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Joint Models of Co-operation 

A.bslracr 

The Labourers· International L:nion of~onh America (Lll ':\':\.)approached The Western 

Centre for Continuing Studies (WCCS) of The university of Western Ontario (l:WOl in March. 

2000 to develop and deli\·er an educational programme to promote the development of ne\\ 

models for joint relationships between labour and management. 

The rapidly changing marketplace. fuelled by the emergence of a global economy. has 

had a dramatic impact on the current industrial landscape. It appears that the economic forces of 

change in Ontario. coupled with recently introduced government legislation. are influencing 

some sectors of labour and management to re-assess the nature of their relationship. and to find 

ways of operating more co-operatively together. LILTNA is a union that has embraced this 

challenge. and is taking a leadership role in de\·eloping and implementing new models for joint 

relationships IO.Sullivan. 200 ll. 

\\"CCS worked with LIL-~:\ owr the past year to develop an educational programme that 

will facilitate the de\elopment of new models ofjoint co-operation. The programme will bring 

together teams of labour and management in a joint learning process to facilitate interest-based 

planning. decision-making and probh:m-solving. The programme was developed in consultation 

with an ad\ isory committee. made up of representatin!s of both labour and management. 

The programme has been designed and den!loped to pro\·ide participants with the 

knowledge and skills to relate the historical advances made by the labour movement to the 

emerging need to change again: to develop and apply the skill set required to engage in joint 

interest-based relationships: and to consider labour and management interests in a global context. 

The programme is unique and inno\·ati\·e. in that it \'l.·ill focus on joint training between labour 

and management. 
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This paper outlines and describes the process of working with Lll ~A to de,·elop a 

programme to meet the needs they had articulated. The project commenced in March. ~000. and 

it is anticipated that the first offering of the programme will take place in October. 200 I. 

Personal learning o~jecti\·es 

The de,·elopment of new and innovatiYe programmes to meet emerging needs identified 

within the workplace is an important component of the mandate for all university continuing 

education departments. Generally these new programmes are related to or drawn from areas of 

expertise within the larger institution. and are designed to share the benefits of the academic 

knowledge and body of research within the institution with the wider community. 

The request by LIL~A to work with them to develop and deliver a program for the 

den~lopment of joint models of co-operation pro,·ided an unusual and unique opportunity to 

research into a new area. \\'hile The l :ni' ersity of Western Ontario is highly respected as an 

international leader in the field of management and business education and research. the field of 

labour relations is not studied or researched in any depth at Western. The opportunity to work 

with a large international union prO\·ided a challenge to explore another aspect of management 

education. and to identit~· and call on resources not readily available at Western. In addition. 

labour relations is an area not pre,·iously addressed within the portfolio of The Western Centre 

for Continuing Studies: the de,·elopment of a successful program in this area could lead to the 

emergence of new opportunities and markets for WCCS. 

Personal learning objecti,·es for this project included: 

• To impro,·e personal knowledge and understanding of the field of labour relations 
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• To research into the field of labour relations. and identify new approaches to promote 

cc1-operation. rather than confrontation 

• To work closely with a union to impro,·e understanding of the mandale. mission. 

,-ision and , ·alues of organised labour 

• To explore the potential for de,·etoping a new area of expertise and research for The 

Lni\ersity of Western Ontario 

• To imprm·e personal skills and expertise in the area of programme deYelopment. 
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CHAPTER I - P.\TRODL1CTIO!\ 

1.1 !ntroducrion to the proiect 

In ~1arch. ~000. the Canadian Tri-Fund Office of the Labourers· International Cnion of 

~orth America 1 LIL ~A l contacted The Western Centre for Continuing Studies (WCCS 1 at The 

l . ni\·ersity of Western Ontario < l ' \\"0 l to discuss the possibility of establishing a partnership to 

de\·elop an educational programme to meet an emerging need they had identified. According to 

LIL -:\:\ .. significant changes in the economy and the workforce had begun to impact on the trade 

union mo\·ement. and the role of the union was undergoing challenges at various le\'els. LIUNA 

sought to identify and implement new models that would enable it to re-define its interaction 

with management and its membership. and to identify a new direction and mandate for the new 

centun . 

According to \1arsden 1200 II. union leaders in today · s rapidly changing economic. 

political. and legal em·ironment must mo\'e beyond the traditional notions of effecti\'e union 

leadership to mobilise their membership to participate in new and innovatiw models of union 

and management co-operation. The emergence of the new economy over the past thirty years 

has forced businesses to throw out old ruks and operating principles and to de\'elop new 

paradigms and processes to remain competiti\·e. Many traditional. industrial-based businesses. 

former!\ successful Fortune 500 companies -for instance. International Harvester and 

Studebaker-Packard - ha\'e not sun·i\ ed in the new knowledge-based economy. while the 

emergence of new technologies has led to the emergence of new industries. businesses and jobs. 

The challenges facing business in the new econom\' are not dissimilar to those facinc unions -- - .. -
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essentially. the challenge is to maintain market share and viability in an increasingly competiti\·e 

and changing. marketplace. 

Herman ( 1998 1 identifies some of the key challenges facing unior. leaders in the ne\\ 

economy. These include: 

1. accurate identification of needs 

planning and implementing innovative strategies that best protect and represent 

members while encouraging collective bargaining that enhances the mutual 

interests of all parties 

~ panicipating in informed decision-making and planning 

-L panicipating in creative problem-soh·ing and seeking new ways of looking at old 

problems 

..., recognising and nunuring the potential in others 

6. employing skilled mediation and dispute resolution techniques 

i . building the organisation and community awareness through strategic planning. 

organising and marketing. 

8. building and maintaining effecti\·e relationships and partnerships within the union 

itself and between the union. employer. and the end purchaser of the sen·ice or 

product 

9 committing to lifelong learning as a means of developing. changing. and 

improving the " ·orld in which people live and work. 
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I.~ Problem sraremenr purpose 

In preliminary discussions with WCCS. representatives of UU!\A supponed the notions 

expressed by \-larsden and Herman. and identified a number of additional key learning needs 

they considered to be common across unions. These needs include: 

I. 

., 
effective interpersonal and group communication skills 

negotiation and mediation skills 1 specifically geared towards understanding 

opposing perspectives and identifying mutual needs and benefits 

3 _ de,·eloping effective executive boards and organisations 

4. de\·eloping effective partnerships with various communities. employers. private 

industry and governments 

" developing problem-solving. decision-making and critical thinking skills aimed at 

\·isioning and preparing for the future. 

Further to their expressed interest in addressing the learning needs identified above. 

LIL·~--\ ofticials indicated that their members are interested in pursuing a university-based 

credential that addresses these learning needs. They are interested in participating in a non­

degree programme of study that addressc::s these issues in a highly relevant. accessible and 

flexible manner that brings together current research and theory with expenise and experience 

from practitioners in the field of labour-management relations. 

Specifically. Lll 'NA representatives expressed a desire to develop this programme in 

pannership with The Lni\·ersity of Western Ontario. an institution recognised as a leader in 

business education at both national and international levels. The Financial Times listed Western 

in the top twenty business schools in the world in May. 2000. and Canadian Business identified 

\\"estern as the top \lBA programme in Canada in October. :woo (The University of Western 
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Ontario. 2000 ). LIL ~A feels that incorporating , ·iewpoints and thoughts of respected academics 

and researchers in current business education will provide a ,·aluable perspectin! in deYeloping a 

truly inno\·atiYe and responsive labour-management educational programme. 
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CHAPTER 2 - 8:\CKGROL :\0 AXD RESEARCH 

l.l The Labourers· International Cnion of:Yorth America 

The Labourers· International Union of1\iorth America CLIUNAl was founded in I 903: it 

is one of the largest unions in ~orth America. with 0\·er 850.000 members currently acti\e. and 

represents workers in more than fifty different industries. It consists of over 650 local unions. 

with the largest located in Toronto. LIC~A operates through a tri-fund system. consisting of 

labour-management co-operati\·es made up of representatives from management and labour: 

these indi\·iduals work as a team to address the concerns of LIUNA members and the companies 

who employ them 1 LIL ~A. 2000). 

The stated mission of LIL'"SA is to empower working men and women. Specifically. 

LIL"~A·s goals are: 

I. 

, 
to pro\·ide a strong \·oice in the workplace 

to pro\·ide its members with skills training that enables them to meet their full 

potential 

3. to protect its members· health and safety 

4. to ensure respect. security and dignity in the workplace. 

The goals of Lil"\:.-\"s training initiati\·es are (I l to impro\·e the quality of life for its 

members and ( 2 l to expand the competitive position of the union. Lifelong learning results in 

lifelong earning ( Llll\A. 1997). 

In these general principles. LIL ~A is similar to most other modem trade unions. 

Howewr. the nature of the construction industry (which is LILr~ .. ~: s historical base) is 

significantly different from most other industries. and has led to the development of different 

labour-management operating principles and philosophies from those of most other unions. 
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Skilled tradesmen in the construction industry may work for many different employers during a 

season. far different from employees of a manufacturing plant. who work for the same employer 

year-round and who may stay with that one plant for their whole working career. Generally. 

labourers are hired by an employer for work on a specific job \\ithin a specific project: once the 

project is completed. so is the relationship between employer and employee (Lil'NA. 2000). 

At a union roundtable organised by The \\:estern Centre for Continuing Studies to discuss 

the future directions of labour·management relations. LIUNA representatives noted that their 

union has recognised that is in the best interests of their members to \.\·ork co-operatively with 

construction employers. and to forge a positi,·e union1employer relationship. The benefits of a 

co-operatin! approach between union and employers result in more construction projects being 

awarded to unionised employers. and. consequently. more stable and long-term employment for 

LIL ~A members. Stability and long-term employment also enhance the credibility of the union. 

enabling them to expand their membership into other areas and industries not directly related to 

the construction industry . 

. -\ccording to LIL:\A 1 ~OOOa ). unions and management ha\'e to find new ways of 

working together if they are to jointly survi\'e and prosper in the twenty-first century. Employers 

are challenged to find ways of reengineering their businesses to surYi\·e in the new global 

economy. l'nions are equally challenged to maintain their current membership and expand into 

new areas. industries and roles if they are to sun·ive. This viewpoint is supported by Herman 

( I ()98 ). who notes that an increasing number of employers and unions have found out that the 

best \\ay to compete in the marketplace. securing profits for the employer and good jobs for 

workers is through co-operati,·e management relations. According to Greenberg. Baron. Sales 

and Owen (2000). corporate sun·ival in the ne,,· economy requires radical organisational change 
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at aiiJe,·els. including the nature of the relationship between labour and management. Workers 

and management share fundamental common goals: there is more to be gained by working in co­

operation than by confrontation. 

., ., 
The Western Centre ti>r Continuing Studies 

Founded in 1878. The L"ni,·ersity of \\.estern Ontario is Ontario ·s third-largest university. 

with a total student enrolment of over 26.000. Western is a comprehensive university. consisting 

of 12 faculties and schools offering a wide range of undergraduate and graduate degrees. The 

L"ni,·ersity also offers a wide ,·ariety of certiticate and diploma programmes delivered both on 

campus and using online technology. Western is recognised as a world leader in diverse areas of 

education and research. Its Business School. in particular. is reno\\ned as a centre of excellence 

for management education and is recognised as the leading business school in Canada. 

consistently ranked in the top twenty business schools internationally. 

The L" nin!rsity has pro,·ided continuing education services for over thiny years. 

pre,·iously through tht: Faculty of Part-time and Continuing Education. and currently through 

The \\.estern Centre for Continuing Studies ( \\'CCS ). WCCS is the educational bridge between 

the L:ni,·ersity and the communities it serves. 

\\"CCS works in the community to identify areas where educational. training. 

professional development and lifelong learning needs exist. It draws on its close ties to the 

business and professional community. and the expertise and resources of the academy. to 

de\elop and implement innovati\·e and responsive educational solutions to meet these identified 

needs. In keeping with its mandate to pro,·ide current and leading-edge learning opportunities. 
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the Centre works directly ''ith corporate clients to de\·elop and deliver customised learning 

programmes that are tailored to the unique needs of the organisation. 

The professional staff of the Centre are expens in their field. and bring a wide ,·ariety of 

skills and knowledge to the programmes they de,·elop and implement. Working in a team-based 

fashion. the Centre recruits additional expert resources from the academic community as 

required in designing. de\'eloping and deli\·ering courses and programmes of an exceptionally 

high quality. 

~. 3 issues to he considered he/ore proceeding 

Gi,·en the \\·illingness of LIL :\A to mo,·e forward with this project. WCCS agreed to 

conduct preliminary research into the field to \'erify the concepts put forth by LIUNA. and to 

determine whether there was a market for such a programme. EYen though the preliminary 

request had come from a corporate client. and the request could be accommodated through the 

de\elopment of a customised programme for Lll ~A. WCCS felt that it was important to \'erify 

the interest of other parties in panicipating in such a programme. For the programme to be 

successfuL and widely adopted on a national basis by Lll.~A. it was essential to confirm that the 

interest existed at a broader le\'el than the Toronto local. and that the critical dements to be 

incorporated into a customised programme were common across the country. 

Additionally. the Centre is mandated to operate as a business within the lJni,ersity: it is 

completely self-sufficient. not subsidised b~ operating funds. and must generate profits on all its 

programmes for both itself and the l :ni,·ersity administration. As such. WCCS is prudent in 

taking on new projects. and conducts research and a business case before proceeding with the 

deYelopment of ne\\ programmes. One of the key results to be obtained from the preliminary 
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research is to determine the profitability of the proposed programme -specifically. is this an 

untapped market. or is there significant competition at other Ontario uni\'ersities'7 

The steps in\·oived in the preliminary analysis and research phase for this particular 

project at this point included a re\·iew of the current issues and status of labour-management 

relations in Canada with a specific focus on Ontario. literature review. consultation with experts 

in the tield of labour-management relations. discussions with other unions. and a n!\·iew of other 

university-level programmes in Ontario in the field of labour-management relations. 

:: -1 Lahour-managfmenr relations in Ontario - Historical ol·eniew 

The trade union moYement was founded out of a need and a determination to improw the 

position and condition of workers in society: this purpose continues as the primary focus of 

union acti\·ity . L'nions emerged in 'orth America in the late eighteenth century first among 

skilled tradesmen. such as printers and carpenters. Skilled tradesmen held considerabk power in 

their ln\·n right. and it was only with the adYent of technological change in the workplace and the 

undermining of the skill basis of their power that they substituted independence tor the collective 

power of a union. \1any strikes and lockouts during the first half of the nineteenth century 

~o:entred on the struggle for control between employers and skilled tradesmen (~tarsden. 2001 ). 

L'nions only began to appear among the most exploited groups of workers. such as mill workers 

and piece-rate workers. in the second half of the nineteenth century (Reynolds. Masters and 

\loser. I qqg ). 

L'nions were generally organised as local unions of workers in a particular trade group or 

industry: howeYer. these small local unions were often at the mercy of business conditions. and 

they could not withstand the closure of a business or a downturn in the economy. Nation-wide 

unions began to emerge in the latter half of the nineteenth century: they showed much greater 
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resistance to depression. and e\·entually took over the functions of the local unions. The strength 

of nation-wide unions. panicularly in the C nited States. was increased by a change in focus away 

from politics and towards direct bargaining with employers (Reynolds. Masters and Moser. 

1998). 

The late-1800"s witnessed significant de\·elopments in the rise of organised labour in 

Canada with the appearance ofthe Knights of Labour in 1875 and the creation ofthe Trades and 

Labour Congress of Canada in 1886. The Knights. fanned in the l"nited States in the mid-

1800. s with the goal of uniting all workers. whether skilled or not. ad\·ocated united concerns for 

all workers and a moral and social transfonnation of industrial society for all ,,·orkers. Their 

goals Jed them into conflict with the established craft unions (such as painters and carpenters). 

which sought to imprO\·e working conditions at indi\'idual workplaces. and were not concerned 

with the rights of women and unskilled workers ( ~tarsden. :!00 I). 

The Trades and Labour Congress of Canada (TLC)- the forerunner of the Canadian 

Labour Congress - was fonned to address labour-related issues. such as hours of work and 

immigration policies: it remained Canada·s major labour confederation until its merger with the 

Canadian Congress of Labour in 1956 . . -\ccording to Peirce ( 2000 ). the TLC proYided a forum 

for ri\ airy and conl1ict between the cratis (skilled workers I and industry (unskilled workers 

supported by the Knights of Labour). In 1902. at the Berlin (Ontario) Con\'ention. the TLC 

refused to recognise the existence of more than one chanered body in any city or town. and 

dTectin:ly expelled one-fifth of its membership - the industrial unions supported by the Knights. 

The split between the crafts and industry led to the emergence of more radical unionism in 

Canada fo llowing the Berlin Conwntion. 
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The first decades of the twentieth centurY witnessed increasinc labour strikes as we! II as a . - . 

rise in union membership. The rising prices and labour shonages of World War I. in panicular. 

led to increased unionism and strike acti,·ity. The effects of the Russian Re\'olution in 1917 

were felt in Canada as they were around the world. with the emergence of more radical \'iews on 

the rights of workers: the Winnipeg General Strike of 1919 was indicative of the wave of 

radicalism sweeping the labour movement (Peirce. 2000). 

Peirce also notes that. in addition to the rise of nation-wide unions (and increasing 

membership in American national unions). an imponant political development in the history of 

labour relations in Canada occurred in the mid-I 930"s with the emergence of the Co-Operati\·e 

Commonwealth Federation 1CCF1. The CCF gained increasing union and popular suppon o\·er 

the years. until it finally became: a threat to both established political panies in Canada. The 

CCF was reden:loped into the ~ew Democratic Pany in the early I960"s. and c!Wntually went 

on to win the gowrnmentofOntario in the early 1990"s. 

Prior to the 1930"s. unions were generally seen as sub,·ersi\'e. a threat to entrepreneurship 

and profitability. and. in general. were fro\\ned upon by society and the couns. Trade unions 

were generally dealt with in the couns. as they were seen to be a threat to society·s wants and 

needs. The Great Depression of the 1930"s kd to the emergence of unions as legitimate and 

forceful organisations. Gi,·en a 25° o unemployment rate and a 30% decrease in gross national 

product during the Great Depression. public opinion shifted away from big business and the free 

enterprise system to\\·ards trade unionism and employee rights ( 'oe. Hollenbeck. Gerhart and 

Wright. 2000 ). Recognising that the economy v.-as in crisis. and that people had lost confidence 

in the free enterprise system. the go,·ernment of the United States enacted legislation to deal with 

the resolution of labour disputes. The Wagner Act of 1935 finally gave recognition to trade 
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unions as an integral part of society. With the outbreak of the Second World War. governments 

had to work v.ith the unions to ensure that manufacturing plants worked at full capacity: 

ultimately. they had to accept that unions were. and would continue to be. a part of society 

(\1arsden . .2001 ). 

Bill PC -1 003. passed by the federal government in 1944 under the War Measures Act. 

was similar to the Wagner Act. in that it recognised trade unions as the legitimate bargaining 

agent for t!mployees. and regulated such things as unfair labour practices. This act also allowed 

for the establishment of a tribunal to deal with matters arising out of the collective bargaining 

process. including certification. The legislation regulated the peaceful settlement of disputes 

between collectiw agreement negotiations. and provided the parties with a mechanism for 

dispute resolution known as arbitration. which continues to this day. All Canadian provinces 

adopted similar legislation (Marsden . .2001). 

According to Reynolds t!l al ( 1998). the rise. power and influence of the union 

ffi(wement was panicularly strong between 1950 and 1980. when the engine ofthr: economy was 

the production of goods and materials by factory-employed workers. By the mid-1960" s. unions 

had become established in all sectors of the workforce. including the public sector. and large 

international unions. with extensi\ e \\eJ.Ith. membership and power emerged. 

La/!our-manuS!t!mcm relation.\ in Ontario - Current swtus 

Currently. pri,·ate sector union-management relations in Ontario are co\'ered by the 

OntJ.rio Labour Relations .-\ct. first passed in 1948. and then re-enacted in 1950. The re­

enactment of the .-\ct established the Labour Relations Board. and subsequent re\'isions have 

mo,·ed the panies to a slightly more co-operative and democratic workplace. The current 

Section 2 of the .-\ct states that the purposes of the .-\ct include: the promotion of collective 
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bargaining between union and management: commining both parties to embracing v;orkplace 

change: the promotion of producti,·ity. tlexibility and employee involvement: the encouragement 

of communications between employer and employees: recognition of the importance of 

economic grov.th. which is beneficial t0 the employees. the employer. and the trade union: the 

encouragement of co-operative panicipation of employees and the union in resoh·ing workplace 

issues: and the promotion of the expeditious resolution of workplace disputes (Ministry of 

Labour. I 995L 

This same legislation sets up an adversarial system which appears to be counter to its 

purpose: it establishes that trade unions ha\'e the right to strike and withdraw their sen·ices. 

imposing economic hardship on the employer and the employees (Ministry of Labour. 1995). It 

also pro,·ides for arbitration. which is a tina! and binding dispute resolution mechanism. 

:\ccording lO :\.G . \1ercer I personal communication. April 22. 2000). this arbitration system is 

built on an ad\ersarial approach. in that there must be a v.inner and a loser. 

Parties han~ recognised that the adversarial system has not produced desired resuils. and 

some employers and trade unions haYe attempted to move beyond the adversarial system 

outlined in the legislation to a more co-operati\'e approach. A number of altematiw dispute 

resolution 1 ADR, models ha,·e arisen in recent years: these include interest-based bargaining 

1 IBB l. pre-arbitration mediation. and. in some cases. a joint acceptance of employee ownership 

and resolution of workplace issues (:\.G. Mercer. 2000). The mo\'e to interest-based bargaining 

1 also referred to as win win. needs-based. mutual gains or integrati\'e bargaining) has come about 

primarily as a means of reducing costl~ strikes and lockouts. and also as a means of improving 

the quality of workplace relations after negotiations ha,·e been included (Chaykowski. 2001 ). 

Based on the ··Han·ard Moder· de\'eloped by Fisher and llry. interest-based bargaining shifts the 
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focus from positions to interests. and away from people to problems: it encourages the 

development of options and agreements based on objecti\·e criteria. However. Chaykowski 

cautions that interest-based bargaining is not always successful and has inherent limitations. 

primarily related to the relative power of the panies and the context of negotiations. One of the 

keys to successful implementation of interest-based approaches is the willingness of the panies 

to focus on joint interests and to operate on principles of trust and ohjecti\·ity . 

At a union roundtable held in Toronto on April 26. 2000. some unions. such as the 

Canadian ~1edia Guild. the Canadian Energy and Paperworkers Union. and the l 'nited 

Steelworkers of America. indicated that they have embraced change in varying degrees. and have 

in fact integrated interest-based approaches into aspects of their relationships with management. 

Howewr. other unions at the same roundtable session. such as the Canadian Auto Workers. 

indicated that they remain committed to maintaining the tradilional confrontational and 

adversarial approach to labour-management relations (roundtable meeting. April 26. 2000l. 

The emergence of the new knowledge economy in the late twentieth century has led to 

the devdopment of an economy powered by information. knowledge and sen·ice. Ewnomies 

are no longer protected by national boundaries which sen·ed the Industrial Age well: the 

de\·elopment of technology has led to an increasingly competiti\·e. global and wired marketplace. 

The dewlopment of a ne\\ economic structure has led to the loss of thousands ofjobs and the 

collapse of old industrial-based businesses which \\ere unable or unwilling to adapt to changing 

models of business: at the same time. thousands of new jobs. new types of works and new 

businesses ha\·e been created ( DeCenzo. 1997). The union movement has been significantly 

impacted by the radical changes that are affecting the economy. and the role of the union is being 

challenged (Murray. 2001 1. Lnions are facing many of the same challenges as business: 
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competition for market share. as indicated through membership and sectoral and political 

influence. is signiticant. Many unions. in an effon to increase their membership. broaden their 

power base. and reduce competition from other unions. han~ expanded their recruitment 

actiYities into new sectors outside their traditional industries 1 Chaykowski. 200 II. The Canadian 

Auto Workers (CAW). for instance. now represents workers in such Yaried sectors as food and 

beYerage. hospitality. fisheries. and airlines. The total C:\ W membership in its traditional power 

base. the auto industry. today makes up only 39° o of the total membership l CA \\'. 2001 1. 

An additional cause for concern by the Canadian labour movement is the recent trend in 

the Lnited States away from unionised workplaces. and the slight but steady drop in union 

membership in Canada. According to \:1urray 12001 ). union representation of the labour force in 

the L' nited States has fallen from approximately thirty percent in 1971 to less than fourteen 

percent in I qqq_ By contrast. in Canada. approximately thirty-two percent of the workforce is 

unionised in I QQ(): this is actually the same percentage of the workforce as in 1971. Howen:r. 

the percentage of the Canadian workforce that is unionised has dropped. and continues to drop 

slightly on an annual basis. from its highest rate of 3 7. 7° o in 1986. Given the dominance of the 

Lnited States in the global economy. coupled with the implications of free trade agreements. the 

trend away from unionisation is significant for unions in Canada. 

Lahour-managcmcm relations in Onrario- Bill 139 

Bill 13(). The Labour Relations Amendment Act. was giYen royal assent in December. 

2000. For seYeral years prior to the passing of this act. which amends the Ontario Labour 

Rdations .-\ct of 1995. the Ontario go\emment had promoted ·workplace democracy·. and had 

attempted to pass a \·ariety of changes to the \·arious acts gO\·eming the workplace. These 

changes had been met with resistance from both labour and management. but more specifically 
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by labour. In November . .:woo the pro,·incial go,'ernrnent. having achieved a majority in the 

recent election. decided to push forward on their agenda regarding workplace democracy. A 

·Red Tape· commission was established to receive submissions on workplace issues from all 

areas of society. including employers. employees. unions and the general public. Based on these 

submissions. the go,·emment enacted Billl39. 

Bill 139 allows the employer to post ways of decertifying from a union. !'vtany unions see 

the bill as a threat to their existence in the workplace. and have rejected it outright (Ontario Pipe 

Trades Council. 2000). According to Sack. Goldblatt and Mitchell (2000). this legislation does 

not promote or allow the employer or the union to promote ways of joining a union in non-union 

environments. The labour mo,·ement therefore sees this legislation as one-sided in favour of the 

employer and a threat to unionised workplaces in Ontario. The govemment"s response to these 

charges has been that all members of society. including unions. have the right to make 

submissions to the red tape commission. and that failure to do so implies compliance and 

acceptance< \linistry of Labour. 2000l. It is against this backdrop that the government enacted 

the legislation. 

LIL ~A contends. though. that Bill 139. in fact. challenges unions to justify their worth in 

society J.nd their , ·aiue to each indi,·idual workplace . This bill challenges unions to find 

acceptJ.nce within each workplace. unionised or not. and ,,·ithin society as a \vhole. Unions must 

identify a different model and philosophy to become more accepted within the v.;orkplace. and 

within society at large. Bill 139 presents both a threat and an opportunity to unions to redefine 

themselves and their , ·aiue for the future. The legislation challenges unions to examine their 

traditional adversarial and confrontational role: equally. it will challenge governments to 

examine the legislation that enshrines confrontation as new models emerge. Governments will 
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be challenged to assist in accomplishing this goal by remoYing legislati,·e supports for the 

confrontational approach: this ties in to the whole question of relationships. 

...... __ , 

Bill 139 has potential for all parties in the workplace- employees. employers. unions and 

goYemment - to analyse and re-define their relationships. The legislation has the potential w 

force all the parties together to identify and legitimise their roles: it also opens the door to new 

collaboratiYe and interest-based approaches which may reduce and eYentually replace 

confrontational and adYersarial approaches to labour-management relations. 

~- 5 Lirerawre rniew 

\\"hile much of the current literature in the field of labour-management relations relates to 

the traditional adYersarial relationship between union and employers. several \\Titers and 

researchers describe anempts to move forward in deYeloping new models of collaboration and 

co-operation. 

According to \\"agar I 1997!. there is a growing call for more co-operati\'e relationships 

between labour and management as a means of increasing productivity and enhancing Canada·s 

competitiYe position in the global economy. There is eYidence that company performance is 

bener in organisations where the 0\en labour-management relationship is more co-operatiw. 

rather than ad\·ersarial. From a union perspectiw. there is a growing concern that the adversarial 

approach to labour relations will result in a decreased ability on the part of business to remain 

competitiYe in the global economy. At the same time. there is also scepticism on the part of 

some labour leaders as to the legitimacy of and moti\·ation for co-operative programmes. \\/agar 

goes on to note that de\ eloping a co-operati\·e labour-management relationship is extremely 

difficult. and requires a long-term commitment from both sides. the deYelopment of a trusting 

relationship. and consistency in dealing with the other side. 
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Clarke and Hai,·en I 19991 note that collaborati,·e relationships require a combination of 

changes in work organisation and in the bargaining relationship between management and union. 

These changes involve implementation of high performance work systems. sharing of power and 

responsibility between union and management. and a focus on shared goals and problem-soh·ing. 

There is contro,·ersy over whether partnerships are good for unions and should be pursued: 

however. there is also great potential for unions to improve the working lives of their members 

through harnessing the potential of joint partnerships. According to Clarke and Haiven. the 

choice facing unions is whether to be proactive through initiating change as an equal partner. or 

reacti\·e by resorting to traditional and adversarial means for accomplishing their goals. though 

often not those of independent worker interests. 

\1urray 1 ~00 I l notes that. traditionally. union membership has required that individual 

members forego their indi,·idual prerogatives in favour of democratically agreed-upon collectin: 

goals and ohjectin:s . . -\natural tension exists between collectivism and democracy. and. as a 

result. tht:n.: an: indi\iduals ''hl, percei,·e that they han: little say or control in the direction that 

the union takes. or. ultimately in the relationship between the union and management. 

.-\ccording to Ha,·Jovic. Kroll. and Bushe ( 1993 ). co-operative programmes between labour and 

management can empo,,·er work groups and lead to more effecti,·e decision-making. Co­

operati\e progrJ.mmes can positi\'ely impact the autonomy of the individual worker and the 

effectiveness of the group. and can improve indi,·idual worker satisfaction. They argue that. 

gi,·en the strong relationship between work group effectiveness and worker satisfaction. unions 

should explore new co-operatin: approaches to workplace relations that gi\'e workers more 

autonomy and control in participatory decision-making and. ultimately. the relationship that 

develops and exists between the union and the employer. Such changes in basic workplace 
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relations and functioning may ultimately result in the redefining of individual roles and 

responsibilities within the union structure: for instance. the role of a shop steward may e\·oln~ 

into a team leader. rather than on their current role of handling members· grievances. According 

to Fossum ( 1999 ). ste\'l:ards gain and maintain their power through their ability to gain results 

and to soh·e workplace problems jointly with supervisors. It would seem a natural progression in 

a more co-operative workplace relationship for the role of union steward to take on a new focus . 

Yenna and Gonlieb Taras (200 l l argue. though. that increased employee involvement in 

the workplace presents significant challenges. requiring all panies in the employment 

relationship to fundamentally alter their traditional attitudes and approaches to each other. 

However. increasing expectations of employees and competitive pressures from the marketplace 

will continue to ultimately force labour and management to devise and implement better ways of 

impro\·ing workplace relations through greater employee im·olvement and co-operation. 

Smith ( 19931 notes that increased international competition has produced new initiatives 

for new approaches to industrial relations. There is a significant trend in the \\·orkplace towards 

human resource management and away from the ad\·ersarial approach to industrial relations. 

There is an increased awareness at many le\·els of the need to bring about change in traditional 

labour-management relations. often characterised by mutual distrust and frequent conflict. 

towards more co-operati\·e and collaborative relationships. 

Wagar ( 19971 supports this stand. There are increased demands for more co-operative 

relationships between labour and management as a means of increasing productivity and 

enhancing Canada·s competiti\·e position in the global economy. Wagar notes that some 

organisations. both labour and management. are mo\·ing away from the traditional adversarial 

approach to collective bargaining as a means of responding to the fundamental economic and 
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technological changes that are challenging businesses at e\·ery level today. !\joe er al. (2000) 

point to structural changes in the economy. increased employee resistance. improved government 

regulations. and an increasing philosophical change to a less confrontational policy of human 

resource management as indicators that there are opportunities to move forv;ard with developing 

and implementing new models of collaboration and co-operation. 

\tarsden ( 2001 l argues that the question for the future is how organised labour will adapt 

to the forces of change that are restructuring the economy. Unions have historically adapted to 

profound economic and social transformation in the past: today·s economic system will require 

further adaptation by collective labour. 1\tarsden asserts that unions will have to adapt in their 

fundamental philosophies and approaches to appeal to workers of the twenty-first century. not 

the twentieth. if they are to remain rele,·ant and vital. and to continue to exist. 

: f, ( ·on.m/rarion 11'ith managemenr pracririoners 

According to .-\.G. \tercer! (personal communication. April 22. 2000). unions and 

management must find new ways of working co-operatively if they are to survive. The 

competitive and global business climate of the late twentieth and early twenty-first cemuries 

requires businesses to operate efficiently and effectively at all levels of the organisation: this 

cannot happen if labour and management are working from a traditional confrontational model. 

whereby one party must win and the other must lose. Alternative dispute resolution models. 

while \aluable and effective. are nevertheless a means of solving a dispute: a far better option. 

according to \tercer. is to define a new model for working co·operatively to pre\·ent disputes. 

and the costs they exen on the company. the union. and the workers. 

: A.G. Mercer is the Director of Facuhy Relations at The University of Western Ontario. and the former Director of 
Industrial Relations with the Canadian Broadcasting Corporation and Canada Post 
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~1ercer goes on to say that many businesses have searched for and implemented methods 

of operation that exclude or work around unions. One example of this is contracting out. 

whereby work is sent outside the company to be completed by self-employed indi,·iduals. sub-

contractors. or plants in third world countries which have little or no legislation go,·eming the 

wages or rights of workers. The loss of these previously unionised jobs. together with their 

membership dues. is of significant concern to unions. l inions in the twenty-first century function 

as big business. and decreases in their revenues and memberships will ha,·e severe impacts on 

their long-term profitability. 

\tercer asserts that unions are challenged today to defend their purpose and credibility. 

\\"hik acknowledging the historical \·alue of the trade union movement. many indi,·iduals and 

groups see unions as outdated. redundant. confrontational and non-productive institutions which 

:m.: n0 l0nger useful. If unions are to sun·ive into the twenty-first century in this em·ironment. 

they must r~-d~fine their purpose and mission. and identify new mandates and operating 

principles. According w \tercer. LIL.:\A has identified an opportunity to establish itself as a 

leader in de\ eloping new models and paradigms for unions in the twenty-first century. 

\tercer· s 'iewpoint was confirmed in a subsequent convers:llion with the Vice-President 

of Lahour Relations of a Fortune 500 company located in London. Ontario . ~ This individual 

stated that unionist!d businesses will not sun·ive unless they find new ways of working 

collaborati,·ely with their unions. The onus to identify and implement ne\\ collaborative models 

is a tri-paneid one: union. management. and emplo~ ees must all share the responsibility of 

learning to work more etTectively together from a non-confrontational standpoint. The 

: Th1s indi\1dual r~quc:sted that h~ not be idc:ntified at thts time: m this paper. as the company is currently in 
nc:gotiattons w:th Its union. 
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de,·elopment of new and improYed joint working relationships has become a priority for this 

company. While management and labour. in general. operate hannoniously. the company wants 

the union. and its indiYidual members. to understand the nature of their relationship. and their 

interdependence in maintaining success and profitability. Increased global competition and the 

impact of new and impro,·ed technology require that this organisation and its union find ways to 

work more effecti,·eiy and co-operatiYely. 

, - Discussions u·i1h other unions - Roundwble meeling 

GiYen that preliminary research indicated a gap in the field of labour-management 

relations- specifically. there are currently no joint training programmes offered in Ontario that 

( I l focus on deYdoping and sustaining models of labour-management co-operation. and ( 2) 

proYide uni,·ersity credit for a non-credit programme- and that a strong interest had been 

expressed in discussing the deYelopment of a new and innoYatiYe approach to education in this 

tield. The \\.estern C ~ntre for Continuing Studies conwned a roundtable of key players in the 

union m0\ emcnt in Toronto on 26th April. 2000. Stakeholders inYited to the roundtable 

included: 

• Canadian Labour Congress 

• Ontario Federation of Labour 

• Canadian Lnion of Public Employees 

• Canadian Auto \\·orkers 

• Teamsters L nion 

• London and District Labour Council 

• Lnited Steelworkers of America 

• Communication. Energy and Paperworkers l :nion 
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• Ontario Public Sen·ice Employees l:nion 

• United Food and Commercial \Vorkers 

• lll~A. 

A discussion paper was presented in advance to all im·ited participants. The purpose of 

the discussion paper was to articulate the key concepts and needs proposed by Lll:NA in its 

preliminary discussions with WCCS. and to present for discussion the key elements of a 

proposed educational programme developed to meet those needs. 

The outcome of the discussions revealed differing needs and beliefs about the focus of an 

educational programme for developing new models of labour-management co-operation. All 

participants agreed that there was a great need for new and innovati\'e educational programmes 

in the field of labour-management relations: howe,·er. there were significant differences between 

unions and the rationale for developing such programmes. 

Some representati,·es felt that the needs of unions could only be met through a 

programme that supported the de\elopment and enhancement of skills applicable to the 

traditional confrontational approach to labour relations. but de\·eloped specifically for each 

union. Others supported the notion of deYeloping a joint union-management educational 

programme that \\·ould explore different methods of achieving co-operation bem·een labour and 

management. with the specific goal of enhancing work. life and industry success for all parties. 

Other points of interest that emerged from the discussion included the need for the 

development of uni,·ersity-based programmes that would bridge workers from non-credit union 

and unin~rsity programmes into degree-credit programmes. incorporating online and"or 

altemati\'e deliwry methods. It was also noted that undergraduate business school students 

would benefit from participating in such programmes in helping them to understand the union 
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mo,·ement and the realities of working life. One union expressed the opinion that education t'l'r 

and about unions is best deli,·ered by unions themsel\'es. rather than by universities. 

It was apparent during this roundtable that there were different ·camps· among the 

,·arious unions represented. with those ad\'ocating the continuation of the traditionalist approach 

strongly opposed to those ad,·ocating changing the relationship between labour and management 

to one based on co-operation and collaboration. 

Discussions with other unions - .\'cxr sreps 

GiYen the wide range of opinions articulated. but also that the notion of developing an 

educational programme for exploring joint models of labour-management co-operation had been 

supported by a number of other unions at the roundtable. WCCS agreed to continue to work with 

Lll "'\::\ in im·estigating the dewlopment of::. programme that would meet their goals. The 

programme. although customised. would be applicable and beneficial to other unions and to 

management. Other unions who had expressed an interest in such a programme would be kept 

informed of de\'elopments. and giwn the opportunity to provide input and participate in the final 

programme. .-\ follow-up meeting was scheduled with LIL'~A for June. 2000. 

:!.8 Rt!l·ie\r o(/ahour-managemenl programmes of(ered by other Ontario unh·ersitics 

In order to ensure that the proposed programme would indeed be unique and inno\·ati\'e. 

and not in competition \\ith other programmes. WCCS conducted a sun·ey of other universities 

in southern Ontario to determine their current offerings in the field of labour relations. While 

other uni,ersities in Ontario offer a \·ariety of programmes focussed on the areas of industrial 

relations and labour relations. it appears that none offers a programme focussed on joint training 

bet"'·een labour and management. Table I pro,·ides an o\·en·iew ofthe programmes offered at 

six Ontario uniYersities. 
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Table I - Labour-manal!ement pro!!rammes offered at Ontario universities 

L ni,·ersit~· ; Undergraduate . Graduate Specialised Notes Joint 
degree degree programme programme 

Carleton Concentration Concentration No 'Sl~ 

Lniversit: within Bachelor within MBA 
i ofCommerce de!!ree 

\1ac\1aster Bachelor in Masters in ' Certificate in 1 Certificate No 
l'ni' ersit: - l abour Stud1es \Vork and Labour · offered in 
Centre for Societ: Studies , partnership 
Labour Studies : with the 

: Canadian 
Auto 
Workers 

Queens \o \tasters of Non-credit ' Some- but 
Lniversit~ - Industrial continuing courses do 
Centre for Relations education not provide 
Industrial : courses universit: 
Relations ! credit 
l . n iversi r~ of \o Masters of 1 No ' No 
Toronto Industrial 

Ct•nrr~· tor Relations 
/ndu.Hrhtl Ph D. in 
R.·i,mom lndustnal 

Relations 

Ln1\·ers1t:- ot \o 'So ; No Advanced ~0 

Toronto Programme 
Ro/111<111 Sehoul in Human 

u f .\fu llt.l,l!.r:mr:nr Resource 
l\.1anagement 

Lni\C:fSit\ or C oncentrat10n \ o \ o \o 
Toron!Cl \\llhm 

E.·<~nomt~.·., Economics 
De arrm.·m 

L nl\ ers1t:- or Bachelor in \ o Non-credit No 
Windsor Business courses m 

Admimstration :\DR 
with 
concentration m 
\1anagement and 
Labour Studies 

York Lni,ersit:- Bachelor of Arts ~0 No No 
in Labour 
Studies 
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~- 9 Follmt·-up with LIC\A 

In developing any new programme of study. it is vital to ha,·e input from key 

stakeholders. The first step in the process is to confirm that the need exists. and the second to 

identify the critical elements that must be addressed through an educational programme. This 

information is then used to articulate overall goals and design a curriculum for the programme. 

Fullou -up with LILSA- Sun-ey 

The WCCS consulted with business directors of all LILTNA locals across Canada. and 

asked them to complete a survey to ascertain: ( I) the broad need for the development of a 

programme of study in labour-management co-operation and (2). if there was a need. what the 

critical elements of such a programme should be. The sur\'ey was sent to 36 LIUNA business 

agents and organisers across the country. representing all I 0 provinces: 21 responses (58% of the 

total distributed) were recei,ed. L:sing a rating scale from ··:\ot important"" to ··very important"". 

respondents were asked to comment on the need and \'alue for the proposed programme. and on 

each of the key dements identified abo,·e. 

The results of the surwy confirmed both the need and interest in the proposed 

programme. as well as the accuracy of the elements ta copy of the survey. together with a 

summary of the results is attached at Appendix ·· :\ .. ). The results were incorporated into a 

discussion paper. together with a proposed list of critical elements or tasks that should be 

incorporated into the de,·elopment of a proposed educational programme. The paper was 

prepared and presented to LIL':\A in late \1ay. 2000. and discussed at a follow-up meeting on 

18[h June. 
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Follov.·-up wirh Lll "SA - Arricularion o_(problem 

The challenges facing the rapidly changing marketplace confirm the need for both labour 

and management to reassess the nature of their relationship. Deregulation. global competition. 

new and emerging technologies. and the challenge of attracting and maintaining a highly skilled 

workforce ha\·e had a dramatic impact on the industrial landscape (Robbins and Langton. 200 II. 

There are significant mutual interests and benefits for both labour and management in 

tinding creatin~ and co-operative ways to remain productive and competitive in the new 

economic environment of the early twenty-first century. The cost of disputes and ad\·ersarial 

relationships to both unions and employers is significant: any disruption to the flow of work in 

today· s competiti\ e and global marketplace can have serious and long-lasting implications to an 

organisation's market share. The issue is equally significant for both panies. as the success of a 

union in bargaining for its members is directly related to the profitability of the employer 

1 \ larsden. 200 I 1. 

It appears that labour and management ha\·e an opponunity to move forward jointly w 

ensure productivity and competitiveness by discovering common goals. By working 

collaborati\·ely and co-operati\·ely on these goals. they can more effectin!ly enable: industry 

gro\\lh and market share: job security. fair compensation and impro\·ed work-life for \\Orkers: a 

highly skilled v;orkforce: quality ser.·ices and products: loyalty and trust between union. 

management and workers: and a joint strategy and \·is ion for the future. The key to achieving 

these objecti\·es and impro\·ing labour-management relations. according to the Canadian Labour 

and Business Centre 120001. is the development of communications and trust between the 

pames. 
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~ew methods of working together offer significant opportunities for all parties: LIL.\:A 

has identified this. and can capitalise on this opportunity. Specifically. there are opportunities 

for improving communications between all parties: providing workers and employers with 

opportunities to study and explore new and inno\·atiw joint approaches to achie\·ing 

organisational effectiveness: assisting workers and employers in solving problems of mutual 

concern not susceptible to resolution within the collective bargaining process: and studying and 

exploring ways of increasing productivity. Additionally. new models of co-opt:ration can 

enhance tht: in\·oh·ement of workers in making decisions that affect their working li \·es: 

encourage collective bargaining through an interest-based approach: promote the use of safe. 

efficient. high quality sen·ices and procedures: and foster the development of skills and high 

quality training. Howewr. according to \krc:er (personal communication. May 12. 2000). 

effecti\ely facilitating labour-management co-operation can be an enormous challenge. given the 

current t:m·ironmt:ntal strains and the historical ad\·ersity often shared by labour and 

management. 

Based on its preliminary research. the Western Centre for Continuing Studies identified a 

number of kt:y elt:ments for discussion as potential for inclusion in the proposed programme. 

These dements included: 

• Establishing an orientation to the history of labour-management relations. and 

specitically to joint acti\·ities 

• Assessing readiness for collaborati\'e acti\·ity between labour and management 

• Change processes that influence the move toward co-operative activities 

• Joint strategic planning between labour and management 

• Adult learning approaches and techniques 
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• Team-based group process skills 

• Training for facilitators and coaches 

• Interest-based bargaining 

• Pannership issues 

The WCCS confirmed its willingness and ability to develop. in partnership with LIL~A. a 

customised programme that would focus on joint labour-management training. 

: .10 Adrison cammirree 

In Xo\·ember. 2000. the Western Centre for Continuing Studies presented a draft proposal 

for a Programme in Joint Labour-\lanagement Co-operation (working title only). The proposal 

articulated the results of the research conducted to date. as well as the input and feedback 

recei\·ed from Ln:~A. and put forward a proposed curriculum. WCCS recommended the 

formation of an advisory committee to guide the deveiopment of the programme. and further 

recommended that the committee include representatives of both labour and management. in 

addition to representati\·es with expertise in 1abour-management relations. \1anagement 

representation was pro\·ided b_: representatiws of LIL'~A · s signatory employers: these include 

large general construction companies as well as consortia of companies that specialise in specific 

areas of the construction industr:. such as pipeline construction. 

The advisory committee met \·ia email initially. and then face to face. The draft proposal 

was re\·ie\\·ed and critiqued. and met with overall support and approval of the committee. with 

minor changes to the priority and sequence of \ ·arious sub-topics. 
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CHAPTER 3- PROGRA\1\1E DEVELOPMENT 

3 1 .-l nafn is 

Problem anahsis 

As the new economy continues to evolve and challenge organisations to disco,·er new 

ways of operating in order to remain competiti,·e. labour and management are equally challenged 

to find and implement new models of working more co-operatively. The traditional adn~rsarial 

relationship between labour and management can lead to huge problems and costs in today·s 

rapidly changing \vork context. Antagonistic relationships between unions and employers result 

in reduced producti\·ity. work stoppages. costly grie,·ances and arbitrations. and protracted 

bargaining sessions. and reduce the ability of the employer to be profitable in today· s 

competitiYe marketplace (~oe ei a/. . 2000). 

LIL ""\:.-\.although a strong international union with a history steeped in the traditional 

union model. has a somewhat different relationship with management. As noted above. Lll'NA 

members may ''ork for a number of different employers throughout the year. depending on the 

work available and the scope and duration of individual projects. Since work for its members is 

intricate!~ interwo,en ''ith the ability of employers to obtain contracts. it is in th~ best interests 

of LIL-~.-\ to \\Ork co-operatively with management in obtaining work contracts. An 

antagonistic relationship. built on traditional confrontational approaches to unionism. inhibits the 

ability of contractors to obtain work and Lll:~A members to obtain steady incomes. A more 

collaborative. co-operative relationship is more conducive to obtaining the types of results that 

Ll LS .-\ wants to achieve ( LIU!\:A. 2000a ). 
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Lll 'NA acknowledges that identifying. developing and implementing new models of co· 

operation that will foster closer collaboration between labour and management is not an easy 

task. and is not widely supported by other traditionalist unions t Wagar. 1997). Lll ~A sees 

education and training as the keys to bringing about this radical change. and has approached The 

Western Centre for Continuing Studies to design and develop an educational programme that 

\\·ill assist in meeting these goals. Lll"~.-\ also sees an opportunity to establish itself as a leader 

in the emerging field of labour-management co-operation. and in identifying new roles for 

unions as the economy dictates the emergence of new paradigms for labour and management in 

the twenty-first century. 

Snlpt' o(needs assessment 

:\ needs assessment assists in finding out whether instruction should be de~igned. 

claritlcation of the problem. and the sekction of an appropriate inten·ention (Smith and Ragan. 

I QQQ l. .-\s much of the front-end analysis for this project had already been conducted during the 

preliminary research phase with Lil '"?\.-\. and WCCS had already determined that there was 

indeed a business case for proceeding with the development of the programme. the needs 

assessment for this particular project was conducted primarily to list the instructional goals to be 

incorporated. the gaps between ·what is· and ·what should be." and the priorities for the 

instructional goals. 

As this programme \Vas designed specifically for LIU\A. the needs assessment was 

conducted primarily within their organisation. both at a local and a national level. The key 

contacts were business managers. organisers and members ofthe local executive. However. input 
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was also solicited from an ad,·isory comminec. which consisted of representati"·es from both 

management and labour and ex pens in the field of labour relations 

Cate~ories ofinformationfor needs assessmenr 

The needs assessment gathered the following infonnation from local Lll ~A executive 

members. business agents. and organisers across the country: 

• the current le,·el of understanding of labour-management relations 

• the current operating procedures for labour-management interaction at Lll :-.:A 

• the understanding of the need to deYelop more co-operative models for labour-management 

interaction 

• the skills required to function in a more co-operati,·e fashion . 

. \let hods of data colfccrion _tor nceds assessmcnr 

Data was collected through: 

• lnten·iews 

• Suney of Lll """\".-\business managers across Canada 

• Literature review 

Sourcestor data gathering .for needs assessment 

The following sources proYided input and infonnation: 

• LIL.\:.-\ executi\e members 

• LIL :\A business managers 

• The adYisory committee (consisting of representatives of labour and management) 

• Faculty members. U\\'0 
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3.3 Goals and o~jecti,·es 

The information l!athered throul!h the needs analvsis identified the followin!.! broad-bas~d - - .. -
goals for developing and implementing collaborative and interest-based approaches: 

I. To improve the relationship between labour and management 

To improve job security. compensation. and quality of work life 

.. 
-'. To engage labour and management in identifying and developing new paradigms 

for success in the new economy 

4. To de\·elop a highly skilled workforce 

.:; To improve and promote loyalty and trust between unions. workers and 

employers. 

Specitically. new methods of working more collaborati\'e)y and co-operati\ ~ly ofti:r 

opponunities for: 

I . lmpro\'ing communications between labour and management 

.-\ssisting workers and employers in solving problems without resoning to 

grievance acti\·ity or the collecti\·e bargaining process 

3. Identit~·ing and implementing \\·ays of increasing producti,·ity and profitability .. 

and reducing problems and contlicts which l0wer competitiveness and inhibit 

industry de\·elopment 

4. lmprm·ing the ability of workers to etTectively panicipate in making decisions 

that affect their working li \·es 

Encouraging the dewlopment of inno\·ati\·e approaches to collecti\'e bargaining 

that are interest-based and win-win 

6. Identifying and implementing ongoing strategies for dealing with change 
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3 ./ Performance anahsis - . 

Current siruation 

LIL ~A members are strongly urged and are financially supported to panicipate in 

lifelong education and training. LIL ~A has a strong international training arm. and acti,·el~ 

encourages its members to participate in job-related skills training and other educational pursuits 

to improw their overall quality of life. Local executive members participate regularly in union-

based training which is focused specifically on providing current information on the various 

aspects of running a union. inc! uding collective bargaining. grievance procedures. and conflict 

resolution. 

The nature of the core business of labourers (primarily the construction industry) has 

promoted a w-operatin~ spirit between LIL ~A members and employers. However. LIL r:\A 

wants to promote the de\·elopment of more sophisticated and complex co-operation between 

\\ork~rs. employers and union. and. ultimately. define a new role for unions in the twenty-first 

centur~ . Lll"\:.-\ sees itself as a pioneer in dneloping new relationships between employers and 

unions. one that mo\ es away from confrontational and ad\ ersarial approaches to joint co-

operation. planning and collaboration. 

Cum:nt LIL'\A education and training initiati\·es generally take place in a strictly union 

setting in isolation trom LIL'\A employers. \\"hile this model ensures that LILf\:A members are 

\\ell-trained. informed. and current. it also entrenches the ·us and them· mentality that is 

characteristic of the traditional approach to labour-management relations. The same situation is 

generally true of employers: while they participate in training. lifelong learning and professional 

dewlopment. they do so in a venue that generally does not include the unions they interact with 

on a daily basis. 
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Desired situation 

As the new economy continues to force businesses to rethink and re-invent the way the~ 

operate. and leads to the demise of those businesses that cannot adapt to changing paradigms. 

unions have to re-examine their mandates. philosophies and operating principles if they are w 

continue to be a vital and vibrant force in the economy. Confrontational and combative 

approaches to labour relations are costly to employers and unions equally. Employers are 

finding new ways to work without unions. and unions are experiencing not only declining 

memberships but also challenges to their very existence (f\·1arsden. 200 I). 

The: dc:sirc:d situation is one in which UL'~A members and employers jointly de,·dop 

and implement new models of co-operation. This ,,.·ould involve developing a shared vision and 

plan for the future. an understanding of team-based approaches. improved communications. and 

a shared approach to establishing and achie\·ing goals . This new co-opcratiYe approach to 

labour-management relations \\ ould result from new way~ of thinking and acting. and would 

result in not only a new type of relationship. but. ultimately. the emergence of new roles for both 

employers and unions. 

PrvposeJ solw ion 

The \~."estern Centre for Continuing Studies proposes an instructional solution to this 

1ssue. Lnion members and employers tend to operate in isolation until they ha\'e to enter into 

dispute resolution or collecti,·e bargaining. While ultimately union. workers and management 

benefit and prosper from ,.,·orking harmoniously and achieving profitability. their goals. 

philosophies. and operating principles are not always aligned. 

f(.nowledge and skills for de,·eloping techniques and joint models for co-operation can be 

learned. Their de,·elopment im·oh·es focussed and practical instruction which ultimately will 
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empower unions and employers together to derive new and enhanced benefits. The key to th~ 

success of such a programme. though. is that employers and union members must panicipate 

together. and de\·elop the model jointly. Since the deficiency is one of skills and knowledge. an 

instructional sol uti on is appropriate. 

3.5 Contextual ana(1·sis 

Learner characteristics 

l " nion members are professionals and workers who bring a , -ariety of backgrounds. 

education. and experience to their work. \lost LIUNA members are skilled tradesmen. and 

continually participate in union-sponsored training and education to upgrade their skills and 

remain t:mployable. They work in a , ·ariety of trades and professions. including the construction 

industry and healthcare. While they are skilled workers. they have not necessarily completed a 

high lt:vel of formal education \1any of them ha,·e never anended university. and have 

expressed concerns to their union leaders about their ability to learn in the formal em·ironment 

that the~ anticipate a university would entail ( Lll·~ A. 2000c ). 

LILS:\ executive members have been elected by the union membership to represent their 

interests in regular workplace acti,·ities. to run the union"s affairs. to formulate policies. plans 

and strategies for union and \\orker su..:cess and efti:cti\·eness. and to lobby on behalf of the 

membership with employers and gon:mmem. While they ha,·e similar backgrounds to the 

workers whom they represent. they participate in continuous education and learning 

L'pportunities sponsored by the union. Some of them ha,·e gone on to complete post-secondary 

education. including university degrees. 

Employers run the same educational gamut as the LIUNA workers they hire. Many 

O\\·ners and managers of unionist:d construction companies describe themselves as ·self-made·. 
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with little or no formal education. At the other end of the employer spectrum are indi\'iduals 

with professional and post-graduate degrees and credentials in disciplines such as engineering 

and business. Many of them regularly participate in professional de,·elopment and training. 

sponsored by the professional organisations to which they belong or by government agencies. 

The learners in this programme \viii be diverse in personal and social characteristics. 

learning styles. and socio-economic backgrounds: however. they are all adult learners. 

While lifelong learning and professional de\'elopment are widely endorsed. supported. and 

participated in by LILfJ\A members. union officials and employers. there is some hesitancy about 

their comfort le\'el in a uni\'ersity en\'ironment. They are generally individuals who "learn by 

doing· - they work with their hands. and are comfortable learning in an environment that 

simulates the workplace. Therefore. it will be essential to incorporate adult learning 

philosophies. prindples and techniques in designing the instruction. The programme should be 

focussed on learning acti\·ities that are meaningful. experiential. self-directed and learner­

centn.:d. 

Ideally. participants will be ·matched pairs·-- labour and management representatives 

who interact closely on projects. or who come from the same organisation. and will have some 

le,-el of practical experience in participating in the collecti\'e bargaining and:or negotiation 

process. 

Instructional sl!llinx 

Participants in this programme will be selected from indi\'iduals who ha\'e expressed an 

interc:st in de\ doping new models of joint co-operation between labour and management. 

Lll';\A has specified that the instruction must be focused on practical and applied skills. 

grounded in theory. so that participants will be able to implement new skills and knO\vledge in 
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the workplace. The key to the success of the programme. as noted abo\'e. is that union and 

management will participate together: therefore. there should be a balance between employers 

and workers. LIL 1\A will select indi,·iduals from its membership who have been identified as 

leaders and who have expressed interest in implementing new models of co-operation. Lll·~ .-\ 

employers would be selected using the same criteria. 

The programme. titled ··Beyond Bargaining: Developing and Sustaining a Culture of Co­

operation·· will be a two-week residential course. and will take place in a self-contained 

conference facility O\\ned and operated by The Cniwrsity of Western Ontario in London. 

Ontario. The location in this facility will facilitate strong group cohesion and interaction. The 

facility is exceptionally well-equipped with multi-media equipment. and is designed to enable 

use of interacti,·e teaching and learning techniques. such as case studies. small group discussions. 

and tl!am-based projects. 

Or~uni.HJ!ionu/ selling 

This initiati\e is str\.'ngly endorsed by the executi,-e of Lll !1'\A. who will promote 

participation among their members. and with LIL ~A employers. Lll'!\:\ will support 

participation by its members through financial support and paid time away from work. 

The den~lopment of joint models of co-operation is supported at a number of lewis. 

including employers and go' ernment. However. this is still a somewhat controversial initiative 

which will require considerable will and determination by both labour and management in 

implementing the techniques and ultimately integrating them across the labour movement. This 

underscores the necessity for joint participation by employers and union leaders. so that ·buy-in· 

and implementation are facilitated at all lewis. 
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3. 6 Design notes 

Learner characteristics 

The learners are from diverse backgrounds: they will include leaders of both unions and 

management. although they ,,·ill all be affiliated with Lll :..:A as either members or employers. 

Their educational backgrounds will vary. ranging from high school completion and the 

acquisition of skilled trades certification. to completion of degrees and professional designations 

at uni,·ersities. ~1ost of the learners participate in workplace-focused lifelong learning on a 

re{!ular basis. such as the acquisition of new skills in response to the development of ne\\ 

technologies. or learning related to understanding and guiding more effective operations oi union 

activities. Participants in the programme will be selected on the basis of their willingness to 

effect workplace change in the area of labour-management co-operation. 

/nslrudional s~·uing 

The participants will be adult learners with a variety of learning styles and educational 

backgrounds. The instruction should be based on adult learning philosophies and principles. 

cater to a ,·ariety of learning styles. and promote interaction between facilitators and participants. 

and between participants. The programme should encourage and facilitate self-directed learning 

and team-based discovery through experiential and participatory learning acti\'ities. 

Organisat ionul selling 

There is strong support at the LIL.\:A executi\·e level for this programme: many 

employers who work with Lll.\:A ha\e indicated their support and willingness to participate in 

promoting more harmonious relations with the unions who provide their workforce. The 

programme will take place at a neutral and central location removed from the workplace. and 

participants will anend the programme for two weeks. 
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There is a concern that the two-week duration of the programme may pre,·ent some 

employers from participating. as it may be difficult to release key managers for that length of 

time. Scheduling the programme for two one-week sessions. and during the fall and winter 

terms. may address this concern. It may also be feasible to develop certain aspects of the 

programme for online delivery or self-paced instruction to reduce the amount of time required 

away from the workplace. 

3.7 Task analysis 

Skills and int(Jrmation necessary ro address the idenr~fied needs 

In order to engage in etfectiw collaboration and interest-based relationships between 

labour and management. the following are key skills: 

I . The ability to understand the foundations of labour-management relationships. 

comparing traditional and non-traditional approaches. and the benefits and costs 

of each approach 

The ability to effecti\·ely apply a core skills set focussed on communications and 

interaction 

~ . The ability to understand the joint dimensions required for collaborative and 

interest-based relationships in the ·bigger picture· 

~ . Tht! ability to identify and implement appropriate models for working together. 

Specitically. individuals should be able to: 

I . ldentit~· current realities and future possibilities for collaborative and interest­

based relationships between labour and management 

Develop and effecti\ely apply the necessary skill set required to engage in 

collaborati\·e and interest-based relationships 
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3. Consider labour and management interests in the context of the larger global 

picture 

4. DeYelop processes and tools for building effecti\·e co-operati\·e relationships 

' Design and engage in interest-based approaches to labour-management 

relationships in their O\m organisations. 

Critical curriculum elemems 

Following input from the ad\·isory committee. practitioners in the field. and a review of 

current literature. the following elements were identified as critical components of the 

curriculum: 

I. Orientation to the history of labour-management relations and joint initiati\ ~s in 

order to relate ··where we·\·e come from .. to ··where we·re going .. 

, 
ldemit~·ing current de\'elopments and change processes that are influencing the 

mo\ e towards collaborati\'e acti\·ity 

3. Assessing the readiness of an organisation to de\·elop and implement joint models 

of co-operation 

4. De\ eloping and implementing joint strategic planning between labour and 

management 

"' Adult learning approaches to enable movement towards changing and impro\'ing 

relationships between labour and management 

6. Group process skills 

1. EtTectiw teamwork 

8. Facilitation skills 

q \1ediation skills 
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10. Interest-based approaches to bargaining 

II. Issues of quality improvement as they relate to the individual and joint 

organisational acti,·ities 

12. Pannership issues and the specifics of sening up joint labour-management 

comminees and teams. 

lnstrucrional objecli\'es 

Topic I: 

General purpose: 

Perspectiws on labour-mana!:!ement relationships 

To acquire knowledge and understanding of the foundations of labour­

management relationships. comparing traditional and non-traditional 

approaches. and the benefits and costs of each approach 

Terminal ohjecti,·e: To identit~· and anal~·se current interest-based approaches to labour 

Topic 2: 

General purpose: 

relations. 

Skills for collaborative relationships 

To acquire understanding of the skills required to engage in effective 

collaborati\·e and interest-based relationships. 

Terminal ob_iectiw: To de,·elop understanding and proficiency in the skill set required to 

de,·elop. implement and sustain collaborati\·e relationships. 

Topic 3: The macro \·ie\\ and differin1.! perspecti\·es 

General purpose: To acquire understanding of the joint dimensions required for successful 

collaborative and interest-based relationships. 

Terminal objecti\·e: To de\·elop the ability to eYaluate. from different perspectives. workplace 

issues that affect labour relations. 
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Tools for building collaborative relationships 

To examine and acquire techniques and tools for developing joint 

relationships. 

Terminal objective: To identify and implement appropriate models for collaborati\·e 

relationships. 

A focus group. consisting of representatives of LIFNA and Lll.J'"'i\:A employers. reviewed 

and critiqued the draft curriculum at this point. There was overall validation and appro\·al of the 

curriculum contents and focus to this point. 

Enahling ohj cctil'es 

Tooic 1: 

General purpose: 

Perspecti\·es on labour-management relationships 

To acquire knowledge and understanding of the foundations uf!abour­

management relationships. comparing traditional and non-traditional 

approaches. and the benefits and costs of each approach 

Terminal objecti\ e: To identit~ and analyse current interest-based approaches to labour 

relations. 

Enabling objecti\·es: 1. To review and reflect on historical issues that ha\·c influenced the 

development of the trade union movement 

Topic 2: 

General purpose: 

To analyse economic trends that are currently influencing the future of 

the labour mo\·ement 

3. To identif~ and compare approaches to labour-management relations 

Skills for collaborative relationships 

To acquire understanding of effective collaborative and interest-based 

relationships. 
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Terminal objective: To develop the skill set required to develop. implement and sustain 

collaborative relationships. 

Enabling objecti\·es: I. To develop a shared understanding of the economic 

forces that are dri\·ing organisational change 

Topic 3: 

General purpose: 

.., 
To identify and practise techniques for effective communication 

-' · To identify and practise techniques for developing. effecti,·e workplace 

teams 

-+. To identify and practise conflict resolution techniques. 

The macro view 

To acquire understanding of the joint dimensions required for successful 

collaborative and interest-based relationships. 

Tt:rminal nhjecti\·t: : To develop the ability to evaluate. from different perspectives. workplace 

issues that affect labour relations. 

Enabling objecti\ es : I. To identify and analyse perspectives of both management and labour 

in workplace issues 

To de\·elop an understanding of business process issues 

3. To identitY and examine trends in the larger workplace landscape 

Topic-+: Tools for buildinf! collaborative relationships 

General purpose: To examine and acquire techniques and tools for developing. joint 

relationships. 

Terminal objective: To identify and implement appropriate models for collaborative 

relationships . 
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Enabling objecti\'es: I. To identify and examine new joint and interest-based models of 

working together 

To de,·eJop techniques for articulating joint issues and interests 

3. To identify and develop strategies for joint problem-soh·ing 

4. To de\·eiop and practise skills in the interest-based approach to 

bargaining. 

( ·urriculum topics and sequence 

The curriculum topics and sequence are shO\\TI in Table~-



Joint Models of Co-operation 52 

Table 2 - Task analysis: Curriculum topics and sequence 

I : The macro view 2: Labour 3: Skills for 4 · Tools for building 
Management collaborative collaborative ... Relations .. relationships relationships f-... .... 

I I I I 
1.1 Sharing perspectives 2.1 History of labour- 3.1 Personal interaction 4.1 Jomt problem-

management relations styles solvmg 

1 I I I 
1.2 Business process 2.2 Traditional 3.2 Interpersonal 4.2 Joint strategic 
issues approaches communication planning 

I I I l 
1.3 Work environment 2.3 Non-traditional 3.3 Team skills 4.3 Interest-based 
issues approaches bargaining: Principles 

I I I 
and processes 

I 
1.4 Union constitution 2.4 Identifying joint 3.4 Attitudes to change 
issues interests and the change process 4.4 Communications 

strategies: Within and 

I I I between organisations 

1.5 The collective 2.5 The interest-based 3.5 Mentorship I 
agreement approach 

4.5 Structures and 

l l I frameworks for 
collaborative 

1.6 The larger industrial 2.6 Fuwre directions for 3.6 Conflict resolution : relationshios 
context and climate the new economy Negotiation and 

mediatiOn 

I 
3.7 Adult learning 
perspectives to enable 
learning and change 

5. Caps tone: Developing a Model 

5.1 Team project and presentation 
~ 

5.2 Mock interest-based bargaining ~ 

session 
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3. fl !nsrructional srraTeJ!ies 

As identified abo,·e. participants in this programme \\ill be adult learners with a ,·ariety 

of learning styles and diYerse backgrounds. Therefore. it \\ill be essential to base the instruction 

on adult learning principles in order to facilitate a rewarding and producti\·e learning 

environment. and to incorporate adult learning techniques and strategies. Adults learn best when 

they can relate concepts to specifics which are familiar to them. The instruction. then. \\ill 

progress from specitic to general. thereby enabling participants to build on concepts familiar to 

them in expanding into broader issues and new concepts. 

LIL·;..;:\ has specified that the programme must be offered in a face-to-face. intensive 

format oYer a two-week period. The compressed nature of the programme will require that 

concepts build naturally from the previous concept. and that instructional techniques are varied 

.:md karner-centred. 

WCCS recommends the use of the case method in its educational programmes. This 

method enables learners to study and analyse a real-life situation. and requires all participants to 

become acti\·ely engaged in the learning process. Participants must explain. justitY and defend 

their indiYidual and team analyses of the case study. thus de\·eloping higher level critical 

thinking. problem-~oh ing. analytical and communication skills. Cases proYide a method for 

panicipants to learn b~ doing. and to take on the roles and responsibilities of specific people in 

specific organisations 1 ~1aufette-Leenders. Erskine and Leenders. 1999). 

The case method enables participants to develop confidence in the decision-making 

process in a supponin! em ironment. Cases are field-based: WCCS will contract with an 

experienced case writer to de\·elop customised case studies for this programme that will contain 

detailed information about real-life situations based on information provided by LIUNA and 
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other members of the adYisory committee. A specific case will be designed and written for each 

topic. The cases will consist of the presentation of specific information and facts reJe,·ant to the 

topic and describing a specific set of circumstances in a specific organisation: this method 

enables participants to discuss. analyse and evaluate while relating specific instances to broader. 

more general issues. The case method im·olves both large and small group work and 

discussions. and encourages the de,·elopment of team-based and group processes. It will be 

particularly valuable learning tool in this programme. as it will enable participants to look at 

problems and situations from a holistic Yiew and from different perspectives. 

Example: Topic~ Labour-manaeement relations 

Participants will engage ir. a case study describing the current state of 

labour relations and issues on a particular construction project. 

\1any of the objectives outlined in the curriculum involve the teaching of interpersonal 

skills. The emphasis of instruction in achieving these objectives will be on application of the 

skilL. The instructional strategy in this case would involYe initial instruction to present the 

mode!. followed by the de\elopment of a Yerbal model. rehearsal of the model. and finally. oven 

practice of the model C'vlorrison. Ross and Kemp. ~00 I). This model lends itself well to case 

studies. role-plays. simulations. and small group work. 

Example: Team skills 

\lodelling and practice to de\·elop team skills 

The use of shon lectures enables the presentation of specific background information. 

This method allows participants to learn about concepts and facts which can be used in case 

studies or assimilated into further discussion and analysis. 
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The lar!!er industrial landscape 

Shon lecture on current issues related to globalisation. and its impact on 

the economy. 

The final capstone project will bring together all the various components into a practical 

application exercise. This final dimension involves a team-based approach to developing a 

framework for implementing and evaluating a collaborative and interest-based model between 

labour and management \\ithin their respective organisations. Participants will design and 

acti\·ely participate in a mock interest-based negotiation process. and will debrief at the end of 

the session. The capstone project will be designed and facilitated by an experienced protessional 

negotiator \vith expertise in successful interest-based negotiation. 

Additionally. as the focus of the programme is on joint development of new models. it 

will he important to ensure that there is representation from both labour and management. 

3 <J Course ow/ines 

Course outlines for ··Beyond Bargaining·· were developed from the input received to date: 

outlines are attached at Appendix B. The course outlines were reviewed. critiqued and appro\·ed 

by the focus group prior to receiving tina! approval from the LIU~:\ Advisory Committee. 

Prc:-insrrucriona/ srr,uegies 

In order to make ma-ximum use of the time allotted to this programme. participants will 

recei\·e pre-session materials to be read prior to the commencement of the programme. The 

materials will provide a framework for the session. and acquaint participants \\ith the goals and 

objectives of the programme. 
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The case studies for each topic \\ill be presented in the pre-session materials. in addition 

to a short introduction to the goals. objectives. purpose and processes of the case method. The 

schedule for the two-week session \\·ill be outlined. as well as expectations for participation and 

preparation. 

Final course design 

The indi,·idual faculty members hired to instruct the programme will complete the tina! 

course design 1 selection of resources. specific instructional strategies. activities. and evaluation 

strategies!. They will be guided by the course outlines above. 

310 Emfuation 

Formutirt! t.Tuluation 

The advisory committee for this programme. consisting of representatives from labour and 

managem~nt. LIL'"S .-\. and expert practitioners. has provided input and feedback throughout the 

dewlopment of the programme. The committee has guided the establishment of critical 

elements. goals and objectives. and has helped to establish priorities in course content. LIL'!'-:.·\ 

has prcl\ ided additional feedback throughout the de\·elopment. and is satisfied that the 

programme will meet their needs. 

Additional feedback was obtained from a focus group. conducted midway through the 

process of articulating the essential elements of the programme. The focus group consisted of 

representatiYes of LIF:'\A members and employers. Feedback from this group confirmed the 

goals and objt:cti\ es of the proposed programme. the critical elements. and helped to clarify and 

establish the priorities and the instructional strategies. 
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Summariw el·aluarion 

Panicipants and Lll'l\1A officials will be asked to provide their feedback at the conclusion of 

the programme concerning: 

• The effecti\'eness of the programme 

• The degree to which the goals and objectives of the programme were met 

• Attitudes and reactions of panicipants towards the instruction 

• The long-term benefits of the instruction. 

This data will be obtained through ratings scales and through follow-up surveys at three­

and six-month intervals. Results of the surveys and ratings will be tabulated and discussed with 

Lll."\:A to identit~ areas for impro\'emem in subsequent offerings of the programme. Following 

Kirkpatrick· s four-leYel approach to eYaluation of training programmes (Kirkpatrick. 1998 ). 

e\·aluation will be designed to assess: 

• Reaction 

• Lc;:aming 

• Beha\·iour 

• Results 

Lll"\:A executiYe members and c;:mployers will be sun eyed six months after the 

programme as to their perceptions of its effecti\'eness. Indicators of effectiveness can include 

such factors as: 

• Increased producti\·ity 

• Decreased grievance acti\·ity 

• Shoner time frame required for conclusion of collective bargaining 
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• Reduced absenteeism 

• Increased profitability 

Samples of proposed e\·aluation ratings scales and instruments are attached at Appendix 

.. C ... 

Long-range plans 

As a new and innovative initiati\·e. this programme will require careful planning by 

participants for its implementation in their workplaces. and long-range monitoring as to its 

effecti\·eness and success. Fundamental workplace relationships will likely not change rapidly 

or smoothly: in fact. many participants in this programme will likely face significant resistance 

to initiating the development and implementation of new co-operative labour-management 

relations. 

The implementation of .. Beyond Bargaining .. in the workplace will be a joint initiati\'e 

between labour and management: this will provide a strong foundation for a successful 

implementation on their return to the workplace. Participants in the programme will repn:sent 

both labour and management for their respective employers. and they will jointly develop a plan 

for the implementation of the ne,,· model during the programme. The programme instructors and 

other participants will jointly critique this plan and recommend changes and improvements prior 

to the close of the session. 

Change in organisations is rarely made easily or quickly. According to Greenberg el a/ 

( .20001. change is most likely to occur when the individuals invoh·ed belie\·e that the benefits 

associated with making a change outweigh the costs invoh·ed. The factors contributing to the 

benefits and likelihood for success of making a change include (I) the le\'el of dissatisfaction 

,,·ith what currently exists. ( 2) the a\·ailability of a desirable alternative. and ( 3) the existence of a 
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plan for achieving that alternative. Robbins and Langton COOl 1 identify 6 key tactics in 

o\·ercoming resistance to change. and increasing the likelihood of bringing about succ~ssful and 

long-lasting change. including (1) education and communication. (21 panicipation. (3) 

facilitation and suppon. H 1 negotiation. 151 manipulation and co-option. and ( 61 coercion. While 

the first four tactics are positi\'e and supponi,·e of the goals of .. Beyond Bargaining ... use of the 

last two 1 manipulation· co-option and coercion 1 would cenainly lead to the failure of de\'eloping 

new and impro\'ed labour-management relations in a unionised en\'ironment. and participants 

will be cautioned against using them. Co-option and coercion are tactics of which unions ha,·e 

become wary. and which ultimately destroy the credibility of both management and union 

leaders. Robbins and Langton ( 2000) go on to identify four essential elements for bringing about 

successful change in a unionised em·ironment: (I\ the development and implementation of an 

dfectin~ system for resoh·ing da~ -to-day issues. 12 l a jointly administered business education 

procc:ss. whereby all employees learn the basic business and financial processes of the company. 

13 1 a jointly den: loped strategic \·ision for the organisation. and ( 4) a non-traditional problem­

soh·ing method of negotiating collecti\ e agreements. 

·Lessons learned' from previous attempts at de\'eloping more co-operati\'e workplace 

relationships provide a framework for enhancing the successful implementation of the principles 

of ··Beyond Bargaining .. and suppon the ideas of Greenberg I! I a/ (200 I l and Robbins and 

Langton 120001 discussed abo\e. Clarke and Hai,·en 1 1999i detail a pre\·ious attempt at 

implementing more co-operatiw relationships between Saskatoon Chemicals (Shell Canada) and 

a local ofthe Communications. Energy and Paperworkers l ;nion from 1991 to 1995. \\'hile the 

attempt made significant inroads into dew loping joint relationships and reducing the 

confrontational approach to labour relations. it was ultimately derailed by traditionalist forces 
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\\ithin the union who were critical of c:-tange and felt that the union was being co-opted by 

management. Communications appear to be the key to both the success and the failure of this 

attempt. Initially. clear and open communications between the union and management. and 

between the union and its members. led to support for the initiative. and its early success. 

However. as a minority group of traditionalists became more vocal in their distrust of both 

management and the union leaders. and their assenion that the union was being co-opted by 

management. the union failed to respond to this criticism. fearing a confrontation which would 

cunail the initiati\·e. Cltimately. this is exactly what did happen. as the Jack of communication 

with the members (the majority of whom supponed the initiative) enabled a small group of 

traditionalists to vote the executive out of oftice. and end the project. 

The Saskatoon Chemicals case will be used as the basis for a case study. and participants 

in .. Beyond Bargaining .. will be encouraged to use this. and other cases. in identifying potential 

pitfalls and strategies for success as they develop their joint model for implementation. 

Participants will consider a \·ariety of tactics to incorporate into their strategic plan for 

implementation in the workplace. The Saskatoon Chemicals experience suggests that leadership 

is a key factor in bringing about workplace and organisational change: participants will be 

encouraged to consider their O\\n personal development needs in this area. and to include a plan 

for continuing learning and training for themseh·es and their colleagues. As discussed abo\'e. a 

key factor in the implementation plan will be the de\elopment of a communications strategy. 

together with plans tor training and education. participation. facilitation and suppon. resource 

allocation. and dealing with resistance. 

:\s noted earlier. follow-up surveys will be conducted with panicipants to assess the 

impact of the implementation. and to identify successful strategies and tactics. as well as to note 
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and discuss difficulties and failures. The lead instructor for the programme ''ill be retained on 

contract for a period of one year to provide consultation and advice. at no charge. to participants 

as requested. 

The \\'CCS is currently developing a proposal for a research grant to conduct more 

formal long-term research into the results of the programme. The research will be carried out 

o\·er a three-year period. and will be a joint initiative with l'\\'O"s Faculty of Social Science. 



Joint Models of C a-operation 62 

CHAPTER 4 - IMPLEMENT.-\ TIO!\ PLA~ 

As .. Beyond Bargaining·· has been custom-designed for a specific client 1 LIL '":'\.-\). 

implementation and marketing plans are somewhat simplified. As discussed abo\·e. LIC~.-\ has 

established specitic requirements for the programme: it must be residential and a two-week 

format. The programme will operate on a for-profit basis. with LILTNA co\·ering the costs of 

panicipation for its members. delivered during October. 2001. 

Instructional staff will be hired on a contractual basis. and \\ill be co-ordinated by a lead 

instructor. They will be experts in their field. and will be committed to the notion of de\'eloping 

new models of lahour·management relations. Faculty for this programme will be responsible for 

completing the cc1urse content. outline and ieaming ::tcti\·ities. based on the criteria estahlished 

aboYe. Administrative staff functions will be carried out by staff of the WCCS. 

Once the dates ha\·e been confim1ed with LIL'N.-\. the conference facility will be booked. 

and logistical details associated with the programme will be identified. assigned and scheduled. 

Examples of logistical details include catering. ordering of equipment and supplies. printing of 

the contracted case studies. and preparation of class materials. 

The tuition fee for the programme will be set using the established WCCS model. The 

fee charged will co\er all costs associated with instruction. supplies and materials. room rentals. 

advenising. and administration. 

-+ I .\farkt!ring plan 

LIL .. ~.-\ will select its own participants. and will market the programme to LIUNA 

employers. \lanagement representatives on the advisory committee will assist in marketing the 

programme to their colleagues. 
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The WCCS will prepare and distribute a promotional brochure to allUU;-.,::\ locals and 

signatory employers across the country. and will establish a page on its web site dedicated to the 

programme . 

../.: Presemation to LICXA C Ol?ference 

As part of its marketing plan. the \VCCS made a presentation at LlliNA · s annual 

International Tri-Fund Convention in Orlando. Florida on February '27. 2001. This conference 

was attended by oYer I 000 delegates from the United States and Canada. and included LIUNA 

business agents. executive members. and organisers. as well as LILTNA signatory employers. A 

preliminary brochure was prepared and distributed to all attendees at the session (altached at 

Appendix ··o .. 1. 

The presentation provided an oven·iew of the programme development to date. and the 

rationale for the need for this programme. The programme outline was presented in detail. and 

participants were then provided with examples of practical applications of the skills and key 

concepts. Attendees were im·ited to proYide feedback on what they had heard about the 

programme. and to discuss tpublicly or pri\·ately after the presentation) any concerns or issues 

relating to any aspects of the programme. Feedback and support were overwhelmingly positive: 

man: employers indicated their commitment to work with LILT"!'\A to facilitate participation in 

the October session. 

The outcomes of the first offering of this programme will determine future marketing 

acti,·itics. Indications from many sources consulted during the research and development phases 

suggested that there is a \·ast untapped market for this programme throughout Ontario. In fact. 

representati\·es of the Ontario provincial gO\·ernment have indicated their interest in the proposed 
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programme. and ha\'e suggested that they are willing to consider funding a more ·widespread 

deliYery following the completion of the pilot programme for LIL ~:\. 
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CHAPTER 5- SUMMARY 

The field of labour relations is experiencing significant change as the new economy 

drives the reshaping of traditional business models and paradigms. The emergence of the global 

economy. resulting in global competition. is challenging both labour and management to 

examine their traditional philosophies and operating norms. and to identify new ways of working 

more co-operatively together if they are each to continue to exert influence and shape the future 

ofthe workforce. 

The traditional and adversarial relationship that has existed between labour and 

management is costly and counter-productive. The traditional approach promotes and maintains 

an ·us and them· mentality. which further enshrines the notion of winning and losing. However. 

in devoting time. energy and resources to dealing with costly work stoppages. grievances and 

arbitrations. labour and management arc in danger of losing their competitive edge in an 

increasingly competiti\·e world. 

By learning to work more closely and harmoniously together. and by addressing joint 

interests. rather than differences. labour and management have an opportunity to redefine their 

relationship. and pro tit from the strength of working together rather than against each other. Bill 

139. passed recently by the Ontario government. provides both a challenge and an opportunity to 

labour unions to examine their missions. \·isions and mandates. and to create a new role for 

themseh·es in the twenty-tirst century. The go,·emment of Ontario is aiming to promote the 

province;: as a good place to do business: however. it is up to labour unions to take up the 

challenge of findin~ new ways to work within the legislation. 
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It appears that the timing is right for developing and implementing an educational 

programme that will provide opportunities for labour and management to jointly explore. 

examine. and dewlap the skills that will enable them to redefine and recreate their relationshir 

from one based on differences to one based on joint interests. Interest in the programme: 

proposed by WCCS has been expressed by all sectors ofthe workplace -labour. management. 

workers and goYernment. This programme has been developed in partnership with a union that 

sees itself as ha\·ing the capacity and the \·ision to lead the way in developing new ways of 

working with management. and to redefine its mandate as a means of remaining rele\ ant and 

integral to the well-being of its members. 

The process of de\·eloping. the programme has been systematic and thorough. Input into 

the focus. goals and objectives has been solicited from experts with different perspecti\·es and on 

a number of le\·ds at regular intervals. This input has enabled the creation of a programme that 

is forward-thinking. rele\·ant and inno\·atiYe. 

\\"hile the project appears to be well-poised to accomplish the initial goal of meeting 

LIL':\A · s educational need. other more long-term benefits have already emerged. Interest in the 

programme has encouraged other faculties at The L"ni\·ersity of Western Ontario to approach 

\\'CCS to partner in de\·eloping a more comprehensive uni\ersity-le\·el credential to meet the 

needs of both practitioners in the field of labour relations and undergraduate business students at 

The L'ni\·ersity of \\'estern Ontario. 

5. 1 Summury o(personallc:arnin~ oulcom~s 

This project pro\·ed to be an im·aluablt! lt!arning experience at many levels. The research 

carried out pro\·ided significant personai insights into and understanding of the field of labour 

relations. and a much deeper appreciation of the challenges facing both labour and management 
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in today· s changing economy. In panicular. the research carried out identified an emerging n~cd 

for labour and management to identify and implement new methods of working more 

harmoniously if they are both to survive and prosper in a global and competitive marketplace. 

The opportunity to work closely with a union pro,·ided significant insight into the' alue~ 

and driving principles of the labour movement. It was also of interest to observe the different 

factions at play within orgcmised labour. As government legislation and the impact of the 

changing economy are starting to impact and challenge the viability of organised labour. many 

unions ha,·e adopted a ·stand f~st" approach to labour-management relations: their goal is to 

maintain the status quo. and to remain entrenched in the traditional confrontational approach. 

\·ery few unions have identified and acknowledged a need to change their relationship with 

management in response to the significant and fundamental changes that are affecting the way 

that business operates in the new and global economy. Llnions that advocate the de\·elopment of 

ne'' models of co-operation with management are. indeed. in large part shunned by those unions 

that champion the maintenanc~ of the ad,·ersarial approach to labour-management relations. 

As noted abo,·e. this particular project has sparked interest in the field of labour relations 

at l"\\.0. ~\ot only has this project led to interest in developing additional programmes in this 

field at l"WO. hut the senior administratin! officers ofth~ l"ni•:ersity ha\e endorsed the initiative 

as tilling an academic gap at Western: this endorsement places the WCCS in a kadership 

position within the academic community of UWO. 

Finally. the project has allowed for the impro,·ement of personal skills and knowledge in 

the area of programme de,·elopment. Previous personal projects in programme de,·elopment 

ha,·e been in areas that were focused on smaller programme segments. or in subject areas that 

were already fairly well researched. This particular project required significant research and 
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investigation into a relati\·ely untried field. and required the development of new contacts and 

resources in de\·eloping a unique and inno\·ati\·e response to a somewhat controwrsial need. 

The opportunity to build a programme from the ground up challenged creative and critical 

thinking skills. while at the same time retining and reinforcing the need for a systematic 

approach to programme development. 

The first offering of the programme is scheduled for October. 2001 in London. Ontario. 

Preliminary responses indicate that the programme responds well to the needs identified b~ 

L1l"".-\. and that participation will be high. 
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Appendix A 

Survey of LIUNA Business Managers 
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;\"eeds and Critical Element Su"'eyfor the Del•elopment of a 
Program of Study in Labour-Management Co-operation 

1 l Please comment on your perception of the need and , ·alue of a program of stud~ 
designed to promote successful labour-management co-operation by placing an 
"x" next to the most appropriate indicator. Space is also provided for you to make 
further comments related to this question. 

::1 1'\ot important 
:J Somewhat important 
:J ~eutral 

:1 Important 
:J \ ·ery important 

Comments: 

2) Listed below are ''some" critical elements of successful labour-management co­
operation. Please indicate your perception of the importance of each of these by 
placing an "x" next to the most appropriate indicator. Space is als0 prcn·ided for 
you to make further comments related to each "element". 

a l Orientation to past labour-management relations and joint activities 

:J ~ot important 
..J Somewhat import::mt 
:J \:eutral 
:J Important 
:J \'ery important 

Comments: 

b l Assessing readiness for collaborative acti \·ity between labour and 
management organizational climate assessment) 

:J \:ot important 
:J Somewhat important 
:J \:cutral 
:J Important 
:J \' ery important 

Comments: 

c l Change processes that are intluencing the mo\·e toward collaborati,·e activity 

::1 \:ot important 
:J Somewhat important 
:J Neutral 
::1 Important 
:J Very important 

Comments: 



Joint Models of Co-operation 75 

d) Joint strategic planning between labour and management 

:J ~ot imponant 
:J Somewhat important 
:J ~eutral 

::1 Important 
:J Very important 

Comments: 

e l Adult learning approaches to enable movement toward changing relationships 
between labour and management 

:J :\ot imponant Comments: 
:J Somewhat important 
:J ~eutral 
:J lmponant 
:J Very important 

n T earn based group process skills 

:J \: ot important Comments: 
:J Somewhat important 
:J \:eutral 
:J Important 
:J Very important 

g t Exploring. designing and harnessing the power of workplace teams 

::J \:ot important 
:I Somewhat important 
:I ~eutral 

::1 Important 
:J Very important 

Comments: 

h 1 Facilitator and mediator training to enable the abo\'e 

:J !\ot important 
::1 Somewhat important 
:1 ~eutral 

:1 Important 
:1 \"e~ important 

Comments: 
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i) Issues of quality improvement as they relate to the indi\·idual and joint 
organisational acti\·ities 

:J ~ot important 
:J Somewhat important 
:1 ~eutral 

:1 Important 
:1 Very important 

j l lnterest'target based bargaining 

:1 :'\ot important 
:1 Somewhat important 
:1 !\eutral 
:::1 Important 
:1 Very important 

Cornments: 

Comments: 

kl Partnership issues and "how to's" in setting up a joint labour-management 
committee either for specific organizations or regions 

:1 :\ot important 
:1 Somewhat important 
:J \eutral 
:J Important 
:1 Very important 

Comments: 

3 1 \\"hat other elements of successful labour-management co-operation do you 
percei\·e as important that haw not been mentioned above? Please explain in the 
space provided. 
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Sum man· of sun·e,· results 

I . Please comment on your perception of the need and value of a program of study 
designed to promote successful labour-management co-operation by placing an 
"x" next to the most appropriate indicator. 

~ot imponant 
Somewhat important 
Neutral 
Important 
Very imponant 

Total 

0 
0 

15 
~ 

21 

Listed below are "some" critical elements of successful labour-management co­
operation. Please indicate your perception of the importance of each of these by 
placing an "x" next to the most appropriate indicator. 

a l Orientation to past labour-management relations and joint acti \'ities 

'ot imponant 0 
Somewhat important 0 
'eutral " 
Imponant 8 
\'ery imponant II 

Total 21 

b J Assessing readiness for collaborative activity between labour and 
management organizational climate assessment 

'ot imponant 0 
Somewhat important 

, 
:"\eutral ~ 

-' 
Imponant I~ 

Very imponant 
..., 
-

Total 21 
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c) Change processes that are influencing the mo\·e toward coilaborati\e 
acti\·ity 

l\ot important 
Somewhat important 
l\eutral 
Important 
Very important 

Total 

0 
0 
I 

17 

21 

d) Joint strategic planning between labour and management 

l\ot important 
Somewhat important 
l\eutral 
Important 
\"ery important 

Total 

0 
0 

4 
15 

21 

e 1 Adult learning approaches to enable mo\·ement toward changing 
relationships between labour and management 

l\ot important 
, 

Somewhat important 4 
l\eutral 3 
Important 6 
\" ery important 6 

Total 21 

n T earn based group process skills 

l\ot important 0 
Somewhat important 0 
l\eutral ... 

.) 

Important 10 
Very important 8 

Total 21 
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g) Exploring. designing and harnessing the power of workplace teams 

Not important 
Somewhat important 
~eutral 

Important 
Very important 

Total 

0 

6 
6 
7 

21 

g l Facilitator and mediator training to enable the abo,·e 

~ot important 
Somewhat important 
l'eutral 5 
Important 8 
\" ery important 6 

Total 21 

h l Issues of quality impro,·ement as they relate to the indi,·idual and joint 
organisational actiYities 

'\ot important 
Somewhat important ) 

'\eutral 6 
Important 5 
Very important 4 

Total 20 

i) Interest target based bargaining 

'\ot important 0 
Somewhat important 0 
~eutral 0 
Important 4 
Y ery important 17 

Total 21 
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j l Pannership issues and "how to's" in sening up a joint labour-management 
comminee either for specific organizations or regions 

~ot important 0 
Somewhat important 0 
~eutral 

, -
lmponant 

..., 

Very imponant 15 

Total 19 

3) \\"hat other elements of successful labour-management co-operation dt-.. you 
percein~ as imponant that haYe not been mentioned abo\'e'? Please explain in the 
space pro\·ided. 

• Impact of go\·ernment legislation- Bill 139 
• Communications 
• Changes in the workplace 
• ADR 
• C ollectin! bargaining 
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The Macro Vie"· 

Objectins: 

Panicipants will: 

• Identit~· and develop a shared understanding of the key issues related to business proc~ss. 
work enYironment. union constitution. the collectiYe agreement and current labour 
legislation 

• Consider implications for each of the above in terms of trends and issues in the larger 
industrial landscape. 

• Identit~· and discuss the implications and opponunities for new and renewed co·operatin: 
relationships between labour and management. 

Topics: 
• Employer business perspecti\·e 
• Work em·ironment perspecti\·e 
• l·nion perspectiw 
• The colkcti\e agreement 
• Gon:mment legislatiYe perspectiYe 
• Global industrial perspectiYe 

Resources: 
• Background readings 
• Keynote addresses by renowned lt:aders for each of the topic areas 

Instructional Strategies: 
• Keynote addresses to pr<n-ide perspectiYes from different stakeholders in the field of 

labour·management relations 
• Facilitated group discussion perspectiw sharing on key issues 

Desired Outcomes: 
• Panicipants ,,·ill be challenged to think "outside of the box" beyond their O\\TI immediate 

positions on issues related to labour-management relations. 
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Labour-Management Relations 

Goals: To examine and analyse the history of the labour mm·ement. and how it has 
impacted the current state of labour-management relations. 
(Where han: we been and u·here do we gotrom here?J 

To examine. analyse and discuss altemati\·es to traditional approaches in labour­
management relations. 

Participants \'-;ill: 

• Examine the history of the labour movement. its history \\ithin society and its impact in 
the workplace. 

• !demit~· and examine their indi\·idual interpretations of fundamental perspecti\'es related 
to labour-management relations. 

• Identify and critique \·arious interest-based approaches to labour-management 
rdationships. 

• !demit~ and examine different approaches to developing and implementing approaches 
for reducing conflict. 

Topics: 

His to~· of labour-management relations 
• The devdopmem of unions and their acceptance within society 
• The relationship of unions to legal frameworks 
• The Wagner Act and Bill P.C. I 003 
• The role of gm·emment and legislation in labour-management relations 
• The current legal framework.. including the Ontario Labour Relations Act 

Traditional approaches to labour-management relations 
• Different perceptions of traditional approaches 
• The legal framework that suppons traditional approaches 

~on-traditional approaches 
• Current thinking and assumptions 
• Current case law. arbitration cases and Labour Board cases 
• LiYing agreements- menie\\ 
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Altcmati,·es to traditional approaches 
• Overview of alternative approaches 
• Win-win approaches 
• The Harvard :Vlodel 
• Building trust 

Interest-based approaches 
• Q,·erview of interest-based principles and objectives 
• Problem-solving approaches 

Future directions for the new economy 
• Increasing globalisation 
• Workplace democracy issues 
• Go\'errunent initiatives to attract business 
• Perceived barriers to attracting business 
• Bill 139- perspecti\'es and implications 
• Li,·ing agreements 

Resources: 
• Case study 
• Background readings 
• Current legislation 

Instructional strategies: 
• Role-plays and other interactiw techniques designed to pro,·ide the participants with 

practical modds appropriate to their current em·ironment 
• Short lectures to pro\'ide a framework and grounding for discussion 
• Case study 
• Group discussion 
• Group projectpresentation 

Desired outcomes: 

I. Interaction between panicipants and facilitator. and a sharing of their experiences. v.ill 
enable participants to dewlop their O\\TI framework for models of joint relations. 

Participants will develop their ability to challenge the norm. to promote inno\'atiw 
thinking. and to move the IRHR!\1 model to the next le\'el. 
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Skills for collaboratin relationships 

Module: Personal Interaction Styles 

Objecth·es: 
Panicipants will: 

• Determine their personal interaction styles 
• Identify the strengths and weaknesses of their interaction style 
• Build awareness of the interaction needs of others 

Topics: 
• Personal communication strengths and weaknesses 
• Tools to enhance personal interaction styles 
• Interaction effects of various personality styles 
• Interaction needs of other personality styles 

Resources: 
• Interaction style in\'entories 
• Background readings 
• Case studies 

Instructional Strategies: 
• Role-plays and other interactive techniques designed to provide the participants with 

practical applications rele\ ant to issues related labour management environment. 
• Shon lecture to pro\idt: a framework and grounding for discussion. 
• Cast: studies 
• Group discussion· perspectin~ sharing 

Desired Ou1come: 
• Participants will de,·elop an enhanced understanding of their own style of interaction 

and the effect this has in regard to their interactions with others. 

• Participants \\·ill contribute to the building of effecti\·e relationships in the day to day 
work em· ironment by considering the interaction needs of other personality types. 
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!\iodule: Interpersonal Communications 

Objecti\·es: 
Participants \\ill: 

• Identify the forces and challenges that lead to conflict. 
• Apply the principles and processes of motivating and influencing others. 
• Demonstrate an understanding of the tools and techniques of listening skills and 

effective feedback. 

Topics: 
• Listening skills -active versus passi\·e 
• Feedback 
• Building credibility. trust and respect 

Resources: 
• Interaction style inventories 
• Background readings 
• Case studies 

Instructional Strategies: 
• Rok-plays and other interacti\·e techniques designed to pro,·ide the panicipants with 

practical applications rele\'ant to issues related labour management environment. 
• Shon lecture to prO\·ide a framework and grounding for discussion. 
• Case studies 
• Group discussion perspecti\·e sharing 

Desired Outcomes: 
• Panicipants will employ the principles and processes of effectiw interpersonal 

communications to enable clear. honest and productive communications between 
labour and management. 
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Module: Teambuilding 

Objectives: 

Panicipants will: 
• Demonstrate understanding of the principles and processes of effectiv~ teamwork by 

engaging in case basl!d discussion and analysis of effecti\·e and ineffecti,·e team 
dynamics and activity. 

• Apply the principles and processes of effective teamwork to simulated team problem 
soh·ing situations rd:ued to joint labour-management actiYity. 

Topics: 

• \\"hat is a team·: 
• Defining the structure 
• Determining the process 
• Creating the culture 

Setting the stage: .. control .. versus .. order·· 

• Role of the team leader 
• Leadership styles 
• C 0aching (liaising. resourcing. counselling. mentoring. teaching. challenging l 
• Facilitating (skills. processes and activities for effectiYC team building. team 

learning and teamwork l 

Implementing and managing the work of the team 
• Creating the team chaner 
• Problem identification and problem solving processes and strategies to 

an:n O\ ercome obstacles 
• Dealing \\·ith diYersity of interest 
• Dewloping goals. tasks and measures to guide and e,·aluate the work 
• Linking the work back to the bigger picture 
• Influencing the larger organization 

E \·aluating the team process 

Resources: 
• Background readings 
• Case studies 
• T earn problem solving game 
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Instructional Strategies 
• Role-plays and other interacti\'e techniques designed to pro\'ide the panicipants with 

practical applications rele\'ant to issues related labour management en\'ironment. 
• Shon lecture to pro\'ide a framework and grounding for discussion 
• Case studies 
• Group discussion'perspectiw sharing 
• Group project·presentation 

Desired Outcomes 
Panicipants will de\'elop and enhance their ability to lead. facilitate and panicipate in joint 
labour-management acti\·ity. 
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Module: Attitudes to change and the change process 

Objecri,·es: 
Panicipams will: 
• identify the forces and challenges for changing relationships between labour­

management. 

• demonstrate understanding of the human factors involved in change. readiness for 
change. reactions to change. and approaches to overcoming resistance to change. 

• apply the principles and processes of initiating and leading change as they relate to 
labour-management relationships. 

Topics: 
• Definitions of change 
• Forces and challenges for cha.1ging relationships between labour and management 
• .-\ model of change (principles and processes) 

• anal vzinc orcanization and need for chance .. - ...... ~ 

• ~reating a shared vision and common direction 
• st:parating from the past 
• creating a sense of urgenc~ 
• supponing a strong leader role 
• lining up political sponsorship 
• crafting an implementation plan 
• de\ eloping enabling structures 
• communicating. im·olving people. building support and trust 
• reinforcinf! and institutionalisinl! chanl!e - - -

• The recipients of change 
• Human factors in,·oJwd in change 
• Readiness for change 
• Reactions to change 
• On:rcoming resistance to change 
• The change agent 

• Roles 
• Challenges 

Resources: 
• Background readings 
• Case studies 
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Instructional Strategies: 
• Role-plays and other interactin: techniques designed to provide the participants 

with practical applications rele,·ant to issues related labour management 
environment. 

• Short lecture to provide a framework and grounding for discussion. 
• Case studies 
• Group discussioniperspecti\·e sharing 
• Group projectipresentation - Change implementation plan for a joint labour­

management initiative 

Desired outcomes: 
• Participants will develop skills and competence in leading and participating 

efTecti\·ely in change initiatives related to joint labour- management acti\'ity. 
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Module: Adult learning perspectives to support changing relationships between labour 
and management. 

Objecti,·es: 
Participants will: 
• consider and apply the principles and processes of adult learning to prepare 

individuals and groups to identify and engage in effective and producti\·e joint labour­
management activity. 

• consider the principles and processes of organisational learning and how these can be 
applied to prepare and build an inter-organisational capacity for joint labour­
management relations. 

Topics: 
• How do adults learn best'? 
• \totivation to learn within an organization 
• Barriers to learning within an organization 
• Differing learning styles 
• Approaches to the design and facilitation of learning opportunities 
• Organisational learning 

• Building a shared understanding that is communicated openly throughout 
the organization~ s I 

• Examining and shifting old ways of thinking and standard routines 
Orientation to learning and change 

• Organisational processes. activities. functions and interactions as part of 
the larger system of inter-relationships 

• T earn and collaborative learning 

Resources: 
• Background readings 
• Case studies 

Instructional Strategies: 
• Role-plays and other interactive techniques designed to provide the participants 

with practical applications rele,·ant to issues related labour management 
em·ironment. 

• Short lecture to pro,·ide a frame\\·ork and grounding for discussion 
• Case studies 
• Group discussion·perspective sharing 
• Group project: Design and facilitation of an organisational learning opportunity 

related to a joint labour-management initiative. 

Desired outcomes: 
• By drawing on current perspecti\·es in adult and organisational learning participants 

will support and facilitate change beha,·iour related to labour management activity. 
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Module: Mentoring as a means to support and sustain learning toward etTectin~ 
joint-labour management activity. 

Objecti\·es: 
• Participants will successfully apply the principles and processes of mentoring as a 

means of supporting and sustaining change and learning by engaging in discussion. 
interactive group work and analysis of case studies related to joint labour­
management activity. 

Topics: 
• \\"hat is mentoring·: 

• Rationale 
• Why bother? 
• Benefits and costs to individuals. teams and organizations 
• The impact of not mentoring 

• Functions and principles of effecti,·e mentoring 
• \tentor interactions 

• situational response- spontaneous. isolated acts 
• informal relationships -interpersonal agreement or understanding. flexible and 

loosely structured 
• formal programme - structured programmro: to meet organisational goals 

• Role of a mentor 
• Personal mentoring skills 1 relationship building. effective communications. 

listening and asking questions. creation of adaptive network of learners. 
leadership. commitment to organisational development. exploring options) 

• l" nderstanding rnentee needs 
• signals 
• expectations 
• patterns 

• Criteria and selection process for mentors and mro:ntees 
• \1entoring programme models to facilitate movement toward effective joint 

labour-management activity 

Resources: 
• Background readings 
• Case studies 
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Instructional Strategies: 
• Role-plays and other interacti\'e techniques designed to provide the participants 

with practical applications rele\'ant to issues related labour management 
enYironrnent. 

• Short lecture to pro,·ide a framework and grounding for discussion. 
• Case studies 
• Group discussion perspecti\'e sharing 

Desired Outcome: 

• Interaction between participants and facilitator. and a sharing of their experiences. 
will enable participants to employ the principles and processes of effectin: informal 
and formal mentoring throughout their respectiYe organizations as a means to 
facilitate and sustain e\'oh·ing labour management relationships. 
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Module: Conflict Resolution 

Objecth·es: 

Participants will: 
• Identify the differences between mediation and negotiation. 
• Demonstrate an understanding of the different conflict handling modes and when tl'' 

employ. 
• Apply techniques to direct conflict to producti\·e commitment. 
• Create an em·ironment of collaboration. 
• Identify the 5 tenets of negotiation. 

Topics: 
• Di tTerence between mediation and negotiation 
• \-tinimising conflict and building productiw commitment 
• Conflict Handling \1odes strengths and weaknesses 
• Creating an em·ironment of collaboration 
• Influencing others and moti\·ating them to profitable action 
• 5 tenets of negotiation 

Resources: 
• Background readings 
• Case studies 

Instructional Strategies: 
• Role-plays and other interacti\·e rechniques designed to provide the panicipants 

with practical applications relevant to issues related labour management 
envrronment. 

• Shon lecture to provide a framev,;ork and grounding for discussion. 
• Case studies 
• Group discussion perspecth·e sharing 

Desired Outcome: 

Participants will de,·elop. enhance and apply the skills of conflict resolution to enable 
productive joint labour-management activity. 
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Tools for Building Joint Relationships 

Goals: To develop a framework for initiating and implem~nting new models for 
joint relationships. 

To develop skills and processes for joint problem-soh·ing and planning. 

To de,·elop skills to provide leadership in developing capacity in others. 

Objecti\·es: Panicipants will: 

• ldentit~· and discuss new strategic directions for the future of labour-management 
relations. 

• ldentit~· and challenge their understanding of labour-management relations. and 
jointly examine a new methodology for future relationships. 

• Identify and develop skills that challenge and move the accepted norm to greater 
ranges than current practices. 

• Examine and de,·elop skills in using interest-based approaches to labour-management 
rdationships. 

• Examine and compare a 'ariety of current inter~st-based approaches. including the 
Harvard \1odel. 

• ldentit~· and develop applications for incorporating interest-based approaches in the 
day-to-day administration of a collecti,·e agreement. 

• ldentit~ and examine concepts and processes that will move labour-management 
relationships in a direction that will reduce conflict. 

• Identify and examin~ the tools required to implement and sustain new models of joint 
relationships. 

Topics: 

Joint problem-soh·ing 
• Interest-based approaches 
• ~on-traditional solutions 
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Joint strategic planning 
• Sharing information 
• Building trust 
• Communications 
• \1ission and \·ision 
• Economic and budget information and forecasts 

Interest-based bargaining: Principles and processes 
• Hard vs. soft bargaining 
• Criteria 
• Focus on interests. not position 
• Options 

Communications strategies 
• Communications within and between organizations 
• Joint communications plan 
• Traditionalists 
• Aligning vision and mission of local office \.\ith national office 
• Contingency planning 

Structures and framework.~ for joint relationships 
• Aligning visions and missions- union and employer 
• lntt!racti\·e committees and sub-committees 
• Empowerment 
• Responding to unforeseen change 
• Tying framework into li\·ing agreement 

Resources: 
• Case studies 
• Background readings 
• Current legislation 
• Current arbitration and Labour Board cases 

Instructional strategies: 
• Role-plays and other interacti\·e techniques designed to pro\·ide the participants with 

practical models appropriate to their current em·ironment. 
• Short lectures to pro\·ide a framework and grounding for discussion. 
• Case studies 
• Group discussion 
• Group project presentation 
• \tock interest-based bargaining session 



Joint Models of C a-operation cr; 

Desired outcomes: 

I. Interaction between participants and facilitator. and hands-on skills practice and 
application. will enable participants to develop their skills in building joint 
relationships. 

Participants \\ill build their o\\n capacity to pro\·ide leadership in de\'eloping ne\\ 
models for joint relationships 
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Capstone- Denloping a Model 

Module: Mock interest based bargaining 

Objecth·e: Participants \\ill participate in a mock negotiation that requires them to 
apply the skills. tools and processes of collaborati,·e problem so lYing to 

come to an interest-based solution. 

Module: Designing a framework to facilitate joint labour management relationships 

Objecth·e: Working in labour-management teams participants will deYelop a plan for 
introducing. implementing and eYaluating joint approaches to labour­
management relations \\ithin their respective organizations. 
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Appendix C 

Sampk b ·a!uation Instruments 
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Level 1 Evaluation - Evaluating Reaction 

This level of evaluation will be conducted at the conclusion of the program. 

Beyond Bargaining: Developing and Sustaining a Culture of Co-operation 
Program Evaluation 

Curriculum Strongly Agree Neutral Disagree Strongly 
agree disagree 

I. The goals of the program were clearly stated 

2. The topics discussed were relevant 

3. The topics enhanced my knowledge and understanding 
of co-operative labour-management relationships 

4. The course topics were arranged and presented in a 
logical way 

5. The course materials contributed to my learning and 
will serve as a useful resource 

6. The course provided opportunities for practical 
application oftheories and ideas 

7. The curriculum challenged me to think ' outside the 
box' 

8. The curriculum provided a valuable and practical 
model for developing new models of labour-
management relations 

9. The program met my expectations 

10. The curriculum provided a valuable and practical 
model for developing new models for co-operation in 
my workplace 

Instruction 

II. The instructors were knowledgeable and able to 
answer questions 

12. The instructors were well prepared 
13 . The instructors challenged me 
14. The instructors made the subject matter interesting 
15. The instructors encouraged participation 

16. The instructors were professional and demonstrated an 
understanding of adult learning 

17. The instructors encouraged discussion and the 
exchange of ideas 

Overall Comments 
18. Please provide your overall evaluation of this program 

19. What areas require improvement? 

20. Please add any other comments .. . 
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Le\·el 3 b·aluation- Evaluating Beha\·iour 

This level of evaluation will be conducted 3 months after the programme. Each of the 
panicipants in .. Beyond Bargaining"" will be contacted by telephone and asked for their feedback 
on the programme. and to describe what changes have happened in their workplace since they 
panicipated in the programme. The focus of this evaluation will be on ( 1) evaluating the impact 
of the programme on bringing about changes in beha\·iour and C) improving future programmes. 

The evaluation questions will be the same for each panicipant. and \\ill be related to the 
programme goals and objectives. This e\·aluation is based on a sample in Kirkpatrick (1998). 

Sample questions may include: 

I. To what extent ha\·e you been able to begin the implementation of the skills and 
knowledge taught in .. Beyond Bargaining? .. 

... 

.). 

.f . 

::J To a great extent 
::J To some extent 
::J ~ot at all 

Please describe the current status of the implementation of the model you de\·eloped in 
--Beyond Bargaining:· 

If you answered ·not at air to Question I. please explain . 

How etTecti \ e were the skills and knowledge taught in each of the modules'? 

The macro \·iew :l Very effective 
:l Somewhat effective 
:l Not at all effecti\·e 

Perspectin~s on labour-management relations :. Very effective 
:J Somewhat etlecti ve 
:J Not at all effective 

Skills for collaborati\"e relationships :J Very effective 
:J Somewhat effectin! 
:J ~ot at all effective 

Tools for building collaborative relationships ::t Very dfective 
0 Somewhat effective 
:J Not at all effective 

Please elaborate -------------------------------------------------
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Please describe your expenence so far m implementing. the model you deYeloped. 

6. What aspects of··Beyond Bargaining .. have been helpful to you? 

7. \\·hat aspects of .. Beyond Bargaining .. haw not been helpful to you? 

8. As you think back on the programme. what would have made it more helpful to you·~ 



Joint Models ofCo-operation 103 

Appendix D 

Prdiminary Programmt: Brochure 
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Be~·ond Bargaining: Denloping and Sustaining a Culture of Co-operation 

Significant and fundamental changes in the economv. the workforce and goYemment lecislation - - .. - .... 
are ha,·ing an impact on the trade union mo,·ement and management in Ontario. Labour and 
management are being challenged to examine their roles at , ·arious leYels. to find ways of 
remaining successful and working well together in a global workplace where the rules keep 
changing . .. 

Change brings opportunities as well as challenges. Labour and management can mo,·e forward 
to re-define their relationship and their mandate in deYeloping new ways of working together. 
Joint opponunities exist for identifying and implementing new ways to ensure that they promote 
and influence their interests in today· s rapidly changing work em·ironment. 

The Western Centre for Continuing Studies. in partnership with the Labourers· International 
l"nion of:\onh .-\merica. offers an innoYatiYe educational program that responds to these 
opponunities for change. This program pro,·ides participants from both labour and management 
with a framework to explore the strategic deYelopment and implementation of new models for 
joint relationships. 

\\"ho Should Attend? 

This program is designed for representatives of both labour and management. ideally 
representing the same organization and. or company. 

Program Format 

The program \\·ill encourage participants to challenge traditional assumptions and models hy 
examining and considering different perspectives: the focus is on developing practical skills and 
tools to build and sustain new and joint relationships. The program is learner-centred. and 
facilitates joint learning between labour and management. It is dl!signed as an intense and 
interactin~ karning experience. ('ft~red in a twt)-\\l!ek period. 

Program E.:D\·ironment 

Enrolment is limited to ensure a hands-on and interacti\·e learning environment. The focus is on 
·learning by doing· and will encourage active participation. 

Program Curriculum 

The program consists of 5 components. which encourage the building of strategic skills for 
developing new relationships. The core components are: 
• The Macro View: Differing Perspecti,·es 
• Labour Management Relations 
• Skills for Joint Relationships 
• Tools for Building Joint Relationships 
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The fifth component is a capstone piece which allows participants to develop a modd for their 
O\\TI workplaces. together with guidelines for implementing and maintaining it. 

Instructional Staff 

The instructional staff are experts in their field. and include staff and faculty members of The 
Lni\·ersity of Western Ontario. ln addition. renO\\ ned experts in labour relations bring a wide 
variety of expertise. experience and differing perspectives to the program. 
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