

ptal icy of w"ge eql.Lal i 7.ati on throughout th<e Bell syst.<em. F1.1rthe..--

more,, in 1971, the CWA negotiat<ed its first c:tmbrac:t covec•rinq tw1:, 

BIJCs, which mar-Iced an impor·tant, if limited, departure firom 

strict c:omp,,.ny-by-company barg.ii ni ng. Als<> in 1971, n,~ticmwide 

stribes of telephon,;-! wm·ke..-s too~ plac:e il.nd while most of the;;,-, 

stoppagea, were of .;hort cjuration, the on~i in N.,w York state 

At tt'I'~ conclusion of the disp\1t,~, 

A. T. &T" ag1°eed iiiS ;,., milt tear of pol i c:y to l nr..1 ude agec•ncy shi~p 

provisJ.(ln,s 1n labor- agresm,mtss wlth the CWA. Thi. ,s arrangement 

pnavided th1~ CWA with fi,1ancial .;eccwit.y o1ml pres,~geci the 

introduction of nabcmal bargpining l.rl the, Bell system i11 1974. 

Begirrning that year, nation"! mast,~r ,~ijrP.ement,s cov<erinq ~iagss,, 

fring<<! benefitss .,nd certain oth,er· ,:ondrtion,s of employm,1nt. we.--ea 

jnauc:iuratc.~d, i~lc:1ng with ssepar-a1:e agr>?emente. c:oveer-ing n~>r1-1:cormru~ 

iHOSLl"1!> at the nper-ati ng 1:c!mp.my J ev,?l. F1.1rt.hermc,re, nation"'l 



bargai111ng quic:kly c,;me to encompass other B!i!ll ;~ystem urnons, 

ne1mely, the IBEW e1nd the Te1lephone International Union (TJLJ), a 

conglomerate of indepomde<it unaffilinted unions. 

Conc:erning prmiL,ct r.111d J.ssbor mar·ket conditions 1n the 

telephone industry during the 1970s, ha.gh le!vels □ ·f b □th f1rrn s1nd 

union conc:entr,~ti1,n prevailed. L.ittle compii'tition was evici,mt in 

th,e i,ndustry,, although a f~,w 11,iw specjaJized tele,phc:1no. service 

,~nd eqL\ipment firms emerged. 

piew·c,~nt of nonsupe1rvisory employees in A.T.~T. and there,fore 

dc,minat"'d 1Jthsr· ur,inns that had m.:,rnbers in the, Bell systP.m. 

N,;,verthel sss, gl i rnrneri ngs of change socm .:,rn,.rgeld and more, wen;, on 

In 1975, for e;:arnpls, Mi1:row,Rve Commun.lcr.1tions 

Jtl[: □rporated (MCI) was crr,1ateld and began offe.-ing long distance 

servic+~ in c □mpetition w1th A.T.il<T. Morel important, th!~ Justlc:e 

Dspartment initiated a suit th<At wast" c:ulrnincat"' in the cons.int 

decree requirirnJ the phaS(*d divestiture of A.T.~,T. Addition,ctJ.ly,, 

public perc.ept,.on of the "monopoly" position of A.T.!,f. and of 

f1r·m,s in olhF.!r re,91.ll"'tr,d incit.tstries appeare,d to 11,Rv,e ~;hiftFad. 

Th~-, cos.ts of f"<"9U.lation began to ,-.,,c:F.1ive, •signigicant popular anrl 

pr.,llt:lr;a1l o\tt+~ntior,, in c:ontrast ta the sarlier emphasis on tt1,e 

11"10.!(! for· ar,d bel"\ef its af negul at 1 cm. initL~tives for the 

deregcdat.J.on of th., airlins_, t,··ud:ing and oth•~r industrie's 

,a,merged ,ind ,,mr"! enact,ad into 1,aw by th,. Conqress. 

In the telephone industr-y, ,attsnticm focussed on the "hiqh" 

w,1g1<1,;s of B .. 11 system employees., and we<,Je (and e>theF employmi;,ntJ 

iss;.ues bec:ame ,subjects of debate, in ,;tate public utility he,,~r·1ngs 

on telephone company rate incri,•01!~es and rates c,f rEeturn ,;1n 
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Prr;."~SIJres fr·om (ncm-uni □nl banks,, insr.,ran,:e 

companies and other types ,,f firm,;;, typically lorc,,ted 1n the 

Sm.1th, wer1~ broug~1t to b,;;>,;\r c,n A. T, ~,T" to abandrJn nati cmal 

barga1n1ng with the CWA. Sw:h bargai,1ing, it was chctrged, 

i 1,cre,3sed tel e.•phone wo1rker· wage,s and bene,fi t,~ w+?l. l beyond those 

normally p,~ld l.n largely llnorgani~ed lndustri.es; and c:c,mmun,ttes. 

The, ,~eight of these fo,-c,es to,::Jether with the imp,,ndirn;i 

d, vest, ture b1°ought about changes 1 n mana9ernent • s col J ecti ve 

ba.-,1aining behavio,- in 1983, ,s,ven though ne,gotiatjons c,mtinu,s,d 

t.cJ be c □nduc:t!ad □n a national. ba1~is. r·or ths f1n,t t1me, c:ompmny 

negotiators compar·ed A. T. ~,T. 's pay "'-fld benc;,fi t rate1,~ with thc,s,~ 

of lts major competitors. F'revi □usly, c:omp"1ri sons were; m.1de to 

employ~,es of p1-ivo1te, industr·y in 9e,nero1l in an effort to 

demonstral:e the favc,re1blrs position of Bell syi;tl?lm worki,rs. 

Thn more, spe,cifi,: compensation cornparisrms made in 1983 

reflec:t,s,d the onset of more competitive forces in th,-., teleph<ln<" 

ind,,,-.t..ry, 1nclud,n\1 th,~ entrance, caf nonunic,n +iFms. 

oth!ar cfalt~!rm.1.nants of t,,~rg,,ining ,atr-uctcu~e shown ln Table I Hl"e 

alm<lst cert<1in to c:hanye in such a wny as to bring about more 

dec:"ntr·i~li,e,,,d balr<J<li.ning ,n thP. Bell ,aystem, i11 the wake of 

di vesti ·Cure, 

rectlignm,;,nt of poc~t-divi~stiture1 b,u--9ain1ng ass naported in 

interviews ;a1•·+? t<.1kEl"I up in th,a nel1t '~o!ction. 

VI, Barga1roing BtructurP. in "lhe Post-DivP.stllu,·e Era 

As not,s,d e,,arl,er, four ,1.e,ve,ls, o+ the management c,rgani.:ati □ 11 
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are relevant to the c::1:msideration of barga11n9 str1.1c::tur,. in the 

new Bell system, the, n,ltion«l, regional, opera.t.1.nq c::ompc1ny «nd 

pl,mt/taac:a.lity levels. To heJ.p ,n an.B.lyzing wh1c::h c1f these 

bargaining l<eV<els will be adopt,ad in the post~div.,,stit.L.<re erc1, ns 

we,.,Jl as to shed light cm the process; by wh1ch th<ese df!!c::i1si1:ins c1re 

mc1de interviews; wtth mana,;iement officjc1ls at thee, national, 

reglor,,al holrjing r::ompany, c1nd ope1°~,ti11g 1:,impne1y leev,?ls, ar,d with 

nc1tione1l o1nd n,gional officers of the CW/~. BF.c:aus;e □f its su:e 

and impr.1<rt,a11t::e in the indL1stry, the CWA ls t:hr,, only union 

orgar,izntion c □nsidered hm-s. 

As showr, in Figure 1, under dives;ti.twre A.T.&-T. continues t1~ 

pn:ivido> long dist,mc:e teleph □ne SF.?rvic:e ,.,s 'it a,lways hc1s, 1r1 ,, 

,-,,,gulateld smvi.ronmer,t. 

Technologies, hoWP.ver, can r,1:iw, by virtue> of th,? consent dric:ree 0 , 

compete with other firms in th" L1nre9ulated market. 

Tec::hn1:,l 091 ;,_,r,, contcsi r,s Western El e,:tr1c, Bel 1 Lab □ratori es, c1nd 

In the upcoming bar·gelini11g round, 

nmgotiaticms with the CWA are very likely to be centr,1l.i;,:s1d and 

remain n.:.tion.:11 in s1:,:,pe. ~Jhi I e n smal 1 er n1Jmbe1r of t~mpl ,;yeoes, 

dbout 200,000, will be covered under sllc::h banJ~aini.r,g in the posst-

c □mp,aned t □ the pna-,:hv,,n,tit1.1n;; per·iod, Che restructur1l"l<J 

pirovislons of th&, divee,t,tLll'!-l a19n,;eo11,nt mre such that 80,000 

wor~f2rs covered by 40 diffe-!r+~nt ,:ontrac::ts; l_r, 22 □peirmti119 

c:: □mpdniess have moved to the new A. l .~,T. c::orpon,,te entity. 

Ironical I y, there·frn·e,, bargc11ning between A. T .&T. 01nd the CWA 

mdy, 1n terms of the number of i,mr!-:i;,r·s c:: □ ver·i;,d by the c:ollective 



agreemsr1t, be eve,n mc;rP. c:1,;mtn~lll:ed following divestiturP- than 

prec::e,ding it. 

1986) provide for wages .,nd working condition;, on a n<-,tioni!ll 

b,~s;is, i·t will have to address 51.<C::h matter·s as; grievanc::e, 

handling, senior-ity, etc. for-" Ja..-ge gr-oup of worker5 who 

prP.vi o:,usl y we..-e covered by 1 □cal cont1°acts and who previously 

decalt with loc:al ,.,,d r-egio1;;.al uni.cm affic1ale on t.h<e<;Pa matt,:-,r-s. 

In □t.h+?r words, t.wo-t:isr bar·gi.'tin1ng 1n the torm of i,l natlcrna,l 

1 ocal ,~gre11<1111Pants c:ove1-i ng non-·eccm □rnlC 1 ssue.-, w; 11 no longer be a 

reality for more than 1~ perr;ent. of the B<?ll systeam emplc,yees 

hi st.m·i call y repn,sented by Uw CVJA. 

Moreov~!I'", the fa,ct that A. T.&T. Cc,mmunicat1ons Inc. h,s;ndles 

c,nly one busines;s -- long dist;.nce, te,lephone se,i-vic:e -- ,.,long 

w:ith thP. fact that thi.s business remRins reoulated, i1nply Urnt 

centr,;,.lizEd bo1i-.;iain1ng will be r·elat.ively eas1er to maintain 

the..-e tham in A,T.&T. Tech11ologies. The l.itter comp.iny 1s 

1°esponsible fc1r four sisparo1te linms of bu,,1ne1~s, each of whic.h 

P.t1cornpass (or ,,..-e l 1 kel y tc, enc □mpasss} numerous pl ants ,3nd 

f,~ci Ii t.i es, 1 ncl udi ng in one ,:as~, (A. T. &T. Internati ona1) foreign 

opecrations. 

Technologies and the CWA wecre tc1 bee negotiated in 1986 -·- ar,d 

offtclals of both or-gani2aticms have indicated that this i,; wh<1t 

will 0,::1:Lw -- ma..-ket. and on.1emi2ational frn"ces seem desti,~ed to 

The gr-eatest 1°eal i,Jnment nf bargaining structure,_. howevm-, 



-Ls lik~-:'ly to m:cur at th,~ re(,)iona,1 holding c.ompany (RHCl level. 

While the RHCs conti.nL1e to operate loc,nl telephone comp;11nies, 

they ,:,,,.. pen11i tted to dev,~J.op new and uru·egulated busi.n~!S<~es. 

8,Jm,; of these ns,w bus:111e<,,r~ ventures ans> listP-d in Table 2. 

new v,mtc.ir·e,s and subsidi.arie,o involve the RHCs in pn1d<..tct markets 

in which r~ompetitlcm is highfJI'" and firm and LmJ.on concentFat1,111 

ar·e lower than ,n the! telephone bu,~"ine!>s;. In fact., th" p,;,ce of 

compe!t:ltton and new buSJ.ll!!S'~ deve•lopmP.11t f,;\cing some of them, 

sntiti.eis area such that. both firm and un,on ccmcentration .~re v,~ry 

suggmst tfHat the1·e will be s1gnif1comt pressure ·for b,1rgaininq 

stn.1ct1.1re t.1:i ber:ome .lncne,asi nql. y deir:entral i;:ed at the RHC J evel, 
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1.s1ble 2 : l~ew Subsidiaries of the Regional Holding Companies 

Regional Holding Compc1ny 

1. NYNEX 

BF.!\l Atlarntlc: 

.:.,. Sout11wo,st,lr'n E<o,11 

4. BellSouth 

5. Ui3 WEi3T 

6. Pacifir~ Telssi.s 

7. Ame1r L tech 

Communic:at-ions terminal and o++;,c:e 
eqrnpment; reti!i l c:ompc1t,er 
ma,,ket1ng. 

Cable TV install ,ati can and 
transmissican; DTS systs,ns; o-f-fice 
equ,.pment f1narn:ing; comr,ut,?1" 
repair sservic:ess; p,&ging se1"v:ic~11;; . 

Loe.al packeat sw1 tc:hing systemcs" 
national ma1°keti.ng of c:rn•·dl"''"" 
phones. 

Compute:r so-ftw~,re marketing. 

Rl'ilal estate de!V&.lopme,nt and 
mana9ement; national c:ommuni<:<1-
tions consulting sse>rv;,c:es-,; ci;-111.11;,r 
l'",~1:Ho n"twork building in Gulf nf 
Me,dc:o; raffic:e equipment finar,c:ii,g. 

Ov,er·s;F.><l5 ventures; real estate 
dg.,vi,,lopmsnt o1nd m,~n<lgem,?nt; caff1ce 
equipment marketing. 

Cellular r-ad1ca and paq1rig seirvic.es; 
overse.,as c:onsulting; cable TV 
i nst;,1 J .:,ti on; tel e,con-fer~,nc:i ng 
equa.pment marketing; home and 
office secc!l'ity systems. 

tSour,::e,ai 8pe,c:ia1 Report, fiusiness Week, D,?cembEr ~;, 1984, p.111_: 
The, New York Times;, Ths W,~11 St.r·eet_,1ournal, and Bolter p.15-16. 

leaders to pre$~!rve natJ.<:>nal bar gtli nj ng. These e·H □l'"ts initially 

wre1-o, directed at ,onvinci11g the ,,evem RHCs to bargain as a single, 

asssoc,iati•~n, s:imi1ar tea pn~v"~'-''" nat.lonal ne,gotiat-Lons. ~l □ L- only 
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we1re, thF.?se Effor·t>e. unssuc:c:essful, some of the1 RHCs' managements 

exp,·essed a desire tu (lp1ar,11t.<! :Ln a w1ion-·free environmront <,n,1ch 

1 i ke tl1at of thi:,i r c1,mpeti tors) . Neverth,Jl. <?ss, s•.1bsequent 

"11<19otiations" res;ul1:ed .ir1 CW(\ recognition by thr·ee of t.hs RHC5 -

- BellSouth, Southweestf.lrn Bell, i;tnd NYNEX --- and, in i;tddit.ion, ,~n 

agreement in principle for r·1,gicm"l bargaining in 1986 1n t.he5<~ 

RHCs ;,e; w<cll ,,s with Pac:ifJ.c: TP.1e,;ir,,. At. Ameritc,ch, US WEST, ,ond 

Bell Atlantic:, however,, the' RHCs h,~ve, 1nsis;ted 1..hat b,,..-gatninq in 

1986 te1h:, place on ctn operat:1ng company bas-Ls -- which m,s,an,, on a 

state-by-st.ate b;.,!o.is (!,S"1 Fi~1ure 1). 

8C'el l South's deci esi on to bc.,rgai n cs,ntral 1 y wl th the CWf\ cm 

b,;,h,1lf of it." two operclt.ing c:omp,1ni1<s we1ss reported to bc,a 

motivated by managi.mfH>t.'s desire to avoid wh1psa,nng, and from ,~ 

belief that the two oper·ating compe1nies fc1c:e s;imi.lar labnr 

!,Llpplies, service markets and s;he1re.> the same compF.<ny "po1it-Lc:s". 

In the, c:a~,e of NYNEX, company management int.ends to replicat.ra 

two-tier bargain1ng i~S :Lt was prior to divestitl.lr<'i, ,'1th a maste1r 

c:cantrac:t c:over-ing was1ss and bene·f-Ltes ne,Jot,at<ad ,1r. th!'! RHC level 

e\nd suppl <cmental a,Jree.'ment:s <e<>Ve.!r l no nc;n-,oconomi c. i ssueei 

i,e~gotiat.e.•d in each operating comp;,ny. At Pacific: Telmsis, the 

I arger o+ the two oper,~ti ng r:ompanies. Pacific: Telephone, wi l .l 

bc1rgain on beh,1lf of th,e other oper;.,t,ing r:ompany, and the RHC 

will not tF.1k1= part in th,; ac:t.ue1l n+?gDt.iations the,msrelveo·,. 

Howe.v.,,-, l:h,;, RHC pl,.,.ns to provide strategy anll ,-e,,.e,tr-<:h Sl.!ppm·t 

·for the □perat-Lng companies. 

wLll t.aks <'.In a modified 1·egional structl,re. 

has but cme operating company, so lhat re91rJn<d b,nrgaining will 



perfo,-c:e occur 1n this RHC. 

mainagem,ent r-athear than RHC mangagement ait. 8outhw1<ast.ern BP.l l 1,i 11 

bear r-es.porn;,ib'il1ty for negutiP.ting with the C~JA. 

In the caeses of Arnewitec:h, Bf"ll Atlantic, and US WEB'l', the 

clee1r management· prefer-ence is f □r d,n:emtrali2ed, company-·by-

company bargaining. Among the arguments +or- decentr-ali2ed 

barg;aining off1?n;d by U1s 1•H•notg,;.,rs of t.hesss RHCes ,~/"el that (ll 

e~\C:h component operaitinQ comp,my .i.!r, ,.ts own pr-ofi t c:sntsr, 

p1,s.ss+~o;sing indepsndsnt financial r-,;;,spons1b1l1ty o1nd, thus, sho,.1ld 

conduct i t<:s own labor negotiations; {2} maj □r dif·ferencec; in 

labor- supply and community wage rates e><ist amcmg t.he operating 

1:ompiml.l~s; "1ni.l (3) t.hP-y seek t.o reduce the b"1r-gaining leverage of 

the union. Therefore,, b,,wgaining stru1:t.ure seems likely t □ be 

v<1riegated in the neair futur-e, with some negotiations taking 

plar:e at the RHC level, others at. the ope.'rat.ing comp,rny level 

wJ.thi,1 thee RHCss, and still othsrs (such as at F·.--.c:ific Tele.-,J.s} 

"b+~tween" the fSHC r.1nd t)pero1t1ng company l,avelr~. 

In terms of it<r, own 1,rgiimizat.:i.cmal m1-r·,.mgemi:,nts, t.tm r.:WA is 

r,asponding t □ d1vest .. iturs ,and to m,S\na9em~!nt's or-9aniz,at.ion,;1l 

arrangments by i:onssolidatir>g omd n"dw:ir,g from 1~: to 10 1t.5 

regional offices. Seven of these offices crn", .. espond tu the ,seven 

RHCs; 

Tl1e <a,,,_,. l y 

r-etir-,ament of .:1 m~,jor union pri>stde.mt, P.ff!',.'r.:tL.1;.:,ted for the 

pL,r-p □se of giving his siuccesscJ<" time to p,·epare for- the next 

bargclir1i1;q n:iunci, st,Q(:)o;)st.,, th,., s;e,r·i □ usne.-,.-, wjt.h whlch the union 

is apprcoc11:hing th., m;\tt!a.- of b,~r9;nn.Lng strc1cctw--e. 
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Whlls pls1nt/te1c1.I·ity level bargaining J.n the post

d1vest1tunci Hra Js highly unlikely to occur in the ex,stinq 

opeirating cc,mpan;e,s, it is more likely to emel'"ge in new 

businesses de,vsl □p"1d by tr1e RHCs -- provided that the CWA or 

c1thel'" unicms organize the employ"1e5. A,;;s1.wli. ng that s□me 

uni □nization of new computing, o+·fice, equipment, ree\J est,~t,,., 

cable t,~1.,via,ion, .and home ,se,:uri·ty e,ystem bl!sinesse1s operato,d by 

tt1e RHCe, is achieved, bo11'"q.,in.Lng c1n1.ts "1re likely to be smallel'" 

and narrower than those pne.-,ently pr.,v.11I1ng 1n the1 telephone 

comp..in.1.•,s. 

for plomt/facility le1vel barqaio,ir,g units, and·to contest ottrnir. 

brr:1.;1der units soL1ght by the CWA. The new RHC v,mtut'"es face 

highly ,:ornpa,tit.iw1 prodc1c:t and l,.bor marke1t conditions, 

substit.utablF.l p1·od1.1c:ts o111d servic:"1,..., nLtmerOLlS prod1.1c:ers cmd 

sellers; and press1~r,;, from nc,n-uni □n firms. 

To sLtmm.:ir1ze, th,~ stn.u::t1.1re, of cc)ll!?c:tiv,;, hargctio,ing in 

A.T.&T and the RHCs 1s likely to b,;,com,a mc,re dt?ci.mtr·alio:ed. 

Whll,~ the pre,d1cted decs11tr-al1zattion elf bo<t'"gaining stn ... :tur-e may 

in pii\r·t be1 cc,untervail,:ed by the effor·ts of the CWA to pre,serve 

11,\\ti 1:,nal b,\\rg,\\l ni ng and to c;c1nso\ i d"1b? 1 tsr, own \ nt.+?rnal 

rwg&niz,itior, to as,nsl: in i!<:hi.eving th:u,, go;·iL union offic:ie1ls 

have alre&dy corn:eded to cert.,in el+?ments o-f dec:ent,-al1z,ed 

bargaining. Truel, na'i:ional wage b"1rgain'ln9 between A. T .1'T. and 

the CWA wi 1 l tc1ke pl ace in 1986, but wage bargaining f,:ir thf'.➔ 

1,~rgcost portion of CW/•\ mcombe•rs w1ll occur "1t the l~HC and 

op<1ra,t1n9 ccr~mpemy J,.,v,~.Lss, ;and wi.11 cont.inw~ tc, b,, e.upplement.ed by 

lc;c;,1 b,ar9&1nin(J 1:iv,~r· non-econr,rnic i"isues. 



8.?yo11ci 1986, the pn,,mpe,;ts iill'"S for- f~•r-thsr thru,st;;; tmo,:,rd 

dec:eentra.L i zed ba1rgai n1ng. As the RHCs develop th~)l. r- new 

di v+?rse and these employer organl zati ons wi 11 1 i keel y bec □m<a mm· e 

diss;imilar: their individuc1l ii,ter·ests ¥Jill not be ~,ell cs~,rved by 

banding together for bargaining pur-pc,sses. 

V1l: Studying 8arga.1.ning 01,tcome,s 

Wher-cs,as the focus of this papeir has-, been on the determinants 

of b.argaining structure, furt.heF rese~•rch should take this; cme 

e;t.;,p fc1rthe~1· to r.:onsidsr· the r~ffect. of barg;nning stxucture on 

b,:,irg,nning outcomes. ,, .,c,me res,earch suggestions f □r studying 

barg,~1ning □lit.comes ln th,~ Bell .. ystem and A. T.ikT. J.n light of 

deit~1r-min;;,.nts of b,~r·g;lining 1;;tr1.1c:h1r-1• are c;ff+:,r·sd ir1 this 

canc:l,.,sion. 

E,ar-lier it wa"< suqgested Urnt barg,~ini1·,g ,stn.1r.:tun1 will v;or"Y 

corn;,ider·,Jbly ffim<~ng th,>l RHCs and A.T.~,l. In ,ather· 1vr.,rde·,, in the~ 

single unit of analysis for the stLtdy of bargaini.n(] <:11.1tr::0111ois. 

Th~~ f,~ct of mLLltiple emits of an,~lysJ.s and multlple neqc,t1at1 □n,~ 

111 1986 wi.11 per-m,t compar·1scms □f pay levels ffind pe;,y change"" 

re-sulting fn:1rn bargaining -~t tha' op~1r-ating ,company, RHC, ,:and 

~lore,,ver, w.1.th1n a p;articul,,ir sst.ruct.ure of b2rga'lning, say 

the re,ai '"nal .l svel, tloigc,ti ,~tc-1d pi.sy a\nd L"lf.meafl. t Ch"'-nQ"s ,:an bw 

29 



e"aminf.1d t1,r signifjcant differ-enr.:1es. To the e>etent that !'>Ur.:h 

differ·enr.:~,,. e,r,,.~1-ge, they will r.:onsbtc1te sv;denc:e of w,-..ge, 

di spP.F'Sl on under di vesti tune. lt will then dlso be p1,ssible to 

c:ompane the m,tia,nt of wag,a di spe1rsion that occ:urs under r·egi.cmo1l 

banJrd.ning with that. n,isuJ.ting from bargaining at the ope,·ating 

c:ompany lev,al.. Si mi 1 ar· 1 y, c:omp.:,r i sons of the:, scope of 

bargal nabJ e issues, wo:1rk rul oas .and productivity arr,~ngements, the 

,,me of joint labor-manaqem.,,nt committees, pay for t1me, not workec•d, 

anr.l other non·-economir.: issues ,:an be m,ade .ssmong rsgicm.ssl 

In cases when!! 

barg,uning t.a.kes place at the operati11g company level, it will be 

possibl" to t"st the union's ,'!.CtL1al as oppos;ed to intendml 

eu.-:hievememt of p,3tter-n b,~r-gaining by analyzing resultant pay and 

benefit rates and non-economic t'"rms ,~nd condi ti □ns of iamploym'"nt 

among the operating comp,~ni!Sl!o within a RI-IC as well as acr·os-.s; 

RHCs. 

Al so, as the, co,;ts of t,,11 ec,phone service ar-cs> r-e<S<l 1 ocated 

among n~sldrmtial, small busi.nes;1o, and lan;ie r.or-p□ri<lts c:us;tomE'rs 

l l'l the pr.,,st-di vesti ture per,.od, sstat'" rec•o1.1.l ator·y commi s;,ai cmio 

conceivably will becomes; more inv<>!Vf;ld .in pay ,'Ind benefit 

determination vi.a collective b,tr-gaining. Comparative, p,-..y 1ss1..«e;; 

and c::a\l ls; for- pay nae;trai nt we1"e occ.asi onal l y n~i. saad in state 

r~,ouls,tory he,,tr'lngs prior to div,~siture (s.,,~ Du·.,nb,.1rg 1976), bc,t 

wisn~ 11ot heeded. More atte-ntion i!o lil<"!ly to be given tr., s1.tch 

l<'oSL<!i!S in the p □st-divestitw·e era <S<nd, in «ny ce1se, we believe, 

it will be possible to i.s□ liat.!S' th" ,~tfe1::ts, of state level 

regulati,m 011 telephone (._snd oth!·'I") ,rnrker· pay in the op,;,rati.ng 
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In □ther emrds, regula.tc,r-y va,-iablts's will h«we tc1 be 

c:ontrolled in rJrder to assess the effec:tss of variaticm in 

barg,~ining .;tn;c:ture on <S!comimi.c ,md non-ec:onornic: bargain;,,g 

outc:ornes in t.tlP- ta,Jspr,on<? indL1stry in 1'18b, and thereaft.,,, •• 

Furthei-moni,, div"lstitc1re, provides researchers an opporhmity 

t.1, study th,;1 effec:t,; ,:lf b,~i-.;i,uning sti-w::tiire ;md oth.!r i1npoi-t;;mt 

v,~ri.able,s on th,e economic: pewf □,·mance, of the,, HHCs and thG 

Especially in am e1r,a of le,ssseming 

n~gl1lati1,n, it l.» appropr:Lat.e to ,,sk hcaw d,.ff,ere,nt i.nduss·trial 

rel.ations and bargaining policies, preu,tic:es arn:I ii·,stitutlonal 

st.ruc:turess affect organizational perforrnanc:e. Given the• creation 

o-F the RHCs, the inauguration of new businese·,es within them,, and 

the growth of additional c:omp~,ti tiv-, prei~i,c1rt,s r.in e~1st.1ng 

·!:el,,phon@ busine>•ssss,, subs;t,rntial vew-le,tion i17 ei: □nomic 

performance can bP. e>:pected to occur in the ,·e,mair,rJer c,·f the 

1980s. Relating ssud1 per-Formani::e di ffe,..-ences to i ndu,str i a.l 

relations var·iablP.s, i.nc:lctding bargsdning str·uct1.L1re, ]uoms ass a 

wcirthwhl. l ,~ tiask. 

Jn c:rmclus.ion, the divesstitu,~e of /.\.T.&T. conve,·ts, a s;in<Jle 

case into"' c:·olle,ction of companies or obse1rvat.ions. t.hat w.i.11 

e.,llow r,asear·cher•o to s;t.1.1dy the.1 bar-Qc1ini11g pr·oces,,, det.ermi1·,1-1n·l:s. 

of bargain'l.ng stna:tun~, ,~nd s❖ Ventuil.lly, this, v"'r·-Lo,tion in 

enabled the e>e&minat.irn; Qf barg;a'lni1,g 5t_nJebJr"e! d!"'c:i!Si<:ir,es at- th,,, 

loN•~l at which b.a..-g&intnq a,:tually m::cuna -·· .a.n .,pproac:h 11ot 

ftn si p.aper 
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b,lrr\J"'i,nng sstn,cturec• by taking ,1dvant,1qe c,f the d'lsmantJ.;ng of 
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