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~ ABSTRACT

Since inception of the Manpower Consultative Ser-
vice in mid-1964 about twenty programs of'manpower adjﬁst-
'ment to technological change have been initiated under its
auspices, This report reviewed recent literature on man-

power adjustment requirements to provide a framework with-
in which to evaluate the effectiveness of the Manpower
Consultative Service in enhancing an active national man-
power pollcy. Selected cases were examined for any emer-
ging patterns amenable for use in future adjustment pro-
cedures; for strengths and/or weaknesses in the Service'e
methodology; and for providing an evaluation of the
achievements of the Service in its enhancement'of the
nation's manpower policieS; The examinatlion exposed'areas-
of weakness in the current rationale of the Manpower Con-
'sultatlve Service. Suggested improvements were recommen-
ded on the}basis of the-established framework,

| The findings of this report indicate that:

1. A broad pattern is identifiable from the case
studles that reveals the approach most likely to evolve
in the disposition of manpewer adjustment programs under
the auspices of the Manpower Consultative Service.

2, The program offered by the Service, analyzed in
the 1ight of this pattern, is unduly restricted in its
'range of applieability by virtue of its current method-
ology. Specifically,



(a)

(b)

(e)

(d)
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Advance notice of impending changes that will re-

sult in the diéplacement of workers 1s prerequis-

ite to the effective disposition of manpower

adjustment programs. .It cannot be left to the
limited efficacy of collective bargaining and will
be ventured by few firms caught up in an ever-
vincreasing-competitive environmeﬁt. Legislation

is required to provide for minimum advance notice
of worker lay-—off as a statutory right.

Current emphasis on joint labour-management co-
operation 11mits the range of applicability of the
Manpower Consultatlive Service and clearly duplic-
ates the current function of the Labour-Management
Consultation Branch of the federal Department of
Labour. This principle should be subordinated in
the Service's basic rationale such that it becomes
only a complementary function,

Co-ordination of the federal counselling, placement,
t;aining, retraining and mobility services has been
ineffective and inadequate. Efforts should be foc-
ussed on strengthening the co-ordination of these
services and priority given to theilr utilization
by actively promoting an atmosphere conducive to
manpower adjustment,

The research and/or committee chairmen of the Joint

Consultative Committees have evolved into third-
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party problem-solvers in contravention of the

principles of the Service and, apparently, fo the

detriment of a widespread use of its co=-ordinating

facilitles. A researcher's duties in the develop-

ment of an adjustment pian should be reappraised

and more élearly defined.
3. The basic rationale of the Manpower Consultative
Service 1s not clear and, therefore, its resulting imple-
mentation lacks organizétional commitment éo a discipline
that dominates its structure and processes, A revital-
ization and reorganization of the Service's basic ration=-
ale is required to promote the maximum utilizatlon of the
nation's manpower resourcés.

Examination of many aspects pertinent to the oper-
ation of the Manpower Gonsultative.Service was beyond the
scope of this report. A number of ﬁorthwhile areas for

further study have been introduced.
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THE MANPOWEH CONSULTATIVE SERVICE:
EXAMINATION OF A FEDERAL APPROACH TO SOLVING THE

MANPOWER ADJUSTMENT PROBLEMS OF TECHNOLOGICAL CHANGE

CHAPTER I
INTRODUCTION

"In twenty years, other things being equal, most of
the routine blue- and white-collar tasks that can be
performed by cybernation will be, People will have
begun to realize that, when it comes to logic, the
machines by and large, can think better than they.
Thus, cyberneticians will have established a relation-
ship with their machines that cannot be shared with
the average man, and those with a talent for work will
have developed it intensively from childhood. Some of
the remaining population will be engaged in human-to-
human or human-to-machine activities requiring judg-
ment and a high level of intelligence and training.

As for the rest, I can foresee a nation with a large
portion of its people doing, directly or indirectly,
the endless public tasks that the welfare state needs,
and that the government will not allow to be cyber-
nated, because of the serious unemployment that would
result., These people will work short hours, with much
time for the pursuit of leisure activities....

Because the cybernated generation must solve problems,
as now, mainly by other than mathematical-logical
standards,; the frustrations and pointlessness engen-
dered may evoke, in turn, a war of desperation; a war
to make the world safe for human beings by destroying
most of society's sophisticated technological base,
If the new logic is to resolve its problems it will
have to generate beliefs, behavior, and goals far
different from those which have been held to now and
which are driving us more inexorably into a contra-
dictory world run by the ever more intelligent, ever
more versatile slaves,"

'~ D.N. Michaell

1M1chae1, D.N. Cybérnation: The Silent Conguest.

Santa Barbara, California: Center for the Study of Demo-
cratic Institutions, 1962, pp. L46-47,
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I. THE IMPACT OF CHANGING TECHNOLOGY

In recent years a great deal has been expounded on
what life might be like and indeed will be like, in the
automated world of tomorrow. Mystics with their fascin-
ating speculations have gained a large following in to-
day's rapidly changing environment. ‘Norbert Wiener, one
of the first popular prophets in the computer field, has
polnted out that the potentialities of cybernation are so
unlimited that "they contain extraordinary implications

for the emancipation and enslavement of mankind."1

Mich-
ael suggests "that new andvprofound préblems presage
changes in the social system so vast that 1t will chall-
enge to thelr roots the current perceptions about the
viability of our way of life."2 And, J.I. Snyder, Jr.,
Co~chairman of the American Foundation on Automation and
Employment, Inc., hags stated that the doubters "have not

yet realized the broad soclological aspects of auto-

mation;“3 He suggests that these doubters are living in

_ lviener, N. The Human Use of Human Beings: Cyber-
netics and Society. Boston' Houghton Mifflin Company,
195i9 p' 1990

2Michael, D.N. Op. Cit., p. 1.

3Snyder, Jrey JoeI, "Industry's Human Responsibil-
ities in the Age of Automation". Automation and Social
Change, Conference sponsored by Ontario Government De-
partments of Economics and Development, Education, Labour
and Ontario Economic Council, Toronto, 1963, p. 153.
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a shroud of myths such as: automation will create jobs;
those losing their jobs to automation can be retrained and
put into other jobs requiring higher skills and paying
more money; large numbers of people will be put to work
running, building, and maintaining automated equipment;
and, workers displaced by automation in one pgrt of the
country can find work in other parts of the country.

While this type of prognostication provides ex-
citing reading, authors~iike Messrs.'Beaumont and Helf-
gott have chosen to discard the dramatic and emotional
from their discussions of actual experience in adjusting
to change. They suggest "that pessimism over the immed-
iate dislocations of change will not'halt technological
advances, for the problems of today are clearing the way
for the opportunities of-tomorrow."1

The paradox of the automated world forms in the
prodigious benefits that accrue from it and the defensive
actions that have emerged to impede it. Increasing tech-
nological change is inevitable, It is inevitable because
increased competition, more turbulent market conditions,
shorter temporal periods between discovery and use of
products and many other environmental conditions demand

it. Moreover, change 13 inevitable if the economic and

N lpeaumont, R.A. and Helfgott, R.B., Management,
Automation and People. Brattleboro, Utah: The Book
Press, 1964, Forward, p. vii. '
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social prosperity of each and every individual is to con-
tinue and to.increase.v Nevertheless, it has been accepted
that this growth and affluence is not without its attend-
ant costs. The problem of concern is that of minimizing
tﬂe'costs.-'Thus in time of plenty there is no need for .
the few to suffer undue hardship--neither is it feasible
to do so. If management is to continue its inexorable
drive towards effiC1ency it will requife conslderable
flexibllity and understanding from its workers.,

But technological change has been found to create
some uneasiness in most workers., There have been many in-
dications of direct resistance to innovation and change.
In general, however, worker attitudes have transcended the
limitations of direct resistance and competition and work-
ers have found that additional benefits can be gained from
controlling the pace of this awesome force.

Society, too, has seen the need to ensure that man's
ingenuity be employed to minimize the hardships associated
with technological change. Iﬂ striving to maximize the
use of human resources of a nation, increased emphasis has
been placed on the waste that accompanies unemplojﬁent.

In addition, the soclal consclence expected of large org-
anizations has made 1t'mora11y untenable for technoiogical
change to be introduced without regafd for the welfare of
each individual. The call 1s for new ideas to cope with

impending adjustments and a need to throw off the fetters
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of pessimism in or@er that problems can be analyzed objec-
tively. Change is a major part of any dynamic soclo-
economic system and progressive societies must manipulate
this change to pave the way for a more opulenﬁwfuture.

The challenge is somewhat formidable. It is obvious
that technological change can lead to worker displacement,
But only to tﬁe extent that specific responsibilities are
assumed byueach individual, union, company and government
can the co-ordination of manpower adjustment with techno-
logical change be planned to provide for levels of output

and efficiency attuned to the demands of society.
II, RESPONSIBILITIES IN THE TRANSITION

The emphasis of automation has been directed at the
imminent dangers of widespread unemployment. Academic
economists, business men, union leaders and government
officials have been arguing flercely over the degree to
which automation creates unemployment. The prevalent view
is that held by the demand deficiehdy school, which main-
tains that unemployment is a function of the growth of in-
come and aggregate demand., Thus, unemployment could be
reduced to the optimum level of approximately three per
cent by appropriate monetary and fiscal policy--tax cuts,
easler credit, more liberal depreciation allowances, and

the like--to stimulate business investment, consumer ex-
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pendltures and export tradel.

On the other hand, supporters of the structural
school maintain that a comprehensive, adequately planned
and financed manpower policy is required; thét is, mone-
tary and fiscal_policies,-pg£,§g,,are not sufficient to
reach the desired levels of employment; This view envis-
ages a large part of the unemployment as due to a dlispar-
ity between the structure of labour supply and labour de-
mand.,

In assigning responsibilitlies during the increasing
adoption of technological change it must be recognized
then that neither manpower policles nor collective bar-
gaining, or even both, can solve the concomitant employment
problems, The accepted primary requisite must be a govern-
mént polioy dedicated to suétainedjfull employment and
stable prices. Thus, productivity increases and increased
use of capital must be offset by government monetary and
fiscal policies to ensure full utilization of labour and
capital.

Beyond an economy geared to full employment, how-

ever, technological change can produce dramatic and diffi-

1Jamieson, S.,M. "Economic and Technological Change
in the Sixties -~ Implications for Manpower Adjustment, Dis-
cussion', Labour=Management Conference on Economic and
Technological Change in the Sixties. Ed, by Hall, Noel A.
Institute of Industrial Relations: University of British
Columbia, 1965, p. 86,
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cult worker displacement problems where the pace is too
rapid for normal demand processes to accommodate. Trying
to reduce the anticipated structural unemployment by means
of stimulating the aggregate demand for labour would lead
fq undesirable inflationary pressures and even then would
probably not solve the problemlo Indeed, the amount of
unemployment fesulting from Wbrker displacement'depends on
the degree of 1ntelligenc¢5 imagination, and compassion
brought to focus in solving the adjustﬁent problems.
Therefore, even if it is accepted that the aggregate level
of employment is determined by the aggregate level of de-
mand, the structural transformations that ocecur during
changing technology require special consideration to en-
sure a minimum of transitional diéruption°

E#eryone must bear some responsibility in minimiz-
ing the hardships passed on to the worker in adjusting to
changing economic and technological conditions. While
agreement is far from unanimous, an examination of modern
policies and procedures does indicate a fundamental rat-
ionale necessary to future progress.

A basie assumption in Canadian industry is the

acceptance of free negotiation as a means for solving the

1Crispo9 John H.G, "Summary Report on the Confer-
ence". The Requirements of Automated Jobs. North Ameri-
can Joint Conference, Washington, D.C., 1964, Paris,
France: 0.E.C,D. Publication, 1965, p. 26,
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complexities of lebour-management problems., Whereas there
has been strong agreement to the free bargaining approach,
' there has also developed an increasing awareness of a need
for more constructive and innovative ideas 1n collective
bargaining processesv Avid proponents of collective bar-
egaining see the problems of worker adjustment as almost
completely amenable to this negotiation approach. On the
other hand, criticism has bared its weaknessesl,

The individual enterprise is considered the primary
asent which must carry most of the responsibility for
initially meeting the need for manpower adjustment. Thus,
‘management is called upon to provide advance notice of im-
‘pending changes and to research its’ramifications based on
a Judioious combination of’productivity and human welfare,
Manpower planning involves the accurate forecasting of new
‘4>Job requirements, the analysis of the content of new Jobs
created and the development and iﬁplementation of retrain-
ing progrems for the new Jobsz;

The union plays a significant role in this process
by adapting'to and sunporting the manpower adjustment pro-

gréhs of the enterprise which are in the ultimate interest

1see Chapter 11, Limitations of the Process Section,
PP. 55=61., .

2Dymond, W.R. "Co-ordination of Active Manpower
Policy in the Enterprise with National Manpower Policy".
Paper presented to International Conference on Methods of
Adjustment of Workers to Technical Change at the Plant Level
in Amsterdam, Nov. 15th to 18th, 1966, p. 6.
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of its members. Increasing pressure has forced unions to
reassess old policies and practices in the light of new
situations, For example, declining union membershlip can
be correlated with increased demands for worker job secur-
ity. This praétice has impeded the worker's job mobility
:and COnsequently his chance>to-adjust.to changeso
- The role 6f government must‘be to harmonize enter-
prise manpower poliéies_and programs with national, social
and economic interests. If'the enterprise does not provide
forward-looking, well-=planned and constructive manpower
programs to ensure worker consideration, then national
manpower policy must provide for worker adjustment., There
are many instances too, when it 1s obviously not possible
for the enterprise to provide complete internal adjﬁstment.
In such cases the government, through its empioyment and
manpower services, should play a major role in facilitat-
ing the adjustment of those displacedl° Through programs
aimed at upgrading, training, retraining and relocation of
displaced workers the government seeks to achieve the
worker'ts full contribution to the national economy.

" The major concern of this report lies with the
widely heralded collective bargaining innovation-=-the
joint study committee, Here management and labour are

provided with an informal channel of communication and a

libid., pp. 4=7.
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means to promote constructive research into manpower ad-
Justment programs. Where traditional collective bg;sain-
ing has reached an impasse and where problems are too com-
plex to be solved by eleventh-hour decision making the
issues are found to be ﬁore likely solved through joint
research and consultation., Solutions developed in this
way are normally a complex mix of the regular collective
bargaining methods assimilated into a comprehensivé plan.
The joint study committee has been readiiy adépted in in-
dustries where the pace and nature of technological change
has posed severe threats to the stability of labour-manage-
ment relationsl.

The importance of this approach to manpower adjust-
ment 1s emphasized by the federal government. It has pro-
vided means whereby management énd labour are encburaged

to enter into this constructive form of Joint discussion.
III. CANADIAN MANPOWER POLICY

There are various methods that countries have
chosen as approaches to providing an active manpower pol-
icy. For example, guaranteed employment, minimum wages,
maximum hours, provision for advance notice of lay-off,

area redevelopment, and many other techniques are preval-

lyeber, A.R. "Variety in Adaptation to Techno-
logical Change: The Contribution, of Collective Bargaining"
The Reguirement of Automated Jobs. pP. 210,
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ent. Canadian manpower policecies are basically designed to
deal with any adverse forces which tend to create an im-
balance in the labour market. In June of 1964, the Minis-
ter of Labour made the government's policies in this field
explicit:

"The goals of manpower policy can be expressed in

terms of ensuring the nation's manpower’ resources

are developed effectively so that they will meet

the dynamic requirements of growth in the economy,

and also meet the needs of each individual for the

full development of his potential in human terms,"t
This view was further emphasized in November, 1966 at an
international conference:

"An active manpower policy in advanced economles

1s based on a growing recognition that the improved

quality of the human factor in production is relat-

ively more important as a contribution to long=term
economi¢ growth Ehan is the applicatlion of capital
and technology."”

This type of government participation has ramific-
ations in economic and social terms. Economically, it
means providing the worker with training, retraining and
mobility, both geographically and occupationally, for an
evernchanging employment mix., Socially, it means providing

workers

"with the opportunity to meet the challenge of a
changing world, to protect them from unnecessary

1MacEachen9 Hon., Allan J. "Government Manpower and
Employment Policy in Canada". Address to Fifteenth Annual
Conference at the Industrial Relations Center, McGill
University, Montreal, June 8, 1964, p. 2,

2Dymond, W.R. Op. Cit., Do l.
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disruptions resulting from change, to help them
equip themselves with the skills to participate in
and benefit from economic growth and to help them
change their employment and where necessary their
place of residence without unnecessary financial
hardship."l .
In Canada this policy is emphasized in three basic
areas:
1. Development of adequate manpower resources to faci-
litate the process of economic growth.
2, Increasinglthe utilization of our manpower resources
by ensuring that the labour market functions as efficiently
as possible,
3. Adaptation of the currently employed manpower to
the evermchanging requirements of technological and econ-
omic change2o
The first major goal of Canadian manpower policy
was implemented under the provisions of the Technical and
Vocational Training Assistance Act of 1960 and subsequent
amendments, Provision is therefor made for assistance in
training, retraining and mobility which are necessary in
the development of effective manpower resources,

The second emphasis is provided for in the object-

ives of the Canada Manpower Divisions of the federal De-

l1oc. Cit.

2Dymond9 W.R., "Manpower and Employment: Problems,
Policies and Programs", Address to Seminar, Technical and
Vocational Training Branch of the Federal Department of
Labour, Ottawa, December 1, 1965, pp. 10=11.
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partment of Manpower and Immigratianlo A network of some
two hundred manpower centers across Canade administer
national manpower programs in an attempt to ensure an
efficlently functioning labour market,

The difficult and complex problems which major
technological and economic changes have imposed on indiv-
idual companies and workers led the Department of Labour
to establish a Manpower Consultative Service in mid-1964%,
The Manpower Consultative Service seeks to establish the
Joint study committee approach to manpower adjustment pro-
blems by encouraging management and labour in the develop-
ment of constructive research programs, It was set up
specifically to encourage joint discussion and study by
management and labour of technological changes affecting
employment, The Manpower Consultative Serviee’s trouble-
averting approach brings the parties together far enoﬁgh
in advance to aveid the crises=type negotiations of c¢oll-
ective bargainingB° The Service co~ordinates manpower ad-
Justment cases by providing financial and consultative

agsistance and by drawing on aids included in the Technical

1The names of these departments have been changed
recently, Refer to Chapter I, Terminology Section, p. 22
for clarification,

2Dymoncig W,R, "Manpower and Employment: Problems,
Policies and Programs", 0Op. Cito., p. 14

3Pinancial Post, The, "New 'Strike-Stoppers’':
Ottawa Team Heads Off Automation Stoppages"., July 16,
19669 po 21"0
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and Vocational Training Assistance Act and other services
provided by the Canada Manpowef Divisions, The object 1is
to provide a harmonization of thé private and public man-
power policies to the common benefit of all. The govern-
ment maintains, however, that responsibility for manpower
adjustment lies principally with management and labour and
that this adjustment can be most effectively handled at
the plant or industry leVelo"

The sum of the govermment's manpower effort both in
youth and adult programs has been directed towards a more
balanced labour force; one in which the economy will be
able to maintain 1tsléompetitive position in the inter-
national sphere, structural unemployment will be reduced
and the capacities of individuals in the labour force

utilizedl,
IV. PURPOSE OF THE STUDY

It has been argued that co=-ordination of the nat-
ional manpower policy with enterprise manpower adjustment
programs can only be achieved by legislationz° This argu-

ment 1s likely based on the premise that the perspectives

_ 1Dymond9 W.,R., "Manpower and Employment: Problems,
Policies and Programs", Op. Cit., p. 13,

szmond9 WeR. "Co=ordination of Active Manpower
Policy in the Enterprise with National Manpower Policy%.
Op. Cit., p. 12,
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of management and labour have become highly divided with
thé increasing degree of technology. For some, the view
suggests that employees are self-centered with little con-
cern for the needs of the organization; and, in return,
thet managers do not make decisions in terms of employee
security or individual rightsl°

Another argument strikes at the right of government
"interference" in encouraging the joint committee approach.
Concern is focussed on the reduction of management's right
to manage when jJoint committees are formed., Boeth labour
and management may also believe that the traditional coll=-
ective bargaining methods are being short circuited by the
Manpower.Consultative Service approachz° One management
representative expressed.this sentiment as follows:

"To have achleved securit& from the inconveniences

and disturbances of automation but have lost real

freedom would _hardly represent a worthwhile

achievement."3

A confliet that has arisen with the further develop-~
ment of the Manpower Consultative Service approach 1s the

interrelationship between the manpower research recommend-

ations and collective bargaining. One research chalrman

1Hall N.,A; "The Impact of Technology on Organiz-
ations and Individuals" Business Quarterly, The. Vol,
31, No. 4, 1966, pp. 59=61,

2Financial Post, The. Op. Clt., p. 2.

] 3Boarman, Patrick M, "Conelusions and Implications®,
The Reguirements of Automated Jobs, 433, '
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has pointed out that the members of his Commlission were
the same who used to meet at the bargaining table for
collective bargaining and carried on the bargaining com-
plex at research meetings. He concludes, however, that to
be very effective "Company and union representatives
should be people in authority and not the same who meet
at the bargaining table,,"1 In contrast,'another research
chairman suggests that discussions of automation problems
should remain separate from broad negotiations for new
contracts but should remain the responsibility of those
involved in contract negotiationsz°

The Manpower Consultative Service has been in oper-
ation long enough to allow for an evaluation of its meth-
ods, principles and achievements. In December, 1964 it
was suggested that the Service confidently expects that
within two years at most it will have proved 1tselr3,
This report will provide ah evaiuation of many of the
facets as indicated following.

The intent of this report will be to analyze, con-

trast and compare selected cases of manpower assessment

1Dion9 G. "The Experience of a Joint Research Comm-~
ission in a Case of Industrial Conversion (Domtar, Windsor,
Quebec 1965)%", Industrial Relations Quarterly Review.
Vol. 21, No. 4, October, 1965, P. 584,

2yancouver Sun, The, "First Automation Contract
Won by Ioco 0il Workers™, February 14, 1967, p. 1.

_ 3House, A.W. "Planning for Future Manpower Changes",
Industrial Canada. December, 1964, p, 25,
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and planning handled under the auspices of the federal
government's Manpower Consultative Service, Through such
an evaluation an attempt will be made to find answers to
the aforementioned type of argument and conflict. In add-
1t10n, an attempt will be made to categorize the available
approaches to manpower adjustment such that the joint comm-
ittee approach can be put in proper context and, consequen-
tly, bring to light the type of ad justment program found
most emenable to the joint committee approach. Specifiec-
ally the purpose of this investigation is to examine Cana-
dian adjustment cases in the light of established prin-
ciples to determine:

(a) If a fundamental pattern or common rationale has
emerged in experience with the committee approach
that warrants the development of standard tech-
niques amenable to solution of manpower adjust-
ment problems.

(b) If the principles enunciated at inception of the
Manpower Consultative Service have been adhered
to and are adequate in the light of experiences
to date.,

(¢) If the work of the Manpower Consultative Service

o in encouraging the joint committee approach to
worker adjustment appears to be fulfilling the

'gpvernment"s'responsibilities in effecting an
active manpower policy, '

V. METHODOLOGY

The Manpower Consultative Service functions in a
sphere of operations including many approaches to the

solution of manpower adjustment problems assoclated with
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technological change. Most of its effect is felt in the
domain of labour-management relations that emerge when
major change is imminent. In this regard it encourages
thé Joint committee approach to problem solving. It is
essential, therefore, that the role of the Manpower Con-
sultative Service be put in prOpef context in the sphere
in Whidh it operates. Accordingly, the fechniques of
collective bargaining as they pértain to worker adjustment
will be examined in Chapter II. Such an examination will
indicate how the joint labour-management committee has
emerged as a creative approach - to problems of manpower
adjustment, Particular aspects of the joint committee
approach will be related in Chapter I;I and an examination
of the experience which attempts at such an approach have
"had in the past will provide a framework within which the
Manpower Consultative Serviqe function can be studied and
evaluated.,

In Chapter IV the principles, approach and selected -
cases handled by the Manpower Consultative Service will be
delineated. At this stage the role of the Manpower Con=
sultative Service can be put in context with the techni-
~ques used in effecting manpower adjustment. The develop-
ment of such a framework and body of material essential to
the disposition of this study will enable the desired eval-
uation and purposes as related above to be fulfilled. |

Thus, the cases related in Chapter IV will provide the
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data requisite to a search for any patterns that might
exist; the principles and the cases of Chapter IV, exam-
ined in the light of the framework developed in Chapters
IT and III, will provide the material necessary in eval-
vating the expounded principles; and the complete study
examined in the light of recent literature should provide
an insight into whether or not the Manpower Consultative
Service is fulfilling its purported role and its respon-

sibilities in enhaneing an active manpower policy.
Vi, SCOPE OF THE REPORT

Although the purposes of this report have been de-
lineated quite specifically, there is need for clarifi-
cation of the scope in which it is possible to seek ans-

wers to these purposes., This evaluation is based on the

two years'! experience of the Manpower Consultative Service -

and is limited to the extent in which the results are con-= -

sidered finalized, In addition, the ten selected cases
related in Chapter IV are mainly extractions from avail-
able written material and the results may be somewhat
lacking in complete presentation., It is assumed in this
report, however, that the cases are sufficiently completed
so that emerging trends may be examined with confidence.
Because this report proposes to evaluate, it is
necessary to prepare a standard measure for comparison,

Therefore; this evaluation is limited to the extent in
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which the base 1s established. A standard framework will
be developed in Chapters II, III and IV which will concen-
trate mainly on the Canadian industrial relations scene,
It is being assumed that the literature which has been re-
viewed is complete and up-to-date and will provide a valid
standard for comparison.

This evaluation seeks to examine the compatibility
between the expectations of the Manpower Consultative Ser-
vice by labour; management and government and the empir-
ical evidence that has emerged from the Service's exper-
ience to date. The scope of this examination is limited
to a contrast between actual outcomes and the plannéd and
desired objectives within the framework established in

this report.
VII. TERMINOLOGY

As semantics abound in any study dealing with auto-
mation, it is important to this report to clarify the con-
fusion that exists between the terms mechanization, auto-
mation, cybernation, technological change and industrial

conversionlo

lrhis terminology has been paraphrased from:
Francisy J.P, "Technological Change, Productivity and
Employment in Canada®, and Barkin; S. "Manpower Problems
and Management in an Automated Age", Both in The Require-
ments of Automated Jobs. p. 38 and p, 56 respectively,
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Me@hangzation is primarily a process of inventing

and adapting machinery to perform rather specific oper-
ations traditionally carried out by human labour. Most
commonly mechanization refers'tO'ﬁhe transfer machine; a
method of automatically coupling or interlocking a group
of machines into a single line of production.

Automation is a combination of advanced forms of
technology such as electronics and servommechanisms ﬁhat
enable automatic control, The automatic control mechanism
introduced the closed-locop feedback into the transfer
mechanism, thereby making it possible to create an auto-
matic electronically remote-controlled, selfaconfained
production system, Errors or deviations from pre-deter-
mined levels are automatically corrected so that the mach-
ine continues to function in a pre-determined manner,

When a computer is added to the c¢closed=loop feed-
back system a duplication of the human cognitive, con-
ceptual and information processes is achieved, The com-=
puter will digesﬁ information and redirect instructions
té the system producing the ultimate in automation, The

system is often coined cybernation referring to the syst-

ematic process of communication and control in man and

machine,

Technological change can encompass any one of the

above terms, all of them, or even more than a combination

of the terms. The concern of this report is with change
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that causes the displacement of human resources and there=
fore requires the provision of an adjustment procedure.
Moreover,

"it is impossible to isolate displacements

attributable solely to technological change

because of the interrelatedness of all factors

that determine the cause of employment."
Therefore, the most feasible interpretation of techno=-
logical change is any change in materigl,'equipment, meth-
ods, organization or product which alters the quantity or
quality of labour required per unit of real output,

Because of the confusion that has arisen over the

semantics of the above terms, an expression called indust-

rial conversion has received increasing usage in recent

literature dealing with manpower dislocation. One report
states that:

"Industrial conversions differ from 'techno-
logical changes'., They are modifications which
appear as brusque mutations in the structure of
production provoking internal or external dis-
continuity in employment. 1In putting the accent
on the utilization of manpower, a much greater
emphasis is being placed on the social aspects
of conversions."

There is also need for clarification in regard to
the names of federal departments referred to in this re-

port. The Manpower Consultative Service was formed in

lBeaumont, R.A, and Helfgott, R.B. Opo. Cit., D. 25.

2Report of the Commission of Inguiry into the
Effects of Mechanization in the Windsor (P.Q.) Plant of
Domtar Pulp and Paper. (unpublished paper), 1965, -p. 9.
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1964 and functioned under the Department of Labour until
early 1966, At this time the Service was transferred to
the Department of Citizenship and Immigrationo In mid-
1966 the latter Department's title was formally changed
to the Department of Manpower and Immigration. Under the
Department of Manpower'and‘Immigration"the National Em-
plbyment Service title was changed to Canada Manpower
Center. This report will have occasion to use these
titles interchangeably with reference to the Manpower
Consultative Service by virtue of the period under study
and confusion can be eliminated by recognition of the

date of reference,



CHAPTER II
MANPOWER ADJUSTMENT THROUGH COLLECTIVE BARGAINING
'I. INTRODUCTION

This chapter will review the collective bargaining
approaches found most amenable to manpower adJuSément and
point out some limitations and weaknesses in the process,
In addition, it will indicate how joint study committees
have emerged to face the increasing challenges of techno-
logical change by deveioping comprehensive plans utili-
zing the varied techniques of collective bargaining in
such a way as to meet the needs of a particular adjustment
problem.

Collective bargaining may be described as a process
of negotlation between an employer and a labour union re-
presenting his employees, conducted with the object of
concluding an agreement regulating the relationship bet-
ween both the employer and his employees and the employer
and the unionl, It is a mefhod devised to settle conflict
and the issues that generate conflict.

The introduction of automation and/or technological

lcarrothers, A.W.R. "The Growth of Third Party
Power in Industrial Disputes - Introductory Statement®.
British Columbia. labour Management Conference - 1963, Ed.
by Montague, J.T. and Jamieson, S.M. Institute of Indust-
rial Relations: University of British Columbia, 1963, p.
1580 .
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change generates conflict, In essence this conflict has
emerged from the issue of efficiency versus security in
‘the industrial concern and results in a paradox of surviv-
al, Automation threatens the worker's job security by
rendering his skill obsolete. Moreover it threatens the
power and security of the union as its membership begins
to erode. On the other hand, management, caught up in an
ever-increasing competitive environment:whefe‘pressures
mount for cost reductions and increased efficlency, is
concerneq with 1ts own struggle for survival.,

Collective bargaining has received its most diffi-
cult challenge for survival during the onslaught of in-
creasing technological change. However, many authors have
viewed collectlive bargaining as adapting to the challenge
very welll, The results of this flexlibility are evident
in the‘changing traditional priorities on the bargaining
agendeo Traditional issues involving wages have essent-
ially given way to those involving security. Thus methods
of cushioning the adjuetment of workers displaced from
thelr jobs'serves to determine how other industrial rela-

tions aspects of technological change are received.

1Shultz, G.P., "Economic and Technologlcal Change
in the Sixties - Patterns of Response to Change, Intro-
ductory Statement", Labour~Management Conference on Econ-
omic and Technological Change in the Sixties. p. 130,

Weber, A.R. Op. Cit., p. 207.

Ross, A.M. nConference Perspectives - Internat-
ional Insights Into Industrial Relations". British Col=-
umbia Labour Management Conference - 1963° P. 31l.
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The methods used in collective bargaining to facil-
itgte worker adjustment are viewed in many different ways
- by numerous authors. For investigation purposes, however,
the issues can all be usefully classified as monetary or
| non%monetary in nature. 1In this manner each of these two-
fundamental classifications can be:further split inte many
subeissueé, some of ﬁhich‘are an attempt'to'provide worker
security while others obviously are not. It is worth men-
tioninglthat many of the security issues have emerged in
the last decade along with~the-1ncreaéing onrush of tech-
nologicgl changél; Still, it must be remembered that very
often management will glgdly offer a monetary incentive to
encourage the union away from security and other demands
that infrinée on what is belleved to be its nright to

manage",
I1, | MoﬁETARY ISSUES
Wages
In tﬁe postewar period wage 1ssues dominated the

collective bargaining agenda, the criteria being depend-

ent on cost of living and 1mprovements 1n productivity.

1Block, Joseph W. - "Problems of Collective Bar-
gaining in a Changing Technology - Its Impact on Wages,
Working Conditions and Fringe Benefits = Introductory
Statement", British ‘Columbia Labour Management Conference

- 26‘320. po 1310
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However, when the unions reallzed that thelr pressure for
1ncreased wages was lncreasing the pace df technological
1mp1eméntation, the'basic transformation in union policy
was 1nsisténce on sharing the ;esulting gains with all the
woi‘kerso The unions also demanded partiéipation in sett-
ing or re#iewiﬁg rates and/or workloads on new or changed
jobsl, |

Other traditional wage issues such as job evalua-
tion plans and incentive systems have felt the pressure of
changing technology. Although the job evaluation system
gained impetus following the war, technological changes
'have introduced many complexities into the system which
requires careful adjustmehﬁ in order to be useful., In-
deed;, a straight application of faétdrs has 1n»some cases
downgraded jobs, which not only defies worker expectations
but also common sense,

Incentive systems have apparently reached a plateau
in terms of prevalence during post-war years, Under the
pressure of technological change, however, there has devel- -
oped a trend towards the group rather than individual in-
centives?, Some of the incentive schemes have developed
as a di:eot defencé to technological change and an attempt

by the union to gain a share in the resulting benefits.

l1vid., p. 133,
2 t.

Loec., C!
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Two of these-~-the annual lmprovement factor and gain-
sharing plans--will be discussed under "Incentive Systems".

Many other va:iances in.wage issues have developed
ag speclal means of combatting particular problems. Spec--
ial hourly rates for displaced workers and red circle
rates fof unaligned hourly rated workers abound in in-
dustry during the process of adjustment; An innovation
that has ignited a spérk in a:few industries is conversion
from the straight waée to the salary system. This is
particularly amenable to refinery operations where workers
are reqﬁi:ed to‘be generalists énd often cross jurisdle-
tional 11nes.‘ Consequently, there has been increased
1eanings,towards the developmeﬁt of a salariea refinery
technician to replace the many wage earners currently em-

ployed.,

Incentive Systems

Two noteﬁorthy innovations that have developed in
1abourwﬁanagement negotiations have recently received wide-
spread discussion for their flexibility in meeting parti-
culérly‘diffibult challenges. One is called the annual
improvementufactor, a long=term contract approach that
embodies thé nétion that a general advance in productivity
deserves a:general increase in wages. The other,a gain-
sharing plan, is distinct from the annual improvement

factor in that 1t recelves ilmpetus from forces generated

1
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’Within the organization. Thus, one is based on factors
that operate broadly across the economy; the other 1is
based on factors operating within the:firn_xl°

The annual improvement factor arises from the de-
gire of management to achléve 1ncreased productivity and
the desire of the union to remain uninvolved directly with
efficiency measures., It can only exlst where there is
above average performance: by the firm and the industry.
That 18, to exist competitively the national productivity
level would.have to be below the firm or industry's prod-
uctivity level. A major drawback to this approach arises
if the national productivity level becomes accepted as a
bagis from which to start negotiations.

The basis for gain-sharing incentive systems pre-
sumably lies in the distinction between general and spec-
ial improvements in productivity. At Kalser Steel, for ex~
ample, wages and fringe benefits move in accordance with
general movements of other key variables in the industry.
This approach brings the wage base back into the industry
(in contrast to the aforementioned annual improvement
factor incentive). Special consideration must be given to
the distinction between technologically genérated gains

based on broad economic trends and the gains created by

efforts of employees to use resources more efféctlvely.

lshultz, G.P., Op. Cit., p. 131.
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Difficultles can arise even if meticulous care 1is
used in developing this type of plan, If the industry is
subject to stiff competition and consequently restrictive
price levels and if a technological break-through devel-
ops, "wage gains would hot likely match industry-wide
productivity changes, leaving Kaiser a'difficult problem
in factoring the results of these changes out of 1ts wage
costs;“1 However, no formula is able t6 match completely
all the drastic events of technoiogical change., This
method does offer the advantage of a common need for con-
tinual assessment aﬁd review of operations and increases
pressure for development of creative'and constructive app-

roaches to solving new problems as they arise,

Fringe Benefits

As with wage 1ncreaées, the introduction of many.
new fringe benefits and the liberalization'of.existing
ohes, have developed from productivity gains and therefore
must be considered a consequence of technological ohangez.
On the monetary side there are a host of demands consld-
ered under thié term (fringe benef;ts); the issues most

noteworthy are pension schemes and numerous flnancial

settlements such as guarantees of income, supplementary

11v1d,., p. 136.

2Block, Joseph W. Op. Cit., p. 134,
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unemployment benefits, severance pay and buy-out approach-
es, The financial settlements igsue will be expanded
under fhe next sub-headinéa

Fringe benefits have become a most important factor
in determining employer costs. Indeed they are approach-
ing a level of concern because of théif 1mmo$ilizing
effect on the worker;-emﬁloyers may choose to pay premium
rates for overtime in lieu of'hiring'ﬁew workers, More-
over, it is becoming more difficult to determine the: de-
gree to which union strength has influenced the level of
fringe benefits. The corporate acceptance of broad social
obligations, seen as the social conscience of free enter-
prise, and the increasing requirements of government policy
focusses much attention on these issues.

About sixty per cent of all workers under collect-
1§e bargaining agreements are covered by private ﬁension
plansl° This provision of an annuity to long-service em-
ployees when they retire tends "to inhibit mobility within
the boundsg of the firm unless ways and means are found to
make pensions and other benefits portable as between enter-
priseso“2 Therefore, as a means of facilitating worker

adjustment, it is seen as a necessary securlty provision

10c. Cit.

. 2Dymond, W.R., "Co-ordination of an Active Manpower
Policy in the Enterprise with National Manpower Policy".
Op. Cit., pP. 8.
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for retirement; it is also seen to be an unnecessary im-
pedimeht to the adjustment procedure by virtue of its lack
of portability. Nevertheless, unions bent on preserving
membership numbers and companies wishiﬁg to minimize
turnover, are likély to keep ﬁension schemes prominent on

the collective bargalning agenda.,

Financidl Guarantees

Where the magnitude of displacement threatened by
technological change has reached major lay-off proportions
unions are likely to demand economic guarantees and/or in-
demnification., Under a system of economic guarantees a
group of‘workers is assured of a job or at least some
minimum earnings over a prescribed period of time. Indem-
nification, on the other hand, severs the connection bet-
ween the employer and employee through provision of a lump
sum paymentlo |

Economic guarantees are feasible under conditions
where the lump. sum payment required is 1mpossible or im-
practical and also where management deems 1£1neQessary'to -
overcome union resistance to introduction of new methods
and equipment, In the first case, the slignificance of the
guarantée lies in its onus on management to engage in mén-

power planning_such'that the individual 1s not overlooked.

lyeber, A.R. Op. Cit., p. 221,



- 33 =
In the second case, the antlicipated benefits that accrue
from the introduction of new processes are seen to over-
come the expected costs.

Because of the special conditions required to evoke
this form of award, economic guarantees are normally used
in combination Wiﬁh other factors in an overall comprehen-
sive program. Kalser Steelt's-plan, for example, was cited
above as a gain-sharing approach, but one of the basic
provisions of the plan stipulated that no employees shall
be laid-off due to technological change. Workers who are
displaced from thelr jobs are placed in an employment
pool, guaranteed payment for forty hours a week or the
average number of hours worked in the plant, and dispatch-
ed to new jobs as they arise. The initial response to the
plan supports a preconceived notion, viz, where 1t 1s most
needed, it is impractical and'where it is practical, it is
not needed. Thus, "in the first nine montﬁs of the pro-
gram, only one worker had been placed in the employment
reserve and he was covered by the protective provisions of
the guarantee for only three hours,"1

In the Westcoast Longshore industry manpower prac-

tices were so restrictive and competition so difficult

1Kossoris, Max. D. "Methods of Adjusting to Auto-
mation and Technological Change", A Review of Selected
Methods Prepared for the President's Committee on Labor
Management Policy. U.S. Department of Labor, 1964, p. 33,
cited in Weber, A.R. Op. Cit., p. 222,
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that management had to buy their way out of economic
chaos, In order for management to introduce mechanization
in terms of allowing fork-lift trucks into ships and other
more efficlent methods of handling cargo, a fund of
twenty-nine million dollaré had to be established to
finance various programs to avert, or otherwise cushion,
the consequences of ‘these changes. Provision was thereby
made for employment and income guarantees., Under this
plan, however, workers were encouraged into early retire-
ment thus removing employment ﬁositions in pace with
technological change. The result was that "between 1960
and 1963 the wage and employment guarantees have seldom,
if ever, been used."l

The total buy-éut approach as specified in the
Westcoast Longshore industry can be contrasted to the
"plece-by=-piece" approach that unioﬁs may demand, Both
approaches can be criticized as negative in that they en-
courage bad practice° Moreover, the piece;by»piece app-
roach is an open invitation to higher and higher demands.
The oil réfining industry is an example where low labour
costs and ﬁhe importance of uninterrupted operations led
to loose labour practices and continual buy-outs. Thus it
is essential, from management's point of view, to ensure

that a buy-out is terminal?.,

lyever, A.R. Op. Cit., p. 223.
2Shultz, G.P. Op. Cit., p. 134,
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Indemnification through lump sum Severance payments
is a‘mqst common form of settlement as a means of adjust~
ment to technologiecal change. Between 1956 and 1963 the
ﬁumber of these provisions nearly doubled and are found in
approximgtely thirty per cent of collective bargaining
arrangements in the United _Sté.te'sl° These plans vary from
industry to industry and many plans are being modified to
meet the needs of the‘tillne_so Informal, gé Qgg arrange-
ments which fill specific needs in the absence of a gen-
eralaagreementg are in existence. Normally benefits are
determined on the basis of seniority and range from one
day to three weeks' pay for each year of employment with a
built-in ceiling factor,

Theofetically severance pay purports to contribute
to the adjustment process in diverse ways. 1t may offer
some restitution for the loss of high property rights in-
vested in a job; provide the displaced worker with resour-
ces to meet his financial obligations while searching for
new work; and, it may if substantial enough, create a
shprtétérm deterrent to the rapid introduction of labour-
saving technology by management2o Increasing doubt is
being voiced at the usefulness of a plan that pays off

entirely in money and results most frequently in rapid

o 1Kossoris, Max. D, Op. Cit., p. 17, cited in Weber,
AoRo Q‘Eo Cito'g po 22“’0

2Weber, A.R. Op. Cit., p. 224,
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'expendlture. Instead increasing provisions are belng made
to adapt the severance pay to a retraining requirement
which would fit the displaced worker for other employ-
mentsl,

Supplementary unemploymen@ benefit plans, that 1is,
plané providing payments £o la;d—off workers to supplement
national unemployment. insurance, have undergone some re-
visioﬁs due to technolqgical change. Whereas the plans
were originally desiéned to profide income protection ag-
ainst seasonal and cyclical fluctuations in production and
employment, many of them have been modified to meet the
requirements of technological displacement, and proyide an
income stream for varying perlods followingvpermanent lay-
offz° One variance of this technique is provided in the
automobile and meat-packing industries. Here the plan has
been integrated into a broader adjustment program that en-
ables the displaced worker to draw payments before he

exercises his option to interplant transferJ,
III. NON-MONETARY ISSUES

Labour Turnover

1Block, Joseph W. Op. Cit., p. 135.

2Kossoris, Max. D. Op. Cit., pp. 18-19, cited in
Weber, A.,R. Op. Cit., p. 225,

JWeber, A.R. Op. Cit., p. 225,
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The attrition approach to labour turnover is so
widely endorsed for handling some of the dislocations
associated with advancing technology that one authdi
suggests, "familiarity with.this approabh can be used as
a 11teracy test among personnel managers and union repres-
entatives tédayo"l Attrition ﬁay be classified as "nat- |
ural" where the rate of contraction of the labour force
due to resignations, deaths and retirement is approii;
mately equal to or greater thén the rate of displacement
generated by technological dhénge. Natural attrition is
very often used as a basic remedy for the ﬁroblems of dis-
prlacement. Indeed many 6ases qf major worker displacement
have in the finallanalysis reduced to natural attrition,

Where naturai attrition does not appear ﬁo be
effecting the desired turnover the methdd has been modi-
fied to permit "controlled"® éttrition° Under.such con=
trolled attrition'the collective agreement usually stip-
ulates a rate of deoliné in the number of positions.
Unions tolerate this approach so as to discouraée_manage-
ment intervention in the natural proceSs in terms of us-
ing tactics»toiincrease the normal turnover rate,

Tﬁose who are cautious»about‘the attrition approach
cringe at the thought of controlled attrition. The reser-

vations stem from the feeling that more workers than the

l1p1d., p. 210.



- 38 =
controlled rate may be 1eav1ng_but management is forced to
a celling rate and potential diffioulty in the long runl,

The final turnover approach is based on a philoso-
phy of encouraging the withdrawal of employees from the
firm or labour market. "Induced" attrition seeks to bal-
ance turnover with the rate of displacement basically
through providing 1ncentivés-for early'retireﬁent. This
approach 1s most conducive to wholesale 1abqq: displace-~
ment from majorvtechnological change or plant closurea.
Consequently, generous early retirement benefits have:been
offered in the meat-packing, automobile, steel and petrol-
eum refining industries to displaced workers who meet
specific service and age requirements,_usﬁally twenty years
of service and fifty-five years of age.

In mesny cases unions actually Jjoin management 1in
encouraging worker retirement both for worker displacement
and as a method for incecreasing job opportunities. However,
internal union problems can subject the union to severe
pressures in mediating the demands of younger and older
workers, There are also many cases where removal of the
short service employees who have the highest turnover
rates and the siphoning off of older workers still leaves

a large residue of potential unemployment from major dis-

1Crispo, John H,G. "“Economic and Technological
Change in the Sixties - Patterns of Response to Change -
Discussion"., Labour-Management Conference on Economic
and Technological Change in the Sixties. p. 153,
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locationslo

Working Period

Historically, shorter hours of work have been em-
phasized as a device to preserve worker health. Negot-
lations in collective ag;eéments,‘fqr the most part, have
left unchanged the forty-hour week with timeaandnbnemhalf\
for overtime, More recently, however, the trade unlon
movement hasg given a great deal of attention to the matter
of reducing the hours of work to combat unemploymentzo
This issue has becoﬁe the center of some economic debate
and diverse opinions abound.

A.M. Ross, for example, has suggested that shorter
hours of work should not be ruled out categorically as a
method of worker adjustment. He states that both labour
and management have over-simplified their pdsitions;
labour says that everybody needs a th;rty-five hour week
and the administration says that it is an original'sino
Accordingly he suggests, "In some casesvthe shorter week
is the sensible solution, in other cases, not ., "3

Dro'Crispo takes the viewpoint that:

"There are few, if any, reputable economists who

lyever, A.R. Op. Cit., p. 213,
2Block, Joseph W. Op. Cit., p. 136.
3Ross, A.M. Opo. Cilt., P. 33
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wlll support the view that reducing hours of work

generates more work except in the sense of spread-

ing around whatever unemployment or underemploy-~
ment there may be in the economy....Beducing

hours of work in no way is likely to increase

total employment., nl

Some unions have shifted emphasis from shortening
the work day to reducing the work year through a variety
of measures. Besides making progress in the.traditional_
path of increasihg 1engths of paid‘vacations, many ingen-
lous methods have been devised for reducing annual hours
of work., Although the formula varies from industry to
industry the "industrial sabbatical" includes an extended
vacation of ten to fifteen weeks every five years for
workers who meet the prescribed seniority standards. An-
other ﬁodification of this plan provides phased retire~
ment by extending the vacation perlod as the worker app-
roaches sixty-five,

A rnumber of operational problems have been volced
about the principle of reducing hours of work, no matter
what method is adopted. The issue of reducing hours for
worker health has disappeared as an argument and nothing
sacred can be associated with the demand of a thirty-five

‘hour or a forty hour week. Moreover, it is argued that

many workers would just as soon work the extra time and

lcrispo, John H.G, "Economic and Technological
Change in the Sixties - Patterns of Response to Change -
Discussion", Op. Cit., pp. 154-=155,
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take home thet much more pay. Consequently, the lssue be-
comes one of choosing between income and leisure and there
is no evident common ground. |

A further point strikes at the heart of the union
argument that reduced hours of work will increase job
opportunities, As previously 1ndicated, there is no proof
that redueing‘overall hours of annual work produces more
jobs. Indeed9 where the pressure for efficienc& is great,
the anticipated job openings do not materlalize as manage-
ment becomes determined to operate with less manpower.
Many cases of moonlighting and working overtime have accom-

panied the acceptance of a shorter work Weekla

Labour Mobility

When lay-off for any reason becomes imminent, sen-
iority issues and procedures for entering the labour mark-
et become most important. 1Included in this procedure is
normally some provision for transfer to another company
plant; retraining for placement eilther in the same plant
or a company plant in another geographical area;'or, place~
ment outside the company. All of these procedures have
emerged from collective bargaining agreements as an aid
in worker adjustment to technblogy and have met with vary-

ing success,

lyeber, A.R.. Op. Cit., p. 221,
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Where the burden of displacement falls heavily on a
few departments within a plant or plants within an indust-
vry efforts have been made to increase the workers! mobil-
ity by expanding fhe unit of employment opportunities.
This may be accomplished through modification of the sen-
iority system ih the plant, through developing formal
channels of access to new pccupational categpfies‘or
through establishment oflinterplant trangfer systemsl.

In the first case, plant seniority systems eStab-
lish some-arrangement for bumping rights such that a
senior employee displaced from his job can claim privil-
eges to a junilor employee's position. A labour pool 1is
normally established for those who become displaced from
various departments and seniority also prevails in this
unit, This system presents many problems for unions and
personnel managers glike a8 considerations of equity and
inefficiency are formidable.

In order to overcome some of the problems assoq-
jated with interplant bumping rights many unions have
gought to ease displaced workers into other occupational
sectors, for example, through apprenticeship progréms,
where the number of jobs are relatively stable or increas-
ing. In this manner the worker is moved into an area of

long-run economic opportunity rather than passing the dis-

l1bid., p. 214.
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placement down the line in contracting employment situa-
tions,

Inadequacies in transfer provisions within a plant
have led to more pressure for interplant transfer units,
especially where the ensuing change involves a major
shutdown. This type of plan is, for the most:part, lim-
ited to multi-~plant firms or where-pne union has repres-
entation for a number of units within an organization.

And the nature of transfer rights in most cases has been
limited to preferential hiring only. Some plans have been
arranged, however, where employees are transferred from
one plant to another along with their associated Jobs.
This "transfer of operation" principle has been success-
fully implemented in the automobile industry and many
rajlroad and meat-packing operationsl.

Unrestricted interplant bumping arrangements are
rare in United States collective bargaining agreements,
This procedure is completely untenable to stable operat-
ions énd normally does not receive union support in view
of the likelihood of crossing local lines., Where the
plan has been tried it is normally accompanied by many
restrictive conditions and then does not cross local
union lines,

Issues of controversy over integration of workers!

11bid., p. 216.
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seniority into a new plant that normally accompany job-
preference and transfer-of-operations plans, have been
overcome in some cases by establishing job rights in the
new plant as of a given date. In addition, to overcome
the psychological problems that are known to upset work-
ers in moving from one 1§catiqn to another, many extra
provisions are required.

Initially, the implementation of a transfer pro-
gram pcrmally 1nvolves‘piovisions for relocation and
moving allowances. Once transferred, there 1s quite often
a necessity to provide worker retraining, especially if
the‘new unit 1is significéntly different than the one
transferred from. The problems of adapting to this sort
of chahge and the uncertainty attached has lead many mob-
111ty7§roérams to fail miserablylo

Beyond any special interplant transfer provisions,
however, the labour market is still the principal mechan-
ism for adjuSting to new manpower requirements in the
economy. Thus, guidance is offered the displaced worker
thrbugh occupational retralning and/or by attempting to
help him obtain placgmenf with another firm. Most of the
experience_with such progréms has been extra-contractual

in nature2°

l1pi4., p. 218,

21pid., p. 225,
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Efforts at direct placement by employers and unions
have met with formidable odds. Variabiiity in skills and
other factors of the displaced worker muét ﬁecessarily
meet ﬁith the geograph1¢a1 conditions and general economic
environment of the gew situation. Neverthéless, modest
contributionsvhave beenvmade through collecting and dis-
Seminéting job 1nfOrm§tion, counseiling and pvert canvass-
1ng.of“other employers. For the most part,vhowever, 1t
has been realized that national employmentvservices are
better equipped t§ handle these problems;

In recent years retraining has recelved increased
attention from unions and management alike. The workers
”most vulnerable to technolbgical displacement usually
“ﬁave minimal or non-transferable skills and retraining
'Qan proﬁote qccupational mobility and considerably enhance
their replacement chanceslo' Most of these efforts have
been outside contract provisions and have been financed
by proceeds from automated production.

.w1de=rang1ng success of many of these programs has
been frustrated by inadequaté'QQcational training facil-
1ties, long training perlods, inablility of tralnees, and
financial support problems that~arise to i@pede the pro-
cess, To be successful, considerable resources are re-

quired and intensive administration provided over pro-

l1pid., p, 226,
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longed periéds of -time. With the availabllity of govern-
ment programs of retraining and plgcement it 1s likely
that ﬁhiong and managementS'will-more often refrain from
private efforts to féciiitatg empidyment outside the
bargaining unit. | ” .

Advance Planning

Time can be a vital component in adjusting to tech-
nological change., Advance planningvencompasses'the notion
of anticipating imminent changes and planning for their
outcome far ahead of any crises developing. Within such
a framework advance notice can lead to constructive action
and result in the deVelopment of a comprehensive adjust-
ment plan,

A.R. Weber points'out that:

"The possible benefits of advance notice of large-

scale displacéement associated with technologilcal

change are so obvious 1t 1s surprising to note that
they rarely have been incorporated into labour-
management agreements in the United States. The
typical advance notice clause requlres no more

than one week prior notification of lay-off and

" applies to all cases of retrenchment, without any
attempt to vary the period of notiie with respect
_ to the cause of the displacementgﬁ '
There is an inherent reluctance by management to agree to
advance notice founded mainly on the fears of creating
harmful effects on worker morale and productivity. Argu-

ments have also been voiced against advance notice on the

l1bid., p. 207,
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grounds that implementation periods vary widely and undue
costs would be imposed on management in gﬁaranteeing em-
ployment during this be_riod° Moreover, it is suggested
that the union may take steps to lmpede the desired
changes or that mass turnover may result with the loss of
key men to other empléyerso'

Available evidence has shown that the benefits of
advance notice far outweigh the costs of granting it. A
study noted by Weber indicates that in thirty-two firms
where extended advance notice of displacement was prov-
ided, "productivity typilcally was maintained at previous
levels, especially where the notice was linked to the
development of a remedial program."l In éddltion, the
provision of substantial severance pay ensured key em-
ployees stayed on with the firm.

Although far from_pre#alent in bargaining agree-
ments, advance notice clauses are receiving more attention
in recent years., Corporations are being increasingly
pressured to develop a social conscience andIShow more
eonoern"for the individual, Unions are adding to thils
pressure by advocating that costs associated with techno-
.logical change shoula properly include the costs of ad-
vance notice provisions, and are taking this attitude to

the bargaining table,  Therefore, with some relaxation on

libid., p. 208,
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the part of management and increased demands for prior
notice from unions, there has been an increased number of
contracts containing advance nbtice provisions.' In add-
ition, many employers hgve provided éxtended notice of
large-scale displacement without any contractual oblig-
ation but still within the framework of collective bar-
gaining. In some cases this proviSion has been made where
a complex set of fringé'benefits and seniority rights "has
induced management tq modify its notification procedures
1n order to administer properly the relevant sections of
the contract;"I

Obviously; to be very effective, advance notice of
change must be complemented'with sdme:form of prior plan~
ning or;research, especiaily where the change 1s of ﬁajor
proportions. One author has listed the elements of man-
power planning approach as including: (1) study of manpower
flows inqluding all data pertinent to job characteristics
and trends; (2) development of future foreeasted manpower
rqquirements'both near and longer term; (3) design of pol-
icies and programs to cope with problems and to take ad-
vantage of opportunities; and (4) administrative arrange-
ments to carry on the studies and carry policies through

to 1mp1ementation2°

11vid., p. 209,

2Shultz, G.P. Op. Cit., p. 137.
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In forecasting of manpower requirements some authors
suggest that manpower planning be carried on as part of
the corporate budget, thus being complementary to sales
and production forecasts. This process 1is obviously not
very scientific. Forecasts must be continually updated
for attrition, turnover, retirements and the like. En-
vironmental factors are also bound to vafy the target.

The advance planning approach has the great advant-
age of providing flexibility. Because 1t can -approach
major manpower adjustment problems well in advance of any
crises it can research and solve many of the complex iss-
ues associlated with shifts in quantity, quality and loc-
ation of employment. It is not coincidental then that
this approach has been widely adopted in those industries
where the pace and nature of technoiogical change has
posed a severe threat to the stability of labour-manage-
ment relations.

Where advancé notice and prior planning have been
undertaken there 1s normally some provision for union
participation in jqint consultation. Here is where the
widely-heralded collectlve bargaining innovation, the
joint study committee, has emerged to provide an informal
line of communication during the period of technological
conversion. From these joint planning groups have emerged
some creative and constructive spluﬁions to many perplex-

ing technological problems..
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Programs of joint research can.develop either with
or without a third party decision-making function. Such
tripartite committees can further be public or private as

manpower policy becomes more a part of national concern.
IV. THE DESIRED MIX

In review, the response of collective bargaining to
the threats imposed by the rapid pace of technologiecal
change indicates its flexibility in developing methods to
facilitate worker ad,just’ment° One author views the res-
ponse as developing in three stages:dependent upon the
immediate pre_ssuresl° During the first stage the unlons
seek agreements which prohibit lay-off of existing person-
nel and/of prohibit reduction in wage rates 6r at least
freeze the manning schedule during the life of the cont-
ract., Thus, 1t is seen as an effort to maintain workers
in their current Jobs at existing levels of earnings. |
Complementary issues to create such conditions éfe ex=
pounded in terms of shorter hours, longer vacations, and
the 1like, which share the avallable jobs. In addition,
efforts‘to create the stabillization of earnings are con-

tained in 1issues such as supplementary unemployment bene-

1Barbash Jack., "The Impact of Technology on
Labour-Management Relations®, Adjusting to Technological
Change. Eds. Somers, G.G., Cushman, E. L. end Weinberg, N.
New York: Harper and Row, Publishers, 1963, pp. 45-48,
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fits, guaranteed annual wage and revamping of the tradit-
lonal wage and classificatioh systems,

Stage two 1s seen as shifting the emphasis towards
moderating the impact of displacement by contract clauses
which acknowledge interplant, intercompany and interarea
transfers. Conseqﬁently, stage one strategy is no longer
tenable and the union demands contract chahges to widen
the seniority unit and provide for relocation allowances
and tralning. In most cases this approach requires ad-
vance notice in order that planning can be undertaken., If
the problem becomes elaborate enough‘ﬁhen provision for
joint research and private or public'third party assist-
ance 1is advocated.

The third stage--suggested as most striking in con-
ception=-=is based on the principle that employees have
vested rights in their Jobs; that introduction of labour-
saving devices or other changes which displace workers
from their jobs includes an inherent cost of compensaﬁion
or financial settlement. ‘This principle has been enun-
ciated in collective bargaining by demands for severance
pay, dismissal pay, terminal payments or more recently by
separation pay provisions that augment the supplementary
unemployment benefits., This stage often co-exists with
stage two,

This series of defences 1s interwoven with manage-

ment striving for the right to manage and the union, in
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turn, attempting to preserve its size and maintain its
institution by incorporating newly automated jobs within
the existing collective bargalning unit.

The extent to which each collective bargaining
method or combination of methods is used, however, is
. dependent upon‘a number of factors. There 1s no fixed
pattern in the development of adjustment programs. The
impact of technology cannot be viewed separate from work
practices, industrial conflict, gain sharing, cost reduc-
ing and other displacement problems. Indeed, the success
or failure of any plan depends on the degree of existing
unemployment and other pertinent economic and environ-
mental factors., Still, development of a cbmprehensive
plan is more often shaped by the pace and degree in which
technological change prdduces displacement. In a market
economy the competitive pressures are harsh ahd unsenti-
mental and corporations will be primarily concerned with
their own survival.

If bad practices have crept into an organization or
if major changes preéent‘formidable problems it appears
that management most often will choose the buy-out app-
roach. Thus management will pay out a lump sum in order
to obtain the right to restructure the organization as
they desire. This management method has been designated
as a radical approach to the extent that it seeks to over-

turn the prevailing structure of work rules and ?1ocal



- 53 =

practice®” clauses in one concentrated attack, On the

other hand, there has been an incrgased degree of experl-
mentation of late, and many attempts have been made to tle
a variety of techniques into a comprehensive plan. Approp-
riately termed the "Fablan" element, this management policy
seeks to achieve the same long-run objectives but chooses

a gradual strategy based on collaboratibn rather than é
frontal attack?.

Many authors view the aecomplishments of collective
bargaining in facing the challenge of 1néreasing techno-
logy as quite adequate in the development of significant
worker adjustment programs. That collective bargaining
has been flexible in stature can be espoused in the'folla
owing quote:

_"What is loosely called collective bargaining is in
practice a highly variable process, shaped by the
parties and by the condltions they face. The size
of bargaining groups, the subjects covered in con-
tracts, the degree of formality in the process,
the use made of outslde advisors as partisans or
neutrals, the attitudes towards the process, the
number of strikes - all these vary greatly from
one industry, union and company to another. Varla-
tions also take place in individual cases with the

passage of time and with changes in problems, att-
itudes, economic events and other factors."

l1bid., p. 50,

2The Public Interest in National Labour Policy,
Committee for Economic Development, 1961, cited in Siegel,
A.,J. "The Nature and Character of Collective Bargaining =~
Its Challenges, Trials, Accomplishments and Failures - In=-
troductory Statement®, British Columbia Labour Management
Conference - 1963. p. 52.
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Thus A;J, Siegel suggests that collective bargaining on
the whole has been underrated in flexibility and adaptab-
11ity and views recent accomplishments of the process as
indicative of contractual interpretations which have been
consistent with the economic framework of the free-enter-
prise system. Indeed, he believes that:

r.o,a'serious threat to'the effective operation of

this private rule-making process has been the in-

creasingly restrictive and detailed- government

regulation of “the process- and the "substance of

bargainingoooo

The costs arise because people without an economic
stake or a direct knowledge of the enterprise or
industry make basic decisions affecting the lives
and welfare o{:thOSe dependent on the enterprise
or industry."+ ‘

William Simkin, Director of the Federal Medlation
and Conciliation Service, has stated that:

"It 18 quite likely that the future development of

the bargaining process lies in the field of con-

tinuing consultation and communication through the

1life of the labour agreement....The more formal

aspects of these new devices, labour management

commlttees with all their infinite pogential var-

jations, are still in their infanecy." '

Ross sﬁpports the view that collective bargaining
has adjusted quite well to the conflict of job efficiency
versus security and is developing'principles to support

1ts claim of being dynamic rather than static in nature.

1Ibido, pP. 50 and 53,

2Simkin, William. Address before Fifth Constitut-
ional Convention, A.F,L,-C.I.0.. New York, November 15,
1963, "Daily Proceedings", pp. 11-12,
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However, he points to the fact that "like it or decry it
industrial relations is tripartite in form", At a Confer-
ence in 1963 Ross suggested that strikes have withered
away as an all powerful tool because management and labour
have grown in sophistication and found other techniques to
be more conducive to mutual benefitlo' This-is not tb say
theré'are fewer strikes., Indeed, in Canada 1966 produced
a record loss time in strikes., Apparently,'hbwever,
unions have found political actién to be a more powerful
aid in enhancing their position in collective bargaining,
And governmment manpower policy indicates that thsy‘no
longer condone irresponsible acts that are a detriment to
society as a whole, but are involving themSelves in the

supervision of industrial relations policies and programs,
V., LIMITATIONS OF THE PROCESS

To put complete trust in collective bargaining to
resolve all labour problems is placing too great an onus
on‘what is, at best, a limited functional entity. *"While
it can be employed to determine the groundwrules according
to which declining job opportunities are to be shared in
particular settings, it cannot create new opportunities nor

more than alleviate the distress of those who are actually

1Ross, A.M, Op. Cit., pP. 27,
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diSplaéeda"l Cbncehtration must be devoted tovﬁhe resol-
ution of i@pedimentg_fo‘prﬁgress in solving the 1ab6ur
11ls.

Threé iimitgtiéng that have received the ﬁost'strA
ongly Wpfded grgu@ents against the éffectiﬁeneSg bf the
éollectivé baﬁgéining proceSS in correéting ﬁbrker.ﬁis—
placemerit are: (1) the small pefcentage‘of“wq:kers that
are unionized in Canada and the United States--less than
‘ one—thiﬁd of the work force; (2) the highly segmented and
competitive pattern of céllective bargéining'ih which the
overwhelming majority of agreements are between union
locals and 1ndividual firms or plants; and (3) the still
pfevalént énd widespread suspicion and hqstiiity which
many employers feel towards unions?,

These issues are viewed as striking at the center
of any constructive processes to workér adjustment and in
the dévelopmeht of overall comprehensive policies and ﬁro—
gré.ms° In the first case the majority of the ﬁork force
has no claim to 0011éct1ve repfesentation to management.
Moreover, for those who do, the unit of economic opport-

unity is, for the most part, too small to be conducive to

. 1Crispo9 John H, Go "Summary Report on the Confer-
ence", Op. Cit., p. %0,

2Jamieson, S.M. "Economic and Technological Change
in the Sixties - Patterns of Response to ‘Chanige, Discuss-
ion¥. Labour-Management Conferencé on Economic and Tech-

nological Change in the Sixtles. DPe. 143,
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creative adjustment programs. And ﬁhe suspicion manage=
ment fééls towards unions will 11ke1y preclude advance
notice of new methods and equipment thus rendering advance
planning ineffective.

For those authors who view technology as the curse
of collective bargaining and as dooming the plight of the
worker in generél there appeérs to be substantial backing
in the above type of limitation. Clearly, any firm, free
6f social restribtions; will act in a manner only cogniz;
ant of economic criteria and often to the detriment of the
rank-and-file worker, But even more obvious 1s the fact
that most aspects of 1ndustfial relations have become tri-
partite in nature. Thus Dr. W.R. Dymond has stated:

"In today's world, it is not possible to introduce
technological changes which meet the economic ob-
Jectives of the enterprise without regard to pro-
viding the means for satisfactory adjustment to.
changes for individual employees, Otherwise, em»'
ployees on an individual basis and through their
unions will resist changes overtly or subtlyscoco

Additionally public opinion has come to expect
large enterprises, in particular, to act with a
sense of !social conscience'., If they do not do
so, a lack of conscience may lead to loss of
business in the market place or lead to undesir-
able reactions from their point of view from org-
anized labour and govermmentSc...

Failing an individual enterprise's ability to
provide continuing income and employment in the
light of the individual worker's capability for
his most productive contribution to the economy,
national manpower policy must then provide for
the worker's adjustment to new employment in
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line with his abilities in the outside 1abour
market."®

To what degree the government and society preserve these
objectives femains to be verified in the future. But even
aﬁ present management does mnot make decisions in a social
vaéﬁﬁm; ;t must considef léng—run sociél conséduences of
shoftérun economic alternétives,

Hdﬁever;dthe,arguments do chide the rosy picture
painted by éollective bargaining énthusiésts by spurning
their géneral claims to cbnsﬁruct1Veﬁe$s ahd creativeness
of the process in facing the challenge. Many of the joint
dommiftees esﬁablishéd to effect worker adjustment pro-
grams (to be reviewed in the following chapter) have en-
countered fcrmidable'prpblems and tend to weaken in the
long run betause of»thé individual nature of the plans.
in additiOn; many of the individual réccmmendétions can be
questiéhed from a soéio;écohomic point of view, Eér ex-,k
ample; is it fight to lnduce workers into retirement? 1Is
1t right to control att#itlén through a procedure which 1is
téntamount to guarantéeing jobs and removiné organization-
al efficiency? Is it right tovfeducé the hoﬁrévworked in
a week when workers then put in overtime? Is it right for

members of a.powerfui union to be granted provisions more

1Dymond W.R. "Co-=ordination of Active Manpower
Policy in the Enterprise with National Manpower Policy".
Op. Cit., pp. 2 and 4,
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bountiful than those of smailer unions? This type of
issue is often the center of academic debate.

The complexities that have emerged in the collect-
lve bargaining process have expanded ovér timeg In deal;
ing with worker displacement to technological change, the
problem reduoes to one of helping the individual. Corpof—
étioné and other leadership groupé;can exist and survive
economic énd technological changes. The individual is
much more é victim of the consequencesd Howevér, in att-
empting to provide worker assistance, indiﬁidual freedom
and fespénéibility must not be completely overlooked in
reéching for comfort and security.

How effeotivé a fespoﬁse is created to meet the
manpower adjustment challenge depends ultimately on the
genéral ecohomid cliﬁaée, éspecialiy on the state of the
1ébour market, énd_on theqépod faith and ébphiétication
of unions and mahagemeﬂﬁé;i Unléss éolieCtive bargéining
responds to these challenges governments will be required
under the pfessure of public opinion to intervene more
féfdefuﬂlyg Tﬁe twé;iégﬁes must be compleﬁenfary and
supplementéryor A deciéion'must'ﬁe made on what can be _
done by the unions and management and what musﬁ be done by‘
the govéfnment, |

As previously mentioned, the three obvious requis-
ites must be a nﬁtional manpower policy devoted to full |

employment, stable prices and free collective bargaining.
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An écohoﬁic framework must be provided such that collect-
ive bafga;ning ¢an be integrated on a national basis and
such that the union movement must edapt to established
economic objectives;,_Howéver, even then it fdllowé that-
all probiéms of the labour market cannot be solved by
oollectivé_b@rgaining alone, Thete are a number of 1ssues
thét ére just too big for 1abouf and management to handlel,
In’thié regard there have been humerbus representatiohé to
the government to éélve'ﬁhe ilis of the market. In essen;
ée, howe#ep; these rep:eSentations, 1n‘add1tion fo thé
previous requiéites mentiqhéd;'¢§11 for government aid. in
creapgﬁg more flexibility iﬁ the labour markeﬁ3

Qonsénéus has indicated that major prog#qms of reé
training for-thé labour market, upgrading the educational
attainments of the biue;COllar worker in general, traﬁs;
ferring workers with income provided during unemployment,
and possibly developing of 1ntegratéd'portable éqciél:seéé
urity é&étems ere best handled on the national level, The
&OSts‘énd benefits:of collective bargaining are obvious.
Where unions and managéments have developed ridigities in
the collective Eargaining procéss the governﬁént is :ei
qui:éd to treat the overall enviréhment by making it more

flexible.

_— 1see Chapter III, United States Experlience Sectlon,
po?o
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In sum, therefore, a viable collective baréaining
approach to worker adjustment reqnires a sophistieated
tripartite rationale3.one in which management'provides ad-
vance notice of impending changes' continuing Joint union-
management consultations fooussed on solving the problemS°
barriers to worker mobility are rescinded, and, a dynamic
flexible market policy is provided by the éovernment°

In g_eneral9 the limitations_apparent from the pre;
ceding analysie of collective bargaining are also applic-
able to joint study oommitteeso This 18 not to say that
significant results have not already been achieved with
this administrative instrumentt Indeed, European exper-
1ence with Joint etudv oommittees hae produsced aonievement
to which all reprovers of_North American polioies emphati-
¢ally referl, 1In the United States and Canada there have
been many noteworthy examples that are often paraded at
conferences and in epeechee»throughont North America.

What 1s the reason for this difference in achieve-
ment ? Why have the most highly developed resions in the
world been 1ax, reluotant or otherwiee unable to obtain the_
achievements of some sectors of Europe? It will be useful
to examine the experienoes of each region in an attempt to
determine the potentialities of this all—important colleotm

ive bargaining apparatus-nthe Joint study oommittee°

68, lsee Chapter III, European Experience Section, p.



CHAPTER III
MANPOWER ADJUSTMENT THROUGH JOINT STUDY COMMITTEES
‘I. INTRODUCTION

For the purposes of this report joint study commi-
ttees wiii refer to bipartite or tripartite bodles estab-
1ished to facilitate the development of methods of adjust-
ment to technologicai change., Tripartite bodies normally
add a'neutral chairman to the latour management committee
for purposes such as direction, mediation and factnfinding.
Such committees normally grow out of the common realiza-
tion by a particular union and management that comprehen-
sive research and planning is required, viz° a study of
the kind not amenable to the bargaining table. Indeed,
the complexities of many industrial problems demand stud-
ious cOeordination of the multi-faceted collective Bar-
galining techniques.

In noncunioniéed firms,there may be some attempts
_at joint committees With Worker representatives; However,
the limitations placed on ccllective bargaining presented
in the previous chapter create little optimism for the
effectiveness of such plans. A few corporations may exist
where the leaders possess strong social consciences, but
under the threat of increasing competitive pressures, sur-

vival of the firm must rightly prevail., And if management
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is reluctant to provide advance notice iﬁ unionized orgah-
izafions.(which is eSsential to effecti#é joint sﬁudy)g
there is even 1eSé reéson to Believe different 6f non=-
unionized firms;

The particular Qommitteé of concern is one develop4
ed by 1ébéur and‘ménagemént at thé enterprise level to
solve an imminéntmworkéi displacemgﬁt probiemo Brdadér
1abour;managementegoveinment commlttees at the local, reg-
ional and ngﬁional level are developed to deal with pro-
blems similar to those mentioned above, but of much wider
depth, and théy clearly lie outéide the scope of this
" report. |

This chapter willvdeal ﬁlth the pbtentialitiesvand
limitationé of Joiht study ocommittees as developed at the
entérpiiée level, Aooordingiy, 1t will be useful to look
at the development and experienoé of joint committees to
date; to expose some of the successes and fallures; énd
investigate soﬁé of the reagsons for thém; The results of
such én 1nvestiga£19n should provide a framework or set of

gulding principles within whioch ﬁﬁe case presentations of

the next chapter can be examined.
1T, JOINT STUDY COMMITTEE APPROACH

Joint study committees are essentially a mature or
modern outgrowth of traditional labour-management coméper~

ation ildeology. Embodied in such an ideology is a common
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- and gréWing awarehess of a need for exchange and ratific-
ation of information between the parties., Introduction of
technologicél change at the work place has affected the
rights énd»responsibilities of both parties and ratific-
ation is likely too complex for the vagaries of the bar-
gaining table alone. Joint research, investigation,
assessment and planning combined with the flexibility
available outside of collective bargaining can lead to an
objective analysis of the problems and the concomitant
sétting of long~-range goals that will be of common bene-
fit.

The use of bipartite, tripartite or all public
bodies in the above context is generally an ex-ante mech-
anism; it séeks to provide the information transfer before
collective bargaining negotiations which could result in
a strike. This is to be contrasted with the voluntary
érbitration board, an gg-pggg device for dlsposing of coll-
ective bargaining issues where no agreement is imminent.
The tripartite study committee is essentially pre-negot-
lation bargaining with complete fléxibility ailded by the
technical and mediatory services of a neutral third party.
On the other hand, the tripartite arbitration board is
restricted to submitted issues and limited in its ability
to eiplore alternativés° Becausé the issues are binding
on the parties, contract arbitration is unlikely to re-

gsolve the conflict; that is, less likely to constructively -
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shape the future course of negotiations. The étud& commiQ
ttée rests on the assumption that "time, expertise and
detailed examination are all required to deal with pro-
blems of unusual difficulty and that negotiations and the
quality of settlements will both be helped greatly if
such issues can be exﬁldred well ahead 6f time, sway from
the bargaining table,"l

In fufthering p:e-négdtiétion procedure there is
little doubt that tripartite committees are superior to
all public committees. On the other hand, there has not
Been enough evidence té suggest that voluntary trilater-
alism wiil work on é large enouéh scale to gain wide acc-—
eptance, There_ié a ourioué paradox which favours the
tripartite approach: “"that it has,ité_greatest utility in
cases of extremely low accommodation, yet depends heavily
and directly upon the level of accommodation if 1t is to
yield tanéible results." Thus careful study and patient
discussion by the mediatofy skills of the neutral can prof
duce conétruative solutiohs to vexing problems. Expere
1encé has éhowh, howevér, that solutidné to the coﬁplex
problems of technological change require the mutual con-

sent and commitment of both parties and, in the long run,

lHi1debrand, G.H., "The Use of Tripartite Bodies
to Supplement Collective Bargaining”, 1961 I.R.R.A..
Spring Meéeting. Labor Law Journal, July, 1961, p. 658,

2Ibid., p. 660,
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to be successful, a bilateral approach is better in order
to let thém hammer out their own solutions° For eXémple;
as Dr., Dymond suggests,

"The development of joint research, as a method

for arriving at collective bargaining solutions

to the job security issues posed by technologioal

change, usually has not come easily to the parties

as a matter of logical persuasion. It has often
arisen out of one or other of the following con-
ditions. First, the parties have tried just about
everything else, including a long and disastrous
strike, and have more-or-less 'backed into'! joint
research as a solution. Second, there has been.

a major threat to the continued. existence of the

company, or of the union, and in this. crisis at-

mosphere joint research has developed.’_}1
' Névertheless, examples of past successes can bé found With=
in all three of the aforementioned frameworks.

The underlying assumption of labour-managemént co-
operation in terms of & joint study committee is the pre-
dominance of free ccilective pargaining. Clearly, labour-
management co-operation cannot be advocated nor expected
on a wholesale basis when simple collective bargaining
suffices. The committee approach seeks. to strengthen the
collective bargainiﬁg procedure by supplementing, not’
supplanting it. There has been an increased realization
that the heightened pressures of today's industrial envir-

orment is creating a much heavier burden on traditional

1Dymond W.R. "The Role of Collective Bargaining
Research and Statistics in Industrial Relations - Intro=.
ductory Statement". British Columbia Labour Management
Conference - 1963. p. 114,
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collective bargaining. Moréover, there is a spreading be-
lief in some areas that "the bargaining system is produc-
ing many ecdnomically unsound settlements that are now a
real threat to the stability of the country in thé diffié
cult sixties."l Iﬁdeed»it has been suggested that coll-
ective bargaining is today facihg a crisis and thét only
through such "creative" CQiléctive bargaining approachés
éé found in joinﬁ Study committees can‘it survive énd be
effective,

The realistid level of iabour-mahagement Canper—
ation is seen to lie in a conﬁihuum; somewhere betweenw
information sharing and cé—determinatiéhziv Whereas in-
fofmation éharing is not strictly a form of co;operation
it may have’value in helping to foster co=operative att-
1tudés towﬁtds problems, including those which arise at
the bargaining table. In contrast, co-determination, a
form of co-operation found mainly in sectors of Europé,
provides for partlcipation of unions in the declsion-
making process of the organization. Joint study committ-
ees fall within this continhum to the extent that they
seek agreement as theif objective; although not a re-=

quirement on all issues, Accdrdingly, there is a need to

lgi1debrand, G.H. Op. Cit., p. 656.

. 24ood, W.D. The Current State of Labour-Msnagement
COmoperation in Canada., “Industrial Relatlons Centre,
Queen's University: Kingston, Ontario, 1964, p. 3.
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determine which areas are amenable to co;operatiOn and
which are better maintained as healthy and constructive
differences for collective bargaining, or otherwise for

inevitable conflict.
III, EUROPEAN EXPERIENCEL

AithOugh European history of labour;management cO~-
operation dates back to the nineteenth century, the more
significant and Widely known developments have .come about
since the end of the Second World,Ward The suocessful.re—
covery of European countries in post-war years has been
largely attributed to a high degree of labour;management
coéoperation; Indeed, the'Europeanvinduetrial relations
ecene has been undér constant scrutiny in recent years by
countries attenpting to duplicate--or otherwise‘understanq
the reason,forw;its successes. It must be remembered,
however, that the North American system has two distinct
underlying assumptions in its approach to industrial re=
lation3° the first is a predominance of free collective
barsaining as a method ﬁor-resolving conflict;‘the~socond
is nutnal-intereet as an area of common benefit to both
parties. Therefore, in appraising the Enropean scene the

North American observer should only attempt to extract

1Montague, J.T.  "Economic and Social Character-
istics of European. Labour-Management Co-operation", (un-
published paper), 1961,
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characteristics of mutual interest that can be fitted into
the iatter's indﬁstrial relations sjstem;

In general, joint oommittees are accepted as the
rule rather than the exception in European industry; This
is in sharp contrast to Canadian and United States indust-
rial policy. Basically the difference arises-from the
connection between industrial relations and the law., The
North American system relies fundamentally on the collect-
ive bargaining agreement and uses’ legislation only for
establishing minimum requirements. The European system,
on the other hand, downgrades the colieotite bargaining
agreement in favour of legislation, The iaWs ma& have
originally grown out of oollectiVe bargaining but the
signiflcant difference is that the focal point of bargain-
ing is raised to the industry or area level rather than
the plant level as is common in North America. From the
European legal framework has emerged an integrated and all
encompassing labourwmanagement network that is far more
sophisticated and impressive than the North American
approach,

The essential consequenoe of such a framework in
Europe is that Joint committees are favoured both by the
parties and by government° In general these committees
have 1imited representation at the plant level except for
.such clearly marked areas as welfare and internal condit-

ions° Broad issues of confliet between labour and
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mahagement are maintainéd at the highef level of dis-
cussion;

Iﬁ 1é>1n the area of developing joint control by
consuitafion that most notice appears to EQVe been takén
of the European approach, Howéﬁér, this arises dﬁt,bf a
need for defence égainst the power of employérs which in
Cénada is inoreaéingly provided by 1abqﬁr relations leg-
1slatioﬁ; Clearly cdédetermination is not aécéptéble in
Canadian industrial reiatioﬁs,‘although it has‘ﬁéen sugg-
Aested as an aieé in which joint 1ébouréménagement éfforts
cbuldvdo most to édvance the 6ompetitive'conditicns of the
individual-énterpriée.

One fundamental différence between the North Amer-
icah and Eufopean system that is of major éoncern to thié
report ériseslin the high degree of voluntary negotiation,
In the Européan system it has been recognized that manage-
ment changé$; introducﬁion of technoiogicai change and
¢ther féétors of 6oncérn to the employées are freely
commuﬁieatéd; Thus a works council or commitfee is coné
‘sulted or is provided wiﬁh free representatioh fo-ménage~
meht on issues régarding teéhnological change., The over-
riding fégt remains, howe#er; that Furopean industrial
relations 15 éstablished within a legal hetwork that 1is
nonéexistent in Canadéo'

Sweden, for exémple, is characterized by a system

of ihdustrial relations comprising--smong others--the
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following:
"Rational, centralised, 'pyramidal! structure of
both trade unions and employers' organisations,
demanding high quality leadership at all levelScococe
A Baslic Agreement stipulating a procedure for neg-
otiation, a number of 'hostile! acts that are
forbidden, the treatment of disputes that may
endanger the public interest, and the procedure
to be followed in laying off and dismissing

Workers....A permanent body (the Labour Market
Committee) for the discussion of major issues.

ul
Whether or not the European approach has policies
and programs that may be suitable to North American 1n-
dustrial relations 1s not entirely olear and 1s necessar-
11y beyond the scope of this report° ‘Suffice it here to
say that European and North American industrial relations
have clearly emerged into different labonr~manasement

frameworks and further study is required to establish any

conclusions amenable to adjustment processes in Canadao
IV. UNITED STATES EXPERIENCE

United States experience with joint study‘committé
ees is somewhat piecemeal as was indicated in the previous
ohapter dealing with limitations of collective bargaining.
The plans that have energed over the past decade have been
subjeoted to severe scrﬁtiny and almost monotonous expos-

ition. However, these plans do hold great promise for the

lCooper, Jack, Industrial Relations: Sweden Shows
the Way. Fabian Research Series 235, London: Devonport
Press Ltdo (T.U.), 1963, pp. 28=29,
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future of the committee approéch to worker adjustment and
they perhaps gain least praiSe from those who try to com-
pare the distinetly different b;rgaining process of Europe
with the United States. 1Indeed, some authors have sugg-
ested that the committee approach=--called creative bar-
gaining-~1is the'only viable method bf coilective bargain-
ing in North Americal, Proponents advocate that until
this approach receives widespread acceptance collective
bargaining will retain the disfavour and unlmaginative
association that soclety accords it today.

Although Canadian historical development and social
and economic environment ére somewhat different than thé
United States, ﬁhe conclusions of their éxperience can be
uéefully investigated with attendant cautibn. Obviously.
there is a need for objective appraisal of each situation
in its own context. But this does not preclude the in-
veétigation and adoption of some form of these flexible
solutions to problems emerging out of Canadian worker dis-
placement, Many of these cases have resulted from un%
tenable internal pressure and publicly expréssed dissatis-
faeﬁion thét saw lébour»manageﬁent relationships taken
apart and rebuilt. And even if some of tﬁe solutions

adopted were unsuccessful, the important lesson of the

_ 1McLaughlin; R.P. See Labor Law Journal. August,
196“’9 po ‘5180. .
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exercise is the willingness to experiment through con-
vstructive negotiafion°

The environmental conditions of the times have been
mentioned as influencing the type of program found most
appeaiinglo The five pléns most ofteﬁ applaudedwéArmour
and Co., Americén Motors, Basic Steel, Westcoast Long-
shore and Kaiser Steel,‘and their attendant unions-<=all
developed within twenty%five months of each other. There-
fore, it is reasoned that problems of technology can be
manageable if the atmosphere 1s made conducive; that is,
workers will be retrained ahd relocated if othef jobs are
available, severance payments will be accéptable if workers
are not unemployed too long and distressed areas will be
redeveloped if there are not too many.,

The plans that have emerged from joint study commi-
tteés in the United Sﬁatés can change the bargaining pro-
cess and/or effect a change in the bargalining institution,
Each plan changes the past bargaining context to some de-
gree, For example, Armour and Co. and the Westcoast Long-
shofe plans merely removed the impediments from bargaining
that had created untenable and sometimes explosive con-

ditions, whereas Baslc Steel changed the atmosphere of

!

1Montague; Jo.T. "Recent American Developments and
Experiments in Labour-Management Relations", Economic
Council of Canada, National Conference on Labour-Manage-
ment Relations, Ottawa, November 9-10, 1964, p. 1l.
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negotiations completely by introducing continuous consul-
tation.

Armour and Co. undertook a joint study plan so pre;
digious in its scope that its very size led to its event-
ual downfall., The cémpény set up.a fund and attémpted to
fetrain and relocate all the displaced workers from closed
plants.  The company closed twenty plants, opened eight,
and cut its force of ﬁfoduction workerslin half over a
periqg of fifteeg years. This lesson has led many to the
beiief that long-téfm commitments of this sort necessarily
favour government aid. |

The type or pace of technoiogical ¢hange can affect
the plan étructure, For éxample, the.Amerieén Motors case
involved continual introduction of new methods and cost-
reducing devices. The resulting plan reduced worker re;
sistance by introducing & gain-sharing plan. On the other
hand, the Basie Sﬁeei'ahd Westcoast Longshore industries
are characteristic of eﬁisbdic change Wﬁich 1ntroducés
more of a érisié situation, in contrast to the former case
in whicﬁ change is expected. The implications of change
are less easily forecast and heaithy bargainiﬁg processes
are fequired to ferret out alternates and develop solutions
to the problems.

The Basic Steel industry has had a long history of
1abourmmanagément co-operation and with the flexibility

they exhibited in approaching their problems were able to
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establish complex collective agreements to mutual satis=
faction. In contrast, the Westcoast Longshore industry
has had a long histofy of bitter rivalry, but had reached
the common poéition of acknowledging the need for updating
of @ethddsa As a result a huge fund was establishéd;;a
buy-out ‘approach--to enable the union to protect their
workers in éxchange for management'!s right to introduce
changes.

The use of a third party was far from consistent
in these cases. An uninvitéd_third party wés never in-
cluded and in the Kaiser plén, where mediation was desir-
ed, the parties were chosen specifically, thus setting the
boundaries on thelr participation. Stuch mediators, where
used, were normally men of extensive background who ﬁére
trusted by both,sidés to render falr treatment. However,
some criticism has been levelled against the use of a
third.pérﬁy due to the deorease in commitment that may

1, fThis view suggests

result from the interested parties
that gxtensivé self-appraisal is required by each party to
reach effective, lasting solutions..

The success of the plans 1s also attributed to &
degree to the type of individuals involved. Thus the

pefSonalities and determination of some of the leaders was

seen to have_had considerable effect on the development of

11bid., p. 52,
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a éucceSSfui plan. 1In addition, the traditidhél belief. of
a need df crisis or prpésure on each side;to arrive at a
solution was questioned. The fact is, from ah_analytical
point of vieﬁ; the pafties-ﬁake a problem out of the
pressures of the bargaining table but then develop a pro-
cedure to reintroduce it baek into the same‘typé of press-
ures. The essential eiement is a belief that all problems
of the kind found untenable in bargaining should be re-
moved, restructufed and reintroduced; the free collective
séfgaihing épproach,ié enhanced duetto a common interest
vested in the new appro‘ac}if

It is eiearly imposéible to completely investigate
ali the ramifioatﬁoné of these plans in this report. Con;
éiusidns drawn from theée and bther piéhs are included in
a summar& framework presented at the end,bf this*éhapter;
Each plan has so meny diversities that it can obviously be
cohclﬁded thét no plan pgg se will be adequate tb cover
another situation. Conditions are just too variable.
However, from the above type of diécussién it can be seen
that United States experience has déveibbéd some note-
worthy examples 6f éophistlcétion 1nv1abour;ﬁanééement
co-operation, Tédhnblogicél éhahgé héé ﬁét.pfesented too
vexing and complex a chailenge for ﬁhbéé fiexible enéugh

to adapt and experiment creatively and cdpstrﬁctivel&;



V. CANADIAN EXPERIENCE

For the most part, joint study committees-in Canada
have had government support as far back as 1919, At that
Atime a Royal Commission on Industrial Relations observed
that “"there is an urgent necessity for greater co~operat-
- ion between employer and employed,"1 From the 1920'5 to
the late 1950'3 developments in lahournmanagement co=-oper-
ation were primarily at the plant 1evel, The main con-
clusion that can be drawn from the various Canadian expera
iments in labour-management co=operation over the years
is that they have been sporadic, that they have not been
carried out on a broad front and that they have had little
overall co=ordination or sense of purpose2 |

In essence, the strong beginning of labouremanage;
ment co~operation began as a war effort against a back-
ground of War production needs,and.a spirit of patriotism;
The first formal government support for sponsoring labour
management prodnction committees came on January 18, 1944
when P.C. 162 was passed establishing the Industrial Pro—
duction Co=operation Board, Following the war this work
was transferred to the LabouraManagement Co=operation Seré

vice of the Department of Labour. At about the same time

lcited in Wood, W.D. Op. Cit., p. 10.

%Wood, W.D. Op. Cit., p. 38,
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in the United States, however, the government withdrew its
support of production committees and they soon disappeared.

In advancing the concept of co-operation in Canada
during and since the war, three distinct phases have devel-
oped, each of which has stressed 8 different objective for
co-operation, During the early period emphasis was on the
uar effort; In the period following the war the emphasis
changed to the urgency of producing to meet post-war short-
ages and to re-establish foreign marketso The third phase
dates from early 1955 When a‘broader but more diffuse set
of objectives were formulated, Qcmmittees were seen to be
of value in discussing a wide variety of subjects in add-
ition to or in place of broduction, such as safety; housée
keeping and other areas of mutual interest to the parties
Which would increase harmony in the work place.

In general, such committees have not left a marked
impact on Canadian industrial relations. "This is partly
the result of their narrow terms of reference which pre=
clude them from discussing subjects within the area of
collective bargaining aﬁa~thus from coming to érips with
some of the major problems at the plant levelo"1 By 1964
the number of committees~increased from 300 at the end of
the war to more than 1,800, During the same period, how-

ever, the number of workers represented- only increased

11p14., p. 39.
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from 300,000 to 500,000, Thls trend is seen to be result-
ing in more committees being established iﬁ smaller
plants. Indeed, in 1964:6ver fifty per cent of the total
wére committees covering fewér than one hundred employeesl.

The approach to forming joint committees was through
the use of field men“trained in the rationale of the Lab-
our-Management Co—operétion Service, The paraphernalia of
thé field men comprised é package deal setting out thé
objéctives and the essential organizétiohal characterist-
ics of the committees. The promotional materials issued
by the branch included a monthly bulletin, "Team Work in
Industry", monthly posters, and a series of discussion
sheets called "Let's Discuss", These materials are pro-
vided in an attempt to create interest in joint committees -
in 1ndustry and in general have received favourable re-
marks from industry and unions.

Although this investigation 1s by no means attemp-
ting to evaluate the role of the Labour-Management Co-
operation Service, 1t may be useful to discuss a few basic
pfinciples that have been prevalent throughout the 1iteré
ature presented. That is, joint Studyvbommittees nust
have some clearly visible objective or purpose; they have
come to be accepted as supplementing collective bargaining,

not replacing it; and they must fit in with the confines

l11bid., p. 16.



- 80 =~
of government 1egislation. Joint study committees are a
means not an end in themselvesl.

During the war years a readily available objective
was provided for labour and management in their joint
committees., They téok place, however, at a time when
mahagementwunion reiations were just beginning or not far
advanced, Thié resulted in joint committees being advoc-
éted outside of the main pattern of collective bargaining
relationships. Hence the emphasis was on a labour-manage=-
ment préduction committee which was an end in itself and
an independent vehicle in most plants for labour-manage-
ment communication.

By the time the LabOuf-Management Co-operation Ser-
vice got into opération, collective bérgaining was a
granted right and unions were making considerable progress
in developing collective bargaining relationships. Con-
sequentiy; during the post-war decade, With the loss of a
clearly defined objective and with an available line of
communication provided in the union-management mechanism,
the Labour-Management Co=6peration Service became somewhat
of an unwarranted entity.

The emphasis was shifted in 1955 to the support of
joint uniénmmanagement committees discussing anything out-

side the field of collective bargaining., This rationale

l1bid., p. 35.
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gréﬁ out of the fundamental concept of providing an organ-
ized and regular channel of communication between'laoour
and manageﬁent apart from the established bargaining
channels, Here agéin the major problem lles in the lack
of any cloarly defined objéctive for the parties to pursue;
Througﬁott the-administrative, publicity and personnel
phaSes of the operatioﬁ ﬁhe problem has been that of a
lack of an explainable philosophy°

Finally, the main problem facing the Labour-Manage-
ment Co—operation Service has been the difficulty of
developing national campdigns or national support for
their Wof_k° Labour‘iégislation in Canada is designed to
faoilitate labour and management in finding solutions to
their own problems. In addition, promotion of iaboure
management oo;operation has been actively carried out By
provincial jurisdiction not only by implication but by
means of active participation. NatiOnal support fof thé‘
Service undéf these circumstances has not reall& been
practical.

In the laﬁe fifties and early siitiés a renewed
interest emerged in labour-management co-operation, grow—
ing out of a deterioration of the eoonomic situation iﬁ
1956-57 and an increasing awareness of new problems to be
solved. Mosﬁ'of'the emphasis of this concern, however,
was developed at the national and regional levels. Suffice

it in this.repOrt to say that the new provisions, most
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notably through the Economid Council of Canada, introduce
"a mechanism for joint co-operation on the broa&er qﬁesté
ions of the Canadian economy and, for the first tinme,
provides a framework to give a sense of direction and pur-
pose to co-operation at lower levels of the economy."l

The discussion in previoué sectlons'has indicated
the increasing number of forward-looking creative collect-
ive agreements which have focussed on the solutions to
manpower adjustment problems which technological change
poses, In Canéda the government has added the problems
associated with technological'ohénge to their previbué
efforts in promotion of joint labour-management co=oper-
ation. Thus they have become concerned with the collect-
ive bargaining process not only to the extent that negot-
iations continue on until settlement, but more recently
with the methods_of manpower adjustments, and the means of
facilitating economic adjustments through collective bar-
gaining.,

In this regard,

"The Department of Labour, through its Economics

and Research Branch, has undertaken a very consid-

erable research program since 1957 on the manpower

implications of technological change....Thls re-

search has been assisted by an Advisory Committee

on Technological Change, composed of experts from

management, labour, government and universities..o.

Efforts are being made by govérnment to make the

11bid., p. 40.
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parties [management and labour] aware of their

responsibilities, to bring them together on & con-

sultative basis and to air problems, to encourage
permanent joint discussions of problems away from
the bargalning table, as well as to encourage

more basic research by the Earties, by govern-

ments and by universities."

In addition, the Department of Labour nas held a
nﬁmber of reglional iabounnmanagement conferences on joint
consultative cdmmittees° The National Productivity Coun-
cil also held highelevel conferences of management and
labour to eneourage a new atmosphere of more meaningful
oommunication between labour, management and government.
And the‘succeSSOr Eeonomio Counoii of Canada held several
highélevel labour-management conferences to discuss the
development of Canpefation in the context of promoting
economic growth;

The emphasis in all of these activities is encour-
agement by government for labour and management to find
their own solutions to new and emerging pnoblems, rather
than to create the.need_fon government,intervention;

This is the stream of events ultimately 1eading up
to the eétablishmentiby the federal Depaftment of Laboun
of the Manpower Consultative Service in mid-1964., It

would appear that the Canadian government has found both

1Dymond W.R., "The Manpower Consultative Service
of the Canadian Department of Labour®, . Talk to the Union .
Research Conference, Queen's University, Kingston, Ontario,
May 12, 1964, pp. 1 and 15,
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a clearly visible objective for 1abour=management co—oper—>
ation and one that can "supplement rather than supplant"
collective bargainingo
The purpose of this section is to show. the history -
Consultative Service has emerged° Fulfilling this purpose~
should establish the background for an analysis of govern- '
ment sponsored Joint study committees to be presented in
the nextchapter° The essential points to carry forward
in examining the Canadian-approach are the reasons for
past successes and failures in Canadian attempts at lab-
our-management co~operation, and the essential character-

istics of successful Joint study committees in general.
VI. SUMMARY AND CONCLUSIONS

The joint study committee approach to 'soliriné pro-
blems of manpower adjustment_tO'change has received in-
creasing support in the Canadian industrial relations
scene as being the most viable method of approaching the
complexities of worker displacement problems° It.is also
an approach that most readily adapts to the ideals of free
collective bargaining and free enterpriseo_ However, this
approach is still in its infancy in many respects and re—
quires special precautions to ensure its success° It also
requires a mature and sophisticated labour=management re~

lationshipg Where-such accommodation is not:sufficient
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success can sometimes be accomplished through the mediat-~
ory skills of a third party.

This chapter has investigated the potentialities
and limitations of the joint study committee approach to
manpower adjustment problems. Before proceeding with an
analysis of the Manpower Consultative Service approach it
will be useful to summarize the many ramifications of this
planning technique that have emerged from past experience,
Although the following list may be incomplete, it has
- nevertheless summarized most of the conclusions drawn from
the works of many authorsl.

1. Committee Participants

(a) Study committees must have firm support of top
officials of labour and management.

(b) All others below top officials should be en-
couraged and convinced that the approach will
work,

(¢) Apparently the question of who should serve
on the committees will have to be decided to
fit the situation, European experience
suggests they be aside from bargaining. Amer-
ican studles, for the most part, suggest pro-
blems must be studied and receive commltment
from those involved at the bargaining table,

1Healy, James J.;, Ed., Creative Collective Bargain-
ing, Meeting Today's Challenges to labour-Management Rela-
tions. Englewood Cliffs, N.J.: Prentice-Hall, Inc., 1965,

Hildebrand, G.H. Op. Cit.

Killingsworth, Charles C. "Co-operative Approaches
to Problems of Technological Change'., Adjusting to Techno-
logical Change.

Montague, J.T. "Recent American Developments and
Experiments in Labour-Management Relations". Op. Clt.

Wood, W.D. Op. Cit.




(d)

(e)

(f)

(a)

(b)

(e)

(a)

(e)
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A recent Canadian case suggests_committees should
not include regular negotiators

How personnel are organized into a joint committee
18 not vital; find the form best suited to con-
ditions, resources and tasks.

There are many situations where neutrals may be
helpful. However, the effectiveness of third
parties will be determined by the progress made
by the other two parties.

Participation of the government can be used to
advantage; and in some cases is necessary to re-
present the public interest.

"Attitudes of Participants

Continuous consultation requires that day-to-day
contact be a determined effort towards good re-
lations,

Essentially, bilateral study committees require

a willingness to co-operate, and a recognition
that there are mutual benefits to be gained from
so doing., There is an increasing need to app-
roach problems with a view to reaching agree-
ment; determining what 1s right, not who is right.

Technologlical change often creates strong press-
ures for the modification of existing labour-
management relations. Creatlive bargaining must
be recognized as being based on democratic att-
itudes by both labour and management. It 1is
neither collusion nor social reform.

Attitudes of leaders in committees are of utmost
importance; they must be courageous and respon-
sible; they must substitute rationality for
power in recognizing mutual interests; and they
must exhibit determination and willingness to
overcome impasses,

If the plan is one that necessarily involves co-
operation from lower echelons then maximum effort

lDion, G. "The Experlence of a Joint Research

Commission in a Case of Industrial Conversion (Domtar,
Windsor, Quebec 1965)", Op. Cit., p. 585.
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is required to keep them informed and to educate
them on the plan 86 that any unsatisfactory att-
itudes are removed; co-operation can be created
by continual information exchange and communi--
cation,

Groﬁnd Ruies for'Commiﬁtees

A fundamental assumption must be that techno-
logical change involves human dislocation, and
attendant provisions for adjustment must be in-
cluded as one of its costs. Moreover, increased
productivity from new innovatlions should be
shared, ‘

Comprehensive plans developed through bipartite
or tripartite committees should be formulated
for reintroduction into the normal collective
bargaining channels, They should be established
with the idea that the 1ssue is not amenable to
collective bargaining in its current form,

A necessary condition for co-operation--and con-
sequently satisfactory joint committees--=is
security for both labour and management; for
labour, security that co-operation will not re-
sult in weakening of the union institution in
the collective bargaining process and, for
management, security that co=operation will not
involve undue restrictions on the enterprise
system or infringement on management rights.

The atmosphere should be creative and construc-
tive and lead to free enchange of ideas and
proposals; in early stages especially, fact-
finding should just lead to recommendaticns.

A well defined set of objectives or specific
goals should be formulated to remove any poss-
ible suspicion in later proposals. A joint
committee should be a means not an end in it-
self, However, no idea can be too ridiculous
to c¢onsider. Joint formulation of recommend-
ations may lead to ultimate agreement but com-
plete proposal should be viewed beforehand such
that review is made possible,

Provision for flexibility should be made, in-
volving continuous consultation without dead-
lines, and sub-committees for fact-finding to
relieve time limitations on top officlals,
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Publicity should be omitted in early stages to
prevent adverse pressure on the group from un-
warranted expectations and harrassment from
outsiders., However, if program involves com-
plete co-operation from rank-and-=file then they
must be kept well informed of developments.

Modifications of United States plans to Cana-
dian situvations would necessarlly require
changes to cope with differences in industry.
size, the history of labour-management relat-
ionship, and in labour law,

Use of Neutrals

The medlatory skills of neutrals are seen as a
way out of an impasse created by low accommo=
dation of the parties., But third-party deci-
sion making does not remove conflict and the '
parties can remain frustrated. The attitudes of
the parties can only improve if they work to-
gether in constructively attacking problems and
hammering out agreements,

A third party can also provide technical aid in
such forms as furnishing new ideas, new approa-
ches, fact-finding, sorting out and identifying
pertinent data, and further helping to promote
the continuation of joint study by mediating and
advising when the parties become stalemated.

A neutral party may be necessary to represent
the interests of the public; require the parties
to research deeper certain aspects of a problem;
and, in the final analysis, aet as a "face-
saver? for compromises that are necessary but
politically difficult to explain,

A neubtral must have the respect and confidence
of the parties; a thorough understanding of the
collective bargaining process, labour, and in-
dustrial relations; the ability to mediate and
otherwise serve as the parties request; and,
the willingness to back out when the time is
right to put more onus on the parties,

The role of the government as a neutral is seen
to be more than moral suasion before dispute;
it is becoming a service agent and advisor--a
fact-finder but not a policeman., Care must be
taken to ensure that government neutrals do not
become permanent crutches,
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Basic Conditions for Success

Forward planning inoreases the chance of success
and . continuous consultation results in more
creative and constructive development of alter-
natives. Research staffs on both sides can be
of considerable advantage in providing this
continuous oonsultation and planningo

Study groups should not be an outlet for sweeping
issues. under the rugs Success is meaningless
where facts have. already been developed and
resolution necessarily depends on bargaining.

The underlying faector in much of the conflict
generated between management and labour is the
lack of knowledge about mutual goals and pro-
blems, Solutions and final plans may not be
approved if proper oommunication has not been
maintained°

Success over. time is viewed as evolving—=contin—
uous search for agreement has been shown from
experience to result in long=-run suocesses in
aohieving it.

Suooess cannot be emulatedo Plans must be
tailor»made to partioular situations and not
tried beoause they worked for otherso.

A balic requirement lies in a favourable national
climdate for solving problems, one in. which govern-
ment economic and social- polioies and legislation
are appropriate and adequate, It is difficult to
get broad-based support for co=operation unless
there is: ‘evidence that full employment is a con-
tinuing governmént objeotive9 and unless there.

are appropriate public policies to ease the im-
pact of unemployment and displaoement when they
do occur,

Realistic oOwoperation will not develop by itself
but needs appropriate mechanism from all levels
of society. Economic councils on national and
regional levels, communication of facts and pol-
icies down to plant levels, development of in-
dustry and union research and .policy groups, and
education programs deSigned to promote understand-
ing on all levels are some. of the mechanisms re-.
quired. (The Manpower Consultative Service has
been provided as a mechanism to faoilitate the
plant level need),



- 90 =

In sum, the findings of many authors who have anal-
yzed United States contracts and pIans conclude that there
is sufficient prcdf to assume that creative bargaining will
succeSSfﬁlly meet the challenge 6f changing conditions and
its émergent problems.,

The priméry requisite must be aéknowledgment of the
deeply rooted tradition held inexorably by both managements
and unions that bargaining is a method by which each side
pursues 1ts interests to the 1imit constrained only by the
law, Howéver; traditional collective bargaining must take
place in a far more difficult enviroﬁment than ever before.
Theréforé, creative bargaining with its use of joint study
committees is the most obvioﬁs alternate to conventional
practice and one that s most compatible with the volunt-
ary system. Wifh the knowledge that free collective bar-
gaihing and the right to strike is available, the joint
étudy committee approach acts as é cathartic influence to
ensure that peaceful and rational means have first been
exhausted before the less desirable methods are invoked

in attempting to gain settlement,



CHAPTER IV

MANPOWER ADJUSTMENT THROUGH GOVERNMENT
SPONSORED JOINT STUDY COMMITTEES

I.- INTRODUGTION

The Manpower Consultative Service has been instru-
mental in the development of joint study committees est-
ablished to solve the problems associated with techno-
logical change in many enterprises across Canada., BRecog-
nizing that the emergence of Jéint study commlittees haé
beeﬁ ﬁputed as the most realistioc approach to dealing
with the complexities and impaééés that may develop in
traditional collective bafgaining with introduction of
technologlcal change, the natural progression to arriving
at answers to the pﬁrposes of tﬁis report lies in analy-
zing thesé cagses to detefmine if they are compatible with
the framework as hereinbefore presehted.

Before such a.case»analysis can be of wvalue, how=
ever, it is neoéssary to understand the sphere in which
'the Manpower Conéultative Service operates. Therefore,
this chapter proposes to present the rationale of an acte
ive national manpower policy within Wﬁiah the Manpower
Consultative Service fuﬁctionsg state the principles under
which the Service operates; indicate the methdd of approach
used By the Service; and finally, present selected cases

that are sufficiently completed to permit examination,
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II. THE BASIC RATIONALE OF AN ACTIVE
CANADIAN MANPOWER POLICY

Canadian menpower policy has been hereinbefore

briefly outlined and this policy can be recalled from

comments stated earlier by Labour Minister MacEachen and

Dr. Dymondl, This policy is further elaborated by Dr.

Crispo where he suggested in 1964

"But except in very rare cases there are distinct
limitations to the contribution which collective
bargaining can make in this field [adjustment
problems] without having undesirable side
effectScoco

Assuming full employment can be maintained, the
challenge is to keep a country's labour force

" abreast. of the needs of the day in terms of its

education and training....there is need for more
alternatives in the school system, the need for
specialized programmes to deal with the problems
of particular groups at the adult level, the
need for proper vocational counselling services,
and the need for a revitalized public employment
service, Above all there will probably have to
be a centralized manpower agency for policy co=
ordination and administration. These are some of
the essential ingredients of what the 0. E oCoDo
has termed 'an active manpower policy!',

In 1965 at the British Columbia Conference he dev-

eloped this concept further by stating that beyond full

employment,

",s.We require an active labour market policy
which employs a full range of educational and

p; 10,

ence",

18ee Chapter I, Canadian Manpower Policy Section,

2¢rigpo, John H.G, "Summary Report on the Confer-
Q_Bo Citog pO' 510
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training measures; mobility incentives and related
devices to complement and supplement the inter-
action of ‘supply -and. dimand wherever that 1s nec-
essary and desirable," -

Finally, in 1966 in an unpublished paper Crispo
stated:

"Promoted for several years now by the Organization
for Economic Co-operation and Development, the
growing appeal of this concept [active labour,
market . policy] in Canada is typified by the estab-
lishment of a Department of Manpower and Immigra-
tiono 0o 00

An active labour market or manpower poliecy implles
& programme designed to facilitate worker mobility
- occupational, industrial, or geographicaloo.o

To facilitate all manner of Jjob shifts,. programmes
must be available to assist workers to upgrade,
train and retrain themselves, and, where necess-
ary, to relocate themselves and their families,e.a

Among the most essential of these [aneillary sel~
vices] would be adequate labour market research,
information and employee counselling services,
Without these and other facilities, appropriate
data would be lacking both for those administering
manpower programmgs and those seeking to take ad-
vantage of them,"

In making policy recommendations in "A Study in
Labour Market Adjustment" in British Columbia,_authors J.T,

Montague and J . Vanderkanp euggest that the speed of the

1Crispo, John H.G. "Economic and Technological
Change in the Sixties - Patterns of Response to Change =
Discussion”. Op. Cit.; pP. 159.

2Crispo9 John H.G., Chairmano "Domtar Joint Lab=
ouraManagement Sub=Committee Report on Human Adjustment to
Industrial Conversion", . Domtar Joint Labour-Management
Meeting, Val Morin, Quebec, October, 1966, pp. 10-11.
(unpublished paper),
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1abouf market in responding to demand conditions is not
sufficient and leads to structural surpluses and deficien-
cies. To overcome this insufficiency the authors recommend
that more information and greater incentives should be ad-
ministered by a sihgle manpower‘agency; The manpower
agency would perform the following five functions:

"It should éollectvand spread information about job

opportunities and developments in all labour mark-

ets, It should aid in the placement of workers

and the filling of job vacancies. It should admin-

ister the various incentives relating to moving,

training, retraining etc, of workers. It should
consult with firms and unions concerning labour
market problems; the manpower agency may actually
take the initiative in approaching the bargaining
parties., Finally, it should conduct and stimul-
ate research in the_area of mobility and labour
market adjustment."

The purpose of correlating all of these viewpoints
here is to emphasize the fact that the concept of an active
menpower policy is based on a clear and accepted set of
principles., There are no ma jor conflicting viewpoints,
Thus, the establishment of the Manﬁower Consultative Ser-
vice within the Department of Labouf to provide for the
adaptation of the currently employed manpower to the ever-
changing requirements of technological and economic change,
wésvvieWed as one necessary responsibility of the Canadian

government towards providing such an active manpower policy.

lMontague, J.T. and Vanderkamp, J. A Study in
Labour Market. dgustmen o ‘The British Columbia Labour
Force, Institute of Industrial Relations: University of
British Columbia, 1966, p. 109,
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For the purposes of this report, therefere, success of the
Manpower Consnltative Service must be measured by its over-

all contribution towards an active national manpower poliey.,

ITI. THE MANPOWER CONSULTATIVE SERVICE
METHODOLOGY

Principles Stated

The stream of events leading to the esﬁablishment
of the Manpower Consultative Service was presented in
Chapter 111 of this report., At the time of inception of
‘the Service in m1d-196k4 the fundamental principles within
which the Service was to function‘nere-formuiated; The
feiibwing auotation indieates the rationale ef the ManpoWerl
Consultative Service in 1964 as a function 6f‘the Depart-
ment of Labour, |

"The Program whieh willl be administered by the Man-
power Consultative Service as it operates at the
level of the individual industrial concern is based
on the following principles:

(a) that appropriate plans at the plant level must
be developed well in advance .of anticipated
worker displacement9 or unnecessary unemploy-
ment will result; this requires advance re-
search and assessment of the manpower con-
sequences of industrial changes;

(D) where there is a union, research, and the plans
which develop from it, should be developed
jointly by management and unions to remove
obstacles to constructive action which result
from a lack of understanding and agreement as
to the facts and the problem,

(c) that the use of existing governmental services,
both federal and provincial, which can help in
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bringing about effective manpower adjustments
should be effectively co-ordinated at the plant
level, Such important services are provided
under the Technical and Vocational Training
Assistance Act for training and retraining and
by the National Employment Service for the
placement and re-employment of workers, 1In
those cases where a complete employment adjust-
ment is not possible at the firm or community
level, the transfer of the displaced workers

to other areas is necessary and is frequently
inhibited by a lack of financial resources,
Federal government assistance in combination
with industry and the provinces will greatly
facllitate this necessary kind of labour
mobility,

To implement a program based on these principles,
the federal Department of Labour has authority to
develop the following program activities:

1.

A Manpower Consultative Service has been formed
to administer what we are calling ‘'adjustment
incentives', This Service will act in an ad-
viso¥y and technical capacity to employers and
unions in developing manpower adjustment pro-
grams and will encourage and co=-ordinate the
use by industry of public training, placement,
and other organizations which can assist in
bringing about more effective manpower adjust-
ments consequent upon technologlical change.

The Minister of Labour is authorized to enter
into agreements with employers or jointly with
employers and unions to provide research incen-
tives to pay for one=half of the costs incurred
in researching the manpower effects of indust-
rial changes, and in the development, but not
the implementation, of programs of adjustment.
Such financial assistanece, however, depends on
the Minister, through the Manpower Consultative
Service, receiving reasonably advance notice of
industrial changes which will have adverse
effects on employment. Where there is a recog-
nized union, there must also be agreement that
management and union will participate jointly
in the research and development phases of a
Manpower Adjustment Program.

The Minister of Labour can also enter into
agreements to prqvide re-employment incentives
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to a province or employers, or both, of one-half
the costs incurred in moving workers and their
dependents displaced by industrial change to

other communities where employment 1is available. -

This provision will, of course, be limited to
those workers who, except for the payment of

the incentive, would not be able to move and,
in addition, the incentive will be contingent
upon an employer or a province, or both, ass-
uming the other half of the cost,

4, Under the provisions of the Technical and Voc-
ational Training Assistance Act, a recent amend-
ment of the Ac¢t permits the federal government
to reimburse a province for seventy-five per
cent of the costs which an cemployer undertakes
in retraining workers under a Manpower Adjust-
ment Program, should they be threatened with
displacement consequent upon technological
change.,

In summary, this Program then is designed to provide
assistanse on a technical consultative basis and on
a financial basis to unions and management who de-
sire it so that they may develop more constructive
gsolutions to the displacement problems which techno-
logical and other economic changes produce in in-
dustry.

Most significantly9 it is: public policy in Canada,
at least so far as the federal government is con-
cerned, to encourage joint union-management parti-
cipation in the development of long-term solutions
to the manpower problems of technological change.

Joint researc¢h is regarded as a significant means
for providing, in advance of the impact of techno-
logical change, for the development of constructive
programs to cope with the impaet of these changes
within the context of colleetive bargaining,

A further signifiecant provision is that when work-
ers are displaced, the resources of the National
Employment Service and of public retraining agencies:
are brought to bear, The federal government will
share 75 per cent of the costs of this kind of re-
training if it is developed in the context of a
joint solution to the problems of -displacement.

In addition, the federal government is willing to
bear 50 per cent of the costs of any necessary
movements of displaced workers to areas of re-
employment .
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The Manpower Consultative Service has been set up
by the Govermment of Canada as a catalyst in fac-
ilitating the process of manpower adjustment to
technological change, It -is confidently expected
on our part that industry, both management and
unions, will seize the initiative and that the
function of the Service will be to facllitate, to
suggest, to advise the parties in the investigation
of technological change and its effects, rather
than to econduct investigations for them, The Ser-
vice will play a role in co-ordinating the activi-
ties of other government agencies in helping to
reach solutions to manpower problems, It is gen-
uinely a consultative service. In time, because
of the research which it will help to develop, it
can act as a- significant clearing house on the
best ways to cope with_the manpower problems of
technologioal change,

Although the Manpower Conéultative Service was
transferred to the Department of Manpower and Immigration
in 1966 the program it offers remained essentially the

same.

Abproach Rev;éwed

The establishment of an agreement between the union
and management of an entérprise and the government'obviouSo
ly starté ﬁith contéot between the Monpower Consuitative
Service repreéentétive and the partiés° The Manpower Con%
sultative Service representative may be contacted by one or
both parties or, on the other hand, he mnay atfempt to devel-

op interest in a program if the situation appears amenable

1Dymond9 W.R. "The Manpower Consultative Service
of the Canadian Department of Labour", Op. Cit., PPo-17=
19,
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and it is consistent with the principles of the Service1
Initially, the Manpower Consultative Service re-
presentative advises the parties on the availability of
faciliteting serices and as well suggests certain proce-
dures for ﬁanpower adjustment., Once the perties have be-
come convineed that it is desirable for them to partake in
a Joiﬁt program of planning for the expected manpower dis-
plaeement, a ﬂProﬁosal for Participation” 1s drawn up,
establishing the framework within which the progrem Will
continue, A normal‘PropOSal‘provides for a Joint Copéulé
tative Committee ﬁade up of officers of tﬁe companj and
the union. Reporting to the-perent Committee is a Research
Sub»Committee‘eontaining equal #epresentatioﬁ from uﬁion
and management, and chaired by an outside neutral--normally
an academioc professor of high repute. In the past the Man-
power Consultative Service representative or the Research
Direetor has acted as temporary chairman of the Joint Con=
sultative Committee but the parties are encouraged to make
their own arrangements as soon as possible. In some cases
a representative from each party will become co=chairmen of
the Committee, The costs of the program are normally shar-
»ed‘by_the government, company and union in proportions of

fifty, twenty-five and'tWentycfive pef cent fespectivelyo

1See Chapter V, Active Versus Passive Approach
Section, P. 166,
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Once the parties have formally agreed on the Pro-
posal for Participation, a letter is sent to the Minister
of Manpower and Immigration requesting financial assist-
ance in carrying out the adjustment program and 1ndicat1ng
the parties' intentions as related in the Proposal° A
samplé ietter and Proposal for Participation is attached
as Appendix "A",

Because of the time lag inherent in this procedure
an interim formal agreement 1s sometimes deemed hecessary.
If contentious 1ssues have been lifted out of negotiations
for a coming collective agreeﬁent; or if the parties are
of low accommodation and there is fear of one or the other
uparﬁy pdssibly reneging on certain items, a Memorandum of
Understanding is drawn up to cover these special circum-
stances, This Memorandum of Understanding serves to for-
mally bind the parties until the Minister has signed the
Manpower Assessment Incentive Agreement. Specific examples
that have been used in.the past are a status quo clause and
a binding award, In a status quo clause the parties agree
that changes in the adjustmsnt program subject matter will
not be made during a stipulated period, In a binding award -
provision, the parties have generally reached an impasse in
joint discussions and sigh an agreement stipulating that
they will abide by the recémmsndations of a chosen third
party for a given period., In most cases, howeirer9 such a

Memorandum of Understanding is not required.
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If the Minister deems the research worthy of aésisu
tahce, he has drawn up and signs a Manpower Assessment In-
centive Agreemeht (See Appendix YB"), -ane the Incentive
Agreement 1s signed the parties are 1n'formal contract
with the government to undertake the joint research pro-
gram, normally within a specified period of time, although
extensions are usually permitted.

While the problems to be researched vary with the
particular.Situétion, in general the following areas are

included in thé program:

1. A detailed assessment of the present occupational
structure.
2. A complete description of the anticipated man-
' power requirements to result from the impending
changes., _
3; A detalled descriﬁtlon of the changes in the

i current work force,

ok, An analysis of ways and means by which the ex-

‘ isting work force may be adapted to the new sit-
uation, This will likely include some provision
for retraining and an analysis of the existing
seniority practices.

54 An analysis of the present and future labour
market in conjunction with the anticipated labour
requirements projected from forecasts of product
demand,

6. If the research and assessment program concludes

’ that the company cannot absorb the existing work

force then recommendations should be devised and

submitted to the Joint Consultative Committee in

order to facilitate an orderly adjustment proced-

ure, These recommendations will likely be based

on a combination of normal collective bargaining
methods and government manpower services.

7. If the research and assessment program concludes
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that new entrants are required then the recommen-

dations should draw on labour market information

to provide for methods of attaining the required

numbers.

8. . In all cases the research and assessment proced-
ure should be kept alert to the possible use of
government manpower services in making final re=
commendations on methods to cushion the impact,

At the same time that the research and assessment
program is underway, the Joint Consultative Committee meets
to discues the framework within which future dlscussions on
any proposed changes wili take place. Normally a status
quo is established on the subject matter such that disputes
do not arise during the period of the study. In addition,
the Manpower Consultative Serviee representative can ac-
quaint the parties with othef programs similar to theirs
and show the construetive results which have emerged from
these studies.

When the research recommendations are complete they
are submitted to the Joint Consultative Committee, which is

then faced with the major task of preparing a comprehensive

manpower adjustment plan., In developing the plan it is

1Broeks, G.G, "Advance Planning for Manpower Ad-
justment at the Plant Level and the Role of the Manpower
Consultative Service", The Requirements of Automated Jobs.

P. 254,

Drew, J.D. "Economic and Technological Change in
the Sixties = Implications for Manpower Adjustment - Dis-
cussion®”, Labour-Management Conference on Economic and
Technological Change in the Sixties. pp. e 111-112,

Dymond, W.R. “WiThe Manpower Consultative Service
of the Canadian Department of Labour", Op. Cit., pp. 9=
10,
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recommended that solufions be approached with due regard
for the rights, obligations and responsibilities of all
parties, and that the needs of technical efficiency be
’equéted with those of sound industrial and human relations
in the 1ndustry. Thus, union and management are provided
with an objective and reliable set of facts; a mutually
agreed upon set of ground rules built up around provisions
contained in the collective agreements; experienoes of
other cases; and other agreements unique to their parti-.
cular c¢ircumstances.

In addition to the technical and financial services
provided by the Manpdwer Coﬁsultativé Servige, the Commi-
ttee has at its disposal the training, placemént, mobility
and miscellaneoushfacilitating services of both the prév-
incial and federal governﬁénts, These services would be
co-ordinated by the Manpower Consultative Service repres-
entative. |

The Joint Conéultative Committee's discussioné,
approached in an atmosphere free of time pressures and
with the approval of top officials of both parties, lead
to recommendations that are nofmally aécepﬁed by both the
company ahd the union, Often the fiﬁal terms and provis-
1oné of a manpower adjustment program must be negotiated,
but,»ih fhe absence 6f a crisis bargaining atmosphere and
préceded by joint research and assessmento

The final act of the Manpower Consultative Service
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épfroach is disbursement‘of the last financial incentive
payment once fhe fecomﬁénded plan is receivéd and épprovéd
by the Minister; thereby cloéing out the financial arrangéQ
ments and terminating the égreemehto
IV. SELECTED CASES HANDLED BY THE
MANPOWER CONSULTATIVE SERVICE
Each of the twenty or more cases completed or
currently underway undér the'au3pices of the Manpower Con-
sultative Service haé_its own distinet properties. ‘The
type of company, the product p?oduéed, the kin& of téchno-
logical change being 1ntrodﬁced, the number of unions re-
preséhted, the relatidns bétweeﬁ labour and menagement,
the general economic environment, and many othér character-
istics have to be considered 1niévoi#ing a plan Sf adjust-
ment tailor-made to the particular éifuation, on a broad
and,simplified scéle; however;”the cases do appeér to con=-
fqrm to a continuum that involves plant closure with mass
1ay%off at one end, an 1pcreésihg degree of internal ad-
justment moving right aérbés the continuum, and, at the
qther end, future manpoﬁer planning With no imminent worker
displacemeht; In order to arrive at some general conclus-
ions it will be useful to bfiefly reéap a number of cases,
keeping most of the variables conStant,,énd view their
position on such a continuum 6f increasing ease of wWorker

adjustmenﬁ.
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The ten cases presented were selected mainly for
thelr completeness of results, thelr representation of the
types“of Manpower Consﬁltative Service programs, their
cross-country location, and their varying degree of anti-
cipeted work force reduction. Included are two cases in-
volving piaht closure, four,oaSee involvihg 1ncreasing
degrees of ihtefnal odjustmeﬁt and four caees involving
1ncreasing degrees of future planning° The information
presented was compiled from various government files and
reports,‘research reports, interviews and newspaper art-
icles, In essenoe the material is arranged to indicate
the degree of anticipated work force #eduotion, the type
of program-that was recommended to overcome the displace;
ment problem, and where possible, the results that were
achjeved 1n effecting the worker adjustment plan, A com-
prehensive summary of one case study is attaohed as Apo;
endix "C" to ihdicate more fully the many ramificatlions

involved in a complex manpower adjustment program.

Plant Closure

Domter Pulp and Paper Ltd., Portneuf, Quebec,

In November, 1965 Domtar Pulp and Paper Ltd. signed
a Manpower Assessment Incentive Agreement in which it
agreed to undertake a program of joint research and assess-

ment. Initial contact with the Manpower Consultative Service
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was made by the union in July, 1965 shortly after it rec-
eived notice of planned closure of the Company's kraft and
boxboard snbsidiary in Portneuf, Quebeo,}for economic
reasons, sometimebin July, l966° It was expected that
about fifty WorkerS’wonld be displaced., Participating in
the manpower adjustment program was the cOmpany; two unions,
the Manpower Consultative Service, the Quebec Department of
Labour, and the Quebec Department of Industry and Commerceo
The program, under the direction of a neutral consultant,
was to provide for methods‘in which the displaced workers
could be re-employed.

Preliminary studies by the Research Committee in
November and December, 1965 involved the utilization of two
expert counsellors from the National Employment Service to
interview the employees to determine their qualifications.
This study was to ascertain whether the workers were capable -
of re-employment in the labour market, per se, or if further
retraining of & specific kind was necessary,

Attempts were also made to initiate an area re»
development program with the Quebec Department of Industry
and Commerce but several problems arose and subsequent
efforts proved unsuccessful,

In February, 1966 discussions were held with the
employees informing them of the Committee's progress and
acquainting them with the company’s policy on pensions and

severance pay. In addition, the company took upon itself
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the task of finding jobs in their other plants for all
employees who desired to relocate., Application was made
for a federal Moblility Incentive which would cover part of
thé cost of moving expenses. This application subsequen-
tly received federal approval,

In general, the program was reported as somewhat
disjointed. The regional ManpoWer Consultative Service
representative suggested that unilateral action by the
cbmpany was felt to be the cause of many of the problems.
Criticism was levelled at the interviewing because of its
unco»ordinated effort, Moreover, attempts at relocation
were hampered by the receiving unions' resistance to hir-
ing outside their own locality in violation of general
policy. it was Suggested that less resiStaﬁCe would have
been met through a joint effort. Further ill-feeling was
genérated by the workers against the company over retrac-
tion‘of specially implemented early retirement provisions.

Some of the company representatives, on the other
‘hand, actually felt thét the company might have been better
off if 1t had closed the plant down immediately instead of
phasing out the operation in an attempt to pléce the
affected Workers°

Ultimately, by February, 1967 sixteen employees had
been relocated, seventeen had accepted sevérénce pay (seven
of Which were early retirements), one had retired normally,

and the :emaining sixteen had still deferred action on
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relocation.,

Mount Royal Rice Mills Ltd.

In September, 1965 Mount Royal Rice Mills Ltd.,
Montreal, served notice to its thirty—eight salaried em;
ployees that in September, 1966 it would be transferring
operations from Montreal.to Windsor, Ontario. A Joint
Committee was established under the terms of reference of
é.Manpower Assessment Incentive Agreement one month later,
after the Manpower Consultative Service was first contact-
ed by the union and then by managemeht° The manpower ad-
justment program, directed by a neutral consultant, aiﬁed
at pfoviding assistance to those employees who wished to
transfef to the new location and at finding alternative
work for those who did not wish to move, Participating in
the joint study was the company, the union, the Manpower
Consultative Servicé and the Quebec Départment of Labour,

The Research Sub-Committee held a meeting with the
thirty-eight salaried employees and advised them that: (1)
the company would provide work to all those who wished to
- relocate in Windsor; (2) the company and the Manpower Con-
sultative Service would pay all expenses incurred in re-
locating to Windsor or elsewhere in Canada; ahd (3) the
company would offer é Sevefénde settlement of one week's
ray per year of service to those employees who did not wish

to continue working for the company after closure of the
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Montreal plant. 1In addition, the comﬁany would provide
financiél support to any employee who wished to take acad-
emic training, staggered over a period of about thirty-
six weeks,

Initially, eighteen employees desired to relbcatéo
Hdwé#er, it was found that housing in Windsor wés scarce
and, where a%ailéble, renps were high. The iny accept-
able accommodation--a low=rental scﬁeme=-required six
months previcué residency in the city td‘qualify for écc-
ess, Many attemﬁts were ﬁade to arrange for this or some
other suitable accommodations but to no avail. Finally,
only six employees still desired relocation, and to help
them shoulder the higher rents9 the company paid theée em-
pPloyees a severance settlement even though théy were to be
reinstated at the new location.,

The retraining program efforts Wefe hampered by an
apparent lack of co-operation, Twenty-nine employees were
intereéted in pre;employment training, eighteen of whom had
aﬁ 1eést gréde six education, Therefore; an 1n1tialla£t=
empt was mede at éétting up & course for them., Difficult-
ies with the Quebec Department of Education and Montreal
School Commission Board, however, reduced the number of
Qualified applicants to seven, These seven émployees were
subéequently refused training due to theirISmall number and
the entire program had to be abandoned,

Ultimately six employees moved to,Windsor, four
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remained with the company in Montreal aﬁd the remaining
twenty-elght received severance settlements. These twéntyé
eight have been interviewed by the Canada Manpower Centers
for a third time in an attempt to relocate them with other

'employerso

Internal Adjustment

Canadian Pacific Air Lines Ltdo

On March 15, 1966 Canadian Pacific Air Lines Ltd.
signed an Agreement with ﬁhe Navigators' Aésbpiation in
Vancouver, in which they agreed to cérry éut a joint pro;
gram of research, consultation and planﬁing with respecﬁ
to manpower adjustment probiems arisihg out of the planned
introduction of airborne navigational equipment, The pro;
grém is examinihg the manpower implications 1nvolv1ng
twenty-nine navigators who will become redundant when such
equipment is introduced. Contact with the parties was first
made through the efforts of the local Manbower Consultative
Sefvice repfesentativé; The Joint Céhsultative Committee
is being chaired by the Manpower Consultative Service re-
presentative and research is being directéd by a2 neutral
consultéﬁt;

The Research Committee's efforts to date have pro-
duced an analysis of questionnaire_reéults and completion

of two of five parts of the Research Report. The weight
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of evidence suppofts the view that redundancy of navigators
is 1név1tabie; the ngvigétors themselves believe sometime
betWeén three tb ten years, In addition, it apnears that
for the most part, the navigétor gronp possesses iittle
skill or experience that is réadil& adaptable fo other
occupations, élthbugh Six to ten of them doApossess some
potential for retraining as piiotso

The remaining research will assess the degree of
fit between the expeetatinns of tné naVigétors and opport-
unities for readjustﬁent within the company. In additinn,
the étudy will examine aﬁtritinn, early retirement, re-
training; relocation and severance pay provisions in an
attempt to develop an integrated solution to tne préblem
of navigator rédundancy° Ir any issues reméln in disagree;
mént after all effért‘naé been exhausted by the pértieé;
they shall be éubjéctéd to negotiation under a new collect-
ive agreement.

Previous expefience with navigator redundancy, not-
ably Trans World Airlines, and more recently United Air
Lineg, has resulted in adjustment plans that provide gen-
erous severancé pay combined with forms of supplementafy
income securityo For example, Trans World Airlines pro-
vided a monthly payment for three yearé‘plué & healthy
éeverance settlement. United Air Lines split their navi-
gators into high and low ééniority grouns and provided

separate adjustment plans for each; Lower Senidrity
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employees were granted financial severance after two yearS'
Job security, Higher seniority employees were guaranteed
either a job and a minimum salary, or a minimum monthly
payment to last until age sixty or until a maximum sum had
been exhausted.

Munificent settlements are common With navigator
redundancy due to the relatively low number of employees
affected and tneir relatively nigh salary structure, On
the other hand, navigators are so specialized that com;
pletely satisfactory internal adjustment or retraining is

almost impossible,

Canadian National Railways - North Sydney

The Canadian National Railways ferry service between -
North Sydney,.Nova Scotia, and two Newfoundland ports will
be modernized starting in the fall of 1967, The new vess-l
els and new freigntfhandling methods to be introduced will
eliminate most of the stevedoring employment currently
used. Most of the anticipated worker displacement--which -
affects seven hundred or more menaorepresents about one-
third of North Sydneyis male work force and the impact of
such unemployment could be disasterous, Both the company
and union agreed to utilize the Manpower Consultative Ser-
vice program and assistance was subsequently arranged for
through a Manpower Assessment Incentive Agreement signed in

November, 1965, Research is being directed by a neutral
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consultant who passes hls recommendations on to a Joint
Consultative Committee for consideration. The Canadian
National Railways, the union, and federal and provineial
government authorities are involveﬁ; in effecting a plan
to find alternative jobs for the affected workers,

Initially, the Research Committee was faced with
the task of trying to discover ways in which the displaced
workers could be re-absorbed 1nto'new jobs with the least
possible hardship. Therefore, they attempted to: (1) dis-
cover the characteristics of the men; (2) find omt what
alternative employment would'be available; (3) plan for
training of the men so that they could fill expected vac-
ancies; and (4) clear the way of obstacles to relocation.

The union and the company decided to face the pro-
blems together and to contribute jointly to their solution.
Therefore, no action was to be taken until a plan emerged
that was agreeable to both parties. This did not mean that
expert advice Would not be sought; merely that the two
parties on the Committee agreed to seek it together9 to
consider the advice together and to move together when
agreement was reached,

One difficulty--that of uninhibited Committee
support--emerged when company representatives were felt to
have loyalties outside the Committee. This was overcome
(one report suggested) by rendering all proceedings con-

fidential to the members., Union representatives were
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senior officlals.,

The provincial Departments of Labour and Education,
federal representatives and local education officials were
invited to participate by helping to design and establish
cdurées; Problems of relocation were discussed with the
National Employment Service, and the impact of changes on
the local commuhity were examined with the North Sydney
Town Council and Chamber of Commerce. |

Two major studies were initiated by the Committee,
as well as numerous research projects. They were: (1) an
industrial survey to determine the short-term employment
outlook in the Sydney area; and (2) the resistant attitude
of the employees towards mobility, Also; with a three year
spread between the date of original publiec announcement and
the conclusion of the reconstruction, technical studies
were required to determine the impact of proposed changes
on the work force. For example, it was expected that about
two hundred new jobs would be created due to an increase
in the number of vessels used.

Some difficulties were expected in matching dis-
placed men with the new jobs., With three unions each clam-
oring for the vacancles-=-one for ships' crews, one for North
Sydney workers and one for workers similarily affected in
Newfoundland--and with further problems arising from bull-
etining arrangements, seniority claims, and medical and

legal requirements, a great deal of co-operation was required
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to ensure that mutually acceptable arrangements were quick-
ly made. Some ex-stevedores became seamen after a two week
on-the=job training course arranged éépecially for then,

Although there was initlal resistance to the inter-
viewers and counsellors (staff of Canadian National Rail-
ways regional and head offices) it was soon overcome,

When the need became pressing to start making plans for
educational courses, the Committee decided a more detailed
interviewing assessment was required to ensure that classes
would be homogeneous, For this work the Commlttee obtained
the services of two selection and counselling experts, one
a private consultant and one from the Toronto Board of
.Education. Because nothing was due to héppen for two years
or so the interviewers found the men somewhat reliant on
wighful thinking. Even after the two formal interview
programs were over, however, counselling was continued by
a Manpower Co=ordinatof who is stationed full time at the
ferry terminal,

The Committee expended considerable effort in an
attemﬁt to promote a smooth transfer of men to other jobs
and districts., All new openings in the Canadian National
Baiiways system were publicized and educational-standards
were changed somewhat to help accommodate some of the dis-
placed. Unfortuﬂétely, the transfer and relocation of
workers to date has not worked ﬁell and most of the men

returned shortly after reloéating° In essence, pay rates
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for new jobs are lower and most of the men are firmly
attached to their own district, so undoubtedly those to be
laid off will exhaust all efforts in attempting‘to find
other jobs in the immediate area before looking elsewhere,

- Discussions have been held with the Nova Scotia
Department of Labour and, as a result, they have under-
taken to explore-=-with the federal Department of Manpower
and Immigration==the possibility of treating North Sydney
as a pilot project., If this materialized it would provide
all the social and economic research needed on the vacan-
cies that would likely arise in the Cape Breton area in the
next three years. No further:result of this endeavour has
been indicated, although, as was mentioned earlier, a short-
term outlook was initiated by the Committee.

Recent information indicates that a comprehensive
vocational tralning and upgrading program has been oper-
ating for about a year. Full co=operation was received
from every level of public authority in setting up these
courses, The Research Director suggested that school and
government officials went out of their way to ensure the
scheme received full support. Government aid, made avall-
able for this education pfdgram, was felt somewhat inad-
equate to cover the necessary financial support and dis-
'cussions were underway to attempt to alter the existing
regulations, Additlonal support was received from the

community in general leading to a concerted effort at
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golution to this wide-ranging menpower problem. In addit-
ion, a process of continuous counselling is being estab-
lished involving six to eight tralned interviewers under
the direction of Montreal consultents. This program is
attempting to re-orient and motivate the workers;

Although the question of severance payments will
ultimately be raised, the Committee is unanimous in their
belief that this must not be used as a way of buying out

of the problem,

Manitoba Rolling Mills Ltd.

Manitoba Rolling Mills Ltd., Selkirk, Manitoba, and
the United Steelworkers of America signed a Manpower Ass-
essment Incentive Agreement on June 9, 1965 in which they
agreed to assess, together with the ManpoWer Consultative
Service and the Manitoba Department of Labour, the man-
power implications associlated with the proposedvtechno—
logical changes to be made in the company's operations.
The program was initiated by Manpower Consultative Service
representatives who were aware of the planned introduction
of»new equipment and negotiations were started with the
industrial relations department of Dominlon Bridge Company
in Montreal.

About two hundred and sixty men were expected to
be laid off when the plant modernization was completed:

approximately eighteen per cent of the town's labour force,
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Accordingly, research was direéted by a neutral consultant
into raﬁifications of the changes in an attempt to devise
a manpower adjustment program for tﬁe re-adaptation and/or
relocation of employees who were to be laid off and for
the retraining of those employees who were to be assigned
new dutlies., The Research Director also chalred the
Committee,

The Joint Planning Committee, established in rel-
ationship with the Manpower Qonsultative Service, followed
closely a company sponsored joint committee that had al-
ready investigated the question of allocation of jobs in
one new area of the plant, The Joint Planning Committee
investigated: (1) the manpower requirements of the new
situation as related to the expressed technological, organ-
izational and operational changes; (2) a program of man-
power allocation, and consideration given to ways and
means by which the existing work force could be adapted to
the new situation--this involved the making of actual re-
commendations concerning new jobs and the necessary steps
for internal retraining; and (3) a detailled survey of that
part of the existing labour force to be displaced. Re-
commendations were made concerning those people who could
not be reabsorbed into the company, with particular emph-
asis on retraining, relocation and placement.

The Committee experienced considerable difficulty

initially as a low accommodation between tﬁe union and
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company management at the start created some uncertainty
as to a successful outcome. This poor accommodation was
mainly due to management's belief that widespread talk of
lay=off could cause a mass exodus from the plant and ad-
versely affect operations. On the other hand, the union
initially refused to consider renewing their collective
agreement until technological changes had been completed.
A strike was deemed imminent. However, difficulties were
handled fluently and constructively and for the most part
few, if any, of the problems persisted. The understanding
and co-operation that ultimately developed within the
Committee was reported to have greatly improved the union-
management relationship. This understanding was due in
large part to the establishment of somé fundamental priﬁn
ciples by the Committee before proceeding with the study.

The research and assessment findings indicated that -
about three hundred and ninety employees were to be dis-
placed from their jobs, Of this total, one hundred and
thirty underwent a process of internal adjustment and wefe
absorbed into new jobs or existing jobs that were preViOUSm‘
ly filled with more junior workers., Of the other two hund-
red and sixty workers to be laid off, about eighty were
originally recognlized as temporary help.

In order.to facilitate the internal adjustment,
existing seniority practices had to be relaxed for the

period of re-allocation. In addition, some junior per-
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sonnel were deemed too valuable to replace by virtue of the
special skills they possessed and were held immune to bump-
1hg; When the final re-assignment has been eétablished,
the cut-off level stood ét ébout seven years of service,
Those employees with more than seven yeafs' seniority, whob
were displaced from previous jobs, were assigned new posi-
tions in the plant by the Committee after an examination
of their past records and qualifications. Provisos such
as granting of 1nter~aséignment bumping rights and leaves
of absence to find jobs elsewhere were established with
these assignments. In addition, it was stipulated that
specific job assignments were to Be contingent upon satis-
factory performance, |

For those employees not reabsorbed within the com-
pany the Committee recommended use of the Canada Manpower
Center for interviewing in an attempt to establish use of
retraining, relocation and placement'services. The company
management permitted interviewing and registration of these
workers on company time and premises. In addition, the
Committee provided a statistical survey of personnel re-
cords for use by the counseliing service, |

The Committee recommended that government asslst-
ance be granted to those workers who wished to upgrade
their educatibnal standards even if a job was available to
them. The government subsequently accepted this fecommén-

dation. In addition, the company agreed to co-operate with
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the educational authorities in establishing training cour-
ses, An application for mobility assistance had to be
deferred until actual numbers of pending lay-offs could
be determined.

A recent Financial Post article states that:

"Sinece the company delivered its warning in mid-

1963...natural attrition has taken care of 100

of the persons marked for lay=off....

The remainder will likely be released within
the next several monthsS.,...

MRM set up retraining programs, with help from

the Selkirk School Board agd the Manitoba De-

partment of Education...."

Results of interviews and counselling indicated
that there was a high interest in training but few workers
have shown an interest in relocating outside of the Sel-
kirk area., Unfortunately, as the wage structure at Mani-
toba Rolling Miils is considerably higher than that paid
by other industries in the town, attempts to re-employ

the displaced workers at a comparable rate wlll be ex-

tremely difficult,

Domtar Ltd., Windsor, Quebec,

A Joint Commission involving Domtar ILtd., two pulp

and paper workers'! unions and the Quebec Department of

lFinancial Post, The., "Firms moving to blunt the
slings and arrows of modern technology". March 4, 1967,

P 25,
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Labour assessed the consequences of proposed manpower cuts
at Domtar's Windsor, Quebec, mill. Thls case involved the
imminent displacement of one hundred and seventy;two of
the company's one thousand workers--about ten per cent of
the town's labour force. The»parties'entered into a Man-
power Assessment Incentive Agreement on the suggestion of
the regional representative of the Manpower Consﬁltati?e
Service and the provincial Department of Labour in April,
1965, after unsuccessful attempts in reaching agreement
themselves, The research was directed by a neutral con-
sultant, who also chaired the Commission; _

The program was focussed on three broad objectives
established by the Commission: (1) reabsorption of the one
hundred and seventy-two workers; (2) dismissal of all of
them; or (3) partial reabsdrption of the workers, Within
this framework the Commission decided at the outset to
pursue three normally sequentiallareas of study consecut-
ively due to a shortage of.time and to avoid possible risks
to the affected workers, thelr families and the community.
The three areas researched were: (1) inquiry into the
possibllities of a reduction in the number of redundant
workers; (2) study of reglonal economic and labour market
conditiqns: and (3) study concerning the possibility of
placement and retraining of the redundant manpower.,

The Commission stated that thelr lmmediate object-

ive was not to decide what should be done nor to arbitrate
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the different opinions or interests of the parties, but
rather it was to analyze the situation, present facts,
indicate measures to overcome the problems and then let
the union and management decide on the final disposition
of the program.

After researching the ramifications of a number of
methods in which the one hundred and seventy-two workers
Qould be retained under the first areavof study, the
Commission recommended the following: (1) strict applic-
ation of a forty-hour week; (2) regﬁlation of the annual
leave system; (3) sabbatical leave; (4) early retirement;
(5) facilitating voluntary qepartufes; and (6) any other
measures upon which the parties can agree,

Under the second area of research the Commission
concluded that: (1) the supply of labour in the area was
relatively high with concomitant high demand for employ-
ment; (2) the primary sector.dominates the economy; (3)
:most offers of employment call for special skills or ex-
tensive training; and (4) the placement services do not
appear to have fully succeeded in putting at the disposal
of the workers all the information they needéd°

Under the third area of research the Commission
concluded that: (1) about one-quarter of the redundant
group had a precise idea of what they could do and liked
to do; (2) about fifty workers desired training, however,

the interest diversity was so large as to preclude, in
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general, organization of local courses; (3) a program of
vocational training should be established on a permanent
basis, and should not ser&e as a panacea for mitigating the
effects of major technological change at a given moment ;
(4) they were unable to establish retraining for the in-
dividuals being transferred within the plant because of a
lack of knowledge of specific job assignments; (5) a re=-
classification and guidance committee should be estab-
lished for assisting redundant worke#s find new employ-
ment in accordance ﬁith their experience, academic train-
ing, skills, interests and personality; and (6) availabil-
ity should be made of federal mobility assiétance in re-
location to jobs in new areas,

The possibility of attracting new industry td the
area was apparently precluded by the high wages of the
Domtar workers in contrast to the relatively low-wage
area, This also hampered the possibility of relocation as
workers desired new employment either similar to or better
than their present jobs. Use of the federal mobllity in-

" centive, therefore, appeared very limited. In addition,
inability of the workers to choose specific training hind- -
ered the promotion of retraining incentives,

The Commission made a number of géneral recommen-
dations based on problems ehcountered in this study. They
felt that subsequent studies should adopt a commission

early in the anticipated development program to determine
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what jobs would be avallable, specific job assignments,

who would be laild off, and that the establishment of a
reclassification and guidance committee should be essential
in helping the workers to relocate and/or retrain in ad-
vance of lay-=off,

The Commission's research recommendations served
as a basls for negotiations betweén the company and union
and after eight months of bargaining, during which both
sides made concessions and compromises, the ‘talks led to
an assurance by the company that the entire one hundred

and seventy-two employees could and would be reabsorbed,

?utﬁre Planning

British Columbia Towing Industryt

On December 28, 1964 representatives of the forty-
six member companies of the Britlsh Columbia Towboat
Owners' Association and each of the four maritime unions
participating in the British Columbia Towing Industry, re-
presenting some sixteen hundred employees, undertook to
study the impact of past crew reductions on most vessels,
due to the introduction of diesel engines and mechanized
equipment., The research, directed by a neutral consultant,

attempted to establish terms under which the industry

lsee Appendix "C", for a full write-up of this case.
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could operate economically while still retaining a suffi-
cient crew complement. The parties met for approximately
two years after the formal signing of a Manpower Assessmeﬁt
Incentive Agreement for the purpose of attempting to reach
agreemenﬁ on all aspects of manning for the present and
'foreseeable future in the towing 1ndustry°

The signing of the Manpower Agreement followed al-
most four years of joint union-association attempts to
reach agreement on sufficient crew complements. Although
considerable ground work on manning requirements had been
achie#ed and suggestions rendered, implementation of any
of these early recommendations was precluded by the assoc-
jation's fear that a certain segment of the towing indust-
ry, not bound by any agreement reached, would gain a con-
siderable competitive advantage by escaping using such re-
commended manning scales. On the other hand, the unions
were determined to have standard manning requirements
established bésed 6n the belief that the owners had re-
duced crew sizes to the point where emphaslis on safety in
navigation was of prime concern., A likely strike was
averted when the Manpower Consultative Service represent-
ative proposed the formation of a Joint Consultative Comm-
ittee,

The Committee mediated the arguments of both part-
ies on the manning issue and examined the Research Sﬁb»

Committee's recommendations on all aspects of manning. A
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provision was included in the Manpower Agreement which
bound the parties to the final decision of the Research
Chairmen on the issue of manning scales should they fall
to reach agreement,

Final recommendations on manning scales were arr-
ived at after an exhaustive study of all factors that
could feaslibly affect the complement re‘qu:‘Lred'° Among the
more important factors cdnsidered were the following: (1)
requirements of the Canada Shipping Act; (2) areas of oper-
ation: and (3) existing manning scales and such physical
characteristics of the vessels as tonnage, horsepower,
length, mechanization, etc. An immense number of briefs
and submissions were heard which espoused the viewpoints
of the two interested parties, and considerable time was
spent attempting to clarify the meaning of particular
sections of the Canada Shipping Act.

The two principles that emerged as fundamental
determinants of crew complements were: (1) that there shall -
not be excessive overtime on voyages, that is, there shall
be a normal twelve=hour day per man; and (2) that there
shall be two men physically on duty at all times the vessel
is underway, but not necessarily two men physically 1in the
wheelhouse at all times, All recommendations were condit-
ional upon complying with legal regulations. By November,
1966 the parties found, after full submission of arguments,

that a few issues remained insurmountable., Accordingly,
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the parties signed a binding award to last until March,
1967. On the first of March, 1967 this award was further
extended until April, 1968, The binding provisions and an
elaboration of their formation are included in Appendix
!ICHO |

A number of other issues were prominent throughout
the proceéd_ings° Recommendations were made in the Re-
search Report regarding training for new entrénts, an
apprenticeshib program for engineers to provide classroom
and on-the=job trgining, establishment of industry-wide
standards, and compulsory certification of operators. BRe=-
presentations on these issues were made to the federal
Department of Transport and the provincial Department of
Education but no action has yet been effected.

The Research Report also contained a recommendation
for licensing and steamship inspection of all vessels 1n
the industry. At present, all vessels of fifteen tons and
over are subject to licensing and inspection regulations
but many owners build special slzed vessels for the pur-
pose of escaping these regulations. Federal action has
been requested on this issue and there 1s some likelihood
that the licensing and inspection regulations will be
altered to include all vessels of nine tons and over. This5
will, howefer, still leave a substantial number of vessels
unregulated., The fact that the owners of these unlicensed -

vessels are not subject to manning regulations gives them
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a competitive advantage over assoclation vessels which is
a constant source of irritation to the regulated owners
and has delayed their acceptance of many of the Committee's
proposals., Indeed, the Research Report stated that no
manning program for British Columbia will be suceessful
unless the association and non-association vessels come
under the same rules. However, recent evidence has indic-
ated that some non-association owners are adopting==by
pressure or otherwise--many of the Research Report recomm=-
endations,

Interpretation of sections of the Canada Shipping
Act as it pertalned to manning requirements in the towing
industry was a difficult task for the Research Sub- |
Committee, Many statements éppeared to be confusing, 1if
not contradictory. After many attempts to interpret these
portions of the Act, the Research Report recommended that
these sections needed clarification, However, indicatlons
are that little will be galned on this issue.

Finally, the Résearoh Sub=Committee,‘in recognizing
the complexity of the situation, the difficulty of inter-
pretation of the Canada Shipping Act, and the varieties of
problems that could emerge in the future; recommended est-
ablishment of an industry-wide regulatory British Columbia
Tugboat Manning Board. Representation on such a Manning
Board would include members of the assoclation, repreéen=

tatives from the unions, a chalrman of high repute, and
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possibly representatives of the federal Services regarding
regulation and safety. 1In addition to regulating the
manning of vessels, the Manning Board would handle all
issues involving standards of working conditions, quali-
fications of workers in the industry, etc.

Application was made to the federal Department of
Transport for the establishment of such a Manning Board
with government authority. However, the request was denied
and nothing further has been done to promote such a board.

The most important aspect of this adjustment pro-
gram was settlement of the dispute on manning_scales° With
this problem removed, the partles have set out to implement
some of the other recommendations. Although the Agreement
with the Manpower Consultative Service has terminated, the
parties have at least six years of joint éommittee exper-
lence and have established new sub-committees to investi-
gate ways and means of gaining total industry commitment
to the Binding Award and to investigate special cases on

manning as they arise.

Imperial 0il Enterprises Ltd.

On July 15, 1966 Imperial 0il Enterprises Ltd.
(Ioco Refinery, British Columbia) signed an agreement
establishing a Joint Consultative Committee on automation
in acéordance with the provisions of an Addendum on Job

Security in 1ts current collective agreement with the
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union. The Addendum was added upon the recommendation of
the provincial Minister of Labour in consultation with
federal authorities during 1965 after threat of a general
sfrike° Since the collective agreement was due to expire
in 1967, the company agreed to enter into joint consult-
ation after being contacted by the Manpower Consultative
‘Service representative. On October 3, 1966 a Manpower
Asgsessment Incentive Agreement was formally signed.

A Research SubsCommittee was established to carry
out a research and assessment program. This Research Sub-
Committee; directed and chaired by a neutral consultant,
was charged with examining the impact of technological
change and automation on conditions of employment at press
ent, and theifr possible impact in the immediate futire.
The Joint Consultative Comfiittee was then to formulate an
adjustment plan, based on the Research Sub-Committee's Ré%
porty to cushion the impact of future technological change.

Initially, the major task of the Reéearch Sub-
Committee was in the area of ensuring employment, or at
least with setting a regularized procedure for reducing
employment, at the Ioco plant., After careful study, how=
ever, the Hesearch Sub-Committee concluded that for most
of the last decade there had been attrition but little in
the way of involuntary separation. Nevertheless, 1t was

obvious the workers were seeking job security as had been

indicated by their recent contract demands for increased
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protection. Further research indicated that the high de-
gree of technological break-throughs in oil refining had
not been accompanied by any realistic manpower planning.
Consequently, it was not surprising to find the workers
growing more apprehensive with increasing implementation
of new technology.

In recommending a plan to accommodate manpower ad-
justment, the Research Sub-Committee felt that it must
relieve the worker of a need to foresee with certainty the
trend of his job assignments in the plant, and also it
must encourage the trained man to stay with his job with-
out worrles about his futuréol Therefore, & plan was form-
ulated with the objective of retaining the experience of
those employees in the labour force over forty-flve years
of age while providing retraining for the younger and
proven workers, The plan comprised: (1) six months!
advance notice of change and severance pay provisions as
formulated in the current collective agreement; and (2)
special provisions to take effect in the event that a re-
asslignment of workers due to technological change affected
the wages of an individual worker., The second part of the
plan was composed of four parts based on a combination of
age and years of sefvice° It included provisions that:
(1) the most senior group would retain their current wage
rate until normal retirement, or retire with an improved

pension; (2) the second most senior group would retain
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their current Wagé rate with the opportunity to transfer
to other work for which they are qualified; (3) the third
most senior group could take advantage of a retralining
program to qualify for other jobs in the plant, or be
assigned to other plant work without immediate reduction
in pay; and (4) the lower group would maintain prior claim
to those jobs remaining after changeover,

Because of the problem associated with defining
when the "automation" plan would take effect, the Report
drew a clear distinction between instances which would
involve the plan and those that would not. 1In particular,
whenever an individual was to be moved to & new job with a
proposed wage rate reduction, and his job status was to be
altered due to changes in methods of work and production,
the Automation and Wage Protection Plan would be activated.

In addition to presenting this plan, the Research
Director discussed the need for flexibility in plannihg°
Thus the company was requested to notify the union of
proposed manpower reductions either through formation of a
manpower committee or simply by a transfer of information.
It was recommended that management acquaint the union with
the manpower outlook at least twice a year., Such notific-
ation would fulfill the required provision for six months'
advance notice on manpower dislocation and also possibly
encourage & general discussion on anticipated manpower ad-

Justments for the year,
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The Research Report also recommended that, although
outside of the terms of reference of the Sub-Committee,
there are several manpower adjustment methods that wquld
complement the plan and are worthy of mention. According-
ly, it suggested that any manpower discussions in anticl-
pation of general manpower reductions should: (1) explore
the interplant transfer of employees within Imperial 01l
Enterprises; (2) explore the special position of workers
who have equipped themselves by tralining and experience
for multi-purpose roles invthe-refineryf and (3) explore
the_facilities made available through the federal Depart-
ment of Manpower and Immigration--in particular its ser-
vices in the field of placement, geographic moblility and
training.

Although the recommendations were initially re-
ceived with some alarm and areas of disagreement did arise,
continued discussion anquualification resulted in the
Joint Consultative Committee accepting the plan in Feb-
ruary, 1967. The Research Chairman was then called upon
to draft the necessary wording for incorporation of the
recommendations into the new collective agreements which

were belng negotiated at the time.

Graphic Arts Industry of Toronto

The Graphic Arts Industry of Metropolitan Toronto

formally established a Joint Union-Management Committee
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under the auspices of the Manpower Consultative Service in
June, 1965. Signing of a Manpower Assessment_Incéntive
Agreement was the result of efforts made by the local re-
presentative of the Manpower Consultative Service. The
Committee represented more than one hundred and fifteen
employers and eight unions-=-=almost the entire Graphic
Arts Industry of'Toronto;

Although major technological change had not been
announced, the industry was in a continuous state of
modernization and major changes were anticipated in the
future, A neutral consultant was chosen to direct a Re=-
search Sub-Committee, whose objectives were to assess: (1)
the specific extent to which technological change may be
introduced in the industry in the foreseeable future; (2)
the changes in manpower skill both in quantity and type
which will be required to cope with technological change;
(3) jurisdictional rights of unions, employer hiring prac-
tices, job and income security provisions and other similar
factors which may inhibit adjustment within éhe industry;
(4) government operated educational and skill training
facilities available Within the industry which are avall-
able to cope with the anticipated changes; and (5) the
skills and potential of employees presently engaged in the
industry. This Sub=-Committee was to arrive at conclusions
and develop recommendations for submission to all interést=

ed parties.
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Through an extensive investigation of the industry
and an analysis of questionnaires sent to firms and employ-
ees an attempt was made to provide answers to the above
queries. Research clearly indicated that all sectors of
the printing industry had been steadily undergoing techno-
logical change which was expected to continue in the fut-
ure, and which would have permanent effects both upon the
. structure of the labour force and on the pattern of the
indust;ryo These changes are most obvious in the field of
photo=-composition with all its ramifications, including
computerization; new and more efficient plates in cdlour
printing; much faster presses; and other more efficient
techniques of materials handling, binding processes, etc.

In coﬁjunction with these changes, research indiec-
ated a need for radical upgrading of manpower skills, The -
Research Director recommended that co-ordination of train-
ing and retraining programs was needed, In general, he
found the consensus to be that the formal training was in-
-adequate, the apprenticeship was too long, and the recruits
were of poor quality. Therefore, the training program was
deemed in need of streamlining and upgrading which, the
report recommended, could be aceomplished through the est-
ablishment of a properly organized school for the industry.
Study showed a need to reduce the time lag between the in-
troduction of new techniques and acquisition of new skills.

Questionnaire results indlecated that the workers were
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adequately motivated towards upgrading of thei: skills,

The Research Director suggested that there were
two valid dimensions to a developing worker fear of rapild
. technological change which, therefore, might inhibit ad-
justment processes. In the first case, the worker may feel
he is incapable of fulfilling the new functions required
of him. In the second case, there 1s apprehension that a
job may noﬁ be available to him. Questionnaire results on
this issue indicated that fifty per cent of the workers
felt that some income protection should be given to work-
ers displaced by automation and changed processes, Seventy
per cent of the workers felt that machinés were lndeed re-
placing men in theilr Jobé,but only thirty-three per cent
felt that they might be replaced. On the whole, there was -
a healthy attitude towards chénge in the-industry and a
willingness to cope with change by acceptlng'the challenge’
of retraining and the need for readjustment.

The 1SSue of jurisdictional rights was dropped from
thé study agenda as the unlions became more co%operative
during the ensuing discussions., It was felt that mutual
discussion or elimination by future merger would remove
many of the technological diffieulties as they arose, 1In
this regard a separate committee was established 1in the
Toronto area to work out a program by which merger of the
various unions in thé graphic arts field could be achievedo

The Research Director concluded that technologicsal
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change would continue to open up new avenues of production
and employment and that any redundancy 1h routine clerical
or manual tasks resulting from-inéreased automation should
be more than offset by the demand for new skillé whiéh the
automated processes would bfing in_their train;‘

The Joint Committee felt that the recommended
school should be directed by representatives of the em-
ployees and employers in an attempt to bring it into
closer co-ordination'with the requiremeﬁts of the industry.
Such a school would provide the basis for apprenticeship,
training and worker retraining and, in the final anaiysis,
provide for the co~ord1natioﬁ'of all training schemes
currently active in the grapﬁic arts industry in the Met-
ropolitan Toronto area, Without such a school, it was
argued, one of the more important areas of Ontario's econ-
omy would drastically suffer by falling to attract the re-~
quired quality of entrants into the occupation.

The Joint Committee subsequently requested that
the provinecial authorities eétablish a properly organized
school for the industry. As a result of meetings with
provincial authorities, however, the Coﬁmittee hgs been
asked to supply more detalled information, particulafly
with regard to the total annual absorption into the indus-
try, the type, knowledge and skills which would be required
and several other factors which would aid in the deter-

mination of the size and nature of the'educationalvfacility
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to'be established. Consequently, the Committee is carry-
ing out additional research in an effort to bring these

factors into sharper focus,

Victoria MechaniQal Industrial Relations Assoclation

The Trustees of the Mechanical Industry Promotion
Fund of Victoria, British Columbia, representing the Vict-
oria Mechanical Industrial Relétions Associgtion and the
United Association of Journeymen and Apprentices of the
Plumbing and Plpefitting Indﬁstry of the Unlted States and
Canada, Local 324, entered into a Manpower Assessment In-
centive Agreement with the Manpower Consultative Service
in July, 1966. The impetus behind this agreement came from
the parties®! desire to emulate a similar study completed
in Vancouver,

The Trustees, representing about three hundred
workers, agreed to assess the demand for skilled manpower
in the plumbing and pipefitting industry to 1970 based on
projections of construction volume on Vancouver Island,
from Duncan to Victoria, as follows: (1) an inventory of
the present membership of Local 324 will be undertaken by
craft, age, additional proficiencliles or skills, and by
both construction activity and shipyard employment; (2)
an assessment will be made of the present utilization of
the manpower resource in annuval man<hour terms, relative

to the present demand for manpower in the industry; (3)



- 140 -

an assessmenﬁ will be made of the‘demand for skilled man-
power in the industry to 1970, based on projections of
construction volume in the region, by sectors, and esti-
mates of mechanical construction manpower man-hour cont-
ent, and projected demand in the shipyards and dockyards
in the area; (4) an estimate will be made of any antici-
pated surplus or shortage of skilled manpower, by basic
craft type; and (5) recommendations will be offered re-
garding efforts by the industry to correct any projected
manpower demend/supply imhalgnce, including apprenticeshilp,
recrultment, training and mobility. This program is
currently near thévfinal stages of ccmpletion.

A similar study in Vancouver, involving three
thousand five hundred workers, 1s now éompleted and in
operation. A quarterly report is published showing the
anticipated needs of the industry and what retralnling

will be required to meet the forecasted projections.
V. SUMMARY

The government sponsored joint study commlttee has -
been related as the third step in a sequence of manpower
ad justment approaches that attempt to overcome the com-
plex problems associated with technological displacemento
The value of this joint problem=solving approach has been
appreciated in Canada because the technique at once satis-~

fies the principles necessary to constructive action and
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the requlrements of the free collective bargaining system.

The goverﬁment is striving, through various incent-
ives, to motivate companies and unions to solve the pro-
blems of manpower displacement in advance of any crises
developing. The information presented in this chapter,
leavened with the knowledge brought forth from Chapters
II and III, provides the necessary background material for
evaluating the role of the Manpower Consultative Service

in facilitating manpower adjustment°



CHAPTER V

EVALUATION OF THE MANPOWER CONSULTATIVE
SERVICE APPROACH

I. INTRODUCTION

It is the alm of this report to concentrate on
developing an evaluatiqn whigh will allow for recommending
1mprovements, not over-emphasizing any shortcomings of the
Manpower Consultative Service, The purposes, as stated in
Chapter I, will be fulfilled by first analyzing, contras-
ting and comparing the selected cases on manpower adjust-
ﬁent to determine if a common paftern of case development
exists. The search for such a pattern will endeavour to
put the Manpower Consultative Service in context, to ex-
pose its strengths and/or weaknesses and to establish if
any similarity exists in approacheé to the cases that
could serve as a useful guide in developing future pro-
grams,

The next major section of this chapter will exam»l
- ine the Manpower Consultatlive Service methodology in aﬁ
attempt to offer recommendations for overcominglany weak=
nesses exposed in thebintegraﬁed analysils, Thus, the form-
ulated principles and approach of the Manpower'Consulta
ative Service willl be examined in the light of the empir-
ical framework and case sumﬁaries presented. Finally, the

case results will be examined to determine Af the Manpower
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Consultative Service is fulfilling its role in enhancing an
active national manpower policy. In each case recommendat-
ions will be made to strengthen or otherwise change the
present approach to conform with the rationale of an actife

manpower policy presented at the beginning of Chapter IV,
II. INTEGRATED CASE ANALYSIS

The method to be used in arriving at the proper
perspective of the Manpower Consultative Service in faclle
itating manpower adjustment will be by extension of the
continuum proposed in introducling the selected case studies
in Chapter IV. The continuum is established to indicate
the pattern of adjustment problems and the various solu=.
tions that are avallable depending on the locatlion of the
case study along the continuum. The respective roles of
the union and government in providing for manpower adjust-
ment will also be analyzed and then added to the continuum.
The aim of the above analysis is to allow for development
of a simplified, predlctive model of manpower adjustment
such that the Manpower Consultative Service can be put in
context, and otherwise portray the strengths and/or weak-

nesses of the current process.

Three Phases of Work Force Adjustment

In reviewing the cases three definite phases in

the ease of work force'adjustment are discern;ble and can
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be placed along a continuum. In the first phase of the
continuum plant closure is lmminent and there 1s notice-
able geographic and/or industrial redundancy. The prime
variable within this phase is the degree of redundancy and
it can be viewed as lafge scale disaSter, typified by
geographical redundancy, from the lower end of the con-
tinuum to a less severe industrial redundancy moving right
to the end of the phase. For example, a plant shutdown
that cripples a commﬁnity becomes & national disaster area
and would start the continuum,: At the right end of phase
one a plant shutdown may only result 1h a 'small overall
effect on the community at large and the displaced workers
may be more readily absorbed. Domtar Pulp and Paper; Port-
neuf, and mqunt Royal Blce Mills are case examples of
plant closures that are situated in this phase. 1In the
former case the welfare of the small community of Portneuf
is severely‘affected'and.geographical mobllity 1s deemed
axlomatic. Mount Royal also involves plant closure but
it is placed further to the right of phase one on the con-
tintum by virtue of its location in Montreal. Although
plant closure at Mount Royal wlll clearly result in dis-
placement; many of the workers ﬁill-look for new positions
in Montreal and geographic worker mobility is not so ess-
ential,

If a work force is hit by occupational redundancy, -

there is a possibility of solution by internal adjustment
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through the plant'or interplant, or otherwise through the
labour market., This step may border on phase one but under
most conditions could be,vieﬁed as belonging in phase two.
The mein criterion in this phase of the continuum usually
centers around the introduction of new processes that will
likely result in work force reductions but which are in-
creasingly capable of internal adjustment. At the left or
lower end of the phase the numbers laid off may be large
enough that £he sifuation is similar to redundancy and in
some cases may require similar adjustment methods. How~
ever, the continuum 1s based upon the ease of internal
adjustment and, therefore, provislon must be made to allow
for some overlapping of these phases., Canadian Pacifiec
Alr Lines and Canadian National Rallways are examples of
cases lying at the lower end of phase two, While Canadian
Pacific has a muoh'lower number of affedted workers than
does Canadlan National, the abllity to effect an internal
adjustﬁent plan 1s believed to be greater with Canadian
National than with Canadian Pacifiec,

| Moving right aloﬁg phase'tWo the prime variable be-
comes the increasing ease with which internal adjustment
is possible. Manitoba Rolling Mills and Domtar, Windsor
are examples of cases involving an increasing degree of
internal adjustment and a decfeasing degree of work force
reduction. Canadian National Rallways, Manitoba Rolling

Mills and Domtar, Windsor also involve decreasing degrees
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of overall effect on their communitlies' labour force.
While Canadian National involves much more use of external
adJuspmqpp mechanisms, Manitoba Bolling Mills involves
considerabie réédjustmént internally aﬁdvDomtar, Windsor
results in total work force absorption through internal
adjustment. Consequently, the continuum has expanded in
reiativéiterms,from total redundancy énd plént closure in
phgse one to the possible chplete‘ read justment of work-
ers at the right end of phase two.,

There 13 another possibie overlap between phase
two and three because 1mm1néht lay-off in phase two may
not materialize or, on the other hand, future planning in
phase three may result in lay-offs that were not expected.
Although there is no imminent worker lay=-off expected in
the British Columbia Towing Industry or at Imperial 0il
:thére has been enough displacement in the past to create
fear and uncertainty in the minds of the workers about
their future positions. In the British Columbia Towing
Industry work force reﬁﬁctlons over the years have been
made on a continuing basisxleaving the workers insecure in
their jobs, Imperial Oll has introduced major changes 1in
the past and, although no major changes h;ve been intro-
duced in recent years,; the worker has also been left with
a feeling of uncerﬁaintyi

"_As'planning of manpower requirements extends far-

/pher:into'ﬁhe‘future; the prime variable becomes an
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increasing degree of stability in the work force and dis-
placement becomes more remote at the right‘end of the con-
“tinuum. In the Graphic Arts case an attempt was made to

delineate'the future changes expected and consequently

'y~prepare the work force by providing in advance for needed

,adJFStménts to meet the changiné technology. In the
Plumbing Industry this exgmple is being carried to the
ultimate through quarterly attempts at updating ten year
| forecaStg of supply/demand factors in the industry's work
force. Such fu;ure ménpewer'planning.should provide easy

adjustment to any imbalances created in the labour marketg
Three Stages of Union Defence

There is considerable advantage to viewing the
~ joint committee cases as situated along such a continuum,
Such an appraisal indlcates the possiblility that certain
cases are amenable to collective bargaining adjustment
techniques, certaiﬁ cases are more amenable to government
adjustment services and possibly; in other circumstances,
a combination of both are necessary in each particular
- phase of the continuum. Indeed; earlier in the report
.fhere was,mentibn made_bf three stages that unions invoke
in attempting to control the pace of technological innov-

ationl, These three stages of union defence parallel

1see Chapter II, The Desired Mix Section, p. 50,
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quite readlly the three phases that the cases vieﬁed abo#e
appear to follow. Therefore, starting in reverse from the
right end of a second continuum the union's line of defence
is viewed as shifting in emphasis from issues of job and
wage maintenance to increasing the.economic.unit of' oppor=-
tunity to severance as worker displacement increases from
job insecurity to internal adjustment.to overt lay-off,

Possibly the ultimate in manpower planning to date
is provided by the Graphic Arts Industry of Toronto and
the Plumbing Industry of Brltlsh Columbia céses which are
placed at the right end of a continuum of union defence,
In these cases joint research is attempted by represent-
atives of managemenﬁ and'union to provide for manpower ad-
justment in the industry in advance of technological
changes. Any imbalances in supply can be readily adjusted
for in advance of any developments fhat iight prove ser-
ious to the industry and the worker. It is doubtful, how~
ever, if unions in general will be able to demand sﬁch
action on a large scale, The more competitive environment
expected in the future will probably pfeclude most enter-
prises from divulging the reqﬁired information f;pm.whioh
to make such forecasts. However, if firms in an 1hdustfy
can combine into associations as they have in the above
industry cases, then the potential does exist for a high
degree of advance manpower adjustment with a minimum of

crises and lay-offs,
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Barbash views the unions in the first stage of
defence as trying to

",...8eek contractual provisions which prohibit lay-
off's of existing personnel, or prohibit reduction
in wage rates for incumbents ('red-circling') or
at least for senior employees, or freeze a speci-
flc manning schedule during the life of the agree-
ment., The union demand for reduction in hours,
eesis plainly...for the sharing of scarce jobs.
Supplementary unemployment benefits are seen as
providing the employer with an incentive for the
stabllization of employment.

The renewed interest in earnings stabllization may
represent the second half-stage (within stage one)
after job protection. [For example the guaranteed
annual wage and the philosophy of salaries for all
workers, J...In order to maintain earnings some
unions have proposed a redesigning of wage pay-
ment and job classification systems in accordance
with the radically altered work specifications of
the automated job,"1l
Stage one as espoused by Barbash appears to match
gsignificantly with phase three of work force adjustment or
the future planning phase. As the planning phase is free
of any real crisis, the union demands are based on relat-
ively high security, and, therefore, methods of maintaining
existing job holders in their jobs at existing levels of
earnings are of utmost importance.
The cases presented in Chapter IV exhibit the above
characteristies quite adequately., The British Columbia
Towing Industry's pre-occupation with the manning scales'of

vessels is a direct indication of the unions! desire for

1Barbash, Jack. 0Op. Cit., p. 47.
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maintenance of existing jobs. Indeed, the binding award
provided for such security by requiring vessels to be.
manned with a specific crew complement, Imperial 01l
provides an example wherein the union accomplished wage
maintenance through red cirecle provisions for its members.
In this case uncertainty éiisted in the minds of the work-
ers but attrition had more than provided for an adequate
reduction in work force, Therefore, wage maintenance
provided the security the workers needed to calm anxletles
about any approaching technological change.
In stage two--where Barbash thinks most of the
unions are--
"...the union strategy shifts.,.toward moderating
the impact of displacement through contract
clauses which seek to ease the period of trans-
ition....unions seek to widen the seniority unit
to take in interplant, intercompany, and inter-
area transfers as a matter of right for displaced
workers., With increasing frequency unions are
also asking in negotiations for relocation
allowances and retraining.
«.cunions are asking for the right to participate
in some systematic fashion in the projection of
technological change, plant shutdown, or reloc-
ation., The simpler forms of participation in-
volve advance notlce and advisory consultation.
More elaborate are the joint consultation pro-
grams with research functions and with provis-
ions for participation of public or private
third parties.”
Stage two parallels the second phase that was

developed from the previous analysis of internal adjustment

1Ib1do 9 ppo 47“‘14’80
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in the case studies. For example, as the potential for
worker lay-off becomes more severe, the union 1s seen to
recognize that to a certain degree Joﬁland earnings att-
ritidn 1s inevitable and the shift of emphasis by the ‘
union is toward measures to cushion the shock of dis-
placeinent° Possibly the most important aspect of concern
to this report in this second stage is that.advance notice
and joint research are introduced as an effective line of
union defenée° )

Manitoba Rolling Mills provides an example wherein
the larger portion of its workers were to be displaced but
the modernizatlon‘wés such that many of the workers will
be reassigned to.newfpositions° The unién's approach 1is
one of ensuring a maximum of internal adjustment by ex-
panding as far as possible the unit of economic opport-
unity. In the final analysis, a case such as Domtar,
Windsor, portrays an adjustment procedure whereby the
union accomplishes its objgctive'of total internal adjust-
ment in the face of major technological change, through
planning techniques that completely'reabsorb the entire
work force,

As stage two of the continuum reaches further left,
the union's position becomes more defensive and 1t takes
recourse to meﬁbers that are being retained to help pro-
vide the required sanctions on méhagement actions, Conseq-

uently, in the two more difficult cdses of internal
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adjustment in phase two the union must increasingly rely
on severance while striving for maximum internal adjust-
ment. In the Canadian Pacific Air Lines case, for example,
a potential exists for absorbins,some redundant navigators
by retraining them as piidts but few other possible aven-
-ues-wWwithin the company are practical for absorbing those
remaining, In the Canadian National case many of the
stevedores have been retrained as crew members on the new
vessels and others wili be adapted to operate the new
facilities thgt arevbeing.introduced. In both cases,
however, it is obvious that the ease of 1nterna1 adjusb-
ment decreases as a potential adjustment method and sever-
ance payments become the only line of defence left to the
unions in helping to cushion the impact on the workers,
The Domtar, Windsor and Canadian Nafional adjustment pro-
cedures do have the advantage of recourse to other 6per-
ating areas in expanding the economic unit. As Canadlan
National must relocate workérs elsewhere, 1t falis more
to the left on the union continuum as internal adjustmeﬁt
is less feasible and geographic mobility becomes necessary.
The third stage of the union's defence mechanisme-
", ..the most striking in terms of conception--
turns on the explicit recognition of the prin-
ciple that employees have vested rights in their
jobs and that the loss of these jobs and job
rights should be compensated by a financial
settlement. This principle has been implicitly
recognized in established collective bargaining

provisions through severance pay, dismissal pay,
or terminal payments (in the nature of liguidation
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of prorated rights in unused vacation and sick

leave), and more recently in the augmenting of

supplementary unemploiment benefits by a separ-
ation-pay provision."

The union's third line of defence, which can co-
exist with stage two, is an attempt by the union to gain
e financial settlement for the lald-off workers in return
for which the employer is permitted greater freedom in
deployment of manpower., In the most critical phase of
work force reduction, where plant closure is imminent,
the union will likely make some attempt at relocation to
another plant or area, but if this is not feasible then
financial settlement is the natural progression. Thus,
stages two and three of union defence or stage three
alone is quite compatible with the first phase of work
forece reduction,

This union readtion appears to evolve in the cases
presented, For example, in the Domtar, Portneuf case the
union madé demands for severance provisions and then
attempted as far as possible to expand its economic unit
of oppb;‘tunityo The union's demand for severance tempered
with retraining and relocétion is also prevaelent in the
Mount Royal Rice Mills case. It is obvious, however, that

the unions’ demands oan not have much strength as their

position 1s more likely at the mercy of the social consclence

l1pid., p. 48,
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of menagement and whatever pressure that the public may

exert in the union's favour.
Co»ofdinatién of Manpower Services

The third area for analysis, and indeed the major
emphasis of this report, centers on the manpower adjust-
ment services provided by the goverhment'and co-ordinated
by the Manpower Consultafive Service as aﬁ aid to labour
~and manaéement. The governmental influence on the adjust-
“ment pfbcess must be viewed in two parts. In the first
placé, managemenﬁ action is not free of the constraints
of regulatory legislatiOn such as that which governs mini-
mum wages, maximum hours, ete, Technological change has
induced an added‘interést in legislative enactment.
Unions have pointed considerable emphasis in this direc-
tion due to the inherent limitations on the bargaining
pfaéess, Accordingly, 1ésués éuch as relieving the pro-
Ablems.of distressed areas, retraining and other similar
policy matters dealing with creation of jobs are consid-
ered by unions to be the rightful concern for broad,
econ@myawide legislation, .

Beyond this direct form of government regulation,
there is provision for many reactive mechanisms that fac-
ilitate the adjustment procedure, Government sponsored
training, retraining, mobility, counselling and place~

ment facilities are services by which the government in-
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fluences the proposed adjustment process by creating a more
flexible and adaptive labour market. In addition, the
Manpower Consultative Service and simlilar services aré
p;ovidedﬁin an aptempt to egc@ur&ge more sophistication
and.matﬁrity in labour-management relations, as well as to
co-ordinate the other facilitéting servlceso

In phase one of the'continuum the union attempts to
gain something more than a severance settlement but in the
face of economic crisis if will have littleISuccess; The
union isAmore likely to achleve some measure of worker |
ad justment %t Fh1$ end of the continuum by taking direct
recourse to thelgovgrnment services. Past experience has
shown that pr;vate company and union attempts at retrain-
‘ 1ng‘and relocation have met with little successl, Domtar,
Portneuf and Mount Boyal»aice'M;lls adjustment procedures
the relled on»counselling; relocation gnd placement ser-
‘vices. In addition, Bomtér; Portneuf attempts to seek some
aid for‘afea redevelopment Wﬁéféaé,MOunt Royel recommends
retraining.

There is little change in govermnment facilitating
action as the continuum moves further 1hto the internal
adjustment,phase° anadién-Pacific Air Lines study pro-

- cedures are attempting to include interviewing, retraining,

1See Chapter III,'United'States Experience Section,
p. 74, ' -
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relocation and replacement services. The Canadian Natlon-
al case not only attempts to use all of these services but
establishes special research studies in an attempt to seek
out reasons for emerging difficulties, And Mahitoba Roll-
ing Mills,'Domtar, Windsor, British Colu@bla Towing In-
dustry and Imperial 0il cases all make use 6f, or at least
examine the potential use of, these services in enhancing
their adjustment process., The only change in provision

of government services across the whole contlnuum is evid-
ent at the extreme right end of_the scé.le° Here, advance
planning is developed to such a étage ﬁﬁét’prov131on for
relocation is not considered necessary'because the supply/
demand factors have been anticipated 1n'agivance° Because
of this, provision for training is substituted for reloc-
ation as a necessary service. Consequently, the Graphic
Arts and the Plumbing Industry cases concentrate on coun-
selling, tralning, placement and retraining in effecting

thelr recommendations for future work force adjustments,
Véfiéble Factors

The above analysis has verified the fact that, at
least on a broad scale, there is an action-reaction pattern
evident in the cases studied. Obviously, no one is going
to suggest that DOmtar,'?crtheuf employees should demand
wage of job maintenance, On the othér hand, provision for

a mobllity incentive would do little to satisfy the workers:
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at Imperial 0il. Closer examination of some of the vari-
able details of the selected cases, however, will clearly
show the futility involved 1n‘106k1ng for a more sophisti«
cated pattern. .
| The type or degree of technological change belng
introduced can have a varying effect. The effect, how--
ever, can also be similar anywhere along the continuum.
Past experience at Imperial 01l indicates some major
changes have been made. However, the case 1h péint has
developed after almost a decade of utilizing attrition as
the only means of work force reduction., Computers and
other major advances are either anticlipated or being in-
stalled in the Graphic Arts Industry, at Manitoba Rolling “
Mills and at Canadlan Pacific Air Lines. ”On the other
hand, the British Columbia Towing Industry and the oil
industry ére'experiencing continual changes to mdre‘effi-
cient operations.

The type of enterprise involved in the cases 1s
extremely véried. The studies involve participation by
entire 1ndﬁst:1es in a specific area such as the Graphic
Arts and Plumbing casesg”partial,1ndustr1es as in the
British Columbia Towing Industry case, multi-operational
enterprises such as the Canadlan National Rallways, Dom-
taf Pulp and Paper and Imperial Oil cases, subsidiary
organizations-such as the Manitoba Rolling Mills case and

single companies such as the Mount Royal RBice Mills and
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Canadian Pacific Alr Lines cases.,

The degree of accommodation between the parties can
vary from the loggerhead situation of*tﬁe British Qolumbia
Towing Industry case, to the relatively low accommodation
in the Imperial 0il case, to the constructive approaches
taken in the Plumbing énd Graphic Arts Industry cases.
Also, the number of unions involved in a single case can
vary greatly. There were eight unions participating in
the Graphic Arts Industry case, four in the British Colum-
bia Towing Industry case and one in the Canadian Paciflc
Alr Lines and Imperial 0il cases.

Clearly, the many ramifications of this type of
examination precludes the development of any definable
pattern beyond what has been indicated by the above analy-
sis. Studies of the many plans developed in the United
States have shown that each adjustment procedure must be
tailor-made to the particular situation it faces, ,C.!on«=
sequently, no further attempt will be made in this study
to develop a case pattern beyond that presented, |

The analysis has developed thus far with the init-
ial assumption that other influencing forces such as union
strength, economic environment, the laws within which dec-
1slions must be made and other variables were to be set
aside temporarily. A final addition to the analysis,
therefore, must be the introduction of environmental

factors and legislation to encompass all the other forces
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that have an effect on any outcome that would normally be
anticipated.

In sum, therefore, the conclusion of the case anal-
ysis is that a broad Simplified framework or continuum 1is
discerniblé; Across such a continuum, three relatively
clear phases of management actién emerge and they are de-
fended by three relatively distinct union reactions,
Government support is also offered to help to faciiitate
worker adJustmento‘ Government services are, for the most
part, general throughout the continuum and are called
upon to the extent that they enhance the overall adjust-

ment process.

The Manpower Consultative Service in Context

Whereas the cases examiﬁed show the result of
management action, the three stages of defence are seen'és
union reaction., However, the initiative for introduclng
technological improvements to maintain a dynamic enter-
prise lies with management. Managements act and unions
reactl. Collective bargaining by its very nature lags the
act. Consequently, the process is 1nev1tab1y:slow and re-
presents adJugtments or lack of adjustments to events that
ha#é already occurred.,

Management is in the position of knowlng in advance

lBlock, Joseph W. Op. Cit., P. 137,
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what changes are going to take place and how these changes
are going to affect employees. Only management is in a
position to make an analysis to determine what alternatives
~can be provided within the enterprise for those displaced.
Management actlion upon introducing technological change
can be viewed within the above framework asfbeing radical
or conservative from one end of the continuum to the other.
| The action 1s deemed radical to the exﬁent that 1t seeks
to overturn the prevalling structﬁre\of work rules and
"local practice” clauses in one conqentréted attack, On
the other hand, conservative action is viewed &8s no less
concerned with union-obétacies tO'productife efficiency,
but 1t 1s reconsiled to the strategy that progress in this
area will have to be made gradually by acqﬁiescence rather
than by direct frontal attackl.

The foregoing analysis can be used as the basls for
the development of a simplified action-reaction model as
shown in Figure 1u—reqosnlzing the need for”flexibility in
the dividing lines. The model emphaslizes the type of ad-
justment reaction required to offset particular management
action and places the Manpower Consultative Service funct-
ion in context as 1ntefpreted in this analysis.

This report is interested in the continuum to the

extent that the Manpower Consultative Service can co-

1See Chapter 1I, The Desired Mix Section, pp. 52=
53. ' :
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ordinate government manpower services and joint labour-
menagement studies can be initiated to ease worker dis-
placement. Clearly, there is a limitation on the Man-
power Consultative Service process at both ends of the
continuum. On the right end, for example, the future
plans of management may be unknown to the union and there
will be little incentive or pressure towards joint study.
In this area the government can only focus attention on
encouraging managements.to prior planning and to give ad-
vance notification of any anticipated changes to the
workers concerned, On the left end of the continuum, a
single company may close its plant for economic reasons
and there is 1little likelihood that the union will have
any recourse to the company beyond the terms of its
céllective agreement, |

Barbash has seen this limitation in scope. He
views the use of Joint study committees as falling withiln
the second stage of union defence., Dr. Dymond emphasized
a further constriction when he suggested that the parties
normally enter a joint approach'only as a last resort
after all other methods have failled., Even then it will
likely be restricted to cases where the unions are strong
enough to pressure management into joining with them in
future planning. And; most 1mpbrtant of all, the Manpower
Consultative Service approach is limited to those cases

where the parties deem it advisable to have a third party
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recommend an adjustment plan to solve their problems.
| Beyond this limited range of applicability of the
Manpower Consultative Service approach there are also the
limitations that were volced about collective bargaining
in Chapter II.

The Manpower Consultative Service in the context
presented in the model, and further limited as above, is
seen to have the following applicability: (1) it facilit-
ates manpower adjustment by co-ordination of the govern-
ment 's manpower services in the area of the continuum
where joint study is most feasible; (2) it is avallable
where the union has enough strength to force the jolint
approach; (3) it is available where labour-management acc=
ommodation makes 1t untenable for the parties to carry on
in their present state of relations; aﬁd (4) it is avall-
able where the parties believe some advantage is to be
gained by the use of a third party.

One other noteworthy simllarity in the cases stud- -
ied should be emphasized. This similarlty lies in the
use, in most cases, of an academic ‘research chairman to
assess the displacement problem and recommend an‘adjust=
ment plan, This.issﬁe is of paramount importance in deter-
mining an emergent pattern because most of these academic
researchers have a similar background within which they
approach the ménpowei problem, In general, a review of

the cases indicates that each researcher useé e similar
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set of guilding principles° The many United states plans
and their resulting‘recommendations do not share this
common base and consequently, are accepted as developing
into more diverse solutions° It must also be recognized
that the solutions to Canadian cases are, for the most
part,vlimltédwto the degree of sophistication displayed
by these research chairmen, as théy normally are respon-
sible for the development;of’the ad justment plan.

In summary, the model that has emerged from a
generalized analysis of the case studies; leavened with
the theory developed in earlier chapters, provides a pot-
ential device for categorizing the approach to be used by
the Manpower Consultative Service in effecting a manpower
ad justment program.

The main point of this exercise was to determine
whether or not there 1s any pattern emerging in the Man-
power Consultative Service cases that can be used in app~
roaching future adjustment problems. It can be concluded
from the above analysis that the Manpower Consultative
Service cases will normally involve adjustment procedures
that are similar in the dbroad perspective to thbse indic=
ated in the model; Ag other studies have proved, however,
each case will require a detailed adjustment planitailora
made to its particular circﬁmstanceso Also the degree of
sophistication evident in each adjustment procedure will be

considerably influenced by the efforts of the research
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director,

There is a second conclusion that can be drawn
from the above analysis. Clearly, the role of the Manpower
Consultative Sérﬁice in effecting manpower adjustment suf-
fers from the many limitations which have been related

above., If the Manpower Consultative Service approach 1is
‘to become an effective Wldewranging approach in the co=-
ordination of manpower services to facilitate manpower
adJﬁstment ags its objective of enhancing the national man-
power policy would require, then it is obvious that some
means of 0veroom1ng its limitaﬁions must be found,

11T, EXAMINATION OF THE MANPOWER CONSULTATIVE
' ' SERVICE METHODOLOGY

. The second purpose of this report is to examine
the Manpower Consultative Service methodology in an att-
empt to determine.if the principles and épproach are
adequate with respect to the stated objectives of the Ser-
vice, and whether they are being adhered to in practice.
Accordingly it will be useful to review the principles and
approach that are either restricting the rqle of the Ser-
viqe or otherwise providing an inadequate base on which to
fulfill its objective of enhancing an active manpower
policy.

Essentially the principles of the Manpower Con-

sultative Service provide for advance research and
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assessment; joint consultation to remove obstacles to con-
structive_action; and, effective co=ordination of existing
government services at the plant level, There is adequate
substance in this fqrmﬁlation of principles to provide for
the enhancement of an active national manpower policy. How-
ever, the conﬁext within which the Manpower Conéultative
Service emerged in the model of the last section provides
>am§ie evidence of its na:rowdapplicability; The succeed-
ing sections of this chapter will examine the Manpower
Consultative Service methodology in an attempt to expose
some aspects that warrant reappraisal if the Service 1s
to be strengthened and consequently achleve its stated

objectives.
Active Versus Passive Approach

The Manpower Consultative Service acts as a catél-
yst in the adjustment process but, in prineciple, only if
approached, viz. "to unions and management who deslre 1it."
This principle has been critioized by labour ahd by some
academics who suggest that manpower policies must be act-
ive and to be effective cannot be merely responsive. Mf.
Morris, Executive Vice=President of the Canadian Labour
Cpngresé, has stated that the Manpower Consultative $er=
vice is ‘ |

"A case in point....Its terms of reference, as I

understand them, do not permit it to go actively
into the field to seek out cases of manpower
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imbalance before they have reached a critical

stage. Rather the initiative is expected to

be taken by the firm and the union, and_ then

the Service is to respond with adviceo"l
He suggests that the Manpower Consultative Service can
only be effective if it or some other manpower agency is
taking an active role and states that to date "the general
tone of our whole manpower policy is passive."2

Mr, Morris also quotes Professor Wight Bakke of
Yale University who stated::

"Merely responsive action is bound to be lacking

in focus and direction, because the purposes and

motivations stimulating the demands to Whgch the
response is made have no uniform nature,"

If the argument for an "active policy" refers to
one where the Manpower Consultative Service seeks to est-
ablish joint research by attempting to encourage the part-
ies to fulfill their responsibilities, then this olearly
is already being done. 'Ir’;de’ed9 reference to the cases
presented in Chapter IV indicates that most of them have
been nurtured to fruition by the Manpower Consultative

Service representative, Although the related principles

do suggest that labour and manaéement must "desire" the

lMorris, Joe. “Economic and Technologlical Change
in the Sixties - Implications for Manpower Adjustment -
Discussion”.. Labour-Management Conference on Economic
and Technologieal Change in the Sixties. pp. 100-101.

zIbido‘g po 1010
JLoc. Cit.
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establishment of a joint research committee under the aegis
of the Manpower Consultative Service, this does not prevent
active encouragement of such endeavours, Nevertheless, the
government 1s necessarily constrained from "interference"
in labour-management relations. It must take care not to
step over an imaginary but yet all-important line that dis-
tinguishes between encouraging and interfering in the priv-
ate domain,

A pertinent government viewpoint suggests that:

"Enterprises tend to be pre-occupied with their

own internal problems and may even fear the in-

volvement of government agencles as placing

undue pressure on them to respond to manpower

adjustment programs which they feel will reduce

their freedom to make deoisiogs in the best
interests of the enterprise.”

On the other hand, the reprovers may be striving
for enactment of legislation to compel enterprises into
co~ordination of private and public activities., In this
regard Dr, Dymond has stated:

"I am impressed by the great difficulty of

effectively legislating in thls field...by the

difficulty of providing sufficlent flexibility

in legislation to encompass the great varlety

of arrangements which must be made tozaohieve

an adequate degree of co-ordination,"”

Dr. Crispo emphasized the fact that state ocontrolled

1Dymond, W.R. "Co-ordination of Active Manpower
Policy in the Enterprise with National Manpower Policy",
Op. Cit., p. 10. B

21bid., p. 12,
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policies should be adopted with a high degree of caution
when he stated:

"We must make sure we are not unduly interfering
in the market,...

Whenever we see a problem, 1t seems to me the
first thing we should say is why isn't the mark-
et taking care of it%7...let’'s do that before we
introduce some complicated policy which we'll
never be able to get rid of....0nce you create
something you never get rid of it...we must con-
centrate on programs that complement and supple-
ment the market by making it perform more effect-
ivelyo nl
Therefore, it appears that any direct involvement
of the government by legislation in the formation of joint
research committees is, at least; very difficult-=if not
impracticable, On the contrary, government action would
reap more useful results by facilitating the adjustment
process through ensuring adequate provision for counsell-
ing, training, retraining, placement and mobility.
Consequently, the Manpower Consultative Service
has been accorded a most useful purpose in encouraging and
providing co-ordination of these facilitating services,
However, it has been shown to be overly constrained in its
effectiveness, Leglislation that forces a joint appreoach to

solving the complexities of worker adjustmént would be im-

possible in Canada due to the advocated policy of free

1Crisp09 John H.G., "Economic¢ and Technologiecal
Charnige in the Sixties = Implications for Manpower Adjust-
ment - Disceussion”", Labour-Management Conference on
Economic and Technological Change in the Sixties. p. 123.
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enterprise and free collective bargaining. Therefore, if
the Manpower Consultative Service is to become a more
effeotive, wide-ranging entity, a‘policy that averts

direct intervention must be introduced.

The Requirement of Advance Notice

A solution that would seem to follow naturally from
the above discussion is embodied in the principle of the
Mgnpower Cpnsultative Service that requires it to recelve
advance notice of industrial changes which will have ad-
verse effects on employment. Aé the Mgnpower Consultative
Service is concerned with co-ordinating manpower adjustment
services, its effectiveness, at least in the short run,
clearly lies at the merey of the employer's soclal con-
science; on whether the employer feels obligated to inform
the Service in advance of impending changes. The weight of
evidence has indicated that in the absence of legislative
or soclal reprisals the decision to innovate is essentially
based on economlc factors, Dr, Dymond has stated:

"The effeetivenesé of the role of the employment

service is directly dependent on the extent of

which it has advance warning of impending dis-
placements., The employment service, in those

cases where permanent lay-offs occur can best

perform its functions of counselling about alter-

native job and training opportunities, the actual
placement of workers in alternative employment,

the assisted mobility of workers to new areas, or

their referral to retraining programs if it has

sufficient time to plan and provide for the ad-

justment of workers through these various tech-
niques. In general, the shorter the notice to
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the employment service and the less their in-

volvement in the redeployment of manpower within

the enterprise, the longer will be the perlod of

unemployment for those laid off and the less

chance they will have to secure new employment

in oecugations matching their productive capac-

ities." '

If legislation is needed to co-ordinate enterprise
and national manpower adjustment programs effectively,
and, 1f advance warning of change is ﬁhe prime requisite
of an effective ad justment procedure, it would appear
axiomatic that advance notice requires such legislative
commitment. There are a large number of arguments favour-
ing an approach that requires employers to give the govern=
ment and/or the employee from three to six months' notice
of imminent displacement. As was previously indlcated in
Chapter 1I, provisions exist in many collective bargaining
agreements requiring this type of prior notification. It
was also shown that management?!s reluctance to give advance
notice based on fears of mass exodus and competitive losses
were unfounded and indeed, the benefits of granting early
warning far outweight the costs of granting it,

In many regions of Europe advance notice 1s taken

for grantedzo One author quotes an Austrian works?

1pymond, W.R. "Co-ordination of Active Manpower
Polioy in the Enterprise With National Manpower Policy."
Op. Cit., pp. 7=8.

2Ahlsen, Egil, "Facilitating Worker Adjustment
to Technologicecal Change - Statement by Discussant'. The
Requirements of Automated Jobs. po. 269,
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councll chairman as stating "The whole difference between
brutality and humaneness may lie in the time lag granted
for adjustment to technological changeo"l

In Canada, Dr., Crispo writes that the onus is on
management to see that union efforts are directed towards
acceptance of technological change., He states that:

"Unless employers are willing to glve advance

notice of anticipated changes and are prepared

to write off certain worker adjustment costs as

legitimate charges against the over-riding
benefits of the changes, unlons can ill-afford

to be overly constructive,"<

The Economic Council of Canada in 1966 published
"A Declaration on Manpower Adjustments to Technological
and Other Change" in which it suggests guldelines for
avoiding labour-management disputes over major changes.

It supports the idea of Jjoint labour-management committees
functioning throughout the year as being able to provide
the flexibllity and objective studies that are required

to solve the problems of adjustment to echange. It suggests
that:

"The following adjustment measures...are recomm-

. ended to labour and management for general applic-

“‘ation as basic and conerete methods of approach

for helping to solve manpower adjustment problems,
The specific application of these measures...

1Blau, Paul, Paper presented as a representative
of labour under "Conclusions and Implications". The Re-
guirements of Automated Jobs. p. 403,

2Crispog John H.G., "Summary Report on the Con-
ference", Op., Cit., pP. 38. '
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could be incorporated in formal agreements as
desired and agreed upon between labour and
management in the particular enterprisecc..

The provision of information as early as possible

about anticipated change and its menpower implic-

ations 1s basie¢ and preliminary to the carrying

out of any manpower adjustment programme....

Although it is impossible to stipulate for all

industrial situations what the period of advance

notice should be,,..there should be as much ad-

vance noti@e as possible, with a minimum of not

less than three months wherf changes of material

significance are involved,*® S

In British Columbia in 1965 the provincial govern-
ment set down a plan recommending that six months' advance
notice be given to the Imperial 0il refingry workers of
impending technological change affecting Jjobs,

And, in Quebec, one researcher for the Manpower
Consultative Service stated that:

"If we want...sommissions to be very efflcient,

I submit that...the workers to be laid-off

should be advised og this possibility six

months in advance,™

With the overwhelming acceptance accorded the con=
cept of advance notice, the many benefits that are seen to
accrue from using it, and the very fact that effective
government facilities are precluded without advance notice,

it is clearly too important a factor to leave to the whims

1Economic Council of Canada., A Declaration on

Mangowe Adjustment to Technological and Other Chenge.
Ottawa: Queen's Printer, November, 1966, PD. 7=8.

2pion, G. Op. Cit., Do 585,
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of enterprises faced with essentially economic decisionsl,
Indeed, compulsory advance notice would éain at once the
time required for initiating the government manpower pro-
.grams such as the Manpower Consultatlive Service co-ordin-
ates, and provide the impetus needed by management to plan
vin advance the manpower implications of its proposed
changes.

Although the Manpower Consultative Service prin-
ciples provide for establishment of‘joint regsearch commi-
ttees where no union exists there has been ample evidence
in this report to suggest that few, if any, managers will
offer joint consultation if if is not required. If ad-
vénCe notice is recommended as a suitable guideline by
the Economic Council of Canada why should it be encouraged
only where unions;=and likely only strong unions--are able
to demand it? Surely, if the guideline is appropriate for
unionized firms it is also appropriate for non-unionized
firms., Moreover, why should the guideline be extended .only
 f9i displacements arising out of technological change as

meny advocates suggest?

: 1Subsequent to the writing of this report The
Vancouver Sun, in an article entifled "Automation Rules
Hinted by Government", reported that Manpower Minister
Jean Marchand told a national labour-management confer-
ence in Ottawa that it appears essential that employers
give their workers at least three months' warning of
technological change that could adversely affect their
jobs. March 22, 1967, p., 22,
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Messrs. Beaumont and Helfgott, in studying numerous
plants undergoing industrial conversion, concluded that:
¥,o0olt is impossible to isolate employee dis-
placements attributable solely to technologlecal
change, because of the interrelatedness of all
factors that determine the course of employ-
ment "1 ' ’
They also refer to the United States Congress, Joint Econ-
omic Committee wherein it states:
“There is no way to determine whether a particular
worker has lost a specific job because of techno-

logical change, or the shift of demands away from
the product his industry produces, or 1§adequate

aggregate demand,; or some other c¢ause."

Therefore, it is possible that recommendation of
advance notice as an "automation" gnideline‘may Just lead
to more confusion as to interpretation than benefit to the
worker. Indeed; the aim of maXimum utility of Canada's
human r¢sbur@es would seem to beg introduction of a law
that requires management to inform the local Manpower
Centers at least three months in advancé of impending lay-
offs on all but special cases (such as for just cause),
Accordingly, adjustment plans could be prepared by the
companies alone or jointly with the government services
depending on the nature of the particular situation,

The arguments in favour of 1egislation.to require

advance notice of lay-off have arisen mainly to ensure

lBeaumont, R.A. and Helfgott, R.B. 0Op. Cit., p. 25.

21.0¢, cit,
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that manpower plénning gains consideration. Such legis-
lation could provide a solution to one weakness exposed in
the model developed earlier as the government's and the
union's limitation in reacting at thevright end of the
continuum would be overcome by making future manpower
planning a desirable management action in this area,

And, at the same time, advance notice could expand
the scope of the Manpower Consultative Service applicabil-
ity at the extreme left end of the continuum. When manage-
ment is forced to close down a plant for economic reasons
the proper people would be notified in advance. Accord-
ingly, either joint union-government or government services
separately could provide for adjﬁstment procedures in ad-
vance of the pendling lay-off date,

Beyond thié, however, the requirement of advance
notice of lay-off would likely result in a conslderable
lnerease in corporate manpower planning, consegquently
shifting emphasis along the whole continuum to the right.
More future planning such as that related in the Graphiec
Arts and Plumbing Industry cases would probably ensue.

Some arguments have been voiced against the form-
ation of a government early warning system on the basis
that it is too negative and may impede thé process of tech-
nological ohangelo' But, in Canada the view 1s held that

11b3d., p. 328,
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",.,o.the human factor in production is relatively
more important as a contribution to long-term
economic growth than is the application of cap-
ital and technology."

Moreover, Dr, Gordon, in a report prepared for the United .
States Office of Manpower, Automation and Training, con-
cluded that:

"In recent years, a number of countries of West-
ern Europe have adopted 1egislation or developed
policies aimed at anticipating problems of labor
displacement, through early warning systems and
subsidies designed to encoursge the retraining
of workers threatened with labor displacement
before actual dismissal occurs., Close relations
between the public employment service and the
management and labor community have also played
an important role in encouraging concerted and
effective attacks on problems of labor displace-
ment in local communities,in such countries as

West Germany and SwedenQWZ

A harmonization of these views can be established
within the rationale of the Economic Council of Canada's
Declaration which advocates the need for technological
change but which also reoommends'édvanoe planning as a
prerequisite to its introduction, Legislation governing
advance notice of lay=off would ensure that manpower ad=-

justment is consldered by management as a cost of

1Dymond9 W.R. "Co=ordination of Active Manpower
Policy in the Enterprise with National Manpower Policy",
Op. Cit., Po 1o (See Chapter I, Canada Manpower Policy
Section, p. 1l.)

2Gordon, Margaret S. Retraining and Labor Market
Adjustmen in Western Europe. United States Department of
Labor Publication9 Manpower Automation Research Monograph
No, 4. Washington, D.C.: United States Government Print=
ing Office, August 1965, p., 200,
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introducing new technology, thereby providing an atmosphere
more conducive to the maximum utilization of the nation's
manpower resources. - -

The fiﬁal argument to be rendered in favour of
legislation for advance notice rests on the correlation
between effective manpdwer policy and the need for full
employment. It has previously been stated that workers
will be trained and retrained only when there is some job
they will "fit" into, that workers will be moved only if
there is a job to move to and in general the manpower ser-
vices will be effective only so long as full employment
exists. This argument has been voiced against the effect-
iveness of the Manpower Consultative Servicel. Thus, in
times of high unemployment there will be less call for
plans to effect worker adJustmént Af there are no jobs
available. On the other hand, when employment is high
many companies will be compelled to retrain thelr own
forces and adapt them to new positions which it 1s im-
possible for the labour market to fill, Consequently, the
Manpower Consultative Service wlll be most effective in
specific cases where technological change 1is iﬁminent, the

employer has more workers than he needs and there is a

1Waisglass, Herry J, "Summary of Floor Discuss-
jons", The Requirements of Automated Jobs. p. 272,

See also Chapter II1I, United States Experience
Section, p. 73.
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shortage of workers in the labour market° Advance notice
of change could enhance this effectiveness considerably
under the current environment of relatively full employ-
ment by providing the time and the flexibility necessary
to adapt the structure of:the work force,

» In summary, this argﬁmént for required advance
notice wherein the Manpower Consultative Service would be
able to become a continuous co-ordinator of government
services, is an attempt to provide the Service with the
necessary strength it needs if it is to fulfill its pur-
pose of adapting the currently employed manpower to the
everwchanéing requirements of technological and economic
change. |

As John Stuart Mill once stated:
"There cannot be a more legitimate object of
the legislator's care than the interests of

those who are thus sacrificed to the gains of
their fellow citizens and of posteritycoo.o"

Joint Study and the Committee Chairman

The second principle embodied in the Manpower Con-
sultative Ser#iee methodology suggests that fésearch and
the plans that evolve from it should be developed jointly
by labour and management to remove any obstacles that may

impede the process of technological changéo In discussing

lcited in Levitan, Sar., A, Y"Structural Unemploy-
ment and Public Poliecy", Labor Law Journal, July (1961),

P, 578,
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the approgch of the Manpower Consultative Service in
Chapter IV, however, it was noted that the Research Sub-
Committee and indeed quite often even the Joint Consult-
ative Committee, is chalred and directed by an academic
professor of high repute. The thesis 6f the argument in
this section is that the Maﬁpower Consultatlve Service
approach has been constrained by the very fact that few
companies and unions are in favour of inviting a third
| party to intervene in problems that are considered private
affairs, '

In Chapter III, after collating the recommendations
of many authors' findings, it was concluded that to be
effective the partiés to joint study committees needed to
fully air their feelings on the problems and afrive at a
solution that was acceptable to both° Ample evidence has
been presented to indicate that third party intervention
is undesirable because results come from individuals that
cannot possibly know the facts as well as the parties them-
selves; that the third party does not have an economiec
interest in the outcome and therefore may arrive at answers
which may be harmful to one or the other party; and,'that
the interested parties' commitment to a plan may.be weake
ened if they have not been instrumental in its development;

Study of the Manpower Consultative Service cases
indicates that the expounded dual process of problem sol-

ution has been somewhat misguided. BRather than the research
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results being submitted to the Joint Consultative Commi-
ttee for analysis and ultimate development of an accept-
able plan, it would appear that the neutral is becoming
the key entity in the approach, Indeed, in the majority
of the cases studied, it appears that once the research
chairman is chosen he then sets out as a "trouble-
shooter" and "problem-solver"” and attempts to arrive at
an acceptable solution to the problem., He uses the union
and‘company representatives on the research committee to
provide him with the information he requires but the final
. report and its recommendations is a product of his own
development., Having reached what he feels i1s a falr and
impartial settlement he then reports his findings to the
Joint Consultative Comm.it'c_eez-o The foliowing month is
normally set aside by the union and management to study
the piéh.to analyze its advantages and disadvantages to
themselves,

When the Joint Consultative Committee meets again,
it 1s normally with the research chalrman acting as a
medliator between the company and the union 1In a negotiat-
ion-type discussion with the two parties airing any dis-
agreements with the plan, The research chairman then
works slbwiy and methodically, making changes here and
there to produce a plan that is compatible to both part-
ies, The process, therefore, often becomes merely one of

arbitratioh}on a third party's recommendations.,
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There does not appear to be a rationale that clear-
ly defines the role of the third party in the Manpower Con~
sultative Service apprdachb Before inception of the Man-
power Consultative Service under the Department of Labour
in 1963 it was stated that:

"If research is to be fully effective it must be
competently and independently done. It 1s here
that our universities have a major role to play
in providing the industrisl and governmental
community with independently-minded and well-
trained experts, whose only concern will be to
define problems and to offer solutions in the
public interest, not to provide pleasing answ-
ers to one or otEer of the parties to collect-
ive bargaining."" [italics mine ]

This view 1s most aptly expressed by one researcher

as follows:

"For exploring and studying means in order of
resorbing manpower, it is not gquite likely many
. companies will be ready to let government people
~do0 the research. But, if we want those commiss-
“lons to be very efficient I submit that the
following conditions should be satisfied:...

(c) the chairman who is responsible for the
performing of research should have more

: mination of research subjects-

(d) the duration of the commission's mandate
should be long enough in order to facilitate
the organization of research according to
a logical sequence and also to leave the
measures to be adopted when the researches
have been completed,ooo. nz [1ta11cs mine]

1Dymond W.,R., "The Role of Collective Bargaining
- Research and Statistic¢s in Industrial Belations - Intro-
ductory Statement"- Op. €Cit.; p. 119,

2Dion, G. Qp. €it., p. 585.



men 1in

= 183 =
Examination of the positions of the research chair-

the cases studied gives ample evidence that clearly

establishes their position as that of trouble-shooters and

problem=gsolvers in developing adjustment plans and med-

iating

the discussion and debate on the recémmendations;
The contrary viewpoint holds that:

"This research must be mutually undertaken by

" labour and management, because there must be

mutval understanding of the nature of the pro-
blems and the best ways of dealing with them,
which ultimately will be decided at the bar=-
gaining table..so

Examinations of problems such as these can best
be based on long-term objective research con-
ducted by the parties to collective bargaining
themselves, It is obvious that such research
mnust be aimed at solving problems, and at sett-
ing long-=term goals, rather than justifying
rigid demands formulated prior to arriving at
the bargaining table."l '

And one Manpower Consultatlive Service researcher has

stated:

"The fact is, from the analytical point of view,
that the parties after periods of unsatisfactory
activities at the collective bargaining table
have evolved a procedure which they feel will
assist in working out their labour-management
problems. They have a vested interest 1n the
procedure which is made operational by the pot-
ential reactivating of_the identical pressures
which existed before.® '

of the

and 10,

1Dymond9 W.R. "The Manpower Consultative Service
Canadian Department of Labour®". 0p. Cit., pp. 8

2Montague, J.T, "Recent American Developments and

Experiments in Labour-Management Relations”, Op. Cit.,

Po 55,
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There 1s need for clarificatlion of these conflict-
ing viewpoints. The findings of this report would indic-
ate that the lattef statemehts are the more desirable and
the more écéeptable to labour and management, Solutions
that are arrived at independently could easily develop
into rigid demands if they are not~d1scussed and negot-
lated jointly by the parties in the absence of the third
party. The crux of this argument is based on the proven '
premise that‘the neutral partj,itO’be:effective, must
know when to back out and leave the final development of
the plan and subsequent commitment to the parties., Merely
bargaining on a third party's interpretation of solutions
to problem areas does not remove the conflict,A It just
postpones the frustration until the next negotiation per-
iod or othefwise.produces an atmosphere not unlike ex-
post tripartite arbitration proceedings,

Two officers of the Manpower Consultatlive Service
appear to acknowledge fhe more subordinate role of the
neutral, For example in 1964, G.G. Brooks, then Director
of the Manpower Consultative Service, stated:

",..in most cases the work will devolve on a mixed
group of people from within and from outside the
organization. To effectlively direct such a group
will usually require the services of a thoroughly
qualified Research Director by whom the research.
findings can be collated, co=ordinated, and

developed into constructive proposals {or the
consideration of the joint committee."*

1Brooks, G.G. QOp. Cit., P. 255.
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And in 1965, J.D. Drew, then British Columbia Regional
Representative of the Manpower Consultative Service,
suggested that upon receiving the research recommendations:

"The Joint Consuitatlve Committee was now faced

with the major task of preparing a comprehensive

manpower adjustment plan. The committee was well
equipped. There was the thoroughly objective and
reliable research material in which both manage-
ment and the unions had confidenceooo[andg a set
of mutually agreed upon ground rules.o.o.."
In both these statements the researcher has pfovided the
information on which the'parties‘can bulld a feasible
plan of adjustment. He has been a fact-finder., However,
he has allowed the parties to arrive at their own solut-
ions and development of a final plan,

Clearly, there are situations when the parties
offer low accommodation and they will probably requlre
more mediation by‘the third party. The research chalrman
should always be avallable tovoffer clarification and
further advice if it is requested° But, i1f the program
is to be an egfort towards longerun maturity in self-
appraisal and commitment to problems of mutual interest
between the parties, he must not act as a combined pro-
blem-8olver and arbitrator. Such a position will quite
posgibly lead to 1ll feelings by one or the other party--
if not in the short run, theﬁ likely in the long run--and

consequently reduce the appeal of the Manpower Consultative

1DreW9 JQDQ gEo Cito 9' po’ 1130
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Service to labour and management.

A second issue requiring clarification is the
apparent feeling that it i1s necessary for the parties to
reach agreement on the adjustment plan provided. If some
issues remain 1nsurmountable during ensuing discussions
then they are clearly 1ssues for colleetive bargaining.
In Chapter IIT a perusal of the literature revealed that
the exerciseé should not always need to reach agreement.
Joint cdmmitteeé are not an end in themselves. If re-
search has been adequately cOmpleted‘and an adjustment
plan developed, then collective bargaining should provide
the means for settling any issues still remaining in con-
flict. The research plan should not develop with an in-
herent expectation of agreement on all aspects or many
programs will fail.,

In discussing the most successful American plans
Professor Montague has stated:

"The five plans under discussion all go further

than the general admonitlion that there should be

prior discussion to collective bargaining....Each
carefully avolds prejudging the solution which
might be evolved, and in at least two cases the
effort is not to finalize many of the answers
even whire they have been evolved from lengthy
study."+

The final point to be raised with regard to the use

lMontague, J.T. "Recent American Developments and
Expeilments in Labour-Management Relations". Op. Cit.,
P. 34,
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of a third party lies inAthe expected number of future
cases and the availability'of research directors. The
research programs revealed earlier in the case. studies re-
quired a great deal of time and effort by each of the re-
search directors., Moreover, there is no disputing the
increasing rate at which major technological changes will
occur in the future, Where are these high-calibre re-
searchers to come from in the future? 'If the Manpower
Consultative Service is to fulfill more than a constrained
role in the overall manpower policy then a cﬁange in the
research program development must be initiated.

In sum, a subordinated role for the reséarch dir-
ector seems at once desirable and necessary. In such a
role, the academic researcher used could be an industrial
relations advisor to a large number of adjustment programs
rather than a problem-solver spending six months téltwo
years on one program. He would act as a research consult-
ant only on those issues where the parties deslired advice
and provide information on labour market vliews not other-
wise avallable to the parties. In addition, he could call
on the services of other faculty and graduate students to
pro#ide the necessary research data, so that it only re-
quired his direction and final approval., If mediatlion was
desired by the parties due to 1mpasses in the normal pro-
cess then he could be called in 6n those occasions., Uhder

no conditions, however, should a research officer be
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required to perform the role of a problem-solver in such
a manner that he must proffer solutions that are achlev-

able thfough the collective bargaining process.

Labour-Management Co-operation and Manpower Policy

The third major contention of thls report lies with
~the restriction that is placed on the applicability of the
Manpower Consultative Service by virtue of its emphasls on
labour-management co-operation., Essentially, co-ordinat-
ion of the governmment?s manpower services 1s provided to
joint union-meanagement programs thereby limiting the
effectiveness of the Service to the center portion of the
continuum as shown in the model. Thlsﬁis not to say there
i1s not need for labour-management co-operation, but rather
there appears to be a dichotomy of interests that preclude
the maximum development of the intended co-ordination of
manpower services,

There is possibly a reasonable explanation for the
development of this confllet of interest. In Chapter III
the chain of events leading to the inception of the Man-
power Consultative Service was related., It points out
that the Manpower Consultative Service emerged from the
labour-management co»operatidn theory, and indeed pro=
vided a necessary tanglble objective for co-operation by
virtue of the need for constructive discussion of manpower

adjustment problems. Consequently, 1t is not startling
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to see the second principle of the Manpower Consultatlive
Service included in its rationale. A review of subsequent
developments, however, will point out the divergént path
that the Manpower Consultative Service should have taken.,

Before 1963, when the Manpower Consultative Service
rationale wag first revealed by the Department of Labour,
emphasis at conferences on manpower problems at the inter-
national, national, and regional level was concentrated
on matters concerning industrial unrest and an attempt to
increase national productivity by pfomoting labour-manage-
‘ment co-operation, As stated in Chapter III conferences
convened by the Economic Councll of Canada,bits predec-
essor, and the Department of Labour were attempts to create
an atmosphere of labouramanagement co-operation., This
theme also pervaded many of the regional conferences. It
was suggested that this stream of events provided a sense
of direction and'purpose to labour-management co-operation
at the lower levels of the economy and led to the format-
ion of the Manpower Consultative Service in mid-1964,

The dilemma thaﬁ develops within the context of
the ﬁénpower Consultative Service is that "an active man-
power policy" asg portrayed in Chapter IV does not include

nor depend upon labour-management co-operation as its

raison 4°'€tre. The government offers to co-ordinate men-
power services in an attempt to provide an atmosphere con-

ducive to manpower adjustment. It is a facilitating
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process,

The thesls of this afgument is that labour-manage-
ment co-operation is not an end in itself; it must exist
in an atmosphere conducive to a more constructive app-
roach, Since 1963 there has been an increasing aware-
ness of this need for co-ordination of manpower services
and a growing emphasis on the concept of an active man-~
power poliey.

The 1965 Labour-Management Conference held in
British Columbia placed considerable emphasis on the man-
power policy needs as recommended in a “"National Manpower
Service'" to implement manpower poliecies, This recommend-
ation was strengthened with the Economic Council of Can-
ada's statement, "The lack of co-ordination of manpower
services is a basic weakness of labour market policy in
Canada,"l This conference bared many of the weaknesses
of collective bargaining in meeting the response to change.
The basic rationale for an active manpower pollcy related
in Chapter IV also points to the limitations on collective
bargaining and the need for a single agency, such as
emerged in the Department of Manpower and Immigration, to
facilitete all manner of job shifts.

Still, in March of 1967 the Economic Councll of

Canada convened a conference which clearly placed the

lcited in Morris, Joe, Op. Cit., p. 101,
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union in a position of spear-heading a drive for collect-
ive bargaining demands that would produce the needed man-
power adjusfﬁént proceduréso' The whole theme of manpower
adjustment to technological and other changes related in
the Declaration, the Statement and other studles was
essentially based on a need for greater sophistication 1n
labour-management relationsl., Recommendations were made
calling for collective bargaining to broaden in scope and
provide for year around'Joint labour-management consult-
ation. Demands were seen to include the requirement of a
minimum of three months' advance notice in order to pro-
vide for manpower planning; It was stated that advance
notiée combined with adequate training and retraining
faciliﬁies couldvovercome the obstacles of employee
transfer,

The crux of this whole issue lies in the fact that
collective bargaining alone cannot provide for effective
disposition of manpower adjustment cases. Manpower ad-
Justmént ﬁrogramé under the ausplces of the Manpower Con-

sultative Service to be successful depend primarily on

lEconomic Council of Canada. A Declaration on
: Manpgwer Adjustments to Technological and Other Change.
- Op. Cit. ~ | |
"Economic¢ Council of Canada., Towards Better
Communications Between lLabour and Management. Ottawa:
Queents Printer, February, 1967, -
Cardin, Jean-Real., "Manpower Adjustment to Tech-
nological and Other Change in Labour Relations in Canada".
Economic Council of Canada, National Conference on
Labour-Management Relations, Ottawa, March, 1967,
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attalning an atmosphere conducive to the adjustment., The
aim must be to strengthen the government's reaction within
the model presented éarlier; not to become more involved
in the already fortified union-management system,
| The emphasis of this discussion centsrs on the
belief that the maximum utility of the human resources of
a nation must involve overall upgrading of the educational
attainment of 511 workers--from unskilled to professional,
Dr. Jamieson illustrated thils When'he stated:

"Employment of professional, technical and skilled
workers has increased- sharply over the past decade
or more, but the supply has failed to keep up with
the demand and, allegedly, severe 'labour short-
ages' have developed in varlious categories. On
the other hand, the demand for less educated or
skilled Workers has tended, on the whole, to be
static or declining, while the supply has been in-
creasingocos :

What are the relationships between the two groups,
if any?...to what extent has the unemployment
among unskilled or semi-skilled workers been ‘due
simply to shortages of professional technical or
skilled workers?...

For if we conclude that the structural problems
of unemployment have developed primarlily as a re-
sult of ‘shortages' or 'bottlenecks' of certain
types of professional, technical or skilled
workers, then our major expenditures of money and
personnel should be devoted to a ‘'crash program!
to exp%nd our universities and technical instit-
utes.”

From literature available in Canada, the case

1Jamieson, S.M, "Economic and Technological Change
in the Sixties - Implications for Manpower Adjustment -
Discussion", Op. Cit., pp. 86=87.
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studies presented, and the conferences held, there appears
to be a preoccupation with the unionized worker and the
maintenance of industrial peace, A5a1n9 this is not to
'say that this area is unimportant, but rather that the
Department of Labour and the Economic Council of Cenada
have adequately provided for these issues. Unlonized
workers currently account for less than one=third of the
.nation”s 1abouf force. Studies on Canada's changing occ-
upational mix by Dr, Schonning emphasize the decreaéing
number of workers in the unionized categories. He states:

‘n,,.that both the ménnalhaﬁd primary occupations

will continue to shrink as a proportion of all

occupations, the white=collar and the personal
and protective (fire, polic_ee9 etc,) occupations
wlll continue to expand."*
It is a well=known fact that whitescelier and service
workers heve, in general, resisted the union's attempts
at organization.

The need for an all-encompassing manpower policy
is supported by studies of the-American Foundation of
Automation and Employment which reported that automation
had already cut deep iﬁto the need for middle managers.

From interviewing educators, businessmen, and government

they concluded that the:

] 1S@honning9 Gil., "Economic and Technological

Change in the Sixties - Implications for Manpower Adjust-
ment - Introductory Statement". Labour-Mahagement Confer--
énce on Economic and Technological Change in the Sixties.
p. 37, ' ‘ '
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",..Principal causes of middle management antag-

onism were concern about the personal adaptability

to mechanized systems, uncertainty as to their
roles in it or fear of losinf status of large
numbers of skilled workers,"

Future predictions view the downward shift in
white-=collar jobs as analagous to the advent 6f unionism
in America, To overcome middle management resistance to
computerizing their realm of authority, top management
will require techniques as significant as those required
to overcome the hourly paid workers! resistance to change
in earlier periodsz° Although this type of speculation
may recelve scant attention from corporate planners today
there is a strong degree of evidence that supports the
idea that manpower adjustment must become a superordinate
goal-=one that sets itself above the need for harmony in
the labour-management relationship.

The final statements in the Economic Councll of
Canada's Declaration supports the growing need for im-
proved manpower policles:

"The federal government, together with provincial

governments, must also play an important role in

developing more effective manpower and labour
market programmes, With improving placement
facilities, the provision of training and re-

training programmes, and mobility assistance,
governments have at their disposal the means to

1Berkw1tt, George. "Middle Managers vs. The Com-
puter®. Dun's Review and Modern Industry. November
1966, . ¥2. _ o

2leavitt, H.J. and Whisler, T.L. "Management in
the 1980's", Harvard Business Review, November-December, .
19580 A ! -




support and complement those adjustment measures

that are within the compass of labour and manage-

ment, Co=0fdination of all these activities is
essential,."

Therefore, it is clearly evident that the Manpower
Consultative Service must place co-ordination before co-
operation as a prime motivator of its actions if it 1s to
enhance the nation's manpower policy and extend its pres-
_ent narrow scope,

And yet, an evaluation of the cases handled by
the Manpower Consultative Service made in February of 1967
concluded:

"Even if no other specific results are evident,

the achievement of the joint consultation, itself,

is highly desirable and consumes more of the time
and effort of the Manpower Consultative Servige

Officers than any other of their activities."

Is this in agreement with the desired objectives of an
active national manpower policy? Should this not really
be the desired objective of the labour-Management Con-

sultation Branch3 of the Department of Labour?
It is quite obvious that the Labour-=Management

lEconomic Couneil of Canada., A Declaration on

Mangower Adggstments to Teohnological and Other Change,
Op. Cit., p. 12,

2Department of Manpower and Immigration, Canada
Manpower Division. "Report on the Activities of the Man-
power Consultative Service“ February 27, 1967, {(un=
published paper). ,

3Early in 1966 the name of the Labour-Management
Co-operation Service was changed to the Labour-Management
Consultation Branch,
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Consultation Branch of the Department of Labour has been
actively campaigning for establishment of joint committees
to effectively deal with manpower adjustment problems
arising due to major technological change. Referral to
many of the "Team Work in Industry" publications clearly
indicates that problems of technological change are being
studied within the existing framework of many of the
labour-management committees initliated by the Labour-
Management Consultation Branch, Moredverg newspaper ad-
vertisements, periodicals and'radio broadcasts of recent
date are actively campaigning for programs comparable to
those encouraged by the Manpower Consultative Service, viz,

"Who wants labour-management consultation?...

Employees...who really want to receive prior

notification of major technologlcal changes;

who really want to take part in advance plan-

ning to meet these changes with a minimum of

Job loss and dislocation;...Write for com-

plete information on how to set up such a

committee to the: Labour-Management Consult-

ation Branch Canada Department of Labour,

Ottawa.o.."
The role of promoting industrial peace is clearly a proper

one for the Department of Labour. A sole objective of

promoting joint committees within the Manpower Consultative

. lvancouver Sun, The, "Who wants labour-management
consultation?" Advertisement appearing in paper on
February 21, 1967, p. 11,

See also Reader's Digest. "Have you a better
answer?" Advertisement appearing in March, 1967 issue,
P. 231,

Similar material has been advertised in recent
Vancouver radio broadcasts,
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Service, therefore, is an outright duplication of this
service,

Harmonization of this conflict could be achleved
by récognizing-that the resp@nsibility for establishing
labour-management committees lies with the Départment of
Labour, This would give the Labour-Management Consult-
ation Branch the needed objective it has heretofore app-
arently lacked. Iniafddition9 this would enable the Man-
power Consuitative Service to concentrate on co=cordination
of manpower services and administration of the incentives
that promote the adjustment process. Unless the Manpower
Consultative Service recognizes this need for co=ordin- |
ation abdve so=operation it is unlikely that the Service
will be able to aschlieve its objectivés of enhancing
Canadian manpower adjﬁstment°

IV, THE NEED FOR CO-ORDINATION OF THE
GOVERNMENT 'S MANPOWER SERVICES '

In Chapter IV it was concluded that the standard
used to evaluate the success of the Manpower Consultative
Service should be based on the overall contribution of
the Service towards an active manpower policy, In the
previous section it was stated that while the concept of
labour-management co-operation seemed to be predominant
in the efforts of the Manpower Consultative Service; CO=

ordination of the government's manpower services needed
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to be given prime importance, A brief recapitulation of
the pertinent facts revealed in the case studies will bear
out this need: |

In the Domtar, Portneuf case private counsellors
were used, area redevelopment was unsuccessful, mobility
attempts were hampered with less than half of the workers
relocated, and little mention was made of any retraining
measures.

In the Mount Royal Rice Mills case only six out of
thirty-eight possible relocations were effected due to
housing problems, retraining attempts were dropped due
to difficulties with the regional school board--not be-
cause of the desire of the workers. 1In this case the
workers are being interviewed by the Canada Manpower
Centers,

In the Canadian Pacific Air Lines study private
interviewing was undertaken to determine aptitudes but
further results are not completed.

In the Canadisn National Railways case private
experts were used for interviewlng, and relocation att-
empts have met with little suecess, although there does
appear to be initlal success with a "pilot" retralining
scheme.

In the Manitoba Rolling Mills case there was a
definite recommendation for and use of the interviewing
and placement facilities of the Canada Manpower Centers.
Recommendation was also made for retraining and programs
are belng established in the region., Mobility provisions
were recommended but they received little support from
the workers,

In the Domtar, Windsor case university counsellors
and interviewers were used, retraining was precluded by
a diversity of worker interests, mobility was hindered
by the present high wage rates, research conecluded that
the government placement services were not fully suoccess-
ful and that a reclassification and guidance committee
should be established.

In the British Columbia Towing Industry case
training, classification, and retraining were recommended
but no action has been taken as yet; request for estab-
lishment of a recommended Manning Board was denled; amend-
ments to the Canada Shipping Act appear to be futile; and
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recommended changes in licensing and 1n§pection require-
ments are still awaliting federal action+,

In the Imperial 0il case all services of an actlve
manpower policy were mentioned as "tools" to be remembered
in effecting the automation provisions, but attrition has
more than accounted for worker reductions in the last
decade and no definite future changes were revealed.

In the Graphic Arts case the recommendations were
based on a review of anticipated changes in the industry's
techniques and included training, retraining and the
establishment of a new school. Before such a school can
be established it will be necessary for the Committee to
submit further specific data,

In the Plumbing Industry case a private consultant
was used and little government support has been required,

The above reviews are purposely critical. They do
quite clearly point out, however, that the services to be
co=ordinated in providing an active manpower policy and
other means to facilitate the adjustment process have ﬁet
with relatively little success. There 1s, in most cases,
a form of Jjoint consultation; and removal of many obstag-
les, notably that of conflict, which impede the adjustment
process, And, in some cases, there is provision for a
measure of internal adjustment. But the third and most
important principle of the Manpower Consultative Service
rationale=-go=-ordination of the services required to fac=
ilitate manpower adjustment--has been inadequate and has
met with considerable resistance. Moreover, it appears

that any.coaordination‘of gservices has been handled by

lsee Appendix "C" for an elaboration of the diffi-
culties enscountered in this particular case,
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the‘neutral consultant and the services used have very
often been privately operated. It has already been sugg-
ested that in order to remove the emphasis of third-party
decislon making the role of the research officer should be
subordinated,

Therefore, the issue that looms most important is
an e#aiuation of the respective roles of the research dir-
ector, private services and the Department of Manpower and
Immigration, As was stated in Chapter?ll, a decision must
be made on what can be done by the union and management and
what must be done by the government;

The critical review of the selected cases just
presented-indicates that the greater portion of research
is provided by university personnel or private consult-
ants, Tﬁis does nét intend to infer that contracting of
work outside of the government is to be frowned upon.
Rather, it infers that the emergent pattern in these cases
is not what was apparently intended from the enunclated
principles of the Manpower Consultative Service. The
majority of the cases show that research is car:ied out
and a plan effected almost entirely without the aid of
government services,

The cases show that interviews, in general, are
not carried out by the Canada Manpower Centers; counsell-
ing is more often provided by private experts; attempts to

establish training and retraining are recommended by the
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research director and then the Jjoint coﬁmittee attempts
to develop some action on the recommendations, There is
very 1ittle indication of the Manpower Consultative Ser-
vice Officer providing the needed co-ordination of man-
power services, Rather, he acts as a ecatalyst to the‘
jéint endeavour5by providing a financial incentive to
those whoe form eommittees.and 1s available for advising
the resea:oher who may use the government services if he
deems them necessary to his development of an overall
plan of adJustment;d

It is felt from the above discussion and the con=-
clusion of this report that a re-assessment of the strat-
egy or polisy of the Manpower Consultative Service 1is
vitally needed. BReferensce to a text on corporate poliecy
suggests that strategy can be split into two ije@tivesea
formulation and implementation--for evaluation of on-
going concerns, It'suggests that policy formulatidn in-
volves the_ezamination of the envi:onment for opportunity,
the systematic assessment of corporate strengths and weak=
nesses, the jdentification of personal values and the
clarification of public responsibilitiesl. Three of
these aspects have been examined in the course of the

chapter (the fourth is extraneous), The Manpower

llearned, Edmund P, et al. Business Poliecy Text
and Cases, Homewood, Illinoiss Richard D. Irwin, Inc.,
19659 po 6200 )
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Consultative Service was put in proper context to expose
its strengths and/or weaknesses and emphasize areas for
improvement; environmental opportunity was discussed in
reviewing the Manpower Consultative Service approach; and,
the responsibility of the Manpower Consultative Service
was reviewed in its perspective of enhancing the national
manpower policy.

In attempting to evaluate the strategy formulation
it is important to note the following: (1) 1is the strategy
clear and identifiable?; (2) are the major provisions of
the strategy internally consistent?; (3) does the strategy
exploit fully the environmental opportunity?; (4) 1s the
strategy consistent with corporate competence and resour-
ces?; and, (5) does the strategy constitute a clear stim-
ulus to organizational effort and commitment?1

For example, is the prime objective of the Manpower
Consultative Service that of formation of committees or
that of faoilitating‘manpowér'adjustment?; is the re-
quirement of joint study a requisite to co-ordination of
manpower services?; is the process providing for the max-
imum utilization of manpower resources under the current
high level of émployment?; is the Labour-Management Con-
sultation Branch more amenable to joint committee pro-

motlion than the Manpower Consultative Service?; and, 1s

11bid., pp. 25-28,
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the formulated strategy such that the Manpower Consult-
ative Service representatives set out to facllitate mah-
power adjustment or do they set out to establish joint
committees? |

Examination of the principles, approach and reé~
ponsibility of the Manpower Consultative Service in the
above light clearly emphaslzes the need for a revitalized
formulation of strategyo

Poliey implementation=-the second objective of
strategy--must 5e,

“,ooméde to dominate the design of organizational

structure and processes., That is, the principal

criterion for all decisions ‘on organizational
structure and behavior should be their relevance
to the achievement of the organlizational purpose,
not their conformity to the dictates of special
disciplines."l '

This concept of strategy is quite amenable to the
implementation of policy in the Manpower Consultative
Service. However, the degree to whlch such strategy has
been implemented c¢an be determined by examining the re-
sults of the selected cases., It is feit that manpower
policy co-ordination has been overshadowed by the dis-
cipline of labour-management co-operation and recommend-
ations that would enhance the utilization of manpower re-=

sources have been remiss in their disposition.

The conclusion of this evaluation is that the

11bid., p. 621,
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Manpower Consultative Service 1s not as effective as it
should be in co~ordination of the services required to
promote an active manpower policy. The case studies do
indicate that there has been a lot of resistance, notably
in federal-provincial co-operation., In addition, it may
be that successful changeover from one department's rat-
ionale to another takes longer than it currently has had.
However, if success 1s to be measured by the degree to
which the Manpower Consultative Service has enhaﬁeed an
active manpower policy as distinct from the promotion of
industrial peace, and if the Service 1s to develop into a
proper co-ordinating entity, then this evaluation would
recommend a need for revitalization of the Service's basic
rationale both in its formulation and its implementation.
As pointed out in The Glassco Royal Commission:
"The persistence of change and the need for ad-
justment to change are, in fact, the only future
certainties known to any organization, The
successful adaptation of the machinery of govern=
ment to changing circumstances willl require two
'things: within the public service itself there
must be an awareness that adaptation is an ines-
capable part of the task of management; and, both
within the public service and beyond 1t, there
must be a continuous assessment of the role of
the federal govermment in the life of Canada,

to ensure that the machinery of government re-
mains responsive to the ends 1t must serve,"l

lrhe. Royal Commission on Government Organization.
The Organization of the Government of Canada, Ottawa:
Queen s Printer, 1963, Vol, 5, DP. 26=27.




CHAPTER VI
SUMMARY, CONCLUSIONS AND RECOMMENDATIONS
I. SUMMARY

The rapid advancement of technology has evolved
a paradoxical challenge, Extensive economlc and techno-
logical changes are recognized as essential to the basic
objectives 6f any nation, ' Full employment, economic
growth and a rising standard of living are benefits pre-
clﬁded by economies that would prevent thié change., But,
it 1s equally recognized that a soclety can ill-afford
to ignore the interests of the individual worker who may
be adversely affected by these changes while the majority
reap the benefits. To do so would not only be morally
untenable but would also deprive the nation of the man-
power resources necessary to achleve its economic and
social goals,

Many authors have viewed collective bargalning as
the means for solving the complex manpower adjJustment
problems posed by technologiocal change., Collective bar-
galning has faced a difficult challenge for survival
during the period of rapidly advancing technology, but
some authors believe it has adapted quite well., 1Its
flexibility is exemplified by the changing traditional

priorities on the bargalning agenda., Thus, issues of
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security and methods of providing for the adjustment of
displaced workers have replaced some of the previous pre-
occupation with financial gains, |

Manpower adjustment to téchnologioal change is
vitally dependent upon prior notification of impending
changes 1in order that planning can be provided in advance
of any imminent displaceﬁent. When advance notice has
been given, prior planning undertaken and the workers are
represented by a union, an informal line of communication
can be maintained by joint labour-management commlttees,
Joint study committees have been acclaimed as the ultimate
in 1ébour=management maturity in facing the complex pro-
blems posed by technological change., Althgugh Canadian
and United States experience with Joinﬁ committees indic-
ates that special precautions are required to ensure their
success, the approach‘is.oonsidered the mbst effectlive
alternate to traditional collective bargaining in effect-
ing manpower adjustment programs. | _

In Canadﬁ, concern for manpower adjustment has been
reflected by the increased attention focussed on the
nétion's manpower and employment policlies., The Manpower
Consultative Service was established in mid-1964 to en-
hance an active manpower policy by facilitating the
adaptation of currently employed manpower to the ever-
changing requirements of technological and economic

change., The Service offers incentives to unions and
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managements who agree to give advance notice of impending
changes and enter into joint research to effect manpower
adjustment programs. Representatives of the Manpower
Consultative Service offer adviee to the parties and pro-
mote and co-ordinate the government's manpower services,

Since inception of the Service about twenty pro-
grams of manpower adjustment have been initiated under
its auspices. This report reviewed recent literature on
manpower adjustment requirements to provide a framework
within which to evaluate the effective of these programs,
Selected cases were examlned for ahy emerging patterns
anmenable for use 1n fﬁture adjustment procedures; for
strengths and/or weaknesses in the Service's methodology;
and for providing an evaluation of the achievements of
the Service in its enhancement of the nation's manpower
policies. The examination expésed areas of weakness 1ln
the current rationale of the Manpower Consultative Ser-
vice., Suggested improvements were recommended on the

besis of the established framework.,
II. CONCLUSIONS AND RECOMMENDATIONS

The following conclusions have been drawn from the
material presented in this report. Where deemed approp=
riate, recommendations have been added.

1, A broad pattern i1s lidentifiable from the case

studies that reveals the approach most likely to evolve
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in the disposition of manpower adjustment programs under
the auspices of the Manpower Consultative Service., Vliewed
on a continuum of management actlion involving an lncreas-
ing ease of internal adjustment and a continuum of dﬁion
reaction 1nvolv1ng.an increasing ability to ensure job
and wage malntenance the Manpower Consultative Service
functions as a co-ordinator of government counselling,
placement, training, retraining and mobility services for
labour and management who are willing to enter into Jgint
research and assessment of their manpbwer“adjustment Pro-
blems. However, the multi-variant intracies of each man-
power adjustment program preclude further delineation of
appropriate reaction to overcome worker displacement,
The degree of sophistication in most of fhe case studies
established to facilitate worker adjustment is determined
by the effort and ingenuity of the research director who
develops an adjustment plan tailor-made to each situation.
2, The Manpower Consultative Service, analyzed in the‘
context described above, 1s unduly restricted in its range
of applicabilltyg Principles of the Manpower Consultative
Service requiring advance notice and joint consultation
as currently expounded restrict the effectiveness of the
Servicg's program to a central area of the continuum by
virtue of its lack of ineentive at the outer extremities.
Moreover, union-management programs limit thils range of

applicability further by virtue of the fact that: less
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than one=third of the work force 1s unionized; the part-
ies will likely exhaust all other efforts before attempt-
ing a joint endeavour; only strong unions will wield enough
pressure to demand this approach through collective bar-
gaining; aﬁd, it will only be desired where the parties
believe some advantage 1s to be gained by the use of a
third party. |

3. Legislation reQuiring the formation of joint union-
management programs to facecilitate manpower adjustment 1is
in contravention of the disclpline of the Canadlan economy
that advocates free eollectivé bargalning énd free enter-
prise, _

4, Advance notice of impending changes that will re-
sult in the displacement of workers is prerequisite to

the effective disposition of manpower adjustment programs.
It cannot be left to the demands of collective bargaining
because of the inherent weaknesses in the negotlation
process and the limited range of union certification. It
willl be ventured by very few firms caught up in aﬁ evers
increasing competitive environment. Neither can advance
notice be demanded only when technological change is the
cause of worker displacements, for it is often impossible
to isolate such displacements from those caused by other
factors. Consequently, advance notice should be legis-
lated to ensure that the worker and the Department of Man-

power and Immigration receive from three to six months®
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advance notice of anticipated lay-off. This could be en-
acted as a minimum statutory requirement along with such
others as minimum wages, maximum hours, holiday pay, ete.
5, The research and/or committee chairman has become
a third-party problem-solver in\the disposition of the
Manpower Consultative Service cases in contravention of
the principles of the Service and apparently to the detri-
ment of a widespread use of 1ts program. The researcher'!s
duties in the developmenﬁ of an adjustment plan should be
reappraised and more clearly defined. The trend of past
experience indicates that the parties should be allowed
to develop and commit themselves to a plan that they nmust
abide by, rather than bargaining on a third party's sol-
ution, Moreover, wideépread initiation of Manpoﬁer Con-
sultative Service programs under current premises would
likely fesult in a shortage of high-calibre research chair-
men., A subordinated role of the academic researcher would
mitigate this problem by enabling him to become a consul-
tant and research advisor to a number of adjustment pro-
grams at one time. |
6% Under current premises empirical evidence would
suggest that the research chairman should not feel oblig-
ated to present an adjustment plan in whioh ratification
1s always required. Experience has shown thaf long=-run
maturity in the joint development of solutions to worker

displacement problems requires an airing of confliet free
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of time restraint and adjustment plan rigidities.
7 | Successful enhancement of an active manpower policy
by the Manpower Consultative Service 1is curréntly pre-
cluded by virtue of its emphasis on labour-management co-
operation. Such emphasis nnduly restricts the Service's
range of applicability»gnd duplicatés the current funct-
lon of the Labour-Management Consultation Branch, The
second principle of the Manpower Consultative Service
which requires joint research of problems should be re-
duced in importance in favour of ensurlng effective co-
ordination of the nation?s manpower services and thereby
providing an atmosphere more conducive to adjustment pro-
grams, |
8. In the cases studied the federal manpower services
provided to facilitate manpower adJustment have been in-
effective and inadequate, In most cases private services
have been used in effecting the adjustment program., This
is in contravention of the desired objeétive of the Ser-
vice as it precludes co~ordination of the government's
manpower services and reduces the potent1a1 effect1veness
of the Department of Manpower and Immigration.,
9. The béSic policy of the Manpower Consultative Ser-
vice 1s not clear and its resulting implementation lacks
organizational commitment to a discipline that dom;nates
the structure and processes, If the Ménpower Consultative

Service is to provide for enhancement of the nation's
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manpower policies and énsure maximum utilization of its
manpower resources, then this evaluation wquld recommend
a revitalization and re-orientation of the service's basic

rationale--both in policy formulation and implementation.
III. AREAS FOR FURTHER STUDY

l.. The analysis presented in this report has been
limited in scope. To provide an all-inclusive evaluation,
much more than an "arm-chair" study is required. Probably
the most worthwhile area for further examination of the
Manpower Consultative Sefvlee methodologyvand.means to
improve it;, lies in the opinions of the parties who have
paftaken in the joint committees. For example, a sult-
'\able questlonnalire or personal 1nterv1ewing of the many
research directors who have effected the manpoﬁer adjust- -
ment programs would be of lmmense vaiue° They could be
asked to evaluate the worth of the Manpower Consultative
Service function1in encouraging joint study committees.
Moreover, they might suggest what changes they belleve
neoeésar& to overcome préblems that emerged in thelr pro-
granms., A wealth of information liés in the experience
that each one of these industrial relations experts has
amassed in the disposition of these Manpower ansultative
Service cases., |

The companies'and unions could be asked to state

the advantages and/or disadvantages of the process in
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their dealings with the Manpower Consultative Service,

| They could specifically be asked if there was any motiv-
ational force in the availabllity of the financial in-
centive. The parties could also be asked to voice an
opinion on the use of neutral consultants as problem-
solvers. . The information gleaned from each of the part-
les to an adjustment program may well provide the basis
for a revitalization of the current premises under which
the Manpower Consultative Service functions. . |
2, An issue that seems to create considerable contro-
versy is whether the encouragement of internal adjustment
1s a proper economic goal in terms of a maximum alloc-
ation of manpower resources. Dr. Crispo in one report
has argued that efforts should be concentrated on pro-
grams that complement and supplement the labour marketl.
That is, he suggests.that the labour market should be
given every chance to work free of restrioctive devices.
At Domtar Ltd. the ultimate solution he proffered to re-
move the problems of worker displacement resulted in the
establishment of a fund to provide for future manpower

programszo Is this not maximizing the internal adjust-

1Crispo, John H.G, "Economic and Technological
Change in the Sixtles - Patterns of Hesponse to Change -
DiSOUSSf‘.OYl"o 9_20 Cit'o 9 po 1230 '

ZCrispo, John H.G,, Chairman. "Domtar Joint Labour-
Management Sub-Committee Report on Human Adjustment to
Industrial Conversion". Op. Cit., p. 19,
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ment of an enterprise's work force to the detriment of
the free operation of the labour market? Moreover, have
not many of the solutions to the Manpower Consultative
Service cases aimed at such maximum internal adjustment?
An answer to these questions could either enhance or des-
troy the purpose of the Manpower Consultative Service.
3. It has been stated in the report that in some res~
pects the Manpower Consultapive Service is duplicating
the functions of the Labour-Management Consultation
Branch. However, it hae also been stated that the issue
of manpower adjustment to major changes presented the
first realistic objective for 1abour-management co-oper-
ation., It could also 5e argued that one of the short-
comings of the Manpower Coneultative Service is its lack
of promotional ability. That 1s, to be really effective,
the facilities avallable to the Manpower Consultative
Service for manpower adjustment should be constantly par-
aded in front of the nationts labour force. The services
of counselling, training, retraining, mobility and place-
ment should be repeatedly exposed to the Canadian worker
so that when faced with an adjustment he is famllliar with
1t. |

It would appear that the Manpower Consultative Ser-
vice and the Labour-Management Consultation Branch have
both a complementary and a supplementary service avallable

to the other. The Labour-Management Consultation Branch
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could be responsible for aillpromotional coverage through
such material as "Team Work in Industry". Through such a
device the worker would be continually kept informed of
the expefienee of anadians with each of the Department
of Manpower and Immigration's services. In such a program
the lLabour-Management Consultation Branch would be res-
ponsible fbp thelformation of joint labour-management
committees and the Manpower Consultative Service would be
responsible for co=ordination of the nation's manpower
services és well as poséibly administering thé adjust;
nment program; Needless to say, this would involve con-
siderable planning to be effective and would require a
major shift in the current govermment policy.

L, Three final areas that could be studied more thor-
oughly are mentioned as a further attempt to. provide a
more flexible and strengthened Manpower Consultative
Service,

Firstly, the Organization for Economlec Co-operation
and Development is to publish in future an integrated
analysis of a number of cases résearohad during 1963=66
to provide a "manual" of adjustment methods that may be

useful to enterprises in adjusting to major changesl. A

lorganization for Economic Co-opération and Devel-
opment., Manpower and Social Affairs Directorate Activity
20=13B: Co-ordinating Technical Change and Manpower Plan-
ning at Enterprise Level. Paris, France, July 1, 1966,
restricted paper), p. 36.
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study of these adjustment methods could be of considerable
value to the Manpower Consultative Service,

Secondly, ways and.means are needed to create more
emphasis on the federal research availability., In very
few of the Manpower Consuitative Service cases was there
any attempt to draw on anj reséarch already undertaken.
’Réther it was all provided by the resgarcher and each
case evolved as a completely separate problem-from the
others studied.

Thirdly, there is a possibility that the Manpower
ConSqltative Service could be made more effective if 1t
ﬁas more selective in the studles it performed. Possibly
the offer of an incentive for manpower planning should
only be_made to industry-wide studies such as in the
Graphic Arts and Plumbing industries that attempt to.
provide, 1in advance, for any supply/demand imbalances,

Obviously, much more study is required to effect-
ively deal with all the ramifications inherent in striving
for an active manpower policy. This report will have
achieved its purpose if it has shed light on some methods

by which such an active manpower policy can be enhanced.
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APPENDIX A

PROPOSAL FOR PARTICIPATION

In the Matter
of
The Manpower Consultative Service
and
In the Matter
of a
Proposal for Participation
by
The Joint Consultative Committee
of
The British Columbia Towing Industry

Vaneouver, B.C.
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The Joint Consultative Committee
of the British Columbia Towing

l%égﬁzzx,
¢/o Mr, John Drew, Representative,

Manpower Consultative Service,
Department of Labour,

The Hon. Allan J., MacEachen,
Minister of Labour,
Government of Canada,
Ottawa,

Sir:

On behalf of the Joint Consultative Committee of

"~ the British Columbia Towing Industry, consisting of the

several parties described herein (Appendix "A"), herewith
is our Proposal for Particlpation in the Research Program
Incentive of the Manpower Consultative Service.,

_ . It is our understanding that through the Manpower
Consultative Service of the Department of Labour, federal
funds will be made available to the extent of half the
costs of research and planning for manpower adjustment
brought about by technological change in our industry.

The parties have made various unsuccessful attempts
in the past to solve the growing problem of "mamning" in
this industry which is under federal jurisdiction. During
the present collective bargaining and conciliation period
it has been agreed to remove from the bargaining this most
difficult problem in the hope that agreement might be
reached on the remaining lssue.,

Appendix "B" of the Proposal for Participation
describes detalls of our program,

Q.O'z
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The Joint Consultative Committee appreciates the
efforts of the Manpower Consultative Service and awalts

"your reply.

for

- for
By and on be=
half of the
Joint Con~-
sultative for

Committee of
the British
Columbia Tow-
ing Industry
for

for

Yours truly,

British Columbia Towboat Owners’
Association.

Canadign Merchant Servicé Guild.

Canadian Brotherhood of Rallway, Trans- .

port and General Workers, Local 425,

Canadian B:otherhood of Railway, Trans-
port and General Workers, Local 400.

Seafarers’ International Union of'
Canada, Pacific Coast Division,



- 224 -
APPENDIX "A"
Companies and Unlions involved in the British Col-

umbia Towing Industry and represented by the Joint Con-~
sultative Committee:

I, Companies (represented by B.C. Towboat Owners!
Association):
1. Atlas Towing Ltd,
2, Baird's Tugboats Ltd.
3o Beckstrom Towing Co, Ltd.
L, Bendickson Towing Co. Ltd.
5e Bridge Towing Co. (Marpole Towing)
6, Bute Towing Ltd.
7 Canadian Tugboat Co. Ltdo
8. Cates, C.H. & Sons
9, Chemainus Towing Co. Ltd.
10, Cliff, M.R. Tugboat Co. Ltd.
11. Coastal Towing Co. Ltd.
12. Deeks-McBride Ltd.
13. Elsie Towing Service
14, Escott, A. Co, Ltd.
15. G.M. Flyer Towing Co, Ltd.
16. Great West Towing & Salvage Ltd.
17. - Gulf of Georgla Towlng Co. Ltd.
18, Harbour Services Ltd., -
19, Harken Towing Co. Ltd,
20, Hodder Tugboat Co, Ltd.
21, Hutoweco Marine Ltd.
22, Island Tug & Barge Ltd,
23, Iverson Bros. Towing
24, Kingcome Navigation Co. Ltd.
25, Lyttle Bros, Ltd,
26, Maritime Towing Co, Ltd.
27. McKenzie Barge & Marine Ways Ltd,
28, Nanaimo Marine Services Ltd,
29, Ocean Cement Ltd.
30. Pacific Tanker Co, Ltd,
31, Parsons Towing Ltd,
32. Point Grey Towing Co. Ltd,
33, Quatsino Navigation Co. Ltd.
34, "River Towing Co. Ltdc
35, Stone Bros,
36, ‘Stradiotti Brothers Ltd.
37. Straits Towing Limited
38. Swiftsure Towing Co. Ltd.
39, Texada Towing Co., Ltd,
4o, Valley Towing Ltd.
41, Vancouver Tug Boat Co., Ltd.

b2, Victoria Tugboats Ltd.
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43, = Viking Tugboat Co. Ltd.
by, Western Tug & Barge Ltd.
4s, Westminster Tugboats Ltd.
Lé, Yorke, F.M. & Sons Ltd,

II. Unions:

1. Canadian Merchant Service Guild,

2. Canadian Brotherhood of Rallway, Trans-
port and General Workers, Local 425,

3. Canadian Brotherhood of Rallway, Trans-
port and General Workers, Local 400,

b, Seafarers' International Union of Canada,

Pacific Coast Division.
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APPENDIX "B

The Joint Consultative Committee of
the British Columbia Towing Industry

I. Organization:

The Joint Consultative Committee consists of re-
presentatives of the organizations listed in Appendix "AY
who have come together for the purpose of initiating re-
search, analysis, consultation and planning in the matter
of "manning" in the Towing Industry.

A Research Committee has been established consist-
ing of two individuals appointed by management and two in-
dividuals appointed by the unions. A Research Chairman-
Dlrector will be retained to be responsible for performiﬁg
research and planning with the aid of the Research Comm-
ittee and under the direction of the Joint Consultative
Committee,

er. E.D. McPhee, of 2588 ﬁallace’Crescent, Van-
couver, British Columbia, hés been appointed to the pos-
itlion of Research Chairman-=Director. | |
11, The Manpower Adjustment Problem Stated:

The Towing Industry of British Columbla is curr-
ently characterized by growth, competition and techno="
logical change so that "manning scales" are in dispute.
Past efforts to reach agreement over this i1ssue have been
unsuccessful,

111, Statement of Purpose:
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The purpose of this program shall be tovexamine ail
aspects of "manning" of the present and foreseeable future
in the Towing Industry with the aim of preparing recommen;
dations for consideration by the Joint Consultative Comm-
ittee, |

In carrying out this purpose the Research Committee
shall have due regard for the rights, obligations and res-
ponsibilities of alllparties, ahd shall equate the needs
of technical efficiency with those of sound industrial.
and human relations as well as safety in the industry,

The Research Committee shall report regularly to
the Joint Committee and wlll consult regularly in pre-
paring 1ts recommendations,

IV, Costs:

It is estimated that the program will require be-

tween nine and twelve months commencing - ’

1964,

Total costs are estimated at $13,000 (see below)
and will be shared on the basis of one-=half by the Govern=-
ment of Canada and one=half by the organizations repres-
ented by the Joint Consultative Committee,

The reﬁunerﬁtion of the Research Chairman=Director
shall be at the rate of $100,00 per day.

The organizations represented by the Joint Consul-
tative Committee shall share thelr portion of the total

costs on the basis of one-half by the British Columbia
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Towboat Owners' Associatibn,\and one-=half by the labour
union organizations. .
ESTIMATE OF COSTS and COST DISTHIBUTION

Government B.C. Towboat Labour Unlon
Total of Canada Owners Assn, Organizatlons

Research

Chairman- . ' '

Director_ 9,000 4,500 . 2,250 2,250

Administ- :

rative 1,000 . 500 » 250 - 250

Research =

Committee-

2 Mgt Rep-

resent's 1,500 750 750

2 Union

Represen-

tatives _1,500 750 750
$13,000 86,500 $3,250 $3,250

Ve Status Quo:

(a) Other than vessels of the 65 foot class pioneered
by the "Gulf Warrior" and "Jacques Cartier" 1t is agreed
that changes in manning during the period of this enquiry
shall only be made in cases where a change in area, type
of job, or vessel equipment.would mean that the new man-
ning wounld be in accordance with majority practice within
the industry fdr vessels of this type.

In any ocase where 1t is not agreed that the change
Iis in accordance with majority practice in the industry,
the decision shall be made by a majority vote of the
research committee,

The decision of the Research Committee shall be a
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teﬁporary one for the duration of the enquiry only and
shall be based strictly on the question of whether or not
the manning practice is in accord with exlsting ﬁractice
in a majority of the 1ndustfy for this type of vessel
doing this type of workoA |

It is further agreed, there will be no major
changes in the coﬁposition of the crews for these vessels,
unless agreed to by alllparties concerned,

(b) Vessels of the 65 foot class - In order to reach
, agreement on status quo, it is agreed that a formula on
manning must be established for vessels of this class
now operating with four man crews and new vesséls put
into service during the duration of this enquiry.

It 1s further agreed, there shall be no major
changes in the composiltion of the efews for these vessels
unless agreed to by all parties eoncerned.

Therefore, alllpartles agree that half of these
vessels wllllcarry a crew of five and the other half will
carry a crew of four and thié will be established in the
following way:

' Every second vessel of this type within a company
will carry a crew of four men, all others will carry a

crew of five., e.g,
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"No. of vessels

of this type
operated by :
Company . Number of Crew
1lst 2nd 3rd 4th 5¢th  6th
Vessel Vessel Vessel Vessel Vessel Vessel
1 5
2 5 b4
3 5 b 5
L 5 4 5 L
5 5 b 5 b 5 ‘
6 5 b 5 L 5 4

This decision is made only so that the manning en-
quiry can carry forward, Therefore it is clegrly under—
stood that this decision is to have no influence on the
outcome of the enquiry and this is to be clearly stated

in the statement of purpose.



APPENDIX B
MANPOWER ASSESSMENT INCENTIVE AGREEMENT

MEMORANEUM OF AGBEEMENT DATED the 24th day of February,
A.D. 1965, -

BETUWEE N:

THE MINISTER OF LABOUR OF CANADA
hereinafter referred'to as "the Minister”

- OF THE FIRST PART

THE.JOINT. CONSULTATIVE COMMITTEE OF
THE BRITISH COLUMBIA TOWING INDUSTRY
hereinafter referred to as "the Committee”

OF THE SECOND. PART

WHEREAS vote No., 5 of the Appropriation Act, No. 10, 1964,
authorizes payments in accordance with agreements entered
into with the approval of the Governor in Council by the
Minister of lLabour with provinces, employers and workers
in respect of labour mobility and assessment incentives;

AND WHEREAS teochnological developments in the towing in-
dustry of British Columbia have created manpower asdjust-
ment problems;

AND WHEREAS the Committee was established pursuant to an
agreement entered into between the member companies of
the British Columbia Towboat Owners! Association and the
unions representing their employees for the purpose of
carrying out a program of research and assessment with a
view to developing possible solutions to the sald manpower
‘ad justment problems;

AND WHEREAS the Minlister has been authorized to enter
into this agreement by Order in Council P.C. 1965-14/138
of January 28th 1965,

NOW, THEREFORE, THIS AGREEMENT WITNESSETH that the parties
hereto have mutually agreed as follows:

1, The Committee will undertaeke a program of research
and assessment covering all aspects of the manpower
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adjustment problems arising out of technologlcal develop-
ments in the lndustry.

2,

For the purpose of carrying out the program, the

Committee will establish a research sub-committee which,
under 1ts directions,

(a)

(b)

(e)

(d)

3.

Will gather all relevant information relating to

~the manpower adjustment problems referred to in

clause 1;

will assess and analyze the implications of
existing and future technological changes in
the industry and the consequences thereof;.

on the basis of the assessment referred to in
paragraph (b), will develop measures for the
satisfactory adjustment of manpower dislocation
arising out of the technological changes in the
industry, having due regard for

(1) the rights and responsibilities of
employers and workers in the industry,

(11) the necessity of equating the desir-
ability for technical efficiency with
the need for sound industrial and human
relations, and

(111) the need for safety in the industry, and

will make a written report of its findings and
recommendations to the Committee.

The Committee willl engagé the services of a com-

petent person to act as chairman-director of the research
sub-committee established in accordance with clause 2,

b,

Upon completion of the program, the Committee will

forward a copy of the report of the research sub=committee
to the Minister together wlth a statement of the actions,
Af any, 1t proposes to take as a result of the recommend-
ations in the said report,

50

The Minister will, subject to this agreement, pay

the Committee an assessment incentive which shall be
sixty-five hundred dollars or fifty per cent of the share-
- able disbursements made by the Committee in carrying out
the program, whichever is the lesser amount,

6o

- Subject to this agreement, the assessment incentilve
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shall be due and payable in full thirty days after the

date the Minister received the report and statement re-
ferred to in clause 4, but the Minister may, on application
therefor by the Committee make up to four progress pay-
ments on account of the assessment incentive to reimburse
the Committee for shareable disbursements made to the date
the application is made,

7 . The amount of any progress payment made in accord-
ance with clause 6 small not exceed fifty per cent of the
disbursements made by the Committee for the period in
respeect of which it is paid. °

8, The Minister will not be required to make progress
payments totalling more than fifty=five hundred dollars
prior to receiving the copy of the report and statement
referred to in clause 4,

. 9.  Notwithstanding clauses 5 and 6, no payment will be
made by the Minister on account of the assessment incen-
tive unless an application therefor ls made in such form
as the Minister may prescribe and accompanled by such
other forms and documents as the Minister may require,

10, The Committee will keep such records and provide
the Minister with such information as he deems necessary
to substantiate applications for the payment of the
assessment incentive and will allow free access to such
records at convenient times to all persons authorized by
law to keep or examine the records relating to the ace-
ounts of the Department of Labour,

11, In this agreement, the expfessioﬁ

(a) v"assessment incentive" means the assessment in-
centive referred to in clause 53

(b) "industry" means the towing industry of British

- Columbiag ‘

(e) "program" means the program referred to in
clause 1;

(d) m"shareable disbursements" means the disburse-
ments referred to in the schedule attached
hereto.

IN WITNESS WHEREOF the parties hereto have set their hands
and seals on the day and year first above written, :

IN THE PRESENCE OF: THE MINISTER OF LABOUR




- 234 -

IN THE PRESENCE OF: : THE JOINT CONSULTATIVE
COMMITTEE OF THE BRITISH
COLUMBIA TOWING INDUSTRY
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SCHEDULE

SHAREABLE DISBURSEMENTS

For purposes of the agreement to which this sched-

ule 1s attached, the "shareable disbursements" are as

follows:

Saiaries

1, The remuneration of the chairman=-director of the
research sub-committee, up to a maximum of nine
thousand dollars,

2, The regular salaries or wagesvof employees or
appointees, of the companies and the unions
named by the Committee to serve under the
research sub-committee for the periods during
which the chairman-director certifies they
were engaged in the work of the sub-committee;
up to a maximum of three thousand dollars.

, Administration

The necessary disbursements for travelling,
offlce supplies, stenographic services, the
preparation and printing of the report of the
research sub-committee and such other necess-
ary expenses of the research sub-committee and
of its chalrman-~director as are approved by
the Minister; up to a maximum of one thousand
dollars.
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CO-OBRDINATING MANPOWER ADJUSTMENT AND

TECHNOLOGICAL CHANGE IN THE ‘l
BRITISH COLUMBIA TOWING INDUSTRY

I. INTRODUCTION

For the past two years labour and management éf
the British Columbia Towing Industry have met in joint
consultafion and research, under the auspices of the Man-
power Consultative Service, to study issues concerning
manning and minimum eréw requlirements, During this period
the parties have endeavored to reach agreement on manning
problems arising out of technological change in the towing
industry, Many of the problems, which were destined to
- become lssues for collective bargaining, were overcbme in
the process of research and joint consultation and those
that still %emained insurmountable were referred to a
"binding decision-making arrangement, the duration and
effect of which would ﬁerminate on April 1, 1968 unless
otherwise agreed, The following report is a summary and

review of the salient feaﬁures of the case,
II. DEVELOPMENT OF THE PROGRAM

The British Columbia Towing Industry has grown at

1Phis report is based on the Report of the Research
Sub=Committee to the Joint Consultative Committee, British
" Columbia Towing Industry on Manning; files and correspond-
ence of the Manpower Consultative Service; and personal
interviews conducted by the author,
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such a rapid rate that it.has become one of the major
determinants of the economy of the Province's shipping
industry. Indeed, it has become the largest single coast-
al carrier in the Province., The reason for this rapid
growth lies mainly in the tugboat'!s versatility and its
low cost relative to the larger cargo vessels, With
scows, barges and rafts, the tug can handle logs, pulp
and paper, coal, rock and stone, sand and gravel, hog fuel,
lime, fertillizer, cement, petroleum products,'machinery,
_freight cars, and & myriad of general products,

But technological change has accompenied this
growth, From 1923 onwards, newer and more powerful dles-
el engines have enabled tugs to carry much larger loads
with fewer crew, Dnring this period, however, no emer-
gent patterns appeared ﬁith relation to crew slize and load
carried. The manning problems that developed were those
unique to a growing industry, and in that respect necess-
itated advance planning to co-ordinate manpower require-
ments with these growth patterns and resulting techno-
logical change,

Beth the owners and unions have shown full evidence
of their intent to agree on rules governing personnel and
classification of all vessels in the British Columbia
Towing Industry. As early as January, 1961 a Joint Comm=
ittee was formed with respresentatives from the British

Columbia Towboat Owners' Association and the Canadian
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Merchant Service Guild, oﬁe of four maritime unions
participating in the British Columbia Towing Industry.
In February, 1962 the representatives came to agreement
on ﬁerms under which they believed that the industry
could opérate.economicaliy while, at the same time, the
vessels could be.sufficiently manned to brovide a reason-
able degree of safety. The Owners' Associatlion represen-
tatives commented, however, that "a certain segment of
the towboat industry gain a conslderable advantage under
the existing system of manning and theréfore do not wish
this subject to progress beyond the discussion stage
with the Guild".‘ Therefore, the Executive Committee of
the Owners' Association only partially accepted the pro-
posals referring parﬁicnlar items to arbitratidn. A new
Joint Committee was subsequently established but by
- December 13, 1963 there were still certéin‘clauses which
could not be agreed upon and the case was referred to
binding arbitration. |

Collective agreements in the industry were to term-
1ngte in the autumn of 1964, Having found no other avail-
able means of solution and not even being able to agree on
terms of reference for binding arbitration proceedings,
the unions became determined to force agreement, It was
apparent to all parties that a conflicect was going to
develop over the question of manning in the ensuing neg-

otlations and that a strike would be inevitable,
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At this time a representative of the Manpower Con-
sultative Service proposed to the parties that the issue
of manning be treated outslde the context of collective
bargainins° Abbroad joint study committee was suggested,
consisting of representatives of all four unions and the
Owners' Association. The committee was to meet for the
purpose of research, consultation and planﬁing in the

area of manning in the industry.
III. PROGRAM METHODOLOGY

On the 28th day of December, 1964 each of the four
maritime unions participating in the British Columbia Tow-
ing Industry and the member companiés of the British Col-
umbia Towboat Owners' §$sociation signed a Memorandum of
Understanding in which the parties agreed to carry out a
program of joint research and consultationI, It was
‘agfeed that the sﬁbject matter should not in any manner
be an issue in any negotiations for new colléctive agree-
ments, including conciliation proceedings. It was further
agreed that any issues remaining in disagreement after
' hearing full argument from both parties would be submitted
to the Research Chairman for binding declsion., The perti-

nent statements of the Binding Award provision follow:

1The Proposal for Participation, Appendix A, p.,
221, includes the pertinent information contained in the
Memorandum of Understanding.
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"In carrying out the decision making funetion Dr.
.E.,D. MacPhee shall, to his own satisfaction, hear
argument and discussion at a meeting, or meetings
of the Joint Consultative Committee. No other
form of communication shall take place having to
do with the subject of manning in the industry.

2001t 18 agreed that changes in manning both as

to number of personnel aboard the vessel and

classification of personnel aboard ‘the vessel

during the period of this enquiry shall only be
made in cases where a change in area, type of
job, or vessel equipment would mean that the

new manning would be in accordance with major-

ity practice within the industry for vessels

of this type."

The Manpower Consultative Service, as a federal
government incentive, provided technical and administrat-
ive service to the parties and assumed one-half the cost
of the prog:am; However, it was understood and agreed
that no federal government funds, or other type of fed-
eral government participation was available for the
purpose of ocarrying out the final and binding procedure.
The cost of the binding procedure and the remaining one- -
half of the research and discussion program were to be
provided by the.aners' Association and the unions,

In handing down their recommendations in the form
of a "Heport on Manning', the Research Sub-Committee made
their position clear in the following statement:

"We have endeavoured to establish certaln prln-‘

ciples throughout our study in the expectation

that all vessels, operating and being built,

will come under these principles. We will

suggest, strongly, that certain specifies should

be made in the allocation of crew, but the own-

ers and masters have the right to make such
allocatlion as is deemed best.”
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The following sections are an amalgamation of the
ideas presented in the research recommendations and the

surrounding joint consultation.
IV. ASSESSMENT OF rHE PROBLEM
Canada Shipping Actl

In attempting to make recommendations covering all
aspects of manning in the British Columbia Towing Industry
both for the present and-foreseeéble future, the Research
Sub-Committee was immediately faced with the determination
of responsibilities of all parties concerned., The firsﬁ
step in such a determination was to interpret and estab-
lish the legal role as provided for 1n»the Canada Shipping
Act. | | |

The Canada Shipping Act stipulates the operating
procédures to be followed by 311 seagoing vessels either
by direction or by exclusion, Specificélly, fdr the
towing industry, the Act determines the type of vessel

.. subject to direction or exclusion. This type of vessel

is determined by gross tonnage and nominal horsepowerj
those exempted from registry fall into a class below fif=-
teen tons and ten horsepower. -

The Act also stipulates that tugs generally operate

lcanada Shipping Act, Revised Statutes of Canada.
(1952), Ch. 29, !




- 244 -
in "home trade" waters, Four classifications of home
trade voyage are available, the pertinent one being specil-
fied on an inspection certificate, issued by the Steamship
Inspection Branch of the Department of Transport, and each
one more confining than the previous. A home trade voyage
means:

", .08 Vvoyage not being an inland or minor waters

voyage between places within the areas following,

namely, Canada, the United States of America

other than Hawaii, St. Pierre and Miquelon, the

West Indiles, Mexico, Central America and the

northeast coast of South America, in the course

of which a ship does not go south of the sixth

parallel of north latitude,"

The Canada Shipping Act also enters into the speci-
fication of minimum manning requirements of masters,
mates, engineers and seamen, A number of sections of the
Act state requirements under specific conditions to which
the operators are expected to comply. A statement such as
Section 115(1), i.e. "Every steamship registered in Canada,
or owned in Canada...shall, when making any voyage, be
provided with engineers duly certificated according to
the following scale..." is a clear indication of manning
regulation by the Act.

In addition, Part VII of the Canada Shipping Act
establishes a Board of Steamship Inspectors., The essent-
ial duty of this Board lies in the inspection of hulls,

machinery and equipment to ensure that they are seaworthy

for the job they are intended to do; to indicate the class
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of voyage on which the steamship is fit to ply; to specify
the 11fé~saving equipment to be carried; to ensure that
the masters, mates and engineers are duly certified as re-
quired under the provisions of the Act; and that the crew
1s sufficient and efficient, The Canadian system of in-
spection follows the British system up to this latter
point and it is herein that conflict has arisen, viz, who
is responsible for determining the sufficiency‘and effic-
leney of the crew?

The difference of opinion over "responsibllity for
manning" was the major issue leading to the compiling of

the British Columbia Towing Industry Report on Manning.

Responsibility for Manning

The Owners' Assoclation traditionally assumed the
position that manning was purely a management prerogative
and was of no rightful concern to the trade unlions. Some
owners have, on occasion, consulted with their shlpé'
masters, but only in their individual capacity and not
as union members or representatives.,

On the other hand, a general examination of the
traditional positions taken by the unions shows that all
but the Canadian Merchant Service Guild strongly believed
that manning was a proper subject of colleétive bargain-
ing and were prepared to take strike action in order to

win this point. The Canadlan Merchant Service Guild,
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while maintaining that the issue of manning was entirely
one subject to regulation by the government, objected to
the alleged low standards of the Steamship Inspection
Branch and had attempted to rectify thils by legislative
and political representations,

‘Findings of the Research Sub-Committee noted the
‘prolonged dispute over the regulation of manning and the
fact that the Canada Shipping Act is 1tself in conflict
over authority'and responsibllity for manning. Thelr
Report states that:

"Section 392(d) appears to authorize steamship

inspectors to regulate manning by instructing

them to report, if they can 'with propriety’',

that 'the crew is sufficient and efficient’.

On the other-hand Section 407 provides fines

for the owner and the master if thelr vessel

is not 'manned with a crew sufficient and effic-

ient from the point of view of safety of life

for the purpose of her intended voyage, and shall,

during such voyage, be kept so manned'., Corres-

pondence,..further confuses the situation by
denying this responsibility as that of the Steam-
ship Inspection Branch,"

The Hesearch Sub-Committee concluded that the res-
ponsibility for manning is "complicated by & clear divi-
sion” between the owner and master, and a "vagueness of
government regulatory aﬁthority, which for our purposes
can be assumed as non-existent®,

The Canadian Merchant Service Guild had also sugg-"
ested that they "do not feel that interpretation of the
Act ever gave this overruling or final authority to the

Department of Transport or the operator" and they feel
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that the master is equally responsible for safe ménning
as the owners, for ".,..manning is the decision of the
master of the ship in question as he alqne is finally
responsible for the safety of that ship, and the crew
under his command." | |

The Report findings suggest that masters, as memb-
ers of management, do have the right and obligation to
discuss the question of what a crew should consist of,
not only in officers but in unlicensed personnel. How-
ever, the Report refutes the Canédian Merchant Service
Guild by stating "the claim that masters alone have the
right to determine the crew on a tug is not valid;" The
Report indicates agreement with Mr., Justice T.G. Norris,
where, in his report on The Disruption of Shippingn(l963),
pp. 308-309, he states that "the matter of manning is,
under the Canada Shipping Act, a matter for the owners
and masters....Ilt is not a mattef fof collectivé bar-
gaining."”

There are many eohflicting viewpoints evident bet-
ween the Department of Transport, the Steamship Inspect-
ion Brénch and the Canada Shipping Act..‘It is obvious
from the repeated comments from the Department of Trans-
port that they do not intend to direect manpower by regul-
ation; the Report suggests, "they keep on insisting that
this is a matter for 'labour relations' presumably between

the owners, the masters and the unions....These conflicting
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points of view must be reconciled by the Department of
Transport."

The Report concludes that, because the Department
of Transport has given notice of its intent that they not
become a party to labour relations, a number of things
must follow:

1. That the sufficient and efficient portion of
Section 392(d) of the Canada Shipping Act be
eliminated, -

2. That Section 407 become the overriding authority
for manning other than masters, mates and engin-
eers, 1.,e., the fines for masters and owners are
for insufficlent manning of seamen, deckhands, etc,

3. That the combination of the above two Sections,

392(d) and 407, would be such that the owner and
master only be responsible for the crew over and
above masters, mates and engineers, i.e., it 1is

not the Guild, nor engineers, nor non-=licensed

unions!'! place to decide,

L, That steamship inspectors would be responsible
for ensuring that life-saving equipment and acc-
ommodation be provided in accordance with the
Canada Shipping Act for crew as decided by the
aforementioned parties.

Most parties, including the British Columbia Tow-
boat Owners' Association, unions and the Steamship Inspec-
tion Branch have requested that all commercial tugboats
be under Steamship Inspection Branch inspection., Curr-
ently, vessels under fifteen gross tons are not inspected.
The Minister of Transport has been debating reducing the
limit to nine tons since 1963. However, such a reduction
would still not affect approximately thirty per cent of

the total association vessels and likely as many non-=
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association‘veséelso

Because the Research Sub-Committee belleved a
successful manning program for British Columbia is dependQ
ent on similar rules for assocliation and non-association
vessels, the Report recommended that: |

1. Rules be made to cover all vessels, association
and non-association,

2, All tugboats in British Cblumbia be réqulred to.
come under Steamship Inspection Branch authority
and be inspected.
The Research SubaCommitteé also recommended thét all vess=-
els engaged in the towboat industry not presently subject
to steamship inspection'should be inspected in the foll-
owing areas: (1) approval of bullding plans; (2) inspection
upon completion; (3) approval of modification; (4) approval
of life-saving equipment; and (5) further inspection as
yet to be resolved,

The owners have stated that they feel they have
full and exclusive rights in the construction and equip-
ping of tugboats subject only to the supervision of the
Steamship inSpeetion Branch, -They accepted the recommen-
dations regarding inspection of all commercial vessels
with the provision that it be carried out under a practiecal
set of new regulations; as existing regulations would be
impossibie to apply to vessels not currently subject to
inspection. Also they felt that it would be vital for the

Department of Transport to establish a system of enforce-
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ment gnd policing to effect such a regulation. In con-
clusion, they sugsested'that due to unknown factors in
inspection and enforcement, it might prove advisable to
use the facilities of the recommended Manning Board (re-

lated later in this report) to clarify these lssues.

V. -RECOMMENDED APPROACH TO MANPOWER ADJUSTMENT

Determinants of Manning Scales
Research Recommendatlons

Determining the crew size for various categories
or classifications of vessels became one of the most
contentious issues of the Research Sub=Committee study.
A great deal of time was spent reaching agreement, where
possible, on what should determine crew size. This aspect
of present manning'requirements was & hurdle that had to
be crossed before any forwgrd motion on the other recomm-
endétions could be achleved. | |

The Research Sub=Committee divided the manning
scale determinants into claésifications of oné to twelve-
man - vessels and attempted to establish criteria for deter-
mining what constituted a "sufficient and efficient" crew
under partiocular operating conditions., Research data was
collected through telephone conversations, mail, inter-
views and existing data, én as many factors as possible,

to help in establiéhing criteria for manning requirements.
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As a basis the Research Sub-Committee used criteria as

submitted by the previous Joint Committee in 1962 as

follows:

1. Nature of Operation

(a)
(b)
(e)
(a)

(e)
(£)
(g)

Area in whlich vessel operates

Size and weight of gear

Distance of average trip

Continuity of operation-

(1) Frequency of landings--daylight; darkness

(2) Amount of scheduling required

(3) Layover time between jobs due to nature
of work

(4) Layover time during job due to tide and
weather

Amount of off-watech work under normal condit-

ions

Size and type of tow-=log towing--skow towing=--~

other

Amount of engine maintenance required on

vessels

2. Vessel Characteristics

(a)
(b)

3 ° Safe

(a)
(b)

Physical size

General layout

Amount of accommodation

Type of propulsion machinery

Remote controls--deck and engine room
Automatic alarms and safety devices
Navigational equipment--radar, depth recorder,
etc.

Navigation of Vessel

Watchkeepling requirements
Lookout requirements

The Research Sub-Committee analyzed all of the

available data and concluded that the area in which a

vessel operates 1s the most critical determinant to man-

ning scales.

These areas were initially described by the

four Home Trade Certificates issued by the Steamshilp
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Inspection Branch, and were further divided by the Sub-

Committee into the following seven areas:

1, Rivers and harbours.

2, Juan de Fuca, Puget Sound, Georgia Stralts, John~-
stone Strait, Queen Charlotte Sound.

3. Inside waters from the lower end of Queen Char-
lotte Sound to Ocean Falls, Prince Rupert,
Stewart,

4, West Coast of Vancouver Island, from Barkley

Sound, Queen Charlotte Islands and Hecate Strailt,
5. Columbia River to Alaska.
6. Home Trade I, where the vessel may go anywhere
within the 1limits of a home trade voyage; Home
Trade 11, where the vessel does not go west of
Cape Spencer or south of Portland.
7. Foreign=-going.

Data was also tabled and graphed to show the es-
calating scale of manpower used versus the gross tonnage,
vessel length, vessel horsepower (brake horsepower), and
type of tow, All parties were in favour of using this data
as a guldeline rather than as determinants of crew size,
The Research Sub=Committee suggested further that "We have
found it of little value to distingulish between the types
of load carried (logs, barges, etco)Q" However, with re-
gard to length and tonnage the following was proposed:

(1) ",..we have recommended that a penalty be made
for excessive length on the grounds of visibility
of workmen on the stern of a ship. We have pro-
posed that if a ship is more than 150 feet, one
extra seaman should be required, over and above

provision of two in the eight-men vessel,

(2) If the vessel is up‘to five hundred tons gross
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welght, no extra seaman is required = no extra
seaman 18 required over and above the present
standard in eight-men crew, Beyond this one

more seaman should be added."

Criteria such as remote controls, watchkeeping and
lookout requirements were discussed with the parties and
are related in the later sections‘under manning determin-
ants for spegific crew sizes (See one to twelve-men vess-
els in the Binding Decision).

The Research Sub-Committee suggested that it envis-
aged areas of operation moving from Area 1 tO'Area 7, with
differences depending on other criteria such as size,

horsepower, tonnege, etc., accounting for vessels being

allocated to a certain area.

Major Areas of Contention

The joint discussions which followed the research
recommendations soon developed into a péttern of negotia-
tion and bargaining. The opinions of the owners and the
unions still differed significantly on how manning crit-
eria should be developed. In essence, thelr two con-
flicting viewpoints were centered around the following
oppoéing'philosophies:_the unions contended that for
' reasons of safety two men are required at all times for
watchkeeping duties on deck with no combining of occup-
ations§ the owners contended that the number of crew on

any vessel is only safe, sufficient and efficient with
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complete teamwork and a certain co-ordinated overlapping
of duties.

The Research Report recommendations dealt with
each crew size from one to twelve-men vessels. The joint
discussions which followed thoroughly debated the relat-
ive merits of recommendations in each of the twelve class-
ifications, BRather than go into detall on each of these
crew size recommendations in this section only the main
argumentative prineciples that developed will be related
here. (Manning scele recommendations can be reviewed by
referring to a later section entitled Binding Decisions).
The understanding géined from the followlng submissions
will provide the background for an insight into the Bind-
ing Decisions unltimately handed down by the Research

Chairman-Director,
Unions! Submission

The marine unions joined in a final submission to
the Research Chairman-Director to state their position
after an impasse had been reached in debate on the Re-
search Report recommendations on crew size classlfications.
They contended that:

", .0.8ny vessel running, or intended to run, on a

continuous 24 hour basis, requires a crew of 7

men, consisting of a Master, Mate, Chlef Engin-

eer, 2nd Engineer, 2 Seamen and a Cook to pro-

vide for adequate watches on deck and in the
Engine Room.,
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Starting from this basis, the criteria mentioned

in the Report can then be applied adjusting the

" crew upward or downward as the case may be, Thils
criteria then being the area of operation, type

of work, physical layout and equipment, duration

of the voyage, accommodation, etec,"

Concern for safety had been one of the prime focal
points for the unions° This concern for safety‘was fost-
ered in Section 407 of the Canada Shipping Act wherein
the master is cited as being liable, along with the owner,
for an infraction of the minimum manning requirements,
This concern has resulted in the development of one of
the most disputatious principles used by the unions as a
bagslis for the determination of minimum crew requirements.

In a later éection‘of this report entitled Accid-
ents and Safety mention is made of a union submission in
which they refer to a number of court cases to show pre-
cedent for demanding even three men on deck for the sole
responsibility of safe navigation, Their initial posi-
tion, as stated in the Research Report, was that there
should be two men physically on duty at all times when
the ship is underway. The subtmission states that:

"We have never previously requested that number of

men on deck at any time but if Management keeps

on insisting the Engineer and/or Cook to be part-

time seaman, or vice versa, then we have no choice

but to look on these men as the third man required
by the Courts and an incompetent one at that."
In a later submission, however, the unions altered their

position somewhat to "insist that no vessel should be

allowed to operate without two men physically on duty on
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immediate call to the wheelhouse.,..." And, in their
final submission for binding decision, they altered their
position further and submitted that "Two men must be avail-
able, with no other duty interfering with this availabil-
ity, for watchkeeping duties on deck."

There is considerable difference in these state-
ments. It is with the latter connotation that the owners
have voiced complete disapproval.

A second foqal point of concern by the unions was
the aforementioned combination of engineers, cooks and
seamen into part-time joint occupations. Coincident with
this concern was a disapproval of any further reduction or
elimination of engineers on meny vessels. They also felt
that the practice of combining the duties of the cook
should cease, There is a subtle simllarity apparent in
all of these arguments; that is, reduction in crew size.

The engineer's union has been very critical of»the
idea that technological change has reduced the need for
full=-time engineers on some vessels, They have suggested
that wheelhouse control is not sufficlent reason for re-
moval of an engineer nor is there justification for remov-
ing men from the engine room because of new types of mach-
inery and equipment. The union is also in disagreement
with the concepts of flying in repair crews and parts,
doing repairs at safe anchorage and/or while safely tled

up at port. They have suggested that the implication
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that an engineer can pick and choose when he will work on
the engines 1is far from true, Most engine breakdowns
occur at the most awkward times. Therefore, the union's
position is that full-time engineers be required on any
vessel not in shift operation, and that on larger vessels
more than two engineers are required if the layout of tﬁe
engine room and its auxiliary equipment demands it.

Inherent in the above reasoning was the bellef that
engineers cannot perform their prime duties~-to operate
and maintain the engine room equipment and to maintain
other mechanical equipment==if they are requested to per-
form other interfering tasks, The unions felt, therefore,
that the position of an engineer-=cook reduces the status
of the engineer;, subjects him to possible dismissal for
inability to cook, and does not permit him enough time to
satisfactorily perform his primary duties., 1In addition,
they felt that any combination of duties with the cook
would not ensure decent, well-prepared meals cooked by
trained personnel.

Similar arguments'were voliced in connection with
the combined cookwdeekhand role, In one submission the
unions stated that:

"..o.the introdustion of a cook-deckhand has

lessened the efficiency and safety of the nav=-

igation of the vessel and has reduced the

quality of the meals served to a point where

we are concerned for the health of our members
working under these conditions."
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The unions' concern in this area of combined duties
was centered around thelr bellef that industry conditions
were deteriorating°i They suggested that the terms of ref-
erence of the research program--that of sound industrial
and human relations--have been violated by the intro-
duction of combined-duty jobs into areas that wére not
lpreviously the case.,

The reﬁaining areas of concern were, for the most
part, of a minor nature. The unions summed up their
position in their final suﬁmission: | |

"We feel that the Report, as submitted, has only

standardized the Industry on today's level of

conditions rather than placing the Industry in a

position to operate with a reasonable degree of
safety and sound industrial and human relations."

Owners' Submission

Whereas the unions had become engrossed in manning
scales at the five, six and seﬁenumen’vessel levels, the
owners were muéh more concerned over the Research Report
recommendations at the three and four-men vessel levels.
In their final submission for bindling dec;sion-making,
the owners agreed to the Research Report recommendations
being "applicable as principles rather thén exact rules..g
and allowing for Manning Board exceptions", except for the
recommendations on three aﬁd four-men vessels., The own-
ers suggested that they disagreed and strongly récommen—

ded revision of the section calling for elimination of
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these classes.of vessel,

The owners contended that flexibility must be
maintained, viz., "two meh on a 12 héur shift basis, three
men on an 18 hour basis and four men on a 24 hour basis
s0e0o”" In accordance with this flexibility, they'suggé
ested that only through coﬁplete teamwork and a certain
co-ordinated overlapping of duties could a crew be deemed
safe, sufficient and efficient,
| The owners further contended that the nature of
the operation and the physical layout of a vessel may
allow for some form of dual duties. For examplé, they
referred to the use of a cookndeckhand and also to the
need for enginéers to perform duties other than normal
engine maintenance. The issue appeared to be whether an
individual's job on a tugboat can be defined in terms of
a task or tasks, ‘Teamwork and overlapping of duties is
required where the total operation of a vessel is in the
hands of two men, i.,e. towing, watching engines, steering
and protectlion of life and 1limb, However, it is expected
that specialization will become more pronounced as the
slze and capacity of tugs 1s increased.

- The maj)jor emphasis of the issue of combined duties
was with the engineer, cook and deckhand as indicated
previously. In direct rebuttal to the unions’ repres-
entation, the owners claimed that the new diesel englnes

do not require the same attention for operation and
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maintenance, They further pointed to the negotiated con-
tract which provides for a certain overlapping of an
engineer's'duties. With regard to the coock-deckhand
classification, surveys have shown that owners have a
past history of using such combinations on three to six-
men vessels., The principle of two men on watch at all
times and the further demand for separation of dutles,
as envisaged by the unions, would completely remove the
flexibility the owners require.
In a submission for qualification of the Research
Report recommendations, the owners suggested that:
"If the two men on wateh principle is accepted
without qualification, it means that automatli-
cally, - outside of rivers and harbours and shift
vessels, there shall be no towboat operating on
the coast for any duty whatsoever, which will
carry less than five men....
The towing industry has operated for a consilder-
able number of years without finding it necessary
to adopt such a concept in all classes of vessels
and all types of operations., While there are
specific areas under which this concept is warr-
anted (i.e.,) fast moving tugs and large barges,
the smaller slow moving tug has operated safely
and efficiently because complete teamwork and
coordinated overlapping of duties does exist
which allows two men to be available for watch=-
keeping duties at all times,

so0o.W@ 8ee no reason for aisruption of such long~
standing practices."

The underlying concern of the owners in the above
statement derives from what the owners 1ntefpret as the
intent to eventually eliminate the three and four-men

vessels. The owners indicated that today, more than ever
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before, these vessels fulfill a very necessary and vital
need in the towing industry in British Columbia. Economi-
cally, they pointed out that the determinant of prices
lies in achieving the maximum horsepower-per-crewman, In
conclusion, they suggested that if the privilege of oper-
ating the small economical vessel is femoved a large por-
tion of the industry will pass to private hands or to the
control of major customers not engaged pfimarily in the

towboat industry.
Binding Decisions

Provision was made in the framework of the Memor-
andum of Understanding for dlsagreements_that remalned .
insurmountable., The binding decision-making clause anti-
cipated possible impasses and, although the Joint Con-
sultative Committee endeavoured to reach as much agree-
ment as possible; the unions and owners demanded that
machinery be avallable to bind the partles to the deci-
sions of the Research Chairman-Director until April 1,
1968 or as otherwise agreed. |

Frém January to May, 1966 the owners and unions
were engaged in reviewing the study and prepéring revis-
lons where approval was granted, Proposals were then
submitted by the four unions and the owners on the mod-
ified recommendation, giving the final arguments where

disagreement occurred., Dr, E.D. MacPhee was then requested,
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after hearing full argument from both parties, to lnstit-
ute a binding procedure as provided for in the Memorandum
of Understanding. The binding prqcedure dealt with all
the éontentious issues and indicated the final recommen-
dations of the Research Chairman-Director on the deter-
minants of crew size, The Binding Decision, as it per-
talns to one to twelve-men vessels, follows verbatim,

One-Mén Vesselg

1. This vessel is a shift vessel with the crew 1living

at home. It operates in Class I of our schedule.

2; That one-man boats will be employed in booming

operations. Such vessels may move from one booming ground

to another providing that whlle working with logs, some

other personnel have c¢close pfoximity and easy access to

the area of the one-man boat,

3e That operations of one-man boats will work a nor-

mal elght-hour day in any twel#e»hour period and over-

time shall not exceed four hours over and above the same

twelve-hour period,

L, That one-man boats must not be engaged in towing.
Two-Men Vessels

1. These vessels are shift vessels with the crew

living at home. These vessels operate in Class I of our

Sehedule of Area of Operations.

2, | The area of operations is: "the rivers and harbours

of the coastline of British Columbia"., The precise
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definition of "rivers and harbours" should be defined by
the Joint Consultative Committee in consultation with
those who have expert knowledge in these areas.
3. | One crew of fwo men is not allowed to operate‘more
than twelve hours in a twenty=four hour period. If the
crews are members of a union, they will arrange'with
thelr management and the unions the hours of work, If
crews are not members of the unions, they will be expected
to work at no more than-tweive hours per day.
4,  Crew members designated as "engineers", "cooks",
or "cook-=deckhands" are not to be included in the estab-
lishment of two-men vessels.
56 Specifically the two-men crew if proceeding to'or
from Howe Sound, the Gulf Islands, and Georgia Stralts may
operate if the elapsed time of the voyage 1s not to exceed
twelve hours, If the elapsed time is more than twelve
hours, & third man is obligatory for the duration of this

voyage.,

Three and Four-Men Vessels
1. A minimum of two men shall physically bé on duty at
all times when the vessel is underway., |
2, bThe area of operation is from a line Jjolning Cape
Flattery to Nitinat Lake and bounding the waters of the
lower Straits of Juan‘de Fuca, Puget Sound, Gulf Islands,
Georgia Straits, Johnstone Strait to the southern limits

of Queen Charlotte Sound defined as a limit between Hardy
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Bay and Allison Harbour,
3. Howe Sound is a segment of this area, but it will
be regarded as a three-men area for exit to the Fraser
River and Vancouver Harbour,
L, Some vessels going into the area:

(a) cléim that they can do so within the limits
of physically requiring two men to be on duty
at all times,

(b) Some will add another crew member.

(¢) Some will work on a l2-hour-a-day vessel,

(d) Some will work overtime for a few days but
are not to work overtime for 18 hours. The
standard rule of twelve hours a day within
twenty-four hours will apply.

5 Four-men boats may carry logs and oil.

6. All such vessels shall have wheelhouse controi on
the main deck.

7o 'No}cook shall be provided as a specialist.

8. Eech Boat that carries four men should carry a
certificated engineer where required by regulation, or a
man responsible for the engines where regulation does not
requlire a certificated engineer. This person may be
partly or fully employed as an engineer,

Four and Five-=Men Vessels

1, The area of operations should be the Inside Pass-

age calling on Ocean Falls, Prince Rupert and Stewart and
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points intermediate in this area. It does not include the
West Coast of Vancouver Island, Queen Charlotte Islands,
and Hecate Strait,
2, The vessels to be included in this section will be
all barges moving through the Straits of Juan de Fuca,
Georgia Stralts, Johnstone Strailt, Queen Charlotte Strailts,
and all logs, barges, scows, equipment and oil through the
Inside Passage.,
3. Two men must be available for each deck shift.
L, - Each boat that carries four or five men should
carry a certificated engineer where required by regulat-
‘lon, or a man responsible for the engines when regulation
does not require a certificated engineer. This person may
be partly or fully employed as an'engiheer. If one is
towing through the Inside Passage a certified engineer,
part time, is néeded°
5 A cook is needed for part of his time; part of his
time he ébuld be on watchkeeping duties.

Six-Men and Seven-Men Vessels

1. The area is defined as being between the Columbila
River, West Coast of Vancouver Island, Queen Charlotte
Islands, and Alaska,
2, | When a vesssel is engaged, proceeding under license
H.T. II or H.T. III:

() provided it is properly equipped with wheel-

house control, including various alarms and



(b)

(e)

(d)
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all safety measures when a continuous watch
is not kept on the engine room, the staff of
the crew shall be six.
Provided it is not equipped with wheelhouse
control, a second'engineer will be provided
carrying the crew to séven°
The minimal certificate of the Chief Engilineer
Wwill be covered in his license, Vessels below
iO nominal horsepower may be exempt from this
clause of the Act provided that "any pérson'
keeping watch and in charge of the machinery
of a steamship whilst underway shall be deemed
to be acting as an engineer", For nominal
horsepower of 10 to 25, the minimal rate shall
be third class and for 25 to 90 a Second Class
Engineer., It is urged that owﬁers will en-
courage the growth of Engineer training.
Engineers will not be required to stand deck

watches.

3. A cook should be established in all vessels and has

no duty other than in the galley.

Eight-Men Vessels

1. The area of operations, for these eilght-men vessels,

is from Alaska to Portland,'Oregon. If the vessel 1is

1icens§d as H.T. I it may go to Canada, United States of

America other than Hawaii, St. Plerre and Mi@uelon, the
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West Indies, Mexico, Central America, and the Northeast
Coast of South America, If the vessel is licensed on the
Pacific Coast as H.T. II, it does not go West of Cape
Spencer or south of'Portland, and is at no more than 120
miles off shore.
2. The crew is as follows:

1 Master; 1 Mate; 2 Deckhands; 1 Cook, with.no
duties other than the galley; 2 Engineers; 1 Oller. One
vessel provides three deckhands instead of two, and no
Oiler, I have no comment to make.

3. The practice is to employ two men on watch with
Masters and Mates on deck watch. The accident ratio as a
measure of safety is very low in these boats, and has
been one of the best in the Industry.

Nine, Ten, Eleven and Twelve-Men Vessels

1. The area of operations 1s determined by the class
of license issued by the Department Of_Transport.
2, The crew is to consist of:

(é) One Master.

(b) Two Mates.

(e) Two Deckhands.

(d) A Chief Engineer and a Second Engineer of the
appropriate class whose duties will be limited
to the engine room and to mechanlecal equipment
of the vessel,

(e)'A cook whose duties are confined to the galley.
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(f) For 9-men boats one extra member of crew an
Engineer or Oller or Day-man, the cholce to
be made by the Owner and Master,

(g) For 10 and ll-men vessels two extra men as
Oilers or Day-men, the choice to be made by
the Owner and Master,

(h) For Foreign-Going vessels the crew will be not
less than the number required for'eieven—men
vessels and over and above this number, extra
personnel as fequlred by the nature of the

voyage.
Accldents and Safety

The Memorandum of Understandlng provided for an
examination by the Research Sub-Committee into aspects of
safety, with respect to mannihg scales, in the following
phrase: :

",..8hall equate the needs of technlical efficiency

with those of sound industrial and human relations
as well as safety in the industry."” [italics mine]

In researching this aspect of manning requirements
the Research Sub-Committee analyzed the unions'! assertion
that a deficliency in crew size would likely 1ncreaée
accidents, This is one of the major claims on which the
unions based their argument that no man engaged in the
mechanical operations involved in yarding, booming, conn-

ecting and disconnecting barges, and so on should ever be
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out of sight of another person on watch, It was also the
unions' basic argument for one of the most contentious
issues in the entire research program as was related ear-
lier, i.e, they felt that manning scales require "two-men
available, with no other duty interfering with this avail-
ability, for watchkeeping duties on deck at all times."

Accident records of twenty-four companlies which had
a five=year history with thé Workmen's Compensation Board,
as well as records from one hundred and seventy-five com-
panies engaged in tugbpating and forty~five companies en-
gaged in salvage, freight service, ferry service, commi-
ssions, taxis and othef'suppliers, were availlable for
analysis. In studying this data the Research Report sugg-
ested that it was notclear that the size of crew made any
difference in the frequency of accldents per man day.
Crews of seven may have as many accidents as crews of two,
The Research Report correlated a number of factors from the
data collected but dld not find any evidence to substant-
iate a negligence in manning scal_es° It did;, however, 1in-
dicate that those firms with a poor rating must look to
their housekeeping as a soufce of accidents,

The Research Report also suggested that the deck=-
hand 1sAthe person whose accildent rate requires the most
attention. He is generally the least experlenced of the
crew and yet is required to put himself in positions of

greatest danger. The Research Report concluded that it
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1s not the size of crew which determines accidents;
basically it is a problem to be solved by the master and
mate, provided there are enough men to ensure adequate
rest for the crew.

In a submission to the Joint Consultative Committee
following receipt of the Research Report, the unions
noted:

"It is apparent that one entire field was not

studied in the preparation of this report, that

being Safety of Life at Sea in regards to the

safe navigation of the vessel. The Gulld did

a brief survey of court cases and findings on

record in Canada, U.,S.A. and U.K. and submitted

the results to...Research Committee members for
their consideration and discussion.”

. The unions felt this study was ignored as they suggested
it was "apparent by its absence 1n the entire report". 1In
addition, the unions stated:

",..that though comparisons were made within the

Towing Industry, the Industry itself was not

compared to other Industries, We feel that if

such a comparison were made, it would prove a

dire need for serious consideration for im-

provements in this fileld."

The Canadian Merchant Service Guild was clearly
building a case around the neéessity of maintaining a
competent lookout. As was indicated earlier in the Re-
search Heport, 1té contention was that two men should be
avallable at all times for watchkeeping on deck and its
survey data suggested that in part:

1. a lookout's sole duty is to lookout with the
eyes and ears,
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2, at no time, not even for brief periods, should
there be one man alone in the wheelhouse,

3. sufficiency of crew is dependent on having
sufficient men to keep a proper lookout.

The Canadian Merchant Service Guild felt that the
information they had collected supported their demands for
three men on deck on each watch for the sole responsibil-
ity of safe navigation, |

The Owners' Association, on the other hand, agreed
to a minimum of two men physically on.duty, Wwhenever:
practical, at all times a vessel 1s ﬁnderway. However,
they suggested that 1h précfice this will not neceSsarily
brovide two men at all times in the wheelhouse as he will
on occgsion be required to make coffee, prepare a meal,
and to perform other such tasks., They felt it i1llogical
to absolutely require two men be in the wheelhouse at ali
times, "It is an unnecessary and uneconomic meﬁhod of
increasing costs,”

The Owners' Aséociation further contended that:

",.,.the industry hés operated for‘30 years.,.with=

out finding it necessary for such a system;...

this would not be carried out in practice and it

therefore becomes a form of featherbedding."

In eséence, the Research Sub-Committee accepted the
principle thaf two men be physically on watech while the
vessel 1s underway and they have so indicated in numerous
cases. In one section of the Research Report the Sub-

- Committee stated that "We are concerned that there should
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be two men on watch"; and in the final Binding Award
suggested that "The basic rule'fo apply to all vessels...
is that tﬁo men shall be physically on duty at all times
when the vessel is underwayo"

It was noted that the basic criteria as was
iterated by the unions differed markedly from the Purpose
as stated in the Memorandum of Understanding. The unions
submitted their interpretation of the manning problem to
the Research SubaCommitﬁee ag follows: .

"The CénédiaﬁﬂMerchant Sérviﬁe Guild has, for some

time, been very concerned over the manning problems

of the various vessels plying the coastal waters

of British Columbia,oa.:"

In our opinion, the minimum crew requirements for

any vessel is not a matter for the bargaining

table but strictly a question of safety of life at

8€8,cs."

However, the Memorandum of Understanding is very
expliqlt in stating the‘purpose "to examine all aspects
of manning of the present and foreseeable future..." and
to "equate the needs of fechnical efficiency with those
of sound industrial ahd-human relations as well as safety
in the industry."

The Manpower Consultative Service representative
suggested that the question ofvminlmum crew requirements
for safety is a matter for statutory requirements of the
Canada Shipping Act and 18 in no way affected by the joint

research program, Therefore, when the term "manning

scale" is used in reference to the program, it is the
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negotiated manning scale and not the statutory min;mums

that are usually being considered.

Training and Licensing

The Britlsh Columbia Towing Industry, presently
characterized by growth, competition and technological
change, has been aware of a need for more highly qualified
personnel, Both the unions and the~pwners in previous
manning discussions indicated the desirability of revis-
ions to existing regulations regarding certificatlion of
personnel.

The Research Sub=Committee, in reflecting é future
outlook, suggested: _‘

",..that the Industfy required more comprehensive
standards, plans and facilities for training new
entrants, retraining those whose skills have be=
come inadequate and for providing certification
for operator and other occupations for which no
present requirements exist."

The Research Report made specific recommendations
with regard to training of seamen, cooks and engineers,
It recommended industry-wide training programs to prepare
new entrants for fhese ococupations. The seamen and cook
occupations, it was suggested, could likely be satisfied
with normal pre-occupational training. However, the
Research Report recommended more extensive measures be

taken to ensure peréonnel are qualified for the rapid

changes taking place in power plant and other equipment
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technologies.

It was, therefore, recommended:

¥,..that an apprenticeship system be established

in the Industry for engineers which will provide

both classroom and on=the-job training, with

provision for the apprentice to gain experience

with a wide range of equipment with a large

number of companies."
It was belleved necessary that retraining ahd upgrading
programs be provided because of the introduction of new
power plants and equipment and to provide engineers with
the skill flexibility required to meet the changing patt-
ern of work, Moreover, it was deemed advisable to have
the training and apprenticeship programs in the industry
administered by the recommended British Columbia Tugboat
Manning Board (to be discussed under the next heading);‘

The Research Report recommended, as a third cate-
gory of standards and training needs,

",,.the certification of currently employed

people in the industry for whom no current stand-

ards or requirements exist. This recommendation

is primarily concerned with operators of vessels

of a size not presently requiring certification

and licensing."
Such basic certification would be designed to include
currently employed deckhands and coocks with major emphasis
being placed on 1ength of service and experlences,

The Research Report concluded:

"The main aims of the‘proposals for training and

standards are to provide individual employees with -

certified occupational and skill categories, plus

more flexibility and mobllity in employment....
The 1ndustry‘as a whole requires a continuous
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source of skilled manpower to meet the needs of

expanslion and increasing technology. Funds and

facllities are avallable for these purposes
through the Federal-Provincial Technical and

Vocational Training Agreements, administered by

the Provincial Government and 1t is recommended

that these services be utilized."

The marine engineers unlon was very cautious about
committing itself to any tralning programs. In the past
the union felt that new entrants were being duped into
working as common labourers rather than receiving any
training., After release of the Research Report, the
union, in a submission to the Joint Consultative Committee
stated that it:

", ..certalnly agrees...on the matter of training,

both retraining and upgrading. There is certainly

a drastic need for new entrants into the field of

marine engineering,...Unfortunately, our recent

experiences with other shipping firms in attempt-
ing to set up tralning programs have ended in
complete failure," '

Later,'in a letter, the marine engineers union
indicated that due to the many abuses the engineers had
suffered in training they were going to divorce themselves
from any agreement with the proposed apprenticeship train-
ing program until there was a built-=in protection and
some opportunity for gaining advanced knowledge, practical
experlence and training,

Therefore, the marine engineers union concluded
they would be very adamant that any young people brought
into anvapprenticeship program be protected in the foll-

owing ways: (1) government indentures be set up to oversee
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- the program; (2) the union would have some say in imple-
mentation at all stages; and (3) apprentices would be
additional personnel placed on board for the express
purpose of studying and training,

The Owners' Association also indicated a concern
that a proper system of qualification be established. 1In
& submission to the Joint Consultatlive Committee the
Owners' Assoclation stated the following opinions:

(1) "That all operators of vessels engaged in any facet
of the Towing Industry should be required to hold .
a certificate of competency not at present in
existence;

(2) That revisidns are required to exisﬁing master's
certificates, 1.e, qualified men who have operated
vessels less than ten tons should have this time
accepted and be able to sit for a master's certi-
flcate; and -

(3) That the Owneps'! Association has many times in

the past asked for changes in the regulations
regardlng certification." :

British Columbia Tugboat Manning Board

The trade unions and the Owners'® Assoclation have
agreed that the traditional methods of meeting manning
problems have been unsatisfactory, if not unsuccessful,
and acoepted the principle of joint oonéultatlon and
planning with third party decision-making in the event of
failure to reach voluntary agreement., This principle was
extended by representative members of the Research Sub-

Committee to embrace the concept of a regulatory industry-
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wide Manning Board. They believed that towboats, without
a doubt, would be the means of handling coastal traffic
in the future, and that a long range view of approaches
tb manning was, therefore, required. It was with this
outlook in mind that the parties agfeed to attempt.to
create a regulatory Manning Board, based upon the follow-
ing prineciples: |

"(1l) Vessels and equipment must be as efficient -
as possible and the parties must accept and urge
the development of all possible mechanization,
The alternative to this is a continuing quarrel
about each particular vessel as it comes forward,

(2) There must be no protection for the inadequate
boat; inadequate in terms of facility, in terms of
food, housing, protection of life and limb.

(3) It will be necessary for somebody to say to
an owner that the size, construction and equipment
he provides will determine the area of his oper-
ation and that some of the boats that are now
moving into longer trips will be debarred,

(4) It will be necessary for masters, mates and
engineers to undertake more training in connection
with new equipment,

(5) It will be necessary to have masters trained
to accept the responsibility under Section 407,

(6) It will be necessary for the non-licensed
group to have a right to advance thelr ideas in
the presence of their peers,

(7) It will be fair to say that those who come
into tugboating, as long as they wish to remailn
in that area, will plan to continue as members
of this group,

(8) The Government has a right to protect by
examination and other methods the competency of
masters, mates and engineers....

(9) The Government has a right to issue
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certificates with regard to the safety and pérs

haps to issue certificates with regard to com-

petency within both the licensed and non-licensed
groups. " ' '

In addition to the simple rules as to the number of
différent.océupatioqs comprising drews, the :ecommended
concept of a Manning Board included such matters as:
regulations having to do with wérking end living faéil-
ities; areas of operation for certain sizes of vessels
and_crews; standards of certification for officers; hours
of shifts; watchkeeging; and the retraining and upgrading
of officers and non-licensed personnel, When a difference
arose between the owners_and the employees of a matter
under the Manning Board's jurisdiction it was prected
that those concerned would seek the Boardfs consideration.

With the above principles in mind, the Research Re-
port proposed the Manning Board be structured as follows: -
1. The Board should iegulate over the whole industry.
The Report suggested that only with industry-wide regul-
| ation could the manning problem be solved in the long run.
Coincident with this prbposal is that all commerclal tow-
ing vessels be subjeet to 1nspeet10n by the Steamship
Inspection Branch and that all operators of such vessels
be certified for competence., Current regulatory legis-
lation eXempts certain sized vessels from safety inspection .

and allows nonccertified personnel to operate vessels

welghing under fifteen tons. A large number of vessels
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in the industry are thereby unregulated,

Therefore, with the new structure, owners and
owner-operators who previously had manned their vessels
below a satisfactory level.or escaped lnspection by |
bullding only up to fifteen tons wou;d no longer retain
a competitive advantage. ‘

2, Representation must be made to solve the diffiocult
decisions of responsibility. This is no easy task as the
wide diversity of interests in ﬁhe indusﬁry make it nec-
essary to consider representation by owners, owner-oper-
ators, masters, mates, engineers, and unlicensed personnel
in the organized gnd unorganized groups. The two alternate

approaches which follow appear possible:

1st== 2nd--

1l Owner=Assoclation-=Vancouver 3 Owners-Assoclation

1 Owner-Association-=Victoria 1 Master=Guild

1 Non-Association 1 Organized-Gulld

1 Master Guild 1 Non=licensed=Union

1 Master Non-organized (Observer-Non-licensed-
1 Non=licensed Organized Union)

The first approach recognizes the facts of incom-
plete organization in the industry and of special inter-
ests. The second approach involves only the use of exist-
ing institutions. This second approach is in effect in
Britain and is consistént with the thinking of Commissioner

Goldenberg's Royal Commission Reportlo The Research Sub-

1Commissioner H, Carl Goldenberg, O.,B.E., Q.C.
"Report of the Royal Commission on Labour-Management Rel-
ations in the (Ontario) Construction Industry". p. 58.
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Committee also favoured this approach to organization.

It may be desirable to include a government repres-
entétive from the Department of Transport, or the Steam=-
ship Inspection Branch, as a member of the Board. How-
ever, it was acknowledged that the government might wish
. to remain independent. The Chai:man would have to be an
individual of considerable repute and without past assoc-
lation with the parties.

3. The British Columbia Tugboat Manning Board would
derive its authority by requesting the appropriate Minist-
er and the Governor-in-Council or by request of the part-
ies to bestow upon the Board the powers described in Sec~
tion 410(1)(m) of the Canada Shipping Act,

b, The Board's prime concern would be the manning of
vessels having due regard for the rights, obligations and:
responsibilities of all parties, and would equate the needs
of technical efficiency with those of sound industrial and
human relations as well as safety in the industry.

In summary, it would be the responsibility of the
" Manning Board to bring about; and to maintain, a safe,
orderly and humanely satisfactory environment in which the

towing industry could grow and prosper.
Vi. SUBSEQUENT PROCEEDINGS AND RESULTS

Disposition of the Binding Decision was made 1n May,

1966, However, neither party was satisfied with the
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wording of the Binding Decision and requests‘were made to
the Manpower Consultative Service representa%ive, in his
role of Acting-Chairman of the Joint Consultative Commi-
ttee, to provide for further clarificationo‘gln response
to these reqﬁests an Appendix to the Binding becision,
dated November 10, 1966, was provided stating the inter=-
pretation and clarification as‘viewed by the Acting-
Chairman, |

On November 23, 1966 representatives of the unions
and owners formally accepted the Binding Decision and
Appendix for the period ending Februafy‘ZB, 1967, Pro-
Vision was also made for a Research Sub-Committee, made
up of three representatives of each group, to hear appeals
on particular cases based on the Binding Decision. An-
other Sub-Committee was proposed to investigate the act-
ivities of non-assoclation vessels and non-regulated
vesgels with fthe aim of encouraging them to conform to
the Binding Decision,

In February, 1967 the period of the Binding Dec-
ision was extended tq April 1, 1968 when the deciding vote
was cast by tﬁe Acting-Chairman of the Joint Consu;tative
Committee, Initially'it was assﬁmed that conferming to
the Binding Decision would spell disaster to a number of
marginal'firms that had been operating with fewer men than
was now deemed appropriate by the Binding Decision. Since

this time, however, there appears to be a movement of
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non-association companies towards conforming with the
stipulated manning scales and the feared dire consequen-
ces have not yet materialized,

The Research Report made a number of recommendations
on issues regarding the future co-=ordination of manpower
planning and technological change in the towing industry.
Successful implementation of these recommendations, how=-
ever, has been very limited. Representations have been
made to the federal Department of Transport and the pro-
vincial Department of Education regarding training, re-
training and upgrading and certification’of personnel,
but nothing definite has emerged; Attempts at clarifi-
cation of sections of the Canada Shipping Act were thought
unlikely of success ever before being initiated. Applic-
atioﬂ for the establishment of an industry-wide regulat-
ory British Columbié Manning Board was turned down by the
Department of Transport, On the issue of licensing ahd
inspection of all vessels in British Columbia commercial
towing, there 1s some hope that the Department of Trans-
port will lower the minimum requirement for inspection

from fifteen to nine tons,



