
UNION STRATEGIES 209

the election and 15% when it focused on
new issues. The partial derivatives of .079
for 50% or more of the unit housecalled
and .064 for housecalls by rank-and-file
volunteers suggest a 6~H% increase in the
probability of winning the election where
either of these tactics was used by the union.
For ever\'additional 10% of the bargaining
unit surveyed one-on-one regarding what
they wanted in the first contract, the esti-
mated partial derivative of .001 suggests
that the probability of winning the election
increased by 1%."

The positive and statistically significant
coefficients on the rank-and-File intensive
tactic variables, together with the negative
iuid statistically significant coefficients on
ihe number of union letters variable, con-
firm the hypothesis that unions are more
likely to win certification elections when
they run campaigns using a rank-and-fiie
intensive organizing strategy, including a
reliance on person-to-person contact; an
emphasis on union democracy and repre-
sentative participation; the building for the

first contract during the organizing drive;
the use of escalating pressure tactics; and
an emphasis on dignity, jtistice. and fair-
ness rathei- than solely bread-and-butter
issues.

With the exception of the UFCW, all of
the individual union variables exhibited
their hypothesized sign in both equations
and were statistically significant at a level of
.10 or better in at least one equation. The
strong results for the IBT variable demon-
strate that the deficiencies of the Teamster
election campaigns were not captured well
by the union tactic variables. The weaker
results for the other union control vari-
ables may arise because the organizing be-
havior of these unions is captured well by
the union tactic variables.'- Yet the fact that
four out of the five union variables have
statistically significant coefficients in at least
one of the estimated equations is consis-
tent with the hypothesis that the overall
"organizing culttne" of the union, inde-
pendent o[ union tactics, plays a role in
determining the outcome of certification
elections.

"Standardizfd cDcfficit-nts are used in the WLS
model becaii.se it is difficult tci interpret the indi-
vidual effects (}f the independent variables on the
propcirlion of votes received by the union in an
equation in which the dependent variable, a lo}» odds
I atio, is based on a non-linear iran.sformation. H(iw-
ever, the siandardi/ed coefficients do permit us to
compare the relatively stronp; effetts of the union
tactit variables to the influence of the other variable.s
in ihe model. In order to estimate the independent
effects of union tactic vaiiables on percent union
vote. I also te.sted the model u.siiif̂  Ordinary Least
Squares (OLS). The OLS results aie ton.sistent with
the logit and WLS resuksand suĵ gest that contrtiUing
lor the effect of other variables, the percent union
vote would increase 6% in units with a rank-and-file
oigani/ing committee repre.sentativeof the different
intere.st groups in the bargaining unit, 10% in uiiiLs
where solidarity days were used. '^% in uniis where the
bargaining committee was established before the elec-
tion, and 8% in campaigns where the union focused
on dignity and ju.stite rather than bread-and-butter
issues, (iiven thai in moi e than 11 % of the campaigns
in ihe sample the tniion lost the election by a margin
of !}% or less, the.se re.sults suggest that if unions
began to use all or most of these rank-and-file inten-
sive campaign tactics, they could .significantly im-
prove their election win races.

Control Variables

All but three of the 26 control variables
had estimated coefficients with the hypoth-
esized sign in both equations, and the esti-
mated coefficients on 20 of the 26 variables
were statistically significant at a level of .05
or better in at least one of the equations.

As other studies have found, this analysis
suggests that the strongest contextual vari-
ables are the employer characteristics and
bargaining unit demographic variables,
which refer specifically to the unit being
organized. The probability of the union
winning the election declined by 11% in
profitable companies and 22% in compa-
nies with some kind of participation pro-

positive (though not significant) results for
the UFCW variable migbt be explained by the fact
that the UFCIW campaigns in ihe sample included a
much higher percentage of wins than are found in ihe
UFCW election population as a whole, and therefore
may not be representative of the UFCW orgHni/.hig
record.
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gram in effect before the union drive. The
probability ofwinning an election increased
by 9% in low-wage units and in units with a
majority of women, and improved by 3%
for every 10 percentage point inciease in
the unit's minority represeiiiation. Unions
also did better in workplaces where other
units were organized, with the probability
of winning the election increasing by 9% in
those units.

Also consistent with the results of other
.studies is my finding that union.s did par-
ticularly poorly in campaigns where the
board or courts made unit changes after
the election petition was filed, with the
probability of winning the election declin-
ing by 15% in tbose units. As predicted, win
rates also declined dramatically as unit size
increased, with the union's probability of
winning tbe election decreasing by 7% for
every 10 additional voters added to the
unit.

In contrast to these firm-specific contex-
tual variables, the broader environmental
variables such as unemployment and union
density exhibited much weaker effects on
both union vote and election outcome.

The results for the management tactic
variables corroborate earlier studies show-
ing the important influence of employer
tactics on the percent union vote or elec-
tion outcome. More than 75% of the em-
ployers in the sample engaged in active
anti-union campaigns including some com-
bination of discharges, captive audience
meetings, supervisor one-on-one meetings
with individual employees, wage increases,
promises of improvements in wages, hours,
or working conditions, promotions of union
leaders, anti-union committees, small group
meetings, letters, and leaflets. The esti-
mated coefficients on all of these manage-
ment tactic variables bad a negative sign as
hypothesized, and with the exception of
the consultant and discharge variables, all
of the management tactics variables were
statistically significant in at least one of the
equations.'^

As a group, the organizer background
variables played a much less important role
in determining union election success than
did most of the other elements of the certi-
fication election model. Thisdemonstrates
Iliat organizer training and philosophy,
variables captured by the union tactic and
individual union variables, play a more
important role in determining election
outcome than do the traits of the individual
organizers.

The estimated coefficients on the inter-
national organizer variable show that the
probability of the nnion winning the elec-
tion increased by close to 20% in units
where the organizer was on the interna-
tional union's staff. The international or-
ganizer variable may be a prosy for orga-
nizer training and experience, and for tbe
commitment of international resources.'••

Tbe small and statistically insignificant
coefficients on the organizer female and
minority variables may be due to the ex-
tremely small number of female and mi-
nority organizers in the sample (12%
women. 15% minority). Alternatively, it
also may be dne to the correlation between
union tactics and the union propensity to
hire female and minority organizers. That
is, female and minority organizers may not
be inherently better organizers than white
male organizers, but rather tbe luiions tbat
are willing to hire female and minority
organizers may be more likely to run rank-
and-file intensive campaigns. When the
estimated model is reduced to 31 variables,
however, the female minority lead orga-
nizer variable does become statistically sig-
nificant at a level of .10 in both the WLS
and the logit equations. Thus female and
minority organizers not only are a proxy for

a more detailed discussion ol the manage-
meni tactics findings in this stndy and their implica-
tions for labor law reform, see Bronfenbrenner (19y4),

"The mixed resiiUs for itie iiiLernational orga-
iii/tT variiiblf in ihe Wl.S equation SUKK '̂SI that by
separating out international organizers we may not
be accounting ior unions snch as At̂ TWL'. wliicb has
a strong regional organizing suucture, or the L'SWA.
wbere organizers are on the international union's
staff, but re.sources and power are concentrated at the
regional level. Thus tbe variable may not consistently
act as a proxy for organizer training and the commit-
ment ol resources across all tinions.
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imions that run more aggressive campaigns,
bnt they also may have had to work much
harder and be much better organizers tban
their white male counterparts in order to
prove themselves to tbeir fellow staff and to
the leaders of their unions.

Conclusion and Implications

This study demonstrates the value of
moving beyond the narrow database of the
NLRB to obtain data on bargaining unit
demographics, employer and union char-
acteristics, organizer and negotiator back-
ground, union tactics, and employer tactics
beyond those on wbich charges were filed.
In my analysis, the union tactic variables,
both individually and as a group, are im-
portant determinants of union organizing
success. This result suggests that many
unions could improve their organizing suc-
cess if ihey adopted a ratik-and-file organiz-
ing strategy.

F()r most unions, that would involve a
dramatic change in their organizing prac-
tice. All of tbe rank-and-file organizing
tactics investigated in tbis study were used
by less than a third of tbe caiTipaigns in the
sample. If all the organizers Iiad employed
elements of rank-and-file intensive cam-
paigns such as representative committees,
housecalls, rank-and-file volunteers, build-
ing for the first contract, solidarity days,
and a focus on new issues, the percentage

of elections won by unions, including those
held in large units, would have been signifi-
cantly higher.

If more unions begin to frequently use a
rank-and-file intensive organizing strategy,
the implications for the labor movement
may go well beyond increasing union certi-
fication election win rates; for if significant
numbers of workers join the labor move-
ment through campaigns using these strat-
egies and tactics, the face and very nature
of the U.S. labor movement could change.
Not only would unions be organizing more
women and people of color, bul regardless
of background or industi-y, union members
coming out of a .successful rank-and-flle
intensive campaign are likely to hold the
union to higher standards regarding botb
internal union democracy and union per-
formance than are union members who
were organized thrt)ugh more traditional
election campaigns.

What these findings make clear is that
union organizing strategy and tactics mat-
ter a great deal in determining certification
election outcomes. In tbe coming years, as
tbe new leadership of the AFL-CIO com-
mits millions of dollars in staff and re-
sources toward the running of aggressive
NLRB, community-based, and industry-
based campaigns, industrial relations re-
search can play an important role in criti-
cally evaluating the impact and effective-
ness of these organizing initiatives.
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