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I am very happy and honoured to be asked to give the Larry Sefton

Memorial Lecture for 1994. | feel honoured tonight for a host of reasons.

First, | follow a nomber ot respected scho!ars and practitioners who in
the years since 1982 have giveri these__lectures. ‘S.econd, | am pleased to
have an opportunity to ofter my views at a ti.me which, | feel, is a cri.ti.cal
juncture for the future of labour-management re-latio.n.s and .co-llective |

bargaining.

And third, and most importantly, | knew Larry Sefton. ! remember
him weil. l respected him and it is indeed an Ihonour for me to be assooiated
wuth his memory rn this way. Elame Sefton, his wife, and | were colleagues
in the Iate ’GOs and eariy ’705 at the Canad:an Food and Alhed Workers,

which is now the UFCW. In those days | came to know Ela:ne very well.

She is a very gracious lady.

I met Larry Sefton in the early '60s. | was a young upstart orgahizer
and the business representative for the Amalgamated Meat Cutters Union.
Larry was the d:rector of Dlstnct 6 of the Steelworkers and our paths often

crossed at Ontario Federatuon of Labour and CLC events.

it was not uncommon to find Larrv at educatlonal seminars and other

events aimed at helping mexpenenced union off’cers hke me to become



better trained and equipped to fulfil their roles. From Larry Sefton, young
union representatives learned that seldom is anything totally black or totally
white, seldom is anyone totaily right or toiaily wrong, and seldom is even
the most difficult adversary totally bad. Probably most importantly, one
Iearne.d from Larry that a poaitfon ta.ken. ih ohe set c;f circumstances could be
turned around and used to the opposxte effect ]Ust as effectwely ina

dlfferent set of cnrcumstances

Larry was a leader with vision. His interests stretched far beyond
nuts-and-boits union affairs. He was a vice-president of the Canadian
Labour Congress and particibated in a.\xf‘id'e range of publie affairs, both
nationat and interﬁatio'nal. He was .'a member of the Ontario Economic
Couneil He was one of the farst Iabour leaders to take up the challenge of
orgamzmg the vast numbers of white collaroworkers in Canada and he
headed the CLC’ s committee on white collar organization. One of h|s most
earnest interests was in strengthening union support-. first, far the .-CCF and

then for the New Democratic Party.
It is flmng that the memory of Larry Sefton would be honoured by
these annual events whtch bnng together people from the Iabour.

management and academic communities.

| am happy to be invited tonight for another reason. Last October |



resigned from the Public Service. For the previous eighteen years | headed
the government’s [ndustrial Relations operations. This is the Division of the
Ministry of Labour responsible for mediation, grievance resolution and labour

relations research.

| enjoyed 20 terrific years in the public service. | worked with great
people who were committed to serving the public in the best possible way.

| would recommend it to anyone.

Tonight | woulrd Iike t6 deal with a number of topics based oﬁ my
experiences |n the ﬁgld of iabqur—maﬁagément reiatio.ns. [ would like to offer
you some of_, my ‘views. on fﬁe med.iation procéss, 6n labour law reform, on
_past trends in coliective bérgaining and labour management re!atiéns, and
end by providing some comménfs on what | see és sighificant isrsures now

facing us.

For tt{o.se_ of you who d.o not know ﬁmé, you will find tonight that | am
a strong proponent 6f freer collectivé bargaini-ng. Free collective bargéi.ning is
not perfect, but.nothi.ng beﬁér hés beén dévised thus fér. Unionized
workplaces have much t_o 6ﬁer to ;this néw worid we find ourse!vés in. The
independ.enc_e .which ;mionized .vyork.er.s. .er;j‘b\.(, when mdbiiized |

constructively, can be turned into a real'competitive advantage.



As | left government last fall, | was defighted to know that the right to
.strike was f’inally being exténded to the prov.inc':ial.go'vernment’s employees
under the revised Crown Emg;g. vees QQ. llective Bargaining Abz. | believe .it is
.gdod. pubtié policy to -e.xten‘d the riéht to. strike to'és' many bé'rgaining‘
situations as possible, therein making the parties more résponsible for their
actions at the bargaining table, which in turn resuits in a greater likelihood
that they Wiii develop a mature relaﬁonship. |

| despair over the fact t.hat other empldyees, sﬁch as those in health
care institutions, continue to be denied the right to strike. While | am aware
of the disfuption which a break in t'heser se.rv'ices could cause t'o' the pubiic,
potgntiai for disruption ié not a sufficiént raﬁonale. in my view,. for rodﬁnely
steering the parties off fo arbitration. Alternative mechanisms should be
explored, .and finding Ways td permit th;é strike-‘loékout sanctio:h shouid be
the primary objective. For thesé .a'md oth.e:r reasdns, | belieVé it is time for an
independent review of all public sector collective bargaining stantes ahd
poligies in Ontario. In'addition to strike-lockout issues, there are other_s such
as bargéining structures, scope of bargaining énd s'ome' possible fésidue from
the Social Contract Act. My éorhments cdncefning fhe strike right are
somewhat of an .admi_ssi.o-n clof..failure on mybart. in the Qears since ‘76, 1
have given this advice to 9 Miﬁiétefs of Léb‘our: in goverhments of ail 3
political stripes without success unfit reform of the Crown Emplovees

llective B ining Act.



Only a few people in our society appear te understand the
consequences of government interference in free coi!ective bargaining,
particularly intervention tha_jc supersedes or overrides collective agreements
which are in fnil .force and effect. | appreciate that intefvention will be
requirec_i eecasionally_where it .is c.learl.y fn the public interest, but | believe
this shouid be done only as a last resort..and W-'ith tne full realiiation ofﬂ its

impact on workplace relationships.

More membere of the general public should witness the work which
goes into preparing fer negotiaﬁons, conducting the negotiations, the give
and take which goes into concludmg a collecnve agreement and fmally the
very tough decisions invoived as the pnncnpals consuder ratlflcatlon, then
they would understand much better the opposition Whlch governments face
when they decide to override negotfated. eollective agreernents.
Furthermore, an agreement worked out between the parties is their deal.
t’s negotiated ey the fepresentati\fes wheknow t.he:worknla-ce best. It is
argueblv_e better pﬂrr.oduct for their:relationship than anything imposed by an

arbitrator or by legislators.

Mediation has been and continues to be an important piece in the
collective bargaining fandscape. Mediators empioyed and supplied by
government have become very acceptable to labour and management over

the years, and a large pfoportion of negotiators on both sides have learned



how to utilize mediation to its maximum effect, both in dispute mediation

and in preventive mediation.

There is a certaln mystlc:sm V\rhlch surrounds collectrve bargammg and
how it is conducted In high proflle dlsputes the public hears about the
possihility of a. work stoppage and the issues in dlSpute, but hears very little
about what Qoes on .“between these snippets of-'news and the annotmcement

that a settlement has been reached.

My fr.iend. Noah asked me 1o deal with th.e orocess o'f.rnedi'ation and to
the best ot rny ability | wrll, althoogh l must co.nfess this is not e'asy for me.
This .is because the mediation of disotItes does not Iend 'itsellf to
generallzatlon, each situation has lts own set of factors and dynamlcs,

which dn‘fer enormously from one case to the next.

Mediation takes olace.typicaiiv after ntonths of V\rork going .into
preparatron for negotlatlons and weeks of face to-face negotlatlons The
parties usually arrive at medlatson having a very good understandrng of each
other’s position, and often the easy issues have been settied, erther fully or

tentatively.

It is extremely easy for medrators to go through the motions of

medratlon meetmg w:th the partles together and then separately,



transmitting messages from one to the other. In my view this is not what
mediation is reaily about and it will not often result in assistance which adds

value to the process.

Each mediator operates ina oifferent way, there is no one model
which is most effective. Some disputes lend themselves to very heavy |
irrvolvement of the rnedi_ator, with the rnediator really in control of the
process.. In other disputes,_ the parties wril b.erlefit trorn a iitjhterf touch"_by o

the mediator.

Personally | prefer to be in control of the process, but there are
dlsputes where that is not possrb!e or advrsable and one accepts that. Itis
usual for the medlator to meet first with the partles together - the medlator
is observing how they get along, how good they are at problem-solving, the
Ievel of respect they have for each other and their generai level of optimism

about a peaceful setttement

An experienced .mediator is knowiedgeable in ways to resolve issues
and which side these different .sotutions fa\rour; The medriat.or will listeri'to
What is bemg said, but also for what is not bemg said. Meetmg separately,
the meduator wnll talk to them about thelr rssues, sometlmes challengmg
them on therr posstron, askmg where others have gamed it or conceded it,

whether there is benefit to concedlng the issue, i.e. a better ohance of



ratification, a more satisfied workforce, etc.

When a party is about to make a major concession, | believe the
mediator does all she or he can to get full appreciation for it in the other
room and slowly but surely the mediator assists them as they reduce the

issues in dispute.

are off base, and will make the bargaining committee contemplate the

consequences of continuing on the present course.

It’s clear to me that mediation, competently deiivered and properiy
used by the parties, can increase the percentage of settlements which occur

without a disruption in work.

However, | am of the view that while there will continue to be a need
for traditional mediation, gradually there will be a change of role. Mediation
will in the future contain more trainihg and facilitation, particularly in new

concepts of bargaining and issue resolution.

| would now like to make a few observations about labour relations
law reform over the past twenty odd years. Labour relations law reform is

one of the most difficult policy areas for any government. There is seidom



any consensus in the labour-management community on the type of iabour
reform which shouid be enacted. Usually, what one side wants the other

side is totally opposed to.

The labour movement is generally weil focused in what nt would like
to see in terms of labour relations iaw reform. The business community, on
the other hand, iacksrthe advantage thaf_ a sfngle and. .reasc.)ned \)oice would
bring“to ihe process. This .waé 'never rﬁdre apﬁaréﬁt than .durih'g.' th‘é debate

over Bill 40,

My experienée in Labou-r Law ﬁefor_m began in 1974 while serving as
Assistant to the Chaff of fhe Ontar:i_lo Labour Relations Board. _In fhose days
the Labour Relations Act was in urgent heed o-f refor:m.J Cer.tiﬁcatifons and
o;her types of cases could take up to a year to get a decision. in rl.‘mfair
labour pract_ic_e cases, the.re wés no re\ferse onUS, and the Board had very
Iimited_“remedi_al power, Aﬁd ifc required a 65% majority for.auto-matic'

_certification.

A bill was introduced in early 1975, committee hearings ensued and

by June of that year the bill was passed.

The amendments were numerous, but the essential changes included:



A reduction in the required percentage for automatic certification from

65% t0 55%;

Expansion of the Board’s remedial power in unfair [abour practice

cases,;

Moving the onus of proof to the empibyer in d'ischarge and discipline
cases where it was alleged that é_r_nployées had been dealt with

contrary to the Act; and

A provision permitting the OLRB to issue interim certificates where the
composition of the bargainihg unit is in diépute but the union is in a

position to be certified in any event.

By 1979 | had movéd from the OLRB to the Mi-nistry.of Labour. Here
‘t.he priority was redﬂcing cohflicf. it bebame cl.ea.r thaf many coiléctive
bargaining disputes. :were ca:js_ed by a backlog of workplacé grievahcés |
which could not be handled expeditiously by the normal grievance procedure
provided in the collective agreement. Consequently, a decision was made to
legisiate an épti.ona! é}cpédited arbitratioﬁ Svstem wﬁerein either party coulid
refer a grievance to the Minister forr'ar'bitr.at.ion at any time after thirty days
had__elapsed from the origination of a grievance. The Minister was obligated

to appoint an arbitrator who would commence hearing the matter within
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twenty-one days and dunng thrs perrod the J_t permltted and still does '

permit, the Minister to appoint a grievance medaator

Expedrted arbltratlon was opposed by some arbltrators, both sides of
the iabour bar most management organ:zattons and some Iabour
orgamzations However, _the government was convmced there had to. be a
mechanlsm for reso!vnng workplace drsputes eariy and effectrveiy if |
relatlonshrps in Ontano workp!aces were to be tmproved The expedrted |
arbrtratron brll became an on September 1, 1979 The Office of Arbrtratron
now processes up to 4 500 expedrted cases per year, f whrch about half

go to medtat:on and of these gorng 1o medlatlon roughly 75% are settled

By 19480. the government was becommg more and .r‘nore concerned
about the high mcrdence of frrst-contract stnkes typlcally caused by
dlsputes over dues check-off or union secunty In Juiy of 1980 the Minister
of Labour mtroduced a brll provudrng two ma;or changes one was the
mandatory check off of dues by an empioyer where the union requested rt
and the second was the employer s rrght to have the employees vote on its

last offer once in each round of negotlataons The check off was opposed

by employers and the right to a last-offer vote was opposed by some unions. "

The government stood |ts ground passed the brll and both prov;srons

are still in effect today. Other amendments to the L_anp_uuj_a_t_o.m_gt
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brought about a prohibition against professronal strike breakers and ’strike-
related misconduct’ in 1983, and in 1986 flrst-contract arbrtratlon was

enacted.

No further changes were made until the much-debated Bill 40 in
1991. ! should make some comments about Brll 40 since no other single
piece of labour Ieglslatlon has aroused more controversv, ertamly not in

Ty

- recent hlstory When the NDP was elected on September 6 1990 |t was

clear to me that a fairly substantial review of the Labour Reiations Act was
inevitable. 1 believe Bill 40 and :its cornponents were predlctable, with a |
couple of exceptrons Most predlctable were changes dealing with
certification, particularly the ellmmatlon of petitions from the certification
process. _Most taudable were those which strengthened the Labour Relations

Board’s powers to expedite hearings and to make interim orders.

Less predlctable and probably less compellmg, were changes Ilke
consol:datxon of bargalnmg umts and that part of the replacement worker
prows:ons in B:ll 40 prohlbltlng mcumbent emplovees from workmg during a

strike. Let me expand a Ilttle on these two issues.

The decision to empower the OLRB to consolidate bargaining units
was one which | belleve was dlfflCL“t to understand in this era of smaller and

discreet operatlons wrth separate pl‘oflt centres. If the pollcy makes sense
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at all, lt is in the service sector where negotlatlng agreements for small units
is difficult. However, there appears to be an mconmstency between the
consol:datlon pollcy on the one hand and the OLRB pollcy of certlflcatlon on

a unit- by umt basis on the other hand

Dealmg wnth the issue of lncpmbent employees during strlkes, l am of
the view that a law whlch prohlblts the recrurtment of replacement workers
durlng a work stoppage is reasonable Would any reasonable person argue
that it lS good publ:c pollcy or constructlve labour relatlons to permlt the
recruitment of replacement workers and have them shlpped into struck
plants in boarded-up buses? Thls klnd of practice, in my vsew, can only
result ln workplace polarization and prevent the building of sound labour-

management relationships.

But a law Whlch prohlblts moumbent employees from worklng durlng a
strlke IS, n my v:ew a dlfferent matter As a former union Ieader and a life-
long supporter of free coilectlve bargalnlng, i beheve the exercise of a strlke
should at all tlmes be subject to the basnc test of contmumg emplovee

_support. |

A word or two about certrfrcatlon of trade unions as bargalmng
agents. Slnce the 19405, we have had a prov:suon in the Labour Rela:g ns

Act for what is called automatic certlflcatlon Thas currently means that a
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union can gain certification when over 55% of the employees in a bargaining

unit are members of the union. No representation vote is necessary.

| am disappointed that the employer comrnunity has never accepted
this approach to union certification and continues to call for a secret-baliot
vote in every case. This continuing refrain over the last twenty five or thirty

years has, in my opinion, hurt the credibility of the business community on

matters related to certification. | am aware of the fact that a few 'Canadian

;urisdzctions have ioined the U.S. in adopting the cert:ftcation policy of a
vote-in- every case. However, | am not persuaded that this approach is a fair

and ob;ective way to test the wnshes of employees.

Let me explain. The decision on whether to be represented by a trade
union is solely one for the employees. But. a certification vote is i‘nvariablv
held after communications of a variety of types from the employer to the
employees These commumcations typ:cally make it clear to the empioyees
that the strong preference of the empioyer is to remain non-union. Even if
this communication does not wolate the anggr Relg];ggns Act, it seems 10
me that it can only inhibit the expression of true wishes on the part of
empioyees. This is pa_rticularly so when the balloting is conducted on the
employer’'s premises and with empioyer scrutineers looking on. Employer
associations have'_argue.d p:ersistentl.v that it is more democratic to determine

employee wishes by secret ballot vote. This expressed concern for
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democracy would be somewhat more persuasive to me if Ontario
workpiaces had also, over the years, reflected this keen interest in

democracy.

Tonight, | also. wishrto deél with the chai!enge the future presents in
labour-management relations and the design of.our workplaces. Before
doing this, however, i would. Iik.ertc.a.br.ie-ﬂy re;ffew 'tﬁ.e.flast 18 to {20 years to
establish a context. After what mli;;ht be termed a go'l'de'ri'éiéi for collective
bérgaining in.tﬁe 19505 and."603, the éarly ‘l 9705 became a more difficult
period. By 19?4 ihftatic;n was :ru‘hnihg .atk'double—'digit léveis'as were
collective barg:.aining sett!efneﬁts and fnterest rates. There was real anxiety
about the future and a lot of turbuléhce in tl'.\’e syrstem. In Octoﬁer of 19785,
the }edefa! government introdﬁced Wage an-d. price controls. This certainly
dampened the fire and the progrém ran L;ﬁtil 1978. The late '70s was a
period of stagf_lation, which ran into the early ‘80s. In the early "80s the
economy wef{t iﬁto recession, plants r-:iosed-, and jobs were Io:;:t in large
numbers.. Thi# qu us to become nﬁmh mdre acﬁfely conscious of the -

changing internationai forces on our economy.

| would argue that the years 1975-80 represented a turning-poin:'t in
labour-management relations and that much has eVblved in the Qéars since
to change significantly the levei of co-obération in the collective bérgaining

system. Prior to 1975, labour-management co-operation was hardly ever
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discussed. Neither side thought it appropriate for the adversarial system.
Organrzed labour was happy to be ;udged based on its economlc
achievements at the collectrve bargamlng table If the words co-operatlon
or "productivity” were raised at the bargaining table, there was a serious risk

that the union bargaining. committee would walk out.

Canadran management had also found contentment in a system of
labour- management relatzons wrth frxed-terrn collectrve agreements dun_n_g )
~ which, of course. a stnke was and stlll is lllegal Emplovers hlred labour
relatrons experts for therr abllrtv 10 keep the I|d on unnon problems Typacallv
management s approach was somethlng like this: negotrate a new
_\ agreement every two or three years, gzve them the minimum requrred to

avo:d a stnke, pass on the cost to the customers and whatever you do.

"keep that management s nghts clause rntact .

In my.opmron that began to change in the perrod followrng the Anti-
lnﬂation Program. Labour ieaders came 10 reailze that workplace problems
caused by repetitive work and the boredom resultrng from it, unresolved
complaints and the unfulfrlled expectatlons of a more educated workforce
were 10 a ssgnlfrcant extent causmg the rejectlon of recommended
settlements More had to be done in the workplace and at the bargalnlng

table to deal wnh these workplace problerns.
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Management negotiators found that items on union agendas, which
had for years fallen off the table in exchange for monetary gams. no longer

fell. They had to be dealt with |f there was to be a settlement and most

significant, business lost during a strike was more often lost to an off-shore

competltor rather than an Ontano based one, | beheve there was a
perceptrble shrft in management s wrllmgness to engage in workplace
initiatives desrgned to improve communications, share mformatron soive
workplace problems, whether or not they were violations of the collective
agreement, and in some cases invoive employees in.shop floor decisions.
But most of these initiatives were aimed at reducing worker alienation and
improving co-operation without dramatically altering the power arrangements

in the work'place.

Dur.ing the 1980s the focus of oolleotive bargaining cha-nged.
International .eompetition \rvas becoming impossible to ignore. The initial
response of many employers was often the lean-and-mean approach, and
lowering labour costs became the primary focus in the effort to become

more competitive.

Whether conscious of it or not, empioyers were, and still are, faced
with a fork in the road: they could work with their employees and unions
toward more flexible workplaces and a fully involved workforce, or they

could bargain hard to gain savings by wage and benéefit concessions.
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While | have briefly deait with the past 20 years of changes in
collective bargaining, | haven’t Vde_alt with a major underlying influence

t_hr_oughout this time, namely the culture of our workplaces.
In particular | am referring to what many of you will know as
Taylorism, or scientific management. This is the pervasive way that work

has been organized in North America since the early decades of this century.

Taylor’s approach to organizing work had three essential

characteristics.
The first characteristic was Compartmentalization of the Workforce.
Management took responsibility for all thinking and planning, and any
changes to the way in whi_ch work was performed would be initiated by the

. managers.

Workers were responsible for carrying out orders without question or

any degree of independent thought.

A second characteristic in the Taylorist approach was Narrowly

Specified Jobs.
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Jobs were desrgned to be slmple and repetltwe thls meant that
workers could be tralned qurckly to perform a lob and that most workers

were eas:ly replaced

And third, holdmg Tayiorlsm together was A ngld Hlerarchy of

Command

Thls svstem contalned buult-ln elements that dlwded management

from workers, therebv creat:ng mherent conflrct in the workplace

For managers, upward moblllty was possrble, but for the shop floor
workers the prospects were much Iess excrtmg Workers sense of being

expendable resulted in wrdespread and e_ndurmg mistrust of the employer.

Another outgrowth ol".Tai/'lorism was acceptance of the
| ma.nage-me:'nt’s riohts ooctrihe, w.hich [ spolte of earlier. This had the effect
of formalizing within the labour relations system the division of
| responsibilities and it denied workers an opportunity to feel they couid have
| a partzclpatlve role Tralmng and further educatlon were mostlv reserved for
management in our w0rkplaces. A Taylonst workplace was the antithesis of

a learnmg orgamzatlon |
Unfortunately, in the vast majority of workplaces, Taylorism is still
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alive and well. The divisions between managers and workers are as
pronounced today as ever and so is the mflexrblhty whlch ﬂows from
Taylorist practices. Think of all the workplace terms whlch we have grown
quite used to: Hourly paid and salaried; white collar a'nd blue collar; -
exempt and non-exempt; even ’Ia_bour' ar_rd_ ‘management’. These are
euphemisms for the dlvision of our vlrorkplaces. And compensation policies
reinforce the division. Pension and benefit plans are often superior for
management employees over those for the rahl_:;-ano:fi_le, not to ___rh_ehtion

superior compensation and bonus pians for some managerial employees.

Judged by today’s ciroomstances it is easy 10 criticize the
shortcomings of Taylorism. _However, to give Taylorism its oue, over much
of this century it was an important ingredient for maklng our industries
Ieaders in efficiency, and this ih r'rum contribute‘d‘ to our hlgh standard of
living; indeed, after it was combined with collective bargaining in major
industries, Taylorism can be credited with heiping create the great middle

class.

But that was then, and this is now. We. are inching our way out of
| the deepest recession s:nce the '30s. Looklng back to 1975 or 1976 we
can see a slow but nonetheless definite lmprovement in |abour-management
relations and take some satisfaction from this. On the other hand, we must

deal with the impact of our new world of competition and the reality of our
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restructured economy. Many manufacturers have disappeared and those

that have survived can no longer sell everything they produce.

We have moved from'a producer-drlt:en economy. to one that is .
consumer-driven. If we cannot supply customers with what they want,
there are many companles ll"l many countries whlch wiil supply them with
exactly what they want - in the suze type, volume and colour whlch they

desnre, and ata competltwe pnce
If you don’t believe things have changed consider the following:

L Traditional production facilities with narrow, simple jobs can be
established in aimost any country, including the third world,
where the work can be done for a fraction of what we pay for

these sorts of jobs.

L In many respects we are m a worid .\lvithout vtralls. No country
now seems 10 have the ability to control its own economy.
Thlrty years ago govemments oould stimulate their economies
and the resuits would be an mcreased level of economic |
activity. Now economlc stlmulus mav do more for the sales of

__imports - TVs, stereos, etc. - than sales of home-made

products.
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L Another reality, with floating exchange rates,
.st.im-ulative goVefnrﬁent Vborrbwing niay h'ave't.he'
immediate effect 6f pushing up th'e"value' of the
currency, making our prbducts less competitive

abroad.

EQerydav we see the evidence of this new reality. and its irhpabt on
the Iiv-ve_s of workefs in Ontario. fhere seems to t?e a fnult_itg_t:_l_? of offeri
contrary prescriptions as to how we mig-ht; méet the‘challen.‘g'e: | wbndér if
we as a society even understand the challenge of the new competition? If

we understand the challenge; do we believe it is a significant and lasting

reality?

We are experiencing some change in a number of 'wdrkplac.es in
Ontario. The Premier’s Council Task Force on the Organization of Work
reported last year that between 8 and 16% of Ontario Workpiaces are

undergoing changes in the way work is organized.

What remains to be seen is whether the change is real and sustainable
change or whether it is essentially superficiai with no meaningful
improvement in the way work is organized.

It seemns to me that the issue is competitiveness. 7Ray Marshall,
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former US Secretary of Labour, described competitiveness in this way: ‘To
compete with the world in terms that make it possible to maintain and
imprqve o‘l‘er‘in.comes.' | If we can agree with. this éimple defir;iiion, the_n

' ma-y.be '_wé can also agrée théf thé so.lrﬁtio.n” i$ in buildihé High Performance

Organizations.

Success in t.his rhore compe.titive glohal e.cbn.omy ;Ni“ }éqﬁirel.
&g;ﬁizaﬁbﬁs thét can deliver gr_é-at;r--__improVémeﬁts in qué!iﬁ}:_;r_bd;jéii_\fi'f\'/
and flexibility than are attainable in Tayiorist workplaces. To achieve these
| gpals_ou.rorgar.zizétions musf pro;ide fdr.full Wt.J.rke’r par'ti.éipatio’n. in order to

get the best out of the latest technologies.

Compared to the Taylorist workplace, workers in these organizations
wili have to éppiy thi.nkin.g skiil as paﬁ éf tl'-1.ei|.'=-ioll:.)s.. :l.n order td aé_hieve the
improvements in quality, productivity and flexibil.i.ty., broduction dééisions will
have to be made by people as close as possible to the point of production.
For exampie, quality control is most effective Qhen p;erfbrmed at. the point
pf prqgluc;ion, rather than at the end of the production process; and getting
.thé maxirﬁum pl;dductivft:y i;ﬁpfévefnént from ﬁew technoibgies Qill require

application of highly déveloped skills byh em'ployees;'

In my view the responsibility for initiating change in the workplace

falls heavily on management. After all, it is management which has control
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of the workplace.

This being the case, there is much to be pessimistic about, witness
the e.mpioyér‘ community’s opposition tb iabouf law refbrm. Whiie i respect
their right to oppose, it appearrs that the opposition is pfimariiy fnotivatéd by
the view that the route to business success lies in either remaining unibn;
free or_maintaining the status quo in collective bargaining and workplace

design.

What are the barriers to our achieving more involved and high
performance workplaces? There are many, but here are a few of the more

obvious ones.

1. Lack of recognition of the need for fundamental change on the part of

major organizations.
2. Low Leveis of Trust

The division of the workplace into doers and thinkers over the years

has left a residue of mistrust.

3. Lack of Commitment (Employer and Union)
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First with regard to employers: An employer’s lack of commitment
manifests itself in the reluctance to empower and involve employees.

Without these, there will be no meaningful change in our workplaces.

With regard to unions: Some unions are more comfortable with the
adversarial system: it is much easier to oppose and to assign blame

than it is to make constructive proposals and be part of the soiution.

From.the erﬁpioyee perspective the biggest barrier to higher levels of

" commitment is the absence of employment security. It is fundamental
that employee commitment to change, innovation and higher
performance can occﬁr only where employees feél a strong
commitment by the employer to the employment security of its

workforce.
Trade Union Politics

In the Tayldrist workplaces of the past 50 years, trade union leaders
have come .to be judged almost solely by their ability to deal with the
difﬁculf employer and by the economic benefits which collective
bargaining produces. We are surely in a time when trade union
mémbership values must change. This change must provide the

scope for union leadership to engage in cooperative endeavours to
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reorganize workplaces. The manifestation of this change would be
that workers will judge their leadership by the degree of employment

stability which they can build into the workplace.

These obstacles will be very difficult to overcome. | am of the view
that the solutions are linked; for example in enterpris;es where managemeﬁt
is p_repared to share power, the union and-its. members can be engaged in
developing the strategic directions and the new valyes fo'r ti}g_ _ent_grpri;;g. In
this way, many of the barriers to worker and trade union participation will be

lowered or removed.

| believe unions wiii pay dearly for failure to become invoived in work
reorganization. Such a strategy wiill mean that many companies will
embrace the iow-wage option rather than strive to be high performance

organizations.

| find myself wondering how Larry Sefton would have assessed_ our
situation were he alive today. 1 do not believe he would have shied away
frbm the potential for a new role for tréde urnions. | am sure Larry would
have been in full accord with the approach which. the Steelworker’s Leo

Gerard and Harry Hynd have taken in preparing for change in the workplace.

The empioyee buy-out of Algoma Steel is not simply a preparation for
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change, it is indeed becoming a model of whaf a high-performance
workplac_e wiil look like in this n.ew worid of competition.. The Steelworkers
are engaged in other initiaiives such as training of workers and union
officers in the principles of wak ré-organizatioh, and in 1991 they held a
landmark Conference entitled "Empowering Workers in the Global

Economy”.

The Communications Workers Union, now part of the
Communications, Energy & Paperworkers, has adopted the poiicy of

negotiating workplace organization at the bargaining table.

'Let me conclude by saying that th.ese are not solely labour-
management issues or workp.lace issues. These are, in my opinion, also
societal and pubtic policy issues. They are such because society a's a whole
has a majof interest in the way théy are resolved. Our future standard of
living will be affected by the outcome. As a sociéty we will benefit from a
more competitive workplace resulting in a more prosperous economy. And
we will benefit from more satisfying and democratic workplaces which

reflect the values we hold for individuals.

The remaining years of this century are critically important. If they
are not spent effecting the necessary re-design of work, then | fear we will

fail to build a prosperous economy in which the benefits are broadly shared.
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If this turns out to be our fate then | fear for the future of our
children and | fear for Canada If on the other hand as a socrety, we decide
to take on the challenge, what a challenge it WIll be, a challenge to burld

dynamlc, h:gh performance and high mvolvement organrzatrons

o Organizations which recognize and embrace the real value of the

human spirit;

L Organizations with jointly-shared strategic visions rather than

employer-imposed rules and procedures;

® Organizations which live by their commitment to continuous learning,

training and retraining;

L Organrzatlons which recognize that umons and employers are equalily
Ieg:trmate mstltutlons, and in the new order both must be made
stronger and both must be winners;

. Organizations which treat employment security as a major priority;

®  Organizations which recogmze the need for worker commntment and

reward it through new compensatlon systems
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® Organizations which have as one of théir founding principles a sound
and co-operative Iabour-fnanagement relationship, and probably most
importantly organizations which have mutual trust as part of their
cufture. For in labour-management rela.tions, trust is the currency of

change.

Finally, | remind you of the fork in the road. Down one way is lean-
- and-mean street - i.e. let the market operate. This holds the prospect of
low-wage jobs, low skills, low initiative, feéble productivity growth, and a

declining living standard.
Down the other way is high performance street. High skills, high

value added, and high wages. It challenges us to embrace a new and

exciting workplace paradigm. We have less time than we think. '
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