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FoREWoRD

A chain, as you know, is only as strong as its weakest link. And that goes for unions too. As a Local 
Chairman or General Chairman, you are one of the most important links in a union. You are the 
link between the workers, between the workers and management, and between your Local and 
other levels of the Organization. As such, you must be a strong link in order that the chain stays 
strong. For it is with this strength, and only through this strength, that we are able to continue to 
give our members the representation they justly deserve. With this in mind, we are providing you 
with this Grievance and Discipline Training Manual for IBEW Railroad Local Chairmen.

While you may think that handling grievances and discipline is the same from industry to industry, it 
is actually a bit different in the Railroad industry. This is because Rail Workers are covered under 
the Railway Labor Act, and not the National Labor Relations Act, each providing its own resolution 
dispute procedures. This manual will guide you through the steps of progressing grievances and 
handling discipline under the Railway Labor Act and your respective agreements for the railroads 
on which your members work.

The job you’ve taken on is not an easy one and is not to be taken lightly, for you are the ones 
who assure that the agreements are enforced, and you are the ones who protect our members on a 
daily basis. Hopefully this manual will be helpful in your everyday encounters with your fellow 
workers and management.

Now back to the link in the chain premise for a moment. When the union is successful in winning 
claims, grievances, and discipline cases it is because of the hard work of many, from the Local Union 
representative, to the General Chairman, to the International Representative. But none of the work 
is more important to winning a case than the work of laying the foundation for the case, the ground-
laying work done by one of the most important links in the chain, the Local Chairman!

 Best wishes on this journey!

 Fraternally

 Edwin D. Hill
 International President 
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A FEW GooD WoRDs oF ADVICE

some Do’s and Don’ts of the trade
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LoCAL CoMMIttEE CHAIRMAn

You’re Mr. Union now. You have a special relationship to all the workers on your property whose 
battles you’ll fight, whose causes you’ll sponsor.

When the workers and research studies bear this out, thinks of the local union, they relate it to 
you. You are their voice, their contact, the person who gets things done. The opinion they have of 
their local is the opinion they have you. If you rate high with them the local rates high, the IBEW 
rates high, unionism rates high.

It’s up to you to measure up. You were appointed to act as their representative. They see you 
on the job every day. They talk with their co-workers. They know if you’re good. They know if 
you’re bad. Don’t let them down.

1. Be knowledgeable, but don’t act like a know it all.
2. Be intelligent, but don’t be a snob.
3. Be aggressive, but don’t carry a chip on your shoulder
4.  Be well-informed, but be ready to admit it when something comes up that you don’t have 

the answer to. The important thing is to know where to go to get the answer, get it and 
inform the members.

5. Be fair minded and consistent – what’s right for one is right for all.
Let management know that you’re all of those things. But don’t tell them. Show them. They 

will find out fast that it’s a waste to try to intimidate or push you around.
Yes, you’re Mr. Union now … and you have the strength of the union behind you. Use it. 

Don’t abuse it.
When labor and management first sat down to hammer out working agreements, they dealt 

only with bread and butter issues – wages, hours, working conditions. But labor soon found out 
that signing on the dotted line wasn’t enough. Unionists learned, the hard way, that contracts 
need enforcing.

So the Local Committee system evolved. At first a Chairman was mainly a policeman, there to 
preserve the law and order spelled out in the Agreements at the local level.

And for that he sometimes has to be judge and prosecutor, too.
The Agreement is your bible. Read it. Study it. Learn what’s in it. Become as familiar with it 

as you are with your own name.
When an Agreement is signed, it is literally nothing more than a piece of paper. It is up to you, 

the Chairman, to give it life, give it meaning. It is up to you to translate words into deeds. You’re 
the person who sees to it that every worker in your department receives every penny, every 
break, every benefit the Agreements provide is theirs.

A Local Chairman should always listen to a member who thinks he has a grievance. If the 
member does not have a legitimate grievance, then the Local Chairman should fully explain to 
the member why, in his opinion, the grievance is not a proper one.
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tHInGs to Do and tHInGs not to Do

1. Investigate and obtain the facts.
2. Don’t bypass the foreman.
3. Stick to the facts.
4. Control your emotions, especially your temper.
5. Don’t be talking when you ought to be listening carefully to what others say.
6. Take notes and present them to the General Chairman if a claim has to be appealed to that office.
7. Don’t bluff or threaten.
8. Don’t allow yourself to be sidetracked or stalled.
9. Don’t horsetrade.
10. Don’t argue with the Claimant in front of management.
11. Keep the Claimant up-to-minute on the progress of his claim or grievance.
12.  In cases where the Claimant has been furloughed, suspended or dismissed you should 

advise them to notify your office and the Carrier of any changes in their address and tele-
phone number.

13. Handle every case equally.
14. Be objective.
15. Learn how to say no, especially to members.
16.  Know when to be a judge and when to be a prosecutor; you’re a judge when a worker 

places a complaint before you and you then have to decide if it’s valid or not; you’re a 
prosecutor presenting the union’s case after that.

17. Don’t short circuit the claim and/or grievance procedure.
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Article VI – SUBCONTRACTING

 Article II, Subcontracting, of the September 25, 1964 National Agreement, as amended, is 
further amended as follows to implement the report and recommendation of Presidential Emergency 
Board No. 219, as interpreted and clarified by Special Board 102-29, and that report and recom-
mendations as well as the questions and answers that interpret and clarify them are specifically 
incorporated herein by reference:

 Article II – Subcontracting
 
 The work set forth in the classification of work rules of the crafts parties to Imposed Agreement 
or, in the scope rule if there is no classification of work rule, and all other work historically performed 
and generally recognized as work of the crafts pursuant to such classification of work rules or scope 
rules where applicable, will not be contracted except in accordance with the provisions of Sections 1 
through 4 of this historically (not necessarily exclusively) maintained and repaired by a carrier’s own 
employees, no matter how purchased or made available to the carrier, shall not be contracted out by the 
carrier except in the manner specified.  In determining whether work falls within either of the preceding 
sentences, the practices at the facility involved will govern.

Section 1 – Applicable Criteria

 Subcontracting of work, including unit exchange, will be done only when genuinely  
unavoidable because (1) managerial skills are not available on the property but this criterion is 
not intended to permit subcontracting on the ground that there are not available a sufficient number 
of supervisory personnel possessing the skills normally held by such personnel; or (2) skilled  
manpower is not available on the property from active or furloughed employees; or (3) essen-
tial equipment is not available on the property; or (4) the required time of completion of the 
work cannot be met with the skills, personnel or equipment available on the property; or (5) such 
work cannot be performed by the carrier except at a significantly greater cost, provided the cost  
advantage enjoyed by the subcontractor is not based on a standard of wages below that of the pre-
vailing wages paid in the area for the type of work being performed and provided further that if 
work which is being performed by railroad employees in a railroad facility is subcontracted under 
this criterion, no employees regularly assigned at that facility at the time of the subcontracting will 
be furloughed as a result of such subcontracting.  Unit exchange as used herein means the trading 
in of old or worn equipment or component parts, receiving in exchange new, upgraded or rebuilt 
parts, but does not include the purchase of new equipment or component parts.  As to the purchase 
of component parts which a carrier had been manufacturing to a significant extent, such purchases 
will be subject to the terms and conditions of this Article II.
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Section 2 – Advance Notice – Submission of Data – Conference

 If the carrier decides that in the light of the criteria specified above it is necessary to  
subcontract work of a type currently performed by the employees, it shall give the General Chair-
man of the craft or crafts involved notice of intent to contract out and the reasons therefore, together 
with supporting data sufficient to enable the General Chairman to determine whether the contract is 
consistent with the criteria set forth above.

 Advance notice shall not be required concerning minor transactions.  A minor transaction 
is defined for purposes of notice as an item of repair requiring eight man-hours or less to perform 
(unless the parties agree on a different definition) and which occurs at a location where mechanics 
of the affected craft, specialized equipment, spare units or parts are not available or cannot be made 
available within a reasonable time.

 The General Chairman or his designated representative will notify the carrier within ten 
days from the postmarked date of the notice of any desire to discuss the proposed action.  Upon 
receipt of such notice the carrier shall give such representative of the organization at least ten days 
advance notice of a conference to discuss the proposed action.

 If no agreement is reached at the conference following the notification, either party may 
submit a demand for an expedited arbitration within five working days of the conference.  Except in 
emergencies, the carrier shall no t consummate a binding subcontract until the expedited procedures 
have been implemented and the arbitrator has determined that the subcontract is permissible, unless 
the parties agree otherwise.  For this purpose, an “emergency” means an unforeseen combination 
of circumstances, or the resulting state, which calls for prompt or immediate action involving 
safety of the public, employees, and carriers’ property or avoidance of unnecessary delay to carri-
ers’ operations.

Section 3 – Request for Information When No Advance Notice Given

 If the General Chairman of a craft requests the reasons and supporting data for the sub-
contracting of work for which no notice of intent has been given, in order to determine whether 
the contract is consistent with the criteria set forth above, such information shall be furnished him 
promptly. If a conference is requested by the General Chairman or his designated representative, 
it shall be arranged at a mutually acceptable time and place.  Any dispute as to whether the 
contract is consistent with the criteria set forth in Section 1 may be processed to a conclusion as 
hereinafter provided.
 
 Disputes concerning a carrier’s alleged failure to provide notice of intent or to provide 
sufficient supporting data in a timely manner in order that the General Chairman may reasonably 
determine whether the criteria for subcontracting have been met, also may be submitted to a member 
of the arbitration panel, but not necessarily on an expedited basis.  In the event the parties are unable 
to agree on a schedule for resolving such a dispute, the arbitrator shall establish the schedule.
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Section 4 – Establishment of Subcontracting Expedited Arbitration Panels

 The parties shall establish expedited panels of neutral arbitrators at strategic locations 
throughout the United States, either by carrier or region.  Each such panel shall have exclusive 
jurisdiction of disputes on the carrier’s system or in the applicable geographical region, as the case 
may be, under the provisions of Article II, Subcontracting, as amended by this Imposed Agreement.  
The members of each of those panels shall hear cases or group of cases on a rotating basis.  Arbitra-
tors appointed to said panels shall serve for terms of two years provided they adhere to the prescribed 
time requirements concerning their responsibilities.  These arbitrators shall be compensated for their 
services directly by the parties.

Section 5 – Consist

 Six neutral arbitrators shall be selected for each subcontracting expedited arbitration panel, 
unless the parties shall agree to a different number.

Section 6 – Location

 Hearing and other meetings of arbitrators from the subcontracting expedited arbitration 
panels shall be at strategic locations.

Section 7 – Referees

 If the parties are unable to agree on the selection of all the arbitrators making up a panel 
within 30 days from the date the parties establish a panel of neutral arbitrators, the NMB shall 
be requested to supply a list of 12 arbitrators within 5 days after the receipt of such request.  By 
alternate striking of names, the parties shall reduce the list of six arbitrators who shall constitute 
the panel.  Neither party shall oppose or make any objection to the NMB concerning a request for 
such a panel.

Section 8 – Filling Vacancies

 Vacancies for subcontracting expedited arbitration panels shall be filled by following the 
same procedures as contained in Section 7 above.

Section 9 – Content of Presentations

 The arbitrator shall not consider any evidence not exchanged by the parties at least 48 
hours before the commencement of the hearing.  Other rules governing the scope and content of 
the presentations to the Panels shall be established by further agreement of the parties or by the 
arbitrator if the parties fail to reach an agreement.

Section 10 – Procedure at Board Meetings

 Upon receipt of a demand under Section 2 of the Article, the arbitrator shall schedule a hearing 
within three working days and conduct a hearing within five working days thereafter.  The arbitrator 
shall conclude the hearing not more than 48 hours after it has commenced.  The arbitrator shall issue 
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an oral or written decision within two working days of the conclusion hearing.  An oral decision 
shall be supplemented by a written one within two weeks of the conclusion of the hearing unless the 
parties waive the time requirement.  Any of these time limits may be extended by mutual agree-
ment of the parties. Procedural rules governing the record and hearings before the Panels shall be 
determined by further agreement of the parties or by the arbitrator if the parties fail to reach an 
agreement.

Section 11 – Remedy

 (a)  If there is a claim for wage loss on behalf of a named claimant, arising out of an alleged 
violation of this Article, which is sustained, the arbitrator’s decision shall not exceed 
wages lost and other benefits necessary to make the employee whole.

 (b)  If the arbitrator finds that the carrier violated the advance notice requirements of Sec-
tion 2 [in non-emergency situations], the arbitrator shall award an amount equal to that 
produced by multiplying 50% of the man-hours billed by the contractor by the weighted 
average of the straight-time hourly rates of pay of the employees of the carrier who 
would have done the work, provided however that where the carrier is found to have 
both failed to consult and wrongfully contracted out work, the multiplier shall be 10% 
rather than 50%.  The amounts awarded in the accordance with this paragraph shall be 
divided equally among the claimants, or otherwise distributed upon an equitable basis, 
as determined by the arbitrator.

Section 12 – Final and Binding Character

 Decisions of the Board shall be final and binding upon the parties to the dispute.  In the 
event an Award is in favor of an employee or employees, it shall specify a date on or before which 
there shall be compliance with the Award.  In the event an Award is in favor of a carrier the Award 
shall include an order to the employee or employees stating such determination.  The carrier agrees 
to apply the decision of an arbitrator in a case arising on the carrier’s property which sustains a 
grievance to all substantially similar situations and the Organization agrees not to bring any grievance 
which is substantially similar to a grievance denied on the carrier’s property by the decision of the 
arbitrator.

 Decisions of arbitrators rendered under this Article shall be subject to judicial enforcement 
and review in the same manner and subject to the same provisions which apply to awards of the 
National Railroad Adjustment Board.

Section 13 – Disputes Referred to Other Boards

 Disputes arising under Article I, Employee Protection, Article III, Assignment of Work – 
Use of Supervisors, Article IV, Outlying Points, and Article V, Coupling, Inspection and Testing 
shall not be subject to the jurisdiction of any Subcontracting Expedited Arbitration Panel.

 Disputes under Article II need not be progressed in the “usual manner” as required under 
Section 3 of the Railway Labor Act, but can be handled directly with the highest officer in the 
interest of expeditious handling.  This Article sets up special time limits to govern the handling of 
cases before the expedited arbitration panels, thus providing special procedures which are intended 
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to supersede the provisions of the standard Time Limit Rule.  Therefore, such disputes being  
processed to a conclusion through the expedited arbitration panels are not subject to the provisions 
of the standard Time Limit Rule.
 If there should be any claims filed for wage loss on behalf on a named claimant arising out 
of an alleged violations of Article II - Subcontracting, such claims for wage loss should be filed 
promptly and within sixty days of the filing of the alleged violation of Article II – Subcontracting, 
with the same carrier officer as to whom such violation of Article II was directed by the General 
Chairman of the craft or crafts involved, or his representative.  If such claim is a continuous one, 
it cannot begin to run prior to the date the claim is presented.

 Failure to handle as set forth in the preceding paragraph shall not be considered as a precedent 
or waiver of the contentions of the carriers or employees as to other similar claims.

* * * *

Article VI of the September 25, 1964 Agreement, as amended, is further amended to delete (a) 
all references to Article II – Subcontracting, and (b) Section 14 – Remedy (and to renumber the  
subsequent sections accordingly).
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