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ABSTRACT

Job evaluation is a technique which has proved useful in
the forest industry in British Columbia. 1Its major benefit
has been the provision of a responsible climate for collective
bargaining. A secondary benefit has been the provision for
a meaningful basis of measuring productivity.

The dissertation examines job evaluation in three areas.
The first section studies some of the relevant theory of
job evaluation as it applies to the forest industry in
British Columbia. The evolution of Plywood Job Evaluation
is followed by the recently introduced Southern Interior
study. The concluding section ponders the future of job
evaluation as it may apply to B.C. Coast Sawmills.

Certainly, job evaluation comes highly recommended by
this writer as a possible means of solving several of the
cantankerous problems which have plagued the forest industry

in British Columbia.

Dr. J.W.C. Tomlinson
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INTRODUCTION

™ is study examines the evolution of job evalua-
tico iﬁ “ne forest industry of British Columbia. It is
desicze2 to be a working‘paper which considers three |
‘questions: |

(1) "Is job evaluation worthwhile as a technique
¢ in union-management relations?>"

(2) "How can job evaluation be conducted and
implemented?*

(3) "Can job evaluation be extended to other
sectors of the forest industry?"”

The thesis is organized in three major sections
which correspond to the framework outlined. The first looks
primarily at the theory of job evaluation and how it has
worked in the Plywood Industry. The second sectién in&olves
a detailed study of the recently.implémenﬁed»Southerh
Interior Sawmill Evaluation Plan; The problems of extend-
ing job evaluation to other sectors of the economy, |
specifically sawmills on B.C.'s coast and the logging
sector, are examined in the third and concluding section.

The time span‘involved covers the period'1955;'59,
when the Plywoodvplan was drafted, 1967-f71, when the |
Southern Interior Sawmill plan was implemented, through

to the future when, and if, the Coast Sawmill and Logging

plans are finally installed.



CHAPTER I
JOB EVALUATION: DEFINITION, PURPOSES, HISTORY

Simply stated, job evaluation is a process for
"determining the value of a job Qithin a firm relative to
all other jobs in that firm."1 "Job Evaluation is the
extension of job analysis to ascertain reliably the
relative worth of jobs, to transform these appraisals
into a structure of adequate rates, and to provide
standard procedures fof all additions to, and adjustments
in, the rate structure."2
| The original Job Evaluation Manual prepared by
Stevenson & Kellegg, Ltd., for the plywood industry in
September, 1955, stated "Job evaluation is a procedure
for determining the value of an individual job in an
organization in relation to the other jobs in the organiza-

tion.” That manual pointed out that while job evaluation

forms an important step in the establishment of an orderly

15.0. Dunn and F.M. Rachel, Wage and Salary
Administration, New York, Mc-Graw Hill Book Co., 1971,
p. l67. _

2c.w. Lytle, Job Evaluation Methods, New York,
‘Ronald Press Co., 1954, p. 4. }

4V]



system of classifying jobs and determining wage rates, it
does not determine the absolute value of jobs in dollars
and cents. Rather, job evaluation deﬁermineé only»reiativé
values, and these need not be expressed in terms of money.
Therefcre, the plan of job evalﬁation outlined in that
zzmuz2i expressed relationships among jobs in terms of

point values; the attachment of money values to';he ratings
developed by job evaluation waé a separate‘process designed
to follow agreement upon the relationships. Among other
advantages, the use of point values enabled those concerned
in job evaluation to concentrate their attention upon the
important issue of relative values of jobs wiﬁhout thinking
specifically in terms of money. This system has beén
extended from plywoocd to the Southern Interior sawmilis,
and to the proposed Coast sawmill and logging plans.3

The decision to measure and rate jobs_should_
only be made with the iﬁtent to accomplish certain objec-
tives and purposes important to managemeht, the'union;
and the workers. Although there are many by-products of
job evaluation, the purpose of introducing job evaluation
in our forest industry was to work toward a solution of

the many wage and salary administrative problems which

confronted the industry in the late 1950's,.

3Stevenson & Kelleogg, Ltd., (Consultant Engineers),
Plywood Job Evaluation Manual, Vancouver, 1955, p. 1.




The following constitute the primary purposes

ofvjob evaluation within B.C.'s forest industry:4

(1)

(2)

(3)

(4)

tablishment of a gzneral wage level for
given plant which will have parity, or

2n otherwise desired relativity, with those
of neighbouring plants, hence with the
average level of the locality (monetary
considerations).

55t
a2

Establishment of correct differentials for
all jobs within the given plant. Employees
will value, rank, and classify jobs regard-
less of management action. A job evaluation
program establishes definite groupings of,
and relationships between jobs (non-
economic considerations).

Provision of a systematic process by which
new jobs can be introduced into the job
structure with a minimum of disturbance.
Growth and expansion of firms create the
continued need for job design and redesign,
and ultimately job evaluatlon and re- '
evaluation.

Provision of a process which is capable of
being understood and discussed throughout

the firm. Differences of opinion regarding
wage rates and values of jobs are inevitable.
It is only logical, then, that as long as
these differences occur, reasonable solutions
are possible only if there is a procedure or
process to serve as the basis of disagreement.

Properly conceived and administered, job evalua-

tion programs make several distinct and useful secondaty

contributions~

(1)
(2)
(3)

Selection of employees. _
Promotion and transfer of employees.

Training of new workers.

4J L., Otis and R_.H. Leukart, Job Evaluatlon, New

York, Prentice-Hall, Inc., 1954 p. 12.



Assignment of tasks to new jobs.
Accident prevention.
Improving working conditions.
Administrative organization.
Work Simplification. : '
Periodic analysis of wage rates, job functions,
ets, '

) Pzcilitate collective bargaining.

) Trovision of a basis to handle technological
change.

L e e I e W W W S
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Collectively, job evaluation facilitates the.making
of safe plans for rearrangement and replacement of large |
nuTbers of workers. Without it, decisions are oftén influ-
enced by various factors; favouritism of a superior, lack
of a specific promotion and plécement policy, poor estimation
regarding the ratio of‘supply to demand, previbusly established
precedents, etc. Job evaluation can do much to eliminate

such imprecise and subjective influences, and was in fact
developed to counteract these influences.5
| Job Evaluation has been practised in one form or
another for oVer a century., For instance, as early as 1871,
the U.S.'éivil Commission developed Pay Differentials based
on job classification. Both the City of Chicago and Common-
wealth Edison began inétituting job categories in 1909. 1In .
1928, the Philadelphia Rapid Transit Co. adopted the Benge

Plan which consisted of 5 Job Factors. However, it was

clearly the disruptive influence of the Great Depression

5

Lytle, Job Evaluation Methods, p. 10,



which exposed the need for job evaluation, plunging manage-
ment into ihe wage administration movement during the
latter hali of the prolonged depression, 1935-i940. The
Zzrerunnar of the existing forestry plans was developed

in 1233 :v‘Western Electric Co. which adopted'the Kress

Plan, consisting of 11 factors. This eventually became tﬁe
official plan of the International Assoéiation of Machinists
from which the plywood plan was derived in 1955.0
’ Closer to home, Crown Zellerbach at Camass,
washington, as early as 1936, developed tables, by job
grade, to overcome problems in setting equitable rates of
pay. Since then, many other U.s.—basedyéompanies and
indusﬁries have developed and adoptéd job evaluation
programs. To namé but a few, General.Electric, Proctor &
Gémble, the Steel Industry, Aircraft, Glass, Rubber, and
Auto Industry have all employed successfgl job-classifica—
tion systems. Locally, the B.C. ForéSt'Service, Dominion
~Bridge, British Ropes, American Can, and Alcan employ job
analysis in establishing pay differentials. |

The Pulp and Paper industry in this province‘too
have had job evaluation since 1964. This plan is not -

examined because it is of a different nature frém the othér

'6Frank Paul, "Seminar on Plywood Evaluation",'
(Speech given April 29, 1970, Villa Motor Inn, Burnaby,
B.C.) ' S o ' '



forest industry plans to be considered here., Secondly,

in the estimation of the writer, the plan is not worthy

of consideration as it suffers from several serious
technical d=ficiencies. Third, the purpose of this analysis
iz to remain within certain limits so as to prevent the

stucdr Zrom becoming too broad and unwieldly.



CHAPTER II
METHODS OF JOB EVALUATION

All methods of job evaluation are variations of
one ci four basic types: (1) Job Ranking,‘(Z) Job Classifica-
tion, (3) Factor Comparison, and (4) Point Rating. Regard-
less of the method, the success of any job evaluation
pfogram is dependent upon full understanding of the particular
system being used and achieving of consistency in its applica-
tion. Management must decide what elements or characteristics
of various jobs will be the basis for evaluation That is to
_say the firm must establish exactly what 1t is w1111ng to
pay the employees, Therefore, selection of "compensable”
factors is one of the most important steps in compensation'
practice and in the process of job evaluation. Requirements
for selected compensable factors include:
(1) Consistency and uniformity.
(2) Objectivity.
(3) Broad and general enough to be present and
identifiable to varying degrees in all jobs.
(4) Determination of the relative importance of
each of four standard factors: skill, effort
responsibility, working conditions.
(5) Deliberate and careful weighting of factors
depending on importance assigned.
(6) A built-in system for periodic reevaluation.

Each of the four basic methods of job evaiuation

utilizes the concept of compensable factors.



The method of job evaluation adopted by the
B.C. forest industry is known as a "point system" or as.
"point rating". 1In brief, it consists of analyzing the
job, apprzising or evaluating separately the facﬁors,
s2ch 25 education, experience, and working conditions)
whicxz have been selected as important in the work of jobs
under review, and combining the separate evaluations inﬁo g
a single point score for each job. 1In applying this
methed, it is presuhed that there are certain elements
or job factors that exist in varying degrees as require-
ments of all jobs. To cite an obvious example, all jobs
require some physical effort: it is apparent, however:
that some jobs require considerably more physical effort -
than others.’ |

The point rating method of job evaluation remains
the most widely used. In a rather dated study, Smyth found
that 81 percent of 112 job evaluation plans were point
rating plans and that 13 percent were factor comparison

plans:8

7stevenson & Rellogg, Plywood Manual, p. 2.

8r. c. Smyth, "Job Evaluation Plans", Factory
Management and Maintenance, Vol. 110, No. 1, pp. 118-121,
January, 1952,




Job Evaluation Plans In Industry

Number of

Type of 2lan Organizations
1} Rankinc 3
{2} Grade or Classification 55
{Z} Poinz 123
(4} T2=tzcr Comparison 75
(5) CTos=ination 66
Total 322

There is little evidence that the popularity»of
the point plan has diminished. The widespread use of point’
rating, as well as of factor comparison,‘ééems to be justi;
fied by the alleged objectivity achieved by these methods,
although the two are basically different. The advantages
~and limitations of eéch of the four basic types of job :
evaluation plans have been summarized'neat1y by Dunn and
Rachel;9

(1) Ranking Method

This method involves compiling a list of jobs
into a rank order from high to low. The ranking method
is particularly suited for small firms: for firms where'
jobs are easily separated into categoriesvsuch as "6ffice4,
"factory", and "professional"”; and when the number of jobs .

to be evaluated is not too large.

2Dunn and Rachel, Wage Administration, pp. 1724183;



Advantages:lo

(a) Simplest of all procedures and requires little
time or paper work; the direct cost of the
avplication is negligible.

(b) Zliminates personalities and is thus superior
to old-fashioned rate setting.

{c} If checked with outside standard job descrip-
tions, it gives practlcal but rough job
classification.

(d) Although crude, it is practical enough to
avoid any hypocrisy of seeming to be scientific.

(e) Acceptable to unions because it leaves more
room for bargaining.

Disadvantages:

(a) No one committee member is likely to be familiar
with all jobs.

(b) Appraising each job as a whole does not facil-
itate analysis and cannot be expected to give
accurate measures of worth. -

(c¢) Ranking is likely to be influenced by the
magnitude of existing rates or other apparent
"halo effects".

(d) Equal dlfferentlals are sometimes assumed
between adjacent ranks, and such assumptlons
are frequently incorrect.

(e) Very liberal range limits must be prov1ded to
correct bad guesses. /

The ranking method of job evaluation was rejected
by the forest industry because it could not comprehensively

encompass the vast size of the industry in B.C., particularly

10Lytle, Job Evaluation Methods, pp. 37-38.
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the'large employers like Crown Zellerbaﬁh, Northwood, etc.
Since the ranking method is rather general»in applicatibn,
zhe exact procedure varies considerably, depending upon
ezoperience, training and other circumstances surrounding
its =s=s == The industry felt that such a wide variance'

could =ot be tolerated if such a system was effected.

(2) Job Classification Methed

B

The job classification method is an improvement
on the simple ranking method althbugh the procédure is
essentially the same. The difference invoives'the assign-
ment of jobs into classes or groups without concern for the
definite ordering of jobs within those groups. Groups are
of course ranked, however. |

Advantages:12

(a) The classification method has a distinct
advantage as long as the formal classifica-
tions agree with employees' informal
classifications. :

(b) Grade groupings of jobs are created auto-
matically with the evaluation system.
This promotes and eases acceptance by
employees and illustrates clearly the
progression and promotional sequence
within the firm. o :

llpunn and Rachel, Wage Administration, pp. 172-183.

121pi4.



Disadvantages:

(a) The most serious limitation is the difficulty

and time involved in writing group and class

descriptions which serve to indicate to manage -

ment which compensable factors should be

rewarded,

(p) Difficulties are encountered in pricing the

job structure, as balancing of compensable

factors to determine relatively equal jobs

often causes misunderstanding with employees

and labour leaders.

For these reasons, the forest industry rejected
the job classification system. Specifically, the experience
in plywood evaluation has been that the evaluators could not
keep up in writing descriptions and were some one hundred
new descriptions behind in 1972, If they had used a job
classification system, it is likely they would be even
further behind because descriptions are generally more

comprehensive (see Plywood Job Description Form).

(3) Factor Comparison Method

The factor comparison method is_Supérior to other
systemé_in two ways: (1) Evaluation can be carried out
directly in dollars and cents, and (2) Jobs are evaluated
by_direcﬁ compar ison with key jobs and other previously
evaluated'jobs. In some instances (plywooa'evalhation),

evaluation in dollars and cents may be a disadvantage.

13
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Advantages:

(a)

Y

(p}

(@)

Factor-comparison plans are tailor-made for
particular organization and use key jobs
nd wage rates from the organization itself.

f U m

Factor comparison dictates that jobs be
evaluated by direct comparison with other
jobs.

Once the method is established, it is
relatively simple and easy to use; it is

a method with which all concerned are likely
to feel comfortable.

The evaluation scale need not be converted
from abstract point values into monetary units.

Disadvantages:

(a)

(b)

(c)

It is assumed that the key jobs used are free
from wage inequities. If rate inequities do
exist, the entire job evaluation and subsequent
wage rates will be skewed. The problem may be
circumvented if less obvious key jobs where
equity can be established can be found. '

Initial construction is complex and difficult
to explain throughout the organization.

Considerable clerical detail work is necessary
to administer the plan.

The forest industry raised several objections to

this type of plan: (1) Direct monetary values were not

desired by either union or management so that some flexibility

in bargaining could be retained; (2) The geographiéal area

is large and the industry is diverse between areas creating

inequities among key jobs in different sectors--~flexibility

was desired to handle individual Situatidns; (3) administration

13

Ibid..



costs were too high to be acceptable to management-—maﬂagevent

was not willing to "foot the bill" for the extra administra-

tion required in such a plan.

(4)

Zoint Method

As explained, the point method consists of evaluat-

15

ing a job on the basis of point values with respect to previously

selected compensable factors to arrive at its total point value.

Advantages:

14

(a)

(b)

(c)

(a)

(e)

The point rating plan is widely used, permitting
comparisons with other industries and firms.

It is the simplest of the guantitative methods of
job evaluation.

Point values are easily converted to job and wage
classes with a minimum of confusion and distortion.

Point rating plans are generally stable--applicable
to a wide range of jobs over an extended period
of time. Consistency and uniformity follow.

Point rating tends to be more objective than
other comparative methods, providing a definitive
approach requiring several separate and distinct
judgment decisions. Thus, though errors tend to
cancel one another, there are distinct dangers

of cumulative rather than random errors occurring.

Disadvantages: (Mostly theoretical in nature)

(a)

(b)

The point method assumes that all jobs are equally
involved in the same relationship because a fixed
number of compensable factors is selected and a
degree scale with fixed points is assigned.
Therefore, evaluation depends on how well factors~//
and weights have been laid out. T
Because fixed factors and degree values are used,
evaluation of a job may be based on a preconceived
fixed standard with limited comparison among jobs.

141pi4.
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Again, the success with which factors and

weights have been assigned will be a determin-

ing factor.

(c) Employees may have difficulty understanding
detailed procedures if trouble is not taken to
=xplain and interpret wage revision. - However,
a2xperience has determined that where wage
increases are forthcoming, employees are able
to exercise a remarkable degree of concentra-
tion.

The point rating system was selected by management
and union for all job evaluation plans in B.C.'s forest
industry. The major reason being that it was adaptable to
a huge industry where job content among firms is essentially
the same, hence "benchmark" jobs could be chosen as a basis
for fixed standardization. Secondly, a quantitative rather
than qualitative system was desired and point rating is the
simplest quantitative analysis. The attractiveness of abstract
point values which could be easily converted to dollars and
cents, rather than straight monetary units, helped to clinch
the election of point rating over factor comparisoh.

Closer examination of the point rating system is

deferred to the sections of the study which are directly

concerned'with the different factors.



CHAPTER IIX
PLYWOOD EVALUATION: HISTORY

The plywood program became a necessity in 1955,

when during contract negotiations, the union proposed
revisions to 60 plywood job-rate categories ranging from
1%¢ to 25¢; this made an orderly settlement on the old basis
‘of negotiations impossible. Therefore, it wasAbilaterally
decided to adopt job evaluation. Stevensén & Kellogg,
Engineering Management Consultants, were-retained to de&elop
a suitable plan, and to test and recommend the selection of
two job evaluators, one from Forest Industrial Relations
(E.I.R.) and one from the International Woodworkeré of
America (I,W.A.). The program constructed was a variation
of the Machinists plan, and many of the bench mark jobs
established still exist tdday. Although it was originally
intended that the program would be operational in 6 months,
in fact it took from 1955 through 1958 to study jobs,
prepare  descriptions and specifications, and to rate jobs
accordingly. It also took 1% years to negotiate the wage
curve plus several weeks to write pertinent clauées into

ﬁhe contract. After a 70 day strike in thevsummer of 1959,
a mutually accéptable formula, which provided a 4 cent

increents between 10 point grades was finally established.



Grade 1 jobs included all jobs with a pqint ﬁotal of 81

or less; thase jobs received the base rate (presently
54.68% per hour). Those ranging from 82-91 points aré
Zrade 2 Zobs, receiving 4¢ above base rate. The highest
gr=Ze =z=ttainable at that time was Grade 21, jobs with a
poinz total of 272-281. Recently, the addition of 4 grades

has brought total points attainable up to 321.15

Essentially5
this was jﬁst a way of paying higher rates throﬁghout ﬁhe
Scheme without necessitating wholesale revision and re-
negotiation in detail.

The plywood plan pioneered evaluation in Canada
as it was the first Canadian industry to adopt evaluation
as a unit, consisting, at that time, of 8 companies, 11
plants (Cocast) and 6000 employees. This unit has now
increaséd to 15 plants under joint evaluation on the Coast,
with an additional 7 plants in the Interiof; 1 in Alberta,
and about 3;5 more to come in the nearvfuture. There ére,‘
at present, 2 plants on the Coést not operating under
evaluation as both are Co-op enterprises; AUndoubtediy,
job evaluation would still be valid regardless of ownership.
However, the cost of acquiring such a program by a non-

association (F.I.R.) member would likely prove prohibitive.

15Fra'nk'Pa'u1, "Seminar on Plywood Evaluation"”,
(Speech given April 29, 1970, Villa Motor Inn, Burnaby,
B.c.) L3



Between Septemper, 1959, aﬁd March, 1963, the
‘plan ran relatively smoothly, with constant reevaluation
5f jobs. In April, 1963, a Memorandum of Agreement was
sicned, croviding for an increase of an additional 1l¢ in
tr=2 w=c= lncrements between successive grades, from and
incizZding Grade 7 and up to acceleréte the wége curve,

As a result there remains to this.day a 4¢ difference
between individual grades from Grade 1 to 6 inclﬁsive,
and a 5¢ increment between individual grades from Grade 7
to Grade 25 (see Table lf.

During 1965 and early 1966, pressure was brought
to bear by both management and the union to remedy problems
with “spreader" crews who were becoming increasingly diffi-
cult to retain. As a result, a major revision to the Manual
‘was undertaken in 1966 upon the recommendafion of Mr.
Justice N.T. Nemetz. At that time, points were taken from
the factors Education and Experience and added to the factor
Responsibility for Material, Equipment, and'Product, thereby
increasing its points by 60% and reducing the other two by
30% respectively. This zero-sﬁm approach was chosen to
allow re-weighing of specific factors while keeping.the
remainder of the scheme in the same relative balance. Also,
an eleventh factor, Manual Dexterity was introduced to the
Manual to primarily adjust wages of emplofees in the Spreader

and Hot Press areas. As a direct result of these revisions,



PLYWODD INDUSTRY JOB EVALUATION PROGRAM

POINT - GRADE - RATE - CHART

TIINTS GRADE RATE
6 - =i -1 base rate '

.82 - 91 2 base rate plus  4¢

92 -~ 101 3 base rate plus 8¢
102 - 111 4 base rate plus 12¢
112 - 121 5 base rate plus 16¢
122 - 131 6 base rate plus 20¢
132 - 141 7 base rate plus 25¢
142 - 151 8 base rate plus 30¢
152 - 161 9 base rate plus 35¢
162 - 171 10 base rate plus 40¢
172 - 181 11 - base rate plus 45¢
182 - 191 12 base rate plus 50¢
192 - 201 13 base rate plus 55¢
202 - 211 14 base rate plus 60¢
212 - 221 15 base rate plus 65¢
222 - 231 16 base rate plus 70¢
232 - 241 17 base rate plus 75¢
242 - 251 18 base rate plus 80¢
252 - 261 19 base rate plus 85¢
262 - 271 20 base rate plus 90¢ .
272 - 281 21 base rate plus 95¢
282 - 291 22 base rate plus $1.00
292 - 301 23 base rate nlus $1.05
302 - 311 24 base rate plus $1.10 -
312 - 321 25 base rate plus $1.15
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over 40% of the workers in the Plywood Industry received

wage increases in addition to those granted across the

board.

Concurrently, another contentious issue had
z-isen, =hat of Supervision; the union felt thét the
inta:;:etation and application of the evaluation formula

did not compensate properly for superQisory responsibilities.
Accordingly, in discussions with F.I.R. and the I.W.A. it |
was decided in the summer of 1968 to make clerical adjust-
ments to specific cateogires. :During the early part of
1969, avSpecial Study was carried out in most plant§ to
remedy discrepancies among grades between plants concerning
the positions of Core Feeders and/or Sheet Turners and/or
Dryer Feeders.

At this time, a wholesale examination of the
purposes of the plywood job evaluation program was instituted
to determine where and why problems were increasing:
basically this aimed:

(a) to determine equitable wage rates, based
on job content, .

(b) to establish correct differentials for all
jobs within a basic job function,

(c¢) To properly relate new jobs with those all
ready established, '

(d) to set suitable rates on jobs that have
significant changes in job requirements.

Accordingly, Hugh Wilkinson, P. Eng., was appointed

by J:stice N.T. Nemetz on November 30th, 1970, to assist the



Ny
™)

parties in a study of the plywood evaluation program;’

P

On January 1Sth, 1971, Wilkinson met with representatives
>f the partiss with the purpose of clarifying the terms

¢ regferencz of the study. At that meeting Mr.vJohn‘Moore,

c -

Presz_Zzzt of I.W.A. Regional Council No. 1, and Mr. John

Billings, President F.I.R., acting for the parties, agreed

on the following terms of reference.17

(1) The study is to be concerned with three
aspects of job evaluation practices:

i) The criteria and procedures by
which jobs are assigned point values:

ii) The policies for relating point
values to wage rates;

iii) The way the plan is administered,
particularly with regard to the
processing of new jobs and applica-
tions for a change in point wvalue.

(2) The methods of investigation are to be chosen
and applied as I (Wilkinson) see fit.

(3) The report will recommend such changes in the
Job Evaluation Plan and its administration
.which appear to be in the interests of equity
and good Labour-Management relationships.

(4) The deadline for completion and implementation,
specified in Article VII of the Master Agree-
ment (1970) as April 1lst, 1971, is waived.

- The terms of reference which Wilkinson laid out
represented a significant departure from the existing manner

in which the plywood plan was being administered. With the

l7H.C. Wilkinson, "Plywood Job Evaluation", A Report
Prepared for the I.w.A. and F.I.R., August-l, 1971, pp. 1-2.




help of the two technical representatives of the parties,
Lorne Fingarson for the Union and Keith Bennett for the
Eﬁployers, information was gathered., Visits to seven
plywood milis and numerous submissions from indiviauais
&=3 small groups supplemented Wilkinson's knowledge.

Wilkinson predicated his recommendations on the
theory that three basic problems were at the root of uniﬁestél8
(1) The long delay between submission of a

request for evaluation or reevaluation and
the final award of the Plywood Evaiuation

Committee;~-sometimes over a year.

(2) The remoteness and inaccessability of the
processes of job evaluation to many employees.

(3) The practice of giving no reasons for the
rulings on requests for evaluation.

As a solution to the problem of “tiﬁeliness",
Wilkinson vested more re5poﬁsibility for the evaluation or
reevaluation process in the Plant Review Committees. 1In
this way, the overall Plywood Evaluation Committee would be
relieved of a great deal of work but, at £he same time,
provide insurance that the most time-consuming part of the
process (i.e., development of'approved job descfiption to
support each application for reevaluation) would receive
immediate attention at the Plant level. In his report thch
specified 14 recommendations, Wilkinson cautioned, "There

seem to me to be two basic principles which must be éatisfied

181pi4., p. 7.



by any jdint committee charged with an important, fact-

19 He continued to describe these principles

finding job."
-as, (1) the two parties to be equally represented with
respeét to technical competence, continuity of e#perience
-~ith the business of the committee, and the ability to
arzic:ziate ideas and persuade others. Exact equality wiil
never exist, but the inequality should not be continuous
and one-~sided; (2) the objective basis underlying Job
Evaluation procedures must not be destroyed. The great
strength of the process is that, properly done, it reduceé
the effects»of political expedience and strategié weakness .
as factors determining the relative wages for different jqbs;zo
A detailed summary of the fourteen recommendations
submitted by Wilkinson ﬁay be found in Appendix I. At this
point, the writer chooses to reserve judgement on the |

effectiveness of Wilkinson's recommendations and indeed,

the success of plywood job evaluation to date.

191pid., p. 9.

201pid., pp. 9-10.



CHAPTER IV
PLYWOOD EVALUATION: JOB FACTORS

The job factors to be used in a particular
évaluation study are selected in terms of the general
charécteristics of the range of jobs to be evaluated. |
A set of factors suitable for évaluation of plywoecd plant
j;bs might not prove as satisfactory in'the evaluation of
clerical jobs, while adequate evaluation of technical and
professional positions might require consideration of
factors not important in either of the other groups.

The factors selected for the plywood study now
number eleven and fall into four majbrvgrOupings.21
A. Knowledge and Skill factors which indicate a require-

ment for specific knowledge and skill on the part of
the individual who £fills the job.

(1) Education (the exact levels are not specified
because it was felt that the percentage
weightings decided upon, to be discussed later,
eliminated the common error of weighting general
educational level higher than specific technical
qualifications).

(2) Experience.
(3) Complexity of Duties.

(4) Manual Dexterity.

_ 2lstevenson & Kellogg, Ltd. (Consultant Engineeis),
Plywood Job Evaluation Manual, Vancouver, 1955, pp. 2-3.




B. Effort factors which take into account the demands of
the job in physical exertion and mnntal and visual
appllcagwon :

(5) Physical Demand.

tal and Visual Demand (these could have been

(6) Men
zparated perhaps).

=

onsibilities. The factors in this group appraise

C., BRessz
iz responsibilities which are inherent in the performance
zZ the job. v

(7) Responsibilities for Supervision.
(8) Responsibility for the Safety of Others.

(9) Responsibility for Materials, Equlpment and .
Products.

D. Job Conditions. These factors appraise the conditions
of the job from the worker's point of view. The analysis
is in terms of the disagreeable aspects of the job.

(10) Hazards,

(11) wWorking Conditions.

In Appendix II, each factor is described and its
application by factor degrees is defined. The degrees of
each factor being the specific requirements that aré used
'to determine how much one job differs from anofher within
that particular factor. Evaiuation of job proceeds by
comparing the 5ob requirements or specifications with the
degree descriptions for each factor in order and éssigning
to the job a degree or level in each factor. Predetermined
point values are provided for each degree, and the total
point value of the job is obtained by totalling the poiht

values for all factors.22 (See Table 2).

221pid., p. 3.
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FACTOR AND POINT VALUES

1966
DEGREES AND POINT VALUES -
FACTO= _
12 3 4 5 6 7 8 9
A, KNOWIZZCZ ~ND SKILL
1. Education 4 7 14125 | 35 {50
- 2. Experience 51 9 18 | 27 36 | 50 63 |77 90
3, Complexity of Duties 5 |15 25 | 46 60 180
4, Manual Dexterity 0 5 12} 20
B. EFFORT
5., Physical Demand 7112 | 1724 | 32 {40
6., Mental & Visual Demand 5 |10 17 | 25 35
C. RESPONSIBILITIES
7. Responsibility for
“Supervision 0 |10 20 | 35 50
8. Responsibility for the
Safety of Others 5 110 15 | 20 25
9. Responsibility for
Materials, Equipment, _
and Product 5 |15 32 |56 80
D, JOB CONDITIONS
10. Hazards 0|5 | 10]15 |20
‘ 11, “Worli=: Conditions 5 110 | 17123 | 30

%ourcez Plvwond J27 Zvaluation Manual‘.‘ 1971.
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DEGREES AND POINT VALUES

*TL6T ‘TeBnuel] UCO(3en|BAY OQO[ DOGCMZL

FACTOR 1 J1z ;2 [ 2503 |35 14 {4 (5 [55] 0
A, KNOWLEDGE AND SKILL
1, Education 0| 4 8112 16 21 25 1 - - -
2, Experience 5 9| 14 18 23 |27 {32 36 | 43 ] 50
3. Judgment and Initiative 5 (10 15 | 20 25 33 {40 |50 60 | 70 | 80O
4, Manual Dexterity 03 5{ 9 12 16 {20 | - - - -
B. EFFORT
5. Physical Demand 7 110 12} 15 17 21 124 ! 28 32 | 36 | 40
6. Mental & Visual Demand 5 8 10| 14 17 25 |32 141 |49 16070
C. RESPCNSIBILITIES
7. Responsibility for : : -
' "~ Supervision _ 0 5 10 | 15 20 28 |35 143 | 50 - -
8. Res., for the Safety of Others |5 | 8 10| 13 15 18 {20 ;23 25 - -
9. Process Responsibility 5 |13 20| 30 40 53 | 65 {83 100 | -~ -
D. JOB CONDITIONS i _
10. Hazards o3 | 5| 8 |10 131518 |20 -] -
11. Working Conditions s 18 |10]14 | 17] 20t23}27 (30| -] -

-
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The point values assigned to each of the eleven
factors are not the same, since the job requirements are
not of equal importance in the overall worth of the job.

The relative weighting is approximately as follows:

1966 1971

Knowledge and Skill 46% 34.3%

Effort 14% 21.6%

] ReSpénsibilities | 30% 34.3%
Job Conditions _10% _9.8%

100% -100 %

Effort (physical) was weighted relativelyﬂléw,
14 per cent, in 1959 and 1966 at management's insistence.
This was a direct result of the companies' belief that |
technology was continuing to remove physical effort. Re-
weighting to 21.6% was récommended by Wilkinson‘in 1971,
at the I.W.A.'s insistence, as compensation was not forth-
coming in other areas, i.e. incentive schemes, etc., to
account for the low weighting initially assigned to effort.

Once the jobs to be evaluated have been rated and
total point values obtained, the next step is to classify
each job on the basis of its total points into a job of
wage group together with other jobs with'approximately thé
same total point values. This procedure is followed since

- the use of point scores directly is cumbersome in administra-



tion as well as unwieldly for purposes of overall review
and comparison of job ratings. Moreover, as noted previously,
zhe technicus of job evaluation is not sufficiently precise

t2> draw sucrh fine distinctions as would be implied if each

i
1}
]

n

uc ivz increase of one point in total point value bore

a pre-c-iionate increase in wage.23
In job evaluation, the importance of an objective
attitude among raters, supervisors, and others who partici~.
pate by approval of preliminary or final_ratings:cannot be
over-emphasized. The capabilities and aptitudes of the
particular worker in a job should not be described or rated
since he may have shortcomings in his performance of the job
or may possess skills or other capabilities’which excéed the
requirements of the job. Job evaluation can be successful
only if consideration and appraisal by féctors and degrees
is applied against the actual démands required for an
adequate performance of the work?u.sfv In essence then,
rating the job and not the man, is the criterion for success,.
Precautions must be taken to avoid»the dangers of misplaced

reference based upon actual workers doing the job at the

time it is rated.

231pid., p. 3.

241pid., p. 4.



CHAPTER V
THE WAGE CURVE

>ricing the job structure within an industry
incorzcrates all the activities such as factors, degrees,
etc. previously discussed, plus some relationship to the
ex}sting pricing structure. To attain the objectivity
striven for during the evaluation process, considerable
effort must be spent to avoid improper pricing of jobs
and incorrect job grouping. In actual practice data
gleaned from wage surveys and the evaluation procéss are
most relevant in adjusting the industry's final wage rates,
determined largely by the interaction of job classes and
money rates.25 Therefore, job pricing can be considered
as consisting of two separate operations: (1) deﬁermining
job classes and respective wage rates, and (2) adjusting
the wage rates to meet established company policies,
industry trends, unusual supply and demand situations,

and other significant criteria which might influence the

final wage structure. The pﬁrpose of the whole exercise,

253.p. Dunn and F.M. Rachel, wage and Salary
Administration, New York, Mc-Graw-Hill Book Co., 1971,
p. 218.




PLYWODD INDUSTRY JOB EVALUATION PROGRAM

POINT - GRADE - RATE - CHART.

POTTTS _ GRADE ‘ RATE
0 - 31 1 base rate

82 - 91 2 base rate plus 4¢
92 - 101 3 base rate plus 8¢
102 - 111 4 base rate plus 12¢
112 - 121 5 base rate plus 16¢
122 - 131 6 base rate plus 20¢
132 - 141 7 base rate plus 25¢
142 - 151 8 base rate plus 30¢
152 - 161 9 base rate plus 35¢
162 - 171 10 base rate plus 40¢
172 - 181 : 11 base rate plus 45¢
182 - 191 12 base rate plus 50¢
192 - 201 13 , base rate plus 55¢
202 - 211 14 base rate plus 60¢
212 - 221 15 _ base rate plus 65¢
222 - 231 16 base rate plus 70¢
232 - 241 17 base rate plus 75¢
242 - 251 18 base rate plus 80¢
252 - 261 ‘ 19 base rate plus 85¢
262 - 271 20 base rate plus 90¢
272 - 281 21 base rate plus 95¢
282 - 291 22 base rate plus $1.00
292 - 301 23 . base rate plus $1.05
302 - 311 24 base rate plus $1.10

312 - 321 _ ' 25 base rate plus $1.15

32
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however, is to try and assess these components of final
rates separately so thatndecisiops ara related, as far
2s possible, specifically to different, separate issueéé
{1} j0b remmirements, (2) differentials in'rates,'and
(3} zoczmzrative "pick-up" rates. This émphasis on separ-
aﬁion s operations cannot be overemphasized.

The enclosed graph and table represent a system
of job classes which exist in B.C.'s plywocd industry |
toaay. Job classes have been defined as:

". . . a convenient grouping together of jobs
of nearly the same difficulty and assigning
one salary, or a range of salaries, to all
jobs in that particular salary grade. The
jobs in a particular salary group may be quite
varied in nature. The only thing they nmust
have in common is that they be considered as
being all about equal in salary value."

Arguments in favour of job classes centre on the following

issues:27

(1) Job classes represent an efficient system
resulting from careful management planning.
Job groups can therefore be discussed and
modified on a sound basis with wage survey
and evaluation data.

(2) Administrative and clerical costs are re-
duced with respect to minimum and maximum
wage rates due to job grouping.

(3) Small rate differentials between JObS are
eliminated.

261pid4., p. 219.

271pid.



(4)

Since employees tend to group jobs requiring
similar skills and responsibilities by compar-
ing output, skill, and other factors inherent
in jobs, Jjob grouping can serve to lessen
resistance on the part of the employees to a
consolidated wage and salary program.

Z2b grouping tends to reduce the numerous
errors and inconsistencies which are bound
to occur in the implementation of a job
evaluation pregram.

Unfortunately, there are problems and disadvantages

‘associated with wage and salary plans built around the use of

¥

job classes:28

(1)

(2)

(3)

VOften, it is difficult to explain to the em-

ployees' 'satisfaction, a grouping of dissimilar
jobs that are paid approximately the same.
The fact that definite point values are used

to justify job classes does not promote
acceptance of job classes on the part of
employees. The whole problem of employee
education concerning job evaluation centres
around being able to convince individuals

that they, personally, will gain not only

by a wage increase but also in job security.

Labour may oppose job classes in favour of
individual job rates. The advantage to
labour, in theory, is that each job is
evaluated on its merits, and is not grouped
with other jobs for salary purposes, for
stratification purposes, or for manipula-
tion by management. If evaluation is not
consistently based on the merits of indiv-
idual jobs, then the action is likely to
cause trouble if not now, then later.

Job classes may, in some circumstances, tend
to restrict or limit management in its think-

ing about, and approach to, incentive compens-

ation matters. 1In order for compensation to
motivate, management may want to reward
employees for productivity, loyalty,
responsibility, ete., on an individual basis.

281pid., p. 220.



Howevar, this need not be illogical as far
as Job evaluation is concerned as long as

individual performance can be separately

gwarded through incentive schemes and the
ix2 which can act as a supplement to job
vzluation in wage and salary administra-
ion. . .

1 ﬂl H' H

i

There are no definite guides or standards to i
follow in determining the appropriate number of job classes
for efficient operations. The best alternative to date has
been to structure job classes on the basis of a thorough
consideration of the policies of management, together with
the natural groupings of jobs, and industry practices.

With these variables in mind, the first step is to plot
‘evaluation results and the present wage rate (see graph)
of each job on a graph of weighted average wage rates and
'job point values, with a regressxon line serving to establlsh
the mean of all job rates as they have presently been
evaluated within individual firms. Two operations are
then required to finalize the wage structure .29

(1) The wage survey data must be compared with

the firm's wage rate structure, and any

preliminary adjustments or changes made as

necessary.
(2) The job class structure must then be fitted

to the firm's wage rate structure, and any

discrepancies in individual job rates must

be resolved before industry rates can be
established. :

291pid., p. 228.



Discreéancies in individual job rates are commonly
referred to as "red circle rates", i.e., the jobs have wage
rates outside the established job class structuré. Where
the red-circle rate is below the established job class

tructurs, a common industry practice is simply to increase

i

the ==z¥ of the red-circle job to the minimum rété as
justified by the job class, as determined by the job evalua-
tion process. While the employee suffers no salary loss,
the potential for that job is reduced, and the relative
value of the job to all other jobs in‘the firm has been
altered. Where the red-circle rate is above the job class
structure, adjustment and implications are more complex.

The usual policy and practice is to guarantee that no job
'will be reduced in pay as the result of job eQalﬁation.and i
wage éurvey. This policy is a prereQuisite if job evalua-
tion is to win employee cooperation and acceptance.
Management can avoid reducing wages and at the éame time

is not faced with an increase in the-existihg wage bill

to the firm. In the plywood sector, réd circles abovei

job class structure were much more_prevalent than red
circles below, perhaps indicating a featﬁre.of supply
shortage in these jobs in the past (10-12% éstihated).
However, provision is made that no indiVidﬁal shall

receive a lesser rate as a result of evaluation. .

In a sense then, to incorporate as mény_ofvthese“‘

disc-zpancies as possible, plywood evaluation resulted in



a "baStardiZEd"3o-wage curve (4¢ increments on 18 grades-—-
not calcula:zad on a percentage basis). Although it was a
pilateral <Zscision to implement job evaluation in the ply~-
wo0d séct:r, it took from 1955 to 1958 to hammer out the
det=Ixs, and until 1959 to actually get the program mobile.
The :-resent relationship is explicitly defined in Section 2
of Article VII of the Master Agreement.3lv The differentials
between successive point groups are all four cents'from
éroups one to six and five cents from groups six on up to
the highest (see point-grade-rate chart). Group one is.
pinned to the minimum réte for common labour as'prbvided
in Article IX, Section 1 (currently $4.085 per hour). From
the original plan in 1959, to the Nemetz revision in l966,’
the plywood evaluation wage curve appeared to work very
well. However, in the 1a£e'1960's, partially as a result
of an economic reéession, the I.W.A. called»for revision
of the plan in response to the union membérship's expressed
aim--a higher standard of living.' Justice Nemetz, in
1970, referred the problem to Professor Wilkinson whé
wrote: | |
"The kind of question to which the parties '
wish to have an answer is:--Should differ-
entials between groups be uniform or relatively

uniform as at present, or should they be
percentages of the lower rate in each pair?

30Lorne, Fingarsen, Interview with the writer,
Nov. 18, 1972. : o

31F.I.R. and the I.W.A., Master Agreement 1970-71 -
Fores: Products Industries Coast Regiona British Columbia,
June 153, 1970, _ :

2




Another similar question would be:
When wage increases are neogtiated,
should they provide the same addi-
tional amount of money for all groups
or should they be percentages of the
cresent rate?"32

@“ilkinson worked on the problem for one year

b

beczz=s= =2 thought the questions raised were "too complex

‘and too much .involved with relatively intangible values to
be settled within the time limits imposed on these hearings.“33
Wilkinson concluded that,

"For quite a long time the parties have
negotiated across-~the-board, equal money
increases rather than percentage increases.
This has occurred not just in the plywood
industry but in logging and sawmilling as
well. The inevitable result has been to
reduce the money value of hxgh-level aobs
relative to that of low-level jobs.

He continued,

"I do not find that, on the whole, the
higher grade jobs in the Plywood Industry
have suffered more in this respect than
those in the other segments of the forest
industry. Comparisons with jobs outside
the plywoocd evaluation plan are hazardous
because few maintain the same requirements
and working conditions cer an extended
period. Also, some external jobs have been
beneficiaries of special negotiating pres-
sures and have achieved relatively greater
gains, sometimes at the expense of equity.
Since the Plywood Industry and its Job
Evaluation Plan must exist within the
larger framework of the Forest Industry as
a whole, it seems important that the
policy for establishing differentials

32Wilkinson, Report, p. 34.

33N.T. Nemetz to L.R. Peterson (then Minister of
‘iexzczr,, Report on 1970 Woodworkers Dispute, Vancouver,
AuTIst 17, 1970. o
“#ilkinson, Report, p. 34.




between groups be essentially the same |
as that which governs differentials:
Detween jobs of different levels in
lozgying and sawmilling."

Therefore, it appears to the writer that Wilkinson

litt2= to move the plywood wage curve away from its

r,l
i

existizz operational scheme. Like many plans before it,

]

the plywood wage plan was adjusted only slightly so that
it did not move "out-of-kilter" with historical wage patterns
which existed not only in the plywood sector but in the

entire B.C. forest industry. Wilkinson did make one con-

cession though :

"In periods when across-the-board money
increases are being negotiated for other
segments of the industry, percentage
increases for plywood would produce
troublesome external comparisons, and
vice versa. Neither pattern is necessar-
ily always more egquitable than the other
although, in the long run, the percentage
differential and percentage increase are
more defensible. Which is fawured in
negotiations by one party or the other is
not so much a matter of equity_as it is of
group economics and politics."2°

The feeling at present is that the union's insis-
tencé on percentage differentials, as opposed to step-by-
step increments, could be rewarded during the next contract
negotiations.‘ Failing that, it is unlikely that percentage‘j

increases will be effected unless the Coast sawmills accept

351pid., pp. 34-35.

361pid., p. 35.



- percentage increments, if and when a job evaluation scheme
is installed. This would establish a significant precedent
which would then pave the way for percentage differentials

to Z= implemented in plywood job évaluation.



CHAPTER VI
PLYWOOD EVALUATION: ANALYSIS '

The plywood evaluation fepresents the only plan
in eZZ=ct in B.C.'s forest industry from which the question,
"Is job evaluation worthwhile as a technique in labour- -
management relations?" may be evaluated. .This is-becaﬁse
plywood evaluation has been operational for over thirteeﬁ
years, as opposéd to the only other plan; the Southern
Interior sawmill evaiuation, which has only been in effect
for two years.

There are a number of considerations to be
examined in answering the question. Thevfirst of these is
the particular nature of the forest industry, not only in .
B.C. but also in the United States. The lumber and ply-
wood industry is highly competitive, including a few very
large, integrated firms and a great number of medium and
small firms producing only lumber. Lumber and plywood
manufacture is competitive in the textbook sense of having
a large number of sellers and a homogeneous  product, The_
industry is not evenly distributed geograpﬁically, rather

it is concentrated near the sources of timber.37

37J.A. Smith, The Structure of Wages in the Pacific
North-West Lumber Industry, Ph.D., Thesis, Washington State
University, 1967, p. 1. :




The hiétory of labour relations in the western
lumber industry is dominated by animosity and strife
between the workers and the employers, between‘the workers
and the uzion, and between the union and the'employers,
Zzieriorzting into armed confrontations on occasions.,

Uhti; the 1930's the workers were unable ﬁo establish -
effective unions in the industry, partly because of employer
resistance, but mostly because of the unstable nature of
employment in the forest industry. Loggers were particul- |
arly mobile since the majority were single and,lived in
logging camps when working. They responded to unsatis-
factory working conditions by "dragging-up" for a new
location and a néw employer. The Industrial Workers of

the World (I.w.W.), a prototype union, claimed many members
among the'loggers, but this somewhat radical union waé not
dispo#ed to negotiate contracts and engage in continuous
labour relations with employers., Their philosophy,

"Strike and move on", was consistent with the nomadic
existence of the loggers.38

This legacy of industrial‘warfare in the forest
industry made the task of organizing to meet the needs of
a war economy (Worid War II) particularly difficult. in
World War I, the U.S. federal government had sponsored

the "Spruce Brigade" and the "Loyal Legion of Loggers and

381pid., pp. 2-3.



Lumbermen"” in an attempt to meet the crisis in lﬁmber
production. These measures proved inadequate as patriotié
fervour expired and demand for lumber iﬁcreased, The
-eriod natveen the Wars was marked by periodic outbursts
oI vioclzzce, The I.W.W. actively organized lumber‘workers.
The wz-r-kers were successful in establishing a union in |
1935 which affiliated with the United Brotherhood of |
Carpenters and Joiners of America. chever; the carpenteré
assumed a dictatorial attitude tcward.their new affiliates 
and dissension within the new union grew into outright |
rebellion. Dissidents broke with the carpenter dominated
organization, the Lumber and Sawmill Workers Union, and
formed the International Woodworkers of America (I.W.Aa.),
chartered in 1937 by the Congress of Industrial Organiza-
tion (C.X.0). A new era of industrial strife was pre-
cipitated as the two unions "actively" competed for the
loyalty of workers, expending much of their eneigy in
struggles with each other rather than in improving condi-
tions for existing members and extending the organization
among the unorganized.39
Employer attitudes throughout the Pacific North-
wést toward union organization were uniformly hostile.
The ehployers used the split in ranks of the workers to

stave off unionization for a time, enlisting the aid of

civic groups and the police to frustrate organizing drives.

391pid., p. 3.
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The first president was Harold Pritchett (1937-
1940) from Vancouver, B.C. Under his leadership, and that

of Nigel Morczn (later to become Chairman of the Labour

*reogressive Party), the I.W.A. attracted a substantial:
e iowins in B.C. An intensive organizational campaign-
was -=stituted and, as a result, the first contract was

‘signed with independent employers in B.C. to provide union
recognition and improved working conditions. 1In November,
1543, a first general contract was negotiated covering the
greatef part of the coastal industry.40

The war years proved difficult, with the demand
for forest workers well in excess of supply. ‘Tactics
changed from the submission of petty grievances and
complaints to those of broad and advanced bargainihg.
In 1946, the uhion demanded of R.V. Stuart'Research Ltd.,.
an arganization speaking for 147 employers, a contract
granting a forty-hour work week, 25¢ an hour increase in
pay, and the union shop and voluntary check-off. Chief
Justice Sloan was appointed as a mediator by the govern-
ment, but failed to effect a settlement, and a strikevwas
called on May 15, 1946, involving 37,000 workers and over

20% of the province's payroll. A settlement was finally

40H A. Logan, Trade Unions in Canada, Toronto,
The Machllan Co., 1948, p. 284.




arrived at on the basis of a 44-hour week, a general
increase of 15¢ an hour and the voluntary irrevocable
check-off. The strike involved a loss in wages of $8 million

or $261 for each worker, and in terms of product, 300 million

41 Thus was ended a stfike said to be the most

board feet,
expensive in B.C.'s history to that time, excepting the
coal strike on Vancouver Island in 1912-1914.

From that settlement emerged the true nature of
labour relations and collective bargaining which has plagued
the I.W.A. and the employers to the present day. General
pad feelings existed on both sides for the next decade.

Undoubtedly, the lumber industry of B.C. has
accounted for a diéproportionate share of industriall
strife in the province. During the decade 1949-59, the
industry accounted for about 10% of the paid labour force
in B.C.; but, it also accounted for about 20% of all strikes,
almost one-half of all strike participants and two-thirds
of all man-days lost in strikes. The two large and pro-
tracted strikes of 1952 and 1959 alone accounted for
more days lost than the total for all other strikes in
all other industries in the pfovince during the decade.42
This disproportionate number of strike partici-

)

pants and days lost in the industry may be attributed to

4l1bid. ‘

425, Jamieson, "Multi-Employer Bargaining. The
Case of B.C. Coast Lumber Industry", Relations Industrielles,
vol. 26, No. 1, January, 1971, p. 150.




a few large "interest" disputes that were subject to
legally reguired conciliation procedures in the negotia-

tion of new agreements. 43

The 1ndustry did not experlenca any such large
>r protrzcted shutdowns during the 1960's. However, coast
luzz2r did experience a large number of illegal, wildcat
strikes, which far outnumbered the authorized strikes (see
table), reaching, a peak of 21 in 1969.%4%  The only threat
to an industry-wide shutdown occurred in 1966 and involved.
more than 6000 workers. However, Nemetz was ablé‘to
impose a sizeable wage settlement on the ihdustry which
served to avert a strike., Several "minor" strikes occurred
until 1959 when the'I.W.A._conducted one of the major
strikes of the postwar years. "It lasted from July to
September, involved 30,000 loggers working“for 134
companies, and ended after 66 days with a settlement
providing for a 10¢ wage increase in 1959 and a further
10¢ increase in 1960.“45 Surprisingly, a period of 13.‘
years passed before the I.W.A. conducted their most recent
general strike in July, 1972. The strike lasted some two

weeks and provided general wage increases of 36%¢ in

4371bid.
441pid.

45charles Lipton, The Trade Union Movehent of Canada
1827-1959, Montreal, Canadian Social Pub. Ltd., 1966, pp. 315-
316.




STRIKES IN THE COAST LUMBER INDUSTRY IN B.C.

1949-1969
 AUTHORIZED UNAUTHORIZED
Year No. Man-Days Lost(l) No. Man-Days Lost Total
1949 0 - - - -
1950 0 - 6 4,977 - 4,977
1951 1 90 o2 312 402
1952 1 1,035,000 2 158 1,035,158
1953 0 ' - 2 1,850 1,850
1954 0 - 2 945 945
1955 2 1,002 S 1,355 2,357
1956 1 1,665 2 5,667 7,332
- 1957 0 - - - , -
1958 0] - 6 2,757 2,757
1959 2 1,233,950 1 1,125 1,235,075
1960 0 - - 1 1,128 1,128
1961 .0 ~ 1 42 - 42
- 1962 3 373 3 9,262 9,635
1963 1 2,163 1 37 2,200 -
1964 1 432 2 305 737
1965 0 - 2 1,140 , 1,140
1966 1 86,520 4 1,849 88,369
1967 0 - 7 7,211 7,211
1968 3 6,803 11 19,589 26,392
- 1969 1 2,196 21 15,553 17,749

u)Man—Days lost include only unions involved directly in
‘ strikes or lock-outs. This figure takes no account for
other workers who may have refused to cross picket
lines or for other reasons become unemployed becausé of
strikes.

 Source: B.C. Department of Labour, Annual Reports, cited

in S. Jamieson, "Multi-Employer Bargain:z=z: The
Case of B.C. Coast Lumber Industry", Rs_ =<ions
Industrielles, Vol. 26, No. 1, Januarv, -:z"1,

‘p. 151.
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each year of a two year contract extending through to
1974,%6

The veriod of relative calm from 1959-1972
coincided with two significant events: (1) the tenure
(2 vears' of Jack Moore as President, I.W.A. Regional
Counc:Z Fo. 1, and (2) the life-span of the Plywood Job
Evaluation Plan. The strike in 1959 provided the impetus
necéssary to actually implement the plan after fourIYearé
of;haranguing and argument between management and the
union. Its success since that time is exemplified by.the
fact that "no dispute time has been lost due to loss of
individual rights."47 However, "grievancé procedure "
and the handling of individual evaluation and re-evaluation
has proVen troublesome, perhaps indicating that the plan
should be rewritten to incorporate remedies for these
ills. In the overall pexspective though, Plywood Evalua-‘
tion has been enormously successful. It mighﬁ be worth-
while to consider some of the reasons for that success at
this jundture. o

‘The first criteria which must be satisfied is

that of expense, neither side will find evaluation accept-

ablé if the costs exceed the benefits. In 1955, Dr. Hewson,

46Leland J. Luckhurst, The I.W.A.-F.I.R, .Settlement_
1972, uU.B.C., Vancouver, 1972.

_ 471 0rne Fingarson, Interview with the writer,
Nov., -7, 1972. ' '




the designer for Stevenson & Keliogg, put together the
prlywood plan for approximately $20,000. The four year

" . installation period to implement the plan in 11 plants

cost in the vicinity of $60,000 for a total installation

cost of $80,000.48 Administration of the plan has run
in ﬁhe vicinity of $60,000-$70,000 per year bn averagé.
'Tﬁe Plywood Evaluation Committee, composed of men from
‘the.I.WfA. and F.I.R., is responsible for the smooth
ope:atioh of the plan. Each side bears its own costs
for salariés, clerical work, etc. but it is suspected
that management bears the majority of such coéts, since
F.I.R., and the Industrial Relations departments of the
various forest companies are constantly involved with
the plan. Specific figures are unavai lable because no
.one in the industry works on evaluation full time. A
typical company budget, expressed as a percentage of

49 depending

the total I.R. budget, runs from 1 to 10
~oﬁ how busy the particular company is with evaluation
ét ény one time. ‘

Management felt that if plywood evaluation
. could be'implemented and administered at an averacs
cost 6f'5¢/man/hour, then evaluation would be a wi-T=-

wnile aid to collective bargaining. Further ciscussico

48 1orne Fingarson, Interview with trhe writer,
Feb. 19, 1973.

49 marc Ciose, Interview with the writer, Feb. 8,
1873, :
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of the mechanics of this arbitrary figure will o= ZsZs-red
tQ:the section where Southern Interior sawmill evaluation
is covered as better and more comprehensive information

is available in that area. Most important, however, is

the concensus by both management and union that job evalua-
tion is wofthwhile on a cost-benefit basis.>?

A second important factor has been the success-
ful functioning of the Plywood Evaluation Committee.
Labour and technical problems have been consistently
resolved within the committee structure, and when further
diffiéulties have arisen, the parties have obtained outside
assistance from impartial specialists in the field like
_ Stevenson & Kéllééé,.Pacific North West Consultants Ltd.,
aﬁd others. Significantly, provision made for the
involvement of uﬁion local business agents and local
plant management with respect to determinihg the facts
relative to‘job content and establishing the need for
, reéevaluation, has been a major contribution to the
committee.

"There is no doubt that job evaluation plans
‘ musﬁ be adjusted periodically, but in making such changes,

‘the integrity of the plan itself must be maint*::;e:’..“sl

SOWyman Trineer, Interview with the writer,
Feb. 22, 1973.

SlN.T. Nemetz, Letter to Professor zHugh Wilkinsorn,
Nov. 30, 1970.
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Plywood evaluation incorporates such a provision. Professor
Wilkinson re-defined the responsibility for re-evaluation
in his 1971 repbrt:

"When new criteria and point weightings
are established, there is a considerable
. amount of work to be done in re-evaluating
" all the jobs in the industry before the
new scheme can really be put into effect.
‘Because this must be done quickly there
is more than the usual opportunity for
inconsistencies to develop, unless the
work is always done by the same people
. . . Because of the experience they have
gained in this work, producing bench-
‘mark jobs for new factors and degrees,
re-rating whole plants according to the
new criteria, I would suggest that Mr.
. Lorne Fingarson (I.W.A. representative)
and Mr. Frank Paul (F.I.R. representative)
be asked to revise the ratings Sf all
joks in the remaining plants."” <.

'This re-évaluation was completed in 1972 providing a complete
overhaul of the piywood evaluation plan. Similar, but less
exhaustive, revisions were also made in 1963, 1966, and 1969.
Job evaluation has a widespread acceptance as a.
manégement and union tool for improving industrial relations.
In plywood or any other industry, the state of these rela-~
tions is a measure of the workers' satisfaction with their

jobs. Two generally recognized sources of dissatisfaction

among labour are the wage level and the relatiecnsz=ip
between incomes of one worker and another. Ttz lztz=s is
the primary concern of plywood job evaluaticz. Becauss

52Hugh Wilkinson, "Plywood Job Evaliuation", A

u
Report Prepared for the I.W.A. and F.I.R., August 1, 1671,
p. 33. '




defensible wage rates can be arrived at on a logical
basis, or because differentials in wage rates can be

Zetermined on an acceptable comparative basis, union
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fer :olle::ave bargaining and this ellmlnates constant re-
negoT:zzing of wage rates. In addition, job evaluation
eliminates personal favouritism and assists management in
maintaining a position in the labour markeﬁ and in conform-
ing to industry and community wage rates.>3 Though these
comments are of a more general nature, they are Very
applicable to industrial relations within B.C.'s plywocd
industry since 1959.

There are numerous secondary benefits which
job evaluation has provided for the plywood inéustry,
including:

(1) a plan to encompass changes in the-
production process as automatlon and
technology increase;

(2) industry standardization of jobs, work
practices:

(3) a means to measure production flow and
" recovery--important to management;

(4) the basis for job description, tralnlng
programs, supplementary research.

Many of these topics will surface again in

examination‘of sawmill evaluation. At this point, the

53John Houston, Job Evaluation Seminar, May 1972,
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writer believes it is reasonable to conclude that job
evaluation has indeed prcvén.a worthwhile technique in
lébourvmanagemeﬁt relations. I would qualify that by
adding plywood reéreéents only one experience with »
~evaluation and that in conjunction with a study of
éawmill evaluation, a more.comprehensive and representa-

tive conclusion will be reached.



CHAPTER VII

SAWMILLING IN B.C, - PRESENT STATUS

As é prelude £o the introduction of job évalu-
ation in the sawmilling sector of the forest industry in
‘B.C.,vit is appropriate to examine "the state of the
art™ td try and understand the numerous and diverse
forces to.which job evaluation has attempted to respond
in the'Southerh_Interior.' | _

A detailed report on the industry was published
by the B.C. government's Department of Industrial Develop-
ment, Trade, and Commerce in which David Cartwfight of.
the Economics and Statistics Branch interpreted events
in the industry to 1971. A review of\Cartwright‘é
report in the British Columbia Lumberman® provides the
basis for this section of the dissertation. Cartwright's
study is supplemented by a number of tables compiled by
Ralph D. Scott, Research Economist, IWA (Portland, Ore.),

which follow at the end of this chapter.2

l"Governmént Report Reveals Sawmill’'s Past and
Future, " reviewed in British Columbia Lumbe-zzn, Vol, 537,
No. 1, January, 1973, pp. 31-32.

2Ralph D. Scott, “Technological Change in the
British Columbia Forest Products Industry, " Speech deliv-
ered to: I.R.M.A. Convention, Harrison Hot Springs, B.C.,
February 22, 1973.
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- PRODUCTION OF MAJOR FOREST INDUSTRIES

1971 ACTUAL AND 1975, 1985 FORECAST

Product

Lumber

Plywood

All.Wood Pulp
Kraftng;p
Other

All Paper &
Paperboard

Newsprint

: Other

Units

Million f.b.m.

Million Sg. Ft.

(3/8")

Thousand
??ousand
Thousand
Thousand
Thousagd

Thousand

Tons

Tons

Tons

Tons

Tons

Tons

1971
Actual

8,970.4
1.873.6
4,767.5

3,276.6

1,490.9

1,910.4
1,393.6

516.8

1975

1985

Forecast

(% increase)

10,000
(11.5)

2,200
(14.8)

5,800
(17.8)

4,000
(18.1)

1,800
(17.2)

®1,300

. (=47.0)

1,600
(12.9)

700
(26.2)

13,200
(32)

3,000
(26.7)

8,000
(27.5)

5,400
(25.9)

2,600
(30.8)

3,100
(58.1)

2,050
(22.0)

1,050
(33.3)

Source: British Columbia Lumberman, January 1973.
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Possibiy tﬁé most important problem facl-mz zh=
sawmilling industry today is increasing costs. B.C.'s
forest industry is faced with the need to remain competi-
tive in world markets and is therefore not necessarily
able to pass.on'in¢reased costs. Strong éompetition
from substitute proaucts could displace lumber in some
éf its traditional markets if the price of lumber
continues to increase relatively faster than the price
of competing products. The industry_continues to expand
rapidly; with the majority of the development taking
place in the Interior Region. The trend towards more
'intéhsive uﬁiiizatioh of the timber resource has a%%
ready begun and the future will continue to witness its
developﬁéﬁt;A Increased utilization of small timber
will occur, while species such as balsam, hemlock and
hardwoods, (which to date have been generally considered
to be of lower economic value), will also enjoy greater
demand.3

There is room for development in the sawmill’
industry if substantial amounts of capital can be
| located. Proépéctiye investors will generally locz=z:e
in the northern portions of the province for thza=z is

the area which retains the greatest potential Zcr saw-

3ugovernment Sawmill Report, " p. 21
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ﬁilling development. .Capital and repair expendit::e

in the saw and planing mill industry (so-called because
Statistics Canada uses that terminology) increased from
$41.6 million in 1961 to $115.8 million in 1970. Of
this, a'183 per cent increase in sawmill and planing
»mill expenditure between 1968 and 1969 consisted bas- .
ically of large capital outlays in both new mills and.
new machinery. When the industry begén adapting to
allow handling:of large volumes of small logs resulting
from implementation of close utilization policies
'_required by government, wholesale changes in the scale
of operations occurred. Since the policy is not
expected to change drastically and mills are still
édééting to the new situation, capital and repair
expenditure is likely to remain at current levels in
the imﬁediate future.? One of the most important
changesvin the saw and planing mill industry is the
ﬁrend.towards mills capable of economically proces-
sing small diametered inventory. This can be accompl{shed
by sawing a large number of logs, quickly and efficiently.
The implications of this trend for job evaluation are
tremendous, as will be discussed later when a st=I- of

factors, degrees, etc. is undertaken.

41pid.
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In the future, it is expecfed that the =.C.
saw and planing mill industry will continue to de?elop.
implementing sophisticated means to maximize profits.
Present day sawing techniques and practices will be
improved and modernized while automation continues--
~ especially in the labour intensive operations. Use of
equipment like computers, iaser beams, and high speed’
-water jets are becoming accepted components for future
sawmills.” |

Substitute pfoducts have replaced wood in
many instances because of wood's disadvantages:

(1) Random occurrence of natural defects

(2) non-isoptropic characteristics

(3) dimensional instability under different

, " moisture conditions

(4) high cost (of wood)

(5) substitutes have been aggressively marketed.

Mahufacturers of substitute goods have capital-
;ized on their products' capabilities and placed emphasis
on lohg-term and in-place maintenance costs rather than
initial material cost. Therefore, to maintain their
markets, lumber manufacturers are implementing aggressive
marketing programs and attempting to become more consumér

orientated.

Developments reguired include new tezhniguss

emphasizing the more efficient use of wood I construct.on

>1bid., pp. 31-32.
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and a diversification'of existing product lines. Thre
manufaéture of prefinished units in lieu of individual
products will provide higher returns on investment if
full utilizafion of technical and engineering knowledge
that has only been partially utilized to date in the
sawmilling industry can be effected.6 |
| In recent years, many of the smaller sawmills'
timber quotas have been consolidated allowing the
gsﬁéblishment of a féw large sawmilling complexes.
The process has led many manufacturers to integrate
“forward", toward the ultimate user, with the establish-
ment of manufacturer-owned wholesale and/or dealer out-
.lets, a trend which is expected to continue in the
future. A current example is the exéansion of Crown
Zellerbach Stores Ltd. into do-it-yourself retailing.

It is expected that the United States will
retain its position as the principal importer of B.C.
lumber, specifically dimension, or "two inch", thickness
lumber of structural quality. The implications of this
-demand will continue to reflect advanced technological
reguirements, making job evaluation even more critical
in establishing new wage criteria. Invdepth stufissz of

‘the United States' demand for timber products zzint <z:

6rbid., p. 32.
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that the needbfor sucthoods will increase substa=-ziz’l-
over the next several decades'(l971 U.S. lumber imports
from Caﬁada totalled 7.1 billion board feet, 77.7 per
cent of which came from B.C.).7
The advantages are not so apparent in B.C.'s
other market areas. Japan imports softwood lumber mainly
from Canada; the U.S., and the U.S.S.R. Over half of
 Japan's 1970 imports of this commodity were from B.C.,
.thoﬁgh ﬁhe‘U.S.S.R. could provide stronger competition
in the near futute.g During 1972-73, Japan experienced
a severe housing shortage causing heavy speculation
among Japanese lumber buyers in B.C., mainly in cypress
(yellow cedar). This demand is expected to ease off to
‘normal levels by the end of 1973. During 1970, the
United Kingdom imported softwood lumber from a'hﬁmber
of couﬁtries,'of which Sweden, the U.S.S.R., Finland,
Canada; and Poland were the most important. Approx-
ihately 90 per cent of Canada's lumber exports to the
United Kingdom were manufactured in.B.C., but strong
marketing programs will have to be maintained if B.C.

is expected to retain any of its share of this dizizish-

Lo 8 . ) L.
ing market. A Senate Review Committee travelled o

71bid.

81bid.



Europe in mid-Mafch, 1973, to assess the effect oI the
entry of the United Kingdom into the European Economic
Community. Thé results of that trip are unpublished to
date. However, it is safe to speculate that B.C.'s
position will not be undermined too‘seriously as éurrent
E,E.C._countries are not major suppliers.

' Not withstanding the problems of automation,
constriéting foreign markets, and heavier reliance on
the U.S. Atlantic Seaboard market, the sawmilling
industry is expected to maintain its dominant role in
the forest industries. Continued application of inten-
sive forest management practices and an increase in'log
production (direct relationship between logs and round-
wood prodﬁctioﬁ to saw and planing mill operations) can
bé expected."Forecasts indicate that the forest based
industries of B.C. will require 2.3 billion cubic feet
of roundwood in 1975, increasing to 2.9 billion cubic
.féet by 1985. Since under present standards of forest
management 3.4 biliion cubic feet of timber can be cut
annually, there appears to be ample raw material to
supply the forestvindustry in 1985. At that time the
industry is expected to produce 13.2 billion boarI =Zset
of lumber, 3 billion square feet (3/8") of plvwcod,

- -
v 3

€ million tons of all wood pulp, and 3.1 miliion ton

n

of all paper and paperboard9 (see table folliowing).

91bid.
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Capital Investment for Machinery and Equipment Per
Employee in the Wood-Manufacturing Industry, 1963-71

British Columbia

- : Investment Lo Mach. & Equip.
Investment for Mach. & Equip. Machinery & Investment

‘ Machinery & Investment Equipment I'ar Employee

Year Employment - Equipment Per Employee (1963 dollars) = (1unld dollars)
1963 35,300 $23,100,000 $ 654 : $23,100,000 $ 654
1964 35,700 25,500,000 . 714 24,500,000 . 684
1965 36,900 S 32,900,000 892 30,400,000 823
1966 37,300 24,000,000 . 6u3 21,500,000 576
1867 34,800 21,800,000 : 625 : 19,700,000 S64
1968 35,200 22,500,000 ° 639 20,300,000 576
1969 37,500 59,600,000 . .1589 52,400,000 1,397
1970 36,600 56,900,000 f 1555 47,800,000 1,306
13871 ‘40,000 71,800,000 1795 58,500,000 1,462

Sources: Private and Public Investment in Canada, Statistics
Canada and Department of Industry, Trade and Commerce, 61-205.
Review of Employment and Average Weekly Wages and
Salaries, DBS, 72-201
Prices and Price Indexes, Statistics Lanada, 62-002, _
(Implicit Price Index for Machinery and Equlpment, gross .
fixed capital formatlon)



Capital Investment for Machinery and Equipment Per
Employee in the Wood-Manufacturing Industry, 1963-71

Canada
" Investment for Mach. 8.Equip.
Investment for Mach. & Equip. Machinery & - Investment

Machinery & . Investment : Equipment Per Employee

~ Year "~ Employment _ Equipment Per Employee (1963 dollars) (1963 dollars)
11963 75,800 | $ 38,000,000 . $ 501 $38,000,000 $ 501
1964 78,500 45,500,000 ' 580 43,700,000 556
1965 80,100 49,500,000 618 45,800,000 571
1966 79,800 48,500,000 613 43,800,000 548
1967 76,400 48,200,000 - 631 43,500,000 569
1968 76,500 52,600,000 688 47,500,000 : 620
1969 79,800 95,200,000 1,193 ‘ - 83,600,000 1,047
1970 76,300 101,500,000 1,330 85,200,000 1,116
1971 82,300 - 112,900,000 1,372 92;000,000 'l,ll7

Sources: Private and Public Investment in Canada, Statistics
Canada and Department of Industry, Trade and Commerce, 61-205.
Review of Employment and Average Weekly Wages and
Salaries, DBS, 72-201
Prteon and Price Indexes, Statistics Canada, 62-002,
(tmptirit Price Index for Machinery and Equipment, gross
I bl capital formation)

RDG: FF

h9



65

Estimates of Primary Forest Production, 1963-71
' (100 solid cubic feet)

Source: Canadian Forestry Statistics, 1970 Statistics Canada, 25-202, p.

Annual Report 1971, British Columbia Forest Service, p. 88.

British Change from Change from
Year Columbia Previdus Year Canada Previous Year
1963 © 14,734,230 - 35,230,100 -
1964 15,145,950 + 2.8% 36,269,850 + 2.9%
1965 15,331,130 + 1.2 36,606,690 + 0.9
1966 10,024,370( + u.5 38,490,190 + 5.1
11967 115,725,990 - 1.9 37,984,460 - 1.3
1968 - 17,024,550 + 8.2 39,726,310 + 4.6
1969 18,900,520 +11.0 43,039,560 + 8.3
1870 19,326,280 + 2,2 42,878,300 - 0.4 -
1871 19,970,810 + 3.3 N/A
Average Annual Change + 3.9% + 2.9%



Year

1963
164

1965 -
11966

1967
1968
1969
1970

1971

British

Columbia

6,734,071
7,095,282

7,449,485

7,319,108

7,109,794

. 7,811,139

7,695,606
7,763,500

8,970,400

Average Annual Change

Source:

Lumber Production, 1963-71
(thousands of board feet)

- Change from
Previous Year
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The Sawmill Industry of British Columbia,
Government of the Province of British Columbia,
October 1972, p. 6h.

Canada

9,877,326
10,355,703
10,815,355
10,599,475

10,329,425
11,351,449
11,538,269
11,301,260

12,777,903
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Logging T-ployment, 1963-71
Prciuction Workers

British . Change from R Change from

Year ’ Columbia - " Previous Year . Canada Previous Year
1963 15,604 - 53,921 -
1364 15,936 v + 2.1% 55,882 + 3.6%
1965 : 16,299 + - 2.3 53,992 - 3.4
1966- 15,329 - 5.8 54,317 ) + 0.6
1967 14,846 - 3.1 51,004 - 6.l
13868 15,265 + 2.8 45,187 - - 11.4
- 1969 17,241 + 12.9 46,847 + 3.7
“1970 . 15,884 - 7.8 Ly, 814 - 4,3
1971 N/A ' N/A
Avefége Annual Change . -+ 0.5%. - 2.5%

Source: Canada Forestry Statistics, 1970, Statistics
Canada, 25-202, p. 10.



1A WoodAProducts Manufacturing Employment, 1963-71

bBritish ' Change from Change from
Year Columbia Previous Year Canada Previous Year
.1963. : © 35,300 - ' 75,800 -
laosy 35,700 + 1.1% 78,500 + 3.6%
1965 36,900 C + 3.4 80,100 + 2.0
1966 ' 37,300 + 1.1 79,800 - 0.4
1967 34,900 - 6.4 76,400 + 4.3
1968 ‘ 35,200 + 0.8 76,500 + 0.1
1969 37,500 + 6.5 79,800 + 4.3
"1970: » 36,600 - 2.4 76,300 - L.uy
1971 40,000 + 9.3 82,300 + 7.9
 Average Annual Change + 1.7% . + 2.2%

Source: Review of Employment and Average Weekly Vages and Salaries, DBS, 72-201.



With this background in mind, attenticz z=-
- now be focused on job evaluation as it has been applied

in the sawmills of the Southern Interior.
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CHAPTER VIII

SOUTHERN INTERIOR SAWMILL JOB EVALUATION: HISTORY

At the urging of Wyman Trineer, 2nd Vice-
Pfesident of I.W.A. Regional Council No. 1, a study was
commissioned in.l967 to determine the feasibility of
implementing a job evaluation program in Interior saw-
mills. 'Subsequently, Pacific North West Consultants
Ltd., (Lorne A. Fingarson, Managing Director) were
retained to design and install the program. The initial
report submitted by(Fingarson examined the overall
operations of ihterior sawmills, but established no
benchmarks for either jobs or plants. Management was
sympathetic towards such a plan if the piomise of wage
discipline at a reasonable price was found to be
practical.10 |

| The approach taken was to use three interview

"teams comprising'one union member aﬁd one company member
pér team. The job of these teams was to complete a JOB
- STUDY RECORD, which was a type of questionnaire :i=—Tzlving

completion of the front page with management, tzsxz 2 72D

‘ 101,0rne Fingarson, interview with the writer,
¥arch 1, 1973.
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ihterQiew with an incumbent selected for each joz
classification. Upon completion of the study record,
management was given the opportunity td comment on the
statemenis made by the incumbent. Union and management
were in agreement that management should have the last
word wifh respect to the job study record. This resulted
in a completely reconciled jdb study record being for-
warded. to two evaluators, one from each side, for final
grading and rating.ll

Initially progress was slow but it was proved
that as the interviewers become more experienced, a team
of two men could complete 40-50 job study records in
approximately 8-10 days; Fer instanée,‘a‘medium’sized
mill has about 25 production classificétions, in which
case the interviewers would be out of that operation
within 5 days. Interviews were generally conducted
on shift time and if a man could only be interviewed
on night shift, then he was brought in 30 minutes early,
and in special circumstances the interview was conducéed
ét night. An interview normally took about 20 minutes--

certainly no more than 30 minutes.12

-

Since, in the Southern Interior, jok —iti=s

were reasonably standard due to the close wcrxing

llJohn Houston, Sawmill Job EvaluaZicn Seminar,
May, 1972, p. 7.

121pia.
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relationship the‘compahies enjoy through their Assccia-
tion (I.F.L.R.A.), iob classification was not as large a
-problem as might have been expected. Nonetheless, there
were still glaring examples of misuse of job titles,
i.e., many'opérations used the title Chipber Operator,
ophers used Chibﬁer Attendant.b Under the'plan, a Chipper
Operator usually had some responsibility for chip quality
and almost certainly changed the chipper knives. There-
fore, updn éompletion of the plan,vthe operator may have
become an attendant and vice versa. This was not an
indication of interference with job content: it meant
simply that in analyzing job content the function was
béing re-defined, while management retained its peroga~
tive with regard to job content.13

" In accordance with the terms of the 1969
cdntfactv(the plan.had not been started in the interim,
1967-69), a join£ committee, including members of the
Interior Forest Labour Relations Association (I.F.L.R.A.);
the_Northern Interior Labour Association (N.I.L.A.), and
the International Woodworkers of America (I.W.A.), was
formed and undertoock the responsibility for the develop-
ment of the sawmill job evaluation plan. An init:-z’ step

in this development, preceding the introducticz &I

13tpida., p. 8.
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interview teams into the field (as descfibed abc—z’
was made during 1969, with the agreement upon a set
of administrative procedures.

Thesé procedures established_committees,
described their functions, defined the.scope of the plan
“(to include all production workers, but exclude trade
categories), and spelled out the appeal procedure. ‘Most
significantly, provision was made for the involvement
of union local business agents and the local plant
management in determining the facts relative to job
content, and establishing the need for reevaluation.

' In December of 1969 initial steps were taken by the
vc0mmittee~tp establish a JOB EVALUATION MANUAL, and the
ﬁecessary documentation for recording job content.14
Detailed examination of the manual follows in a sub-
sequent section.

Folléwing completion of the job studies by
the three interview teams, two evaluation teams were
charged with the responsibility for final gradings ané
'ratings. Repfesenting the I.W.A. were Lorne Fingarson
) and Maurice Walis: for the I.F.L.R.A., John Houst==

and Rory Gillies. Walls and Gillies did the prs_izi-ar

1410rne Fingarson, Interim Report c¢m Sawmill Joo
Evaluation in the Interior Locals of BE.C., August, 1970,
p. 1.




evaluation work with Fingarson and Houston finali:iﬁ;

15 e majority of this work was carried out

matters.
in Oetober-beember, 1971, due to a deadline aiming at
completion of the plan by becember 1, 1971, in order
to have the plan working by January 1, 1§72. .This had
been preceded by join£ committee work in late 1969 and
early 1970 to resolve certain technical difficulties
after which the way was paved for the two evaluating
teams. The joint committee at that time was composed
16

of:

I.Ww.A. (1) Lorne Fingarson (Pacific Northwest)
(2) Tony VanderHeide - Evaluator

I.F.L.R.A. (3) Bill Fisher (Stevenson & Kellogqg)
-~ °  (4) John Houston -~ Evaluator -

Their wofkfievolved establishment of kenchmark jobs and
plants{ intensive study of a sample plan, and testing in
selected‘locations regarding installation on a temporary
ebasis.17

By January 1, 1972, some 45 sawmills were
implementing job evaluation. The joint committee, wigh
tﬁo evaluators from each side, has made several refine-

ments since that time. It is expected that by azzii,

1973, 50 sawmills will have evaluation operatic-zl.

15iaurice Walls, Interview with the wWriter,
March 2, 1973.

161,0rne Fingarson, Interview with the Writer,
March 1, 1973.

171piq.
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On Aprii 1, 1973 "the bulk of the work-load begirs é;ai:
with a wholesale re-examination of the system."l8 A3di-
tionally,(ih December 1972, and January 1973, certain
categories‘were revised to decrease the incidence of red
circles_and eétablish a more acceptable tolerance level.

'Specifiéélly; some forklift and heavy log-loading equipment
operators had-théir rates revised upWards to make them
competitive with those in the construction and pulp and
-paber industries;

Unfortunately, the Northern Interior, which had
a study clause regarding job evaluation inserted in its
1969 contract, rejected e&aluation outright in 1971. it
was muﬁually deéided by the Northern Interior Lumbérﬁen's
Association (N.I.L.A.), now célied the North Cariboo
Lumbermen's Association, and the locals of the I.W.A.
that such a program would be too costly to administer.
Both sides feared that the plan would tie them.to the
Southern Interior Sawmill Job Evaluation and its resultant
lower historical wage pattern. It has been estimated ’
19

 that if evaluation had been introduced, 35% red circles

would‘have resulted (against 19% red circles in tr= South).

18Tony VanderHeide, Interview with t-z wWriter,
March 1, 1973,

19vaurice Walls, Interview with the writer,
March 1, 1273.
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The I.W.A. éubmits thét maximum tolerance is normaily
betweenv8f10%.20 No explanation was given to substantiate_
this ététement, but I suspect that it was just typical
unicn.“hot air". To my thinking, the 19% red circle rate

in the Interior was not excessive. Indeed what would be
the purpose of job evaluation if revision of wage rates»
didn't produce such discrepancies? Closer inspection of
the Job Evaluation Manual in the next two chapters will

cdntinue to broaden the historical perspective.



CHAPTER IX

SOUTHERN INTERIOR SAWMILL JOB EVALUATION:

DEVELOPMENT OF THE MANUAL

'In an original study'of the industry inll967
(see Fingarson's Interim Réport), a series of factors
were suggested fér inclusion in a sawmill evaluation
plan. The factors proposed at the time differed
significantly-in both content and weight from those found
in the'plywood'job evaluation plan, and deviated from
those psgd_bg f,I.R.Ain their”proposeg evaluation of
sawmiiléTo;'thé4C6$st.'“Through dif ficult and persistent
negotiation, the Sawmill Job Evaluation Committee, with
the assiSﬁance of the evaluation personnel from both
industry and the union, were able to establish early in
13970 the factors and their definitions to be included
in the sawmill évaluation plan for the interior.
A comparison of the original factor titles
With those established by the Sawmill Job Evaluation
Committee:indicateé that the final selection of fazzz—=
approximates Very élosely to the criteria estakbliszred

in 1967 (see table).

(r



- Original Factor Titles
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Agreed Upon Factor Titles

1. Specialized Ttaining ' 1.
2. Job Training 2.

- 3. Judgment 3.
4. thsical Co-ordination 4.
.5; Physical Effort | 5.
6. Recovéry Responsibility 6.
7. Production Responsibility 7.
8;‘Equipment Responsibility 8.
9. Supervision 9.
10. Working conditions 10.
(a) Weather 11.
. (b) Noise 12.
(c).Hézardsv 13.

Source: Lorne Fingarson,

Job Knowledge

On the Job Experience
Manual Skill
Physical Effort
Visual Effort
Judgment

Lumber Recovery
Production Flow
Equipment

Safety of Others
Contacts With Others
Persénai Hazards

Personal Discomforts

"Interim Report on Sawmill Job

Evaluation in the Interior Locals of B.C.",

August, 1970, p. 2.

of partiCular importance in the selection of

- the factors is the inclusion of Lumber Recovery, Produc-

tion Flow, and Equipment, since these areas have been a

constant source of difficulty in the plywood evaluation

plan.2l

In order to test the validity of the

selected in application, and to develop samplz o

s T e

21Fingarson, "Interim Report," p. 2.
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upon'which to base the subsequent weighting of the plan,
83 jobs were graded in five different plants. At the

' same time és the grading procedure was carried out,
-appropriate fact gathering procedures and documentation

were developed. The plants studied were :

(1) Kootenay Forest Products Nelson
(2) Grand Forks Sawmills Grand Forks
(3) S.M. Simpson (Division of Crown Kelowna
- Zellerbach)
(4) Federated Co-operative Canoe
(5) Alexandra Forest Products McKenzie

In addition, brief surveys were carried out
at Merrill Wagner in Williams Lake and-Buikley Valley
Eorest Produéts at Houston. Limitation of time permitted
-the complete study of only one of the five plants, namely
Grand'Forké Sawmills.. In the other plants sample jobs
were selected to cover the entire range of activities
. that take place in a sawmill.

Subsequent gradings proved that, for the purposes
of developing comparative cost information throughoutcthe |
"~ Southern Interior, the basis used to develop the original
éost estimates during the 1970 negotiations (Grand Forks
~Sawmi1ils) was not truly representative., This kzz:= was
£he number of men per category working on a ons cdav soift
~ as observed during evaluation tours. This cz=z=tT was recre-
sented as .the increased labour cost which izplementing
job evaluation was expected.to incur. This basis was

' chosen to determine the overall effects on productivity



bybintroduciﬁg ihe scheme. It was expected that —=:i=
cost would be moreqthan offset by productivity gains
althdugh no supporting calculations were made.
| As a résult of this evaluation, Grand Forks,

with a total of GO‘meﬁ iﬁ all categories, produced a
cost of 6.2¢ per hour per man, and a total of four red
-circles, or a 6.7% red circle rate. Of the total of
60 men, 50, or 83.3% received increases and 6 jobs
remaihedpunchanQéd. A summary of the results for each
union local by mill, and a summary of the results for
the entire Southern Interior region follows in  tables.
| Hindsight-has shown that perhaps Balco Forest Products

' (Kamloops), with a total of 70 men in all categories,

a cost of 4.7¢ per hour per man, and a total of 22 circles

or a 31.4% red circle rate would have been a better’
choice for devéloping the comparative cost information.
of Fhe total of 70 men, 46,'Qr 65.7% received increases
and two jobs remained unchanged at Baléo.22

It was found, as a résult of these studies,
‘that the selection of factors was appropriate, their

definition or grading structure was applicable, ané =he

general scheme of data collection was practical. The

2o o

22l,orne Fingarson and John Houston, “Zzport on
Final Gradings in the British Columbia Soutre*n Interior
Sawmill Evaluation Program”", December, 1971, . 2.
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SUMMARY OF GRADING RESULTS

SAWMILL JOB EVALUATION

SOUTHERN INTERICR

81

! Total |

i

,'Local No. Increases | Red Circles | No Change Average
Men | No. % INo. % | No. % 1} ¢/Hr/Man
Local 1-417 - Kamloops 613 367 | 59,9143 23.3| 103} 16.8 4.v3
Local 1-423 - Kelowna 591 440 | 74,51 71 12,0 8‘0 13.5 5.4
Local 1-405 - C'I-'anbrook 531 350 | 66.0 {118 22. 2 63 11.8 4.4
TOTAL SOUTHERN INTERIOR 1738 | 1157 | 66.7 | 332 19.1} 246 | 14.2 4.7




' SUMMARY OF GRADING RESULTS -

" SAWMILL JOB EVALUATION

LOCAL 1-417 - KAMLOOPS

Com. o I’ng.lal Increases |Red Circles | No Change | Average
No, ~ Company Men |No. % {No. % No. | % ¢/Hr/Man.
101 B‘alcov Forest Products- 70 | 46 |65.7] 22 | 31.4] 21| 2.9 | 4.7
102 Savona 'i'imber Co. (Evans) 47 12 |25.6] 13 {27.7| 22 |46.7 | 2.3
103 B.C. Interior 67 | 36 |53.71 51 7.5| 26(38.8 | 4.6
104 Monte Lake Lumber (C.Z.) 47 | 40 |85.2| 2: £3] sli.5] 7.2
105 K. P,Wood Products, Merritt 34 26 | 76.5| 5 '14.7 3| 8.8 | 3.7
106' Clea‘rwater Timber—Séwmﬂl - 32 17 53.2 15 | 46,8 - - 2.5
107 Clearwater Timber- Planer 24 | 15 |62.5| o f£37.5 - - 3.2
108 Nicola Vélley Sewmills Ltd. w6 |33 (78| 7li2| 6130/ s
109 Clearwater Timber-Vavenby 45 | 30 |e6.7| 15 L 33.3{ -| - 2.7
110 K.P.Wood Products, Avola 46 | 29 |es.1| 8117.4| 9l19.5] 5.2
111 O'Neil Devine 20 8 (40,0 7350/ 5 95.0 | 2.5
112 Federated Coéperatives 62 | 35 |56.5| 23 | 37.11 4 64 | 4.3
13.5 Tappen Valley 30 21 70.0 21 6.7 T | 23.3 5.7
115 Commercial Lumbeero; (Evans)l 43 | 19 |44.2 | 10 {28.2 ¢ 12, 32.6 2.2
"
TOTALS 613 [367 |59.9 | 143 |22.3 i 103 | 16.8 | 4.3

v § - .
A IR R A e R o N AT ST o S SR SR B
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SUMMARY OF GRADING RESULTS

SAWMILL JOB EVALUATION

LOCAL 1-423 - KELCWNA

Total v _ .
Com, No. Increases |Red Circles | No Change | Average
No, Tiz=zeay Men |No. % INo. | % No. | % ¢/Hr/ 28
201 Crown Zellerbach ~Falkland 10 8 | 80.0 2; 20,0 - - 5.1
202 Crown Zellerbach-Armstrong 27 19} 70,3 5| 18.5| 3j11.2]| 5.7
203 K,P.Weod Products, Lumby 38 34 89.5 1 2.6 3 7.9 7.2
204 Crown Zellerbach~Lumby 45 | 33 73.4 51 11.1 7 115.8 | 6.1
205 Riverside Forest Products 25 | 22| ss.0] 1| 40| 2| s.0| 8.2
206 S & M Timber 4 4 {100.0 - - - - 11.1
207 Crown Zellerbach-Enderby 31 26 | 83.9 1y 3.2 411i2.9 5.6
209 C.Z. - Kelowna Lumber 7 54 70.2 9! 11.7 14 § 18,1 4,8
210 Nortawocd Properties Penmill 33 29 87.9 1} 3.0 3¢ 8.1 5F
| . , |
211 Nortawood Properties (OLD) ‘
Western Pines 40 31 77.5 "6} 15.0 3 7.9 5.0
212 Boundary Forest Products,G.F.| 60 50 83.3 4| 6.7 6} 10.0 6.9
213 Boundary Forest Prcducts-
Midway 65 35 53.8; 23| 35.4 7310.8 1 4.7
215 Yellow Lake Sawmills Ltd. 12 10 83.3 - - 2167 6.7
216 Northwood Properties (NEW)
Western Pines 48 35 72.9 4 8.3 911881 5.1
2\517 Greenwood Forest Products 22 11§ 50.0 3| 13.6 81 36.4 6.9
218 Northwood Properties, _ : ‘ : _ A
O.K, Falls 54 32 72.3 6} 11.1 91 16.6 4,8
T2T4LS 591 |440 | 74.5| 71| 12.0] 80| 13.5| 5.4
-rion oeed Couabar “ort, Tec. 1271




SUMMARY OF GRADING RESULTS

SAWMILL JOB EVALUATION
LOCAL 1-405 - CRANBROOK

Total
‘Com, No. Increases Red Circles |} No Change |Average
No, Company Men | No. % |No. % No. | % ¢/Hr/Man
'301 Triangle Pacific Forest Prods, | 66 42 | 63.7] 15 {22.8 | 9 |13.5 3.9
302 Glenmerry Sawmills Ltd. 27 | 20 | 74.2] 31,1 | 4 |147 | &.6
303 Hearn 26 19 73.2 - - 7 26.8 9.2
304 F.R.Rotter Lumber Co, Ltd. 25 24 96.0 - - 1 4.0 10,2
305 Crow's Nest Industiries Litd. 55 32 58,2 22 | 40.0 1 1.8 2.6
366 Galloway Lumber Co. Ltd. 38 21 53.8 12 | 30.8 6 {15.4 4.0
308 Kootenay Forest Products Lid. 71 46 64.8 15 1 21.2 10 14.0 3.3
309 Revelstoke Sawmill (Radium)Ltd] 42 28 | 66.7| 13 (81,0 { 1 | 2.3 4.7
312 Crestbrook Forest Producfs -
~ Cranbrook o T4 46 62.2 17 123,06 {11 14.8 3.9
313 Crestbrook Forest Products - »
Canal Flats 69 44 63.8 17 | 24.7 8 11.5 | 3.4
314 Crestbrook Forest Products -
Parsons ' 37 28 75.7 4 {10.8 S 13.5 4.4
TOTALS : 531 350 66.0 1-18 22,2 = 11.8 4.4
311 Columbia Cellulose - g0 32 35.6 44 1 43,8 |14 15.6 1.5

o
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weighting of ﬁhe faétors was carried out by two consuli-
tants; the effects'of‘application of the results to the
83>jobs were reviewed in detail with members of the
committee and final adjustments were then made by the
conéultants. Factors and their definitions, and the
'appropriate weightings were approved in final form by
thé Sawmill Job Evaluation Comﬁittee in June, 1970.23

| It shouldbbe pointed out that this procedure
of_joint‘developmént of a job evaluation manual between
indué;ry and a union is of considerable‘significance in
the field of wage administration. It should be further
noted that the manual represents a dramatic step forward
in the design of job evaluation plans, since the structure
of the selected factors permits considerably more flex-
ibility in weighting than that available in most other
jobbevaluation plans.

Ih July, 1970, the Sawmill Job Evaluation

Committee undertogk the difficult negotiation task of
establishing apprdpriate job groups. The initial pro-
posél by the industry was a structure of 12 job groups,
whereas the original position of the union members was

23 job groups. A total of 19 job groups was eventiz_lv

avrroved by the committee, with dividing points = oweer

-23Fingarson, “Interim Report," p. 3.



groups selscted to permit greater discrimination among

ichs at. th= lower end of the scale than at the upper

i
fh

of ths scale. Since the méjority of jobs fall at
T2 Iz-=T end of the scale, such a job group structﬁre
will Zave the effect of spreading the jobs further along
the wage scale or higher above the base rate. A
comparison of the percentage distribution of jobs above
the base rate prior to evaluation, with that after
evaluation follows on the next page. |

For purposes of analysis, jobs were grouped
by wages then being paid (1970) in groups which com-
pared directly with the established point structure
of the job groups. The wage figures however, did not
represent agreed upbn wage rates for the job groups
but were rather an analytical grouping to demonstrate
the impact of the evaluation procedure. The table does
not take into consideration the actual wages negotiated

for each group. Irrespective of these final wage rates,

it is apparent that the valuation pfocedure significantly

spread the jobs out above the base rate.24

241pid., pp. 4-5.



}, Table

Distribution of 83 Test Study Jobs Befcrs

and After Evaluation

Before Evaluation

After Evalunation

% 1in Cumulative % in Cumulative

Job_Group or Equivalent Group % Group %
Below Base Rate | 1.2% 1.2% - -
Base Rate orvGroup 1 14 .5% 15.7% 9.6% 9.6%
Group 2 or $2.99-3.02  8.4%  24.1% 9.6% 19.3%
Group 3 or $3.03-3.07 14.5% 38.6% 9.6% 28.9%
Group 4 or $3.08-3.13 15.7% 54.2% 8.4% 37.4%
Gfoup 5 or $3.14-3.19 7.2% 61.5% 9.6% 47.0%
Group 6 or $3.20-3.27 6.0%  67.5% 10.8% 57.8%
Group 7 or $3.28-3.35 12.9% 79.5% 16.9%  74.7%
Group 8 or $3.36-3.43 7 .2% 86.7% 4.8% 79.5%
Group 9 or $3.44-3.51 3.6%  90.4% 3.6% 84.1%
Group 10 or $3.52-3.59  3.6% 94 .0% 3.6% 86.8%
Group 11 or $3.60—3;68} - 94 . 0% 4.8% 91.6%
Group 12 or $3.69-3.77  1.2%  95.2% 2.4%  94.0%
Group 13 or $3.78-3.86 1.2% 96.4% - 94 .,0%
Group 14 or $3.87-3.95 - 96.4% 1.2%  95.2%
‘Group 15 or $3.96-4.04  1.2%  97.6% - 95.2%
Croup 16 or $4.05-4.13 - 97.6% - 95.2%
Group 17 or $4.14-4.22 - 97.6% 2.4% TT.6%
Group 18 or $4.23-4.31 1.2% 98.8% I.2% 0 9B.E%
Group 19 or $4.32-4.41 1.2% 100.0% 1.2% 100.0%

Source: Lorne Fingarson, Interim Report on Sawmill Job

Evaluation in the Interior Locals cf B.C.,

Zugust, 1970, p. 5.
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A similar chart was developed for Grand fzzks
Sawmills, the bnly complete plant studied in the initial
stages. The movement of final wage rates, as is indicated
in the table which follows, is more dramatic, and since
this data represented a complete plant, it was thought
to be more indicative of the géneral'results to be

expected throughout the industry.



 Table

: Distribution of 35 Test Study Jobs a= =

[T S——
1

(N e

Forks Sawmills Before and After Evalu

Before Evaluation

After Evaluation

: : % in Cumulative % in Cumulative
Job Group or Eguivalent Group % Group %
'Below Base Raﬁe - - - -
Group 1 or Base Rate 22.9%  22.9% 11.4%  11.4%
Group 2 or $2.99-3.02  11.4%  34.3% 14.3%  25.7%
" Group 3 or $3.03-3.07 11.4% 45.7% 5.7% 31.4%
Group 4 or $3.08-3.13 C5.7%  51.4% 14.3% 45.7%
Group 5 or $3.14-3.19  25.7%  77.2% 8.6%  54.3%
Group 6 or $3.20-3.27 5.7%  82.9% 17.1%  71.5%
Group 7 or $3.28-3.35 5.7%  88.6% 11.4% 82.8%
. Group 8 or $3.36-3.43 2.9% 91.4% - 82.8%
Group 9 or $3.44-3.51 2.9%  94.3% 2.9% 85.7%
Group 10 or $3.52-3.59  2.9%  97.2% 5.7%  91.4%
Group 11 or $3.60-3.68 - 97.2% 5.7% 97.2%
Group 12 or $3.69-3.77 - 97.2% - 97.2%
Gr§u§ 13 or $3.78-3.86 - 97.2% - 97.2%
Group 14 or $3.87-3.95 2.9% 100.0% - 97.2%
Group 15 or $3.96-4.04 - 97.2%
Group 16 or $4.05-4.13 - 97.2%
Group 17 or $4.14-4.22 2.9% 120.0%
Source: Lorne Fingarson, Interim Report on Ssx=ill Jo=

. Evaluation in the Interior Locals cf =.C.,
August, 1970, p. 6.
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CHAPTER X

SOUTHERN INTERIOR SAWMILL JOB EVALUATION:

JOB FACTORS AND WAGE CURVE

| Thevjob evaluation plan for the B.C, Interior
sawmill industry was developed jointly between the
Industry and the respective Local Unions of Regional
Council No.'l, I.W.A. The related Manual, Wage Curve,
and Admihistraﬁive Procedures were negotiated to form
an integral part of the contract presently in existence
between the Parties. The plan is technically known as
a Factor Comparison-Points System and as such is admin-
istered jointly by an egual number of evaluators employed
respectively'hy the Industry and by the Union. The basis
of the plan ié formed by a personal interview with an
incumbent which results in a Job Study Record, completed
and reconciled jointly between the Industry and the
Union for each category covered by the plan. The purpose
of the design and the administration of the plan is to
determine the relative point value of an individﬁa; ~=b
category within a B.C. Interior sawmill operatizz Ix

-

comparison with other categories within that s-ecific

operation and in relation to comparable cateccries within



the B.C. Interior sawmill industry generally. T:o=
determination of these relative point values is the

joint responsibility of the afore-mentioned Evaluators

and is based upon:25

(1) "on site" observation of categories for
which completed and reconciled JOB STUDY
RECORDS have been submitted,

(2) application of the appropriate degree for

each of the factors contained in the

Manual. :

The factors contained in the Manual are thirteen
in number (as opposed to eleven in plywood) and fall into
four major groupings as follows (the same as plywood):26
" A. Knowledge and Skill

B. Effort

C. Responsibilities

D. Job Conditions .
However, the relative weightings of the Interior sawmill
plan deviated significantly from those of plywood:

Plywood Interior Sawmill

A. Knowledge and Skill 34.3% 20.1%
B. Effort 21.6 16.8
C. Responsibilities 34.3 56.7
D. Job Conditions 9.8 6.4
100.0% 100.0%

By greatly increasing the emphasis on the

Responsibility factors, specifically on Lumber ReToT=Iy

_ZSInterior Sawmill Industry Job Eval:-=zion Manual.
" December, 1971, pp. 1-2.
26

Ibid.
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and Production Flow, I believe the Southern Interior
Sawmill Evaluation has opened new doors in industrial
relations. Recognition that the yesponsibility for
increasing and/or maintaining Recévery and/or Grade,
aﬁd ﬁhatbthe degree of influence exercised by the job
function over interrelated job functions were important
factors, indicated to management that Job Evaluation is
a worthwhile technique.27 Provision to include such
preduction-related factors has to make Job Evaluation
more tolerable to management. |
Cn the other hand, de-emphasis of the Knowledge
and Skill factors, particularly Education, makes Job
Evalﬁation more écceptable to the Union. Most signifi-
cantly, it indicates to the writer that there is some
room for compromise and co-operatién in Job Evaluation
schemés. I wholeheartedly support this shift in philosophy
on both sides, and strongly recommend that the proposed
Coast Sawnill Job Evaluation program be rewritten and
revised incorporating similar changes.
Ip illustrating the groups and factors chosen

for the Interior Sawmill Evaluation, I have contrasted

them to the PlyWood Evaluation:28

: 2710rne Fingarson, Interview with ths w-iter,
Ncov. 18, 1972.

28plywood Industry of B.C. Job Evaiuzifion Manual,
amended August, 1971.

. Interior Sawmill Industry Job Evzluation Manual
December, 1971.
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A. Rnowledge and Skill factors which indicz==
a requirement for specific knowledge and
skill on the part of the individual who fills

the job.

| Interior Sawmill
Plywood Evaluation Evaluation
1. Education i 1. Job Knowledge
2. Experience 2. On~the-Jdob
3. Complexity of Duties Experience
4. Manual Dexterity ‘3. Manual Skill

I believe the Interior factors represent an
improvement over the Plywood scheme because they are fewer
in number, are more.épecific, and eliminate the general
categories of "Education" and "Experience".

B. Effort factors which take into account the
demands of the job in physical exertion and

in judgment as well as visual effort.
Interior Sawmill

Plywood Evaluation Evaluation

5. Physical Demand 4. Physical Effort

6. Mental and Visual 5. Visual Effort
Demand 6. Judgment

Retention of Physical Demand as a factor was a
sound decision for Interior Sawmill Evaluation. Marked
improvement was forthcoming by dividing Mental and Visual

processes.
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C. Responsibilities. The factors in this gzoup
appraise the responsibilities which are
inherent in the performance of the job.

Interior Sawmill

Plywood Evaluation Evaluation
7. Responsibility for 7. Lumber Recovery
: Supervision 8. Production Flow
8. Responsibility for 9. Equipment
the Safety of (a) Mobile
Others (b) sStationary
9. Responsibility for (c) Auxiliary

Materials, Equip- 10. Safety of others
ment, and Productsll. Contacts
(a) external
(b) internal
It is in the area of Respocnsibilities that the
Southern Interior Sawmill Evaluation Plan made the greatest
improvement over its predecessor. The category is more
specific, relates more directly to production, {(and there-
fore, to dollars and cents for management) and, is weighted
relatively heavier (56.7% versus 34.3%). Two criticisms;
I believe Safety should be a part of JOB CONDITIONS rather
than Responsibilities, and the factor "Contacts" is vague.
D. Job Conditions. These factors appraise the
conditions of the job from the worker's point

of view. The analysis is in terms of the
. disagreeable aspects of the job.

_ : Interior Sawmill
Plywood Evaluation Evaluation

- 10, Hazards 12, Personal Hzzz-is
11. working Conditions 13. Personal IZilscomicIzs

Again, I think Sawmill Evaluation is mare sceczific.,

Secondly, I agree that a relatively lower weichting (&8.4%



| versﬁs 9;8%) indicates more preparation was invcliweZ iz
ﬁianning‘the newer Job Evaluation program. Appendix III
‘describes the Interior Sawmill Industry Job Evaluation
'Maﬁualvahd it presents the job factors in considerably
more détail for the‘discerning reader,

The wage curve for Interior Sanlll Evaluatlon'
follows closely the format established by Plywood. How-
ever, it does have larger, more frequent increments.

The differentials between successive point grades are
foﬁr ceﬁts from’grade one to two, five cents from grade
two to-four, six cents from grade four to ten, eight cents
from grade ten to twelve, ten cents from grade twelve to
fdurteen, twelve cents from grade fourteen to seventeen,
and fourteen cents from grade seventeen to nineteen??

(see Point-Grade-Rate Chart and accompanying graph).

‘This plan was in effect a percentage differential

prggram, as the increments increased with the total number
of péints in order that greater skill jobs should have
increaséd money value relative to low-level jobs. At~
the time, neither side was willing to move to the per-
ceﬁtage increaserand break tradition with the histdrically
negotiated, across-the-board, equal money increzsss.

octirzzed

Recently however, the Celgar plant in Castlec== ne

[V ¢]

: 29interior Sawmill Job Evaluation Frogram: Point
Grade-~Rate~Chart, December, 1971,
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INTERIOR_SAWMILI, INDUSTRY JOB EVALUATION =3 05 2us

rd

POINTS

0- 80
81 - ;10
111 - 150
151 - 200
201 - 250
251 - 310
311 - 370
371 - 430
431 - 490
491 - 550
551 - 620
621 —"690‘
691 - 760
761 - 830
831 - 900
¢01.- 970
971 - 1040
1641 - 1110
1111 -

1180

POINT - GRADE - RATE - CHART

GRADE

1

10

11

12

13

14

15

16

17

18

19

RATE

Base Rate

Plus $0.04

Plus $0.09
Plus $0. 14
Plus $0.20
Plus $0.26
Plus $0.32

Plus $0.38

Plus $0.44

Plus $0. 50

Plus $0.58

Plus $0.66
Plus $0.76

Plus $0. 86

Plus $1.50
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a percéntage differential wage curve (average 2.23% .
‘which may have set a precedent for future Job Evaluation
plans to follow. | |
| | Since Plywood Evaluation no longer has to.
operaté. in isolation within the larger framework of
B;C.'s forest»iﬁdustr&, it becomes less important that .
the pqlicy for éstablishing differentials between groups
| should be essentially the same as that which governs
- differentials between jobs qf different levels in 1pgging
and sawmilling kqn thehéoast). It is my personal beliefﬂ.
that in the long run, the percentage differential and
percentage increase are more equitable and certainly
.more defensible. If the Union continueslto push for it,
' percentage differential will very likely be established

in the B.C. Coast Sawmill Evaluation Plan.3l

The following table illustrates the point range

and increments established from the most recent contract

negotiations:

T = T-l)
LT el

39Maurice Walls (Plywood Evaluator,
Interview with the Writer, March 2, 1973.

3lrorne Fingarson, Interview with t-e Writer,
March 1, 1973. '




POINT RANGE INCREMENTS

The point range and increments for the 20 groups are as follows:

Increment as ' _
Wage Points a percentage ‘Resulting Increment Resulting Rates

Group Range of base rate = July 1/72 July 1/73 - July 1/72 July 1/73
1 0-60 - - - Base rate Base rate
2 61-~-80 ' 1.00 ’ .04 .04 4,125 , 4.49
3 81-110 1.14 - .05 .05 4,175 4.54
4 111-150 1.28 .05 .06 - 4,225 4.60
5 151-200 1.42 .06 ‘ .06 4.285 4,66
6 201-250 1.56 .06 .07 4,345 4,73
7 251310 1.70 .07 .08 4,415 4.81
a8 311-370 1.83 .07 .08 4,485 4,89
9 371-430 1.97 .08 .09 4.565 4.98

10 " 431-490 2.11 .09 .09 4,655 - 5.07
11 491-550 2.25 .09 - .10 4,745 5.17
12 551620 2.39 .10 .11 4,845 5.28
13 521-690 2.53 .10 .11 4,945 5.39
14 691~760 2.67 211 .12 5.055 5.51
15 761-830 2.81 .11 .13 5.165 5.64
16 831~-200 2.95 .12 13 - 5.285 : 5.77
17 901-970 3.08 .13 . .14 ' 5.415 5.91
18 971-1040 3.22 .13 .14 , - 5,545 6.05
19 1041-1110 3.50 .14 .15 5.685 6.20
20 1111-1180 3.50 .14 .15 5.825 6.35

e T BV

Source: .ol llouston, I.F.L.R.A., July, 1972.
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CHAPTER XI

SOUTHERN INTERIOR SAWMILL JOB EVALUATION:

ANALYSIS

Aﬁ this stage the full impact of the application-
~of Job Evaluation to the sawmill section of the industry
in the Inﬁerior.is not apparent. By April 1,v1973; some
50 plants should be operating under the plan, but until
the plan is completely installed all the benefits will
‘not be apparent. Beginning on April 1lst, the first whole-
sale re-evaluation and revision begins to see if any job
factor, degrees, groups, etc. require a major overhaul.

In January, 1973, I.W.A. Evaluators and I.F.L.R.A.
Evalﬁators resolved the nagging problem of mobile equip-
ment by increasing the points total from 240 to 310. This
significantly reduced the red circle rate for the overall
Interior Sawmill Evaluation, and provided the first ré