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ABSTRACT - T l

’

Union Educational Strategies for Employment .
and Industrial Democracy :

Karen Fish - Ca

2

This research investigates the thesis that unions can
provide a valuable service to their members by ;xpanding
their educatienal role into the area of skills training. It )
explores current trends in” job skill reQuirements in the
telephone(indpstry (Bell Canada, BC Tel and AT&T) and
assesses these trends in'light of the general impacts of
introducing sutomated systems intoc the workplace,

The research includes a descrip;ioﬁ of the training and

o

job reorganization initiatives of three unions (Telepommuni-
cation Workers Union, Communication Workers Bf Canada and the
Communication Workers of‘America) in response to techno-

logical change. The evidence presented suggests that union

~involvement in skills training without concunpept chapges in

the organization of work, has nqt;ultimately.aérve& the
interests of workers. The union sf?utegies presented in the
conclusion attempt to combine the goals of greater worker

1

control of technology and skills training for long-term.
employment security. ‘ ¢

iii
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T canrnn ONE | ‘

RATIONALE:" AUTOHATION Aﬂﬂ THE CHANGING LABQUR MARKET" C Nt « o
g : 'A : e o K

s , ! ‘ ] ~a %,

"‘, " v ” , 4¢
H (. : . . " - . ' ‘ . / ) ! , o
The Environment. of Labour-Saving Technologl e T Lt /‘

“ . . ' B R h ! ) ) . , . “l " ‘ot . - . /

i *«

[

It is & cggmonly:held belief that high.technology vili

dominnte North Americn‘s econouic fubure, will upgrade gﬁo, '

» \

skill requlrements of futura jobs and will rqquire A T .

. . ! .

tt;nafo;mntion of our educattonal syatem to'’ mqet these neéds.~

v It is alao commonly held thlt technobogy 10 neu;ral,,the :." ,/7.

&

%

*
byproduct of our 1rrepreusib1e urge to crelte and improve.'

2t ‘

While some may ccknovleﬁge the harm thot technology hra 4 N

. .
' . ' 4, .

crented the prbvniling ethos of our day 10,‘ - .o

X \ \ ) N -+ 0 _\l

- it might be good «1t might be bad. But more to the .r,
o point “in the apirit of the marriwge vov,,ve have no :L
Y choiéc. The Pout Indultrill Society, whatever 1t '“' et

1

i

‘pllt 300 years hno nled‘cutonutiou to ?\:re se the gunntitz ’

. of producfion~rn£het thah find rni&cally‘ﬁbq\wajp to do
thingo. The opcrlting motive of every large kocporlilon is.

« profit, a mdtive that encourogel tho drive’ to ivide fnd .

'Qgtionnliza work procetlel and centrclize con rol."Inﬂultty ¢

a @ -



N " inputs and thnt give the beat return

i '-\'
, v

e ‘. power (Edvards, 1979 p. Il2) e
‘ ' : der ghe paga three dec*desmlthe {niu.
o shifted }fﬁtd¥; from;goohé'ﬁébduex%on to
, | ;oﬁmunicétidﬁn.. In 1950 ‘601 of ;he Americ in workforce
- - 1nvolv;d 1ﬁ blaié goodl productibn, by 1983

. .

C . lless than 357 (Glabe and Mail, ;933» 0. 2).

P
a d 3
i L,

' .. 20). This means that the bulk of our still expnndi B
. . .
‘workforce yill be vorking 1n -the oeryica sector.* ’

areay 1a teletom-

"
o e One of the faateot groving service
munications. Thiu induatry illuatrates éhe npplicatio of ) N \\\
technology to replace human brnin pOVet nq ‘it replaced our i

. . . ~
“ muscle power a century ago. The industry has undergone

3 -
T

¢ fundamental change in the last ten to fifteen years with <a ° :”~ \

. ., mass{ve.rgduction in the npmber‘o( emﬁloyeet and a correspon-
N - . \ . »

dlng increase in the cutput per vorker (Moore & Levie, 1981)..

. .« ¢

Employment bevels in the telecommuhicationn 1ndu-try throu h-

S v -
out .the world .have stugﬁated since the early 1970'0 with j b

“-losses most notable’ {n the U.S. (net decline of 17 OOD,jo o) -

.

 Auvstralia (net loss. of 10,000 jobs), and Cnnada (net 1oc| of’ .

- ) .

) . 6,300 joba) (OECD 1983 p. 27). De-pite continued economic
g;owth in thin indu-try, it ie unlikely to produce employment ‘ :

grov:h in the near future. . Even if job loss and job créltion

bulnqcé out {n ihg long term, many‘of the workers vho lose




. - P

‘e

their jobc ‘will not bg quqﬂified for the new positiono. As

'Noble Prize vinning econoq}it Vc-sily Leontief reportedly

said, "The workers diaplnced by robot- hnvd as mucH chince of

building robots as hét@go did 1n'bﬁild1ng cars” (Menzies,

-

e

. 1984). ' S AN

'

The technological imperative that creates these new work

)

environments is informed by a pbye}ful belief system about

‘human nature. Most of us are raised to see the world as

-
[

populated bf two different kindse of people -- those .who want

!

L : -
and cap handle responesiblity lnd'thOIG who don't and can't

"(Wilson & Nichol, 1977, p . 83). Those vho tean" become«
mlnagero, while those who "can't" accept. the declaiona of

~their hetteto vithout gquestion. The vnll that divides

workers and managers is constructed of tqnlciously held

_beliefa in the, tnviolate right of an clite to mahg the major

-

decialona effecting worktng 11fe.~ The choice of a chnology'

o 5~
. and the v;y work 1s orguﬁized around it are claime L

manpgement pe;ogntives even though these choiceg have a pro-

found effect on a&ll of us.

'

T —Tﬁe}e is neither unnnimity nbout nor unrecérved aup:

fhewlmpaﬁt of Automation on Jobs

4

+ ’

,:port for the idea .that ukill requirements will go up ’
.‘but by and: lnr;e tpg”ﬁope perciuta that the economy

of the future will providé jobs for the qualified and

the competent. (Boou, 1969, p. “{03) ' '

I LY d
-

For the.past two decades, Canadian employers have per-
. C4 ) - -

/

L]

'

‘v
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* management and sccounting (c1tfford, l981;,§.'46); Reporfld.

the "top 20" occupations require education beyond the aecon- ‘

B

w "

LA
!

sistently complsined of a shortage of skilled 1ﬁ$our._ A‘19Sl ‘ f

survey of 15& fdrms revesled a three-year history of shor-

‘

tsges in skilled trsdea, engineering,‘computer science,

-

-

Cakill shortnges sent policf makers schrrying'to chnnge'our cel e,

ercetionel aysten to. produce highly\quelified workers for a :

high- technology £uture (Levin & Rumberger, 1983b)
. .

Levin snd Rumberger (l983b)lhsve collected.eubatancisl' -
evidence ahovinglcheclrhese persis:ent calls for akilled"
lebourAreilecf s veri emsll’oercentege of the"developing). .
lsbour'mhrket;' Their 1983 survey etstistics indicste thst'”

-

expansion of the lovest skilled jobs in the U s. economy will -
. ,

‘veecly outstrip the grovth of tiigh. technology ones, snd theo

the prolifetstion of high technology industries and their oo co

products is fsr more: likely to reduce the skill requirement

;. of jobo thln to'upgrede them. Accardlng to U S. Labor,Bureeu‘

statie}ics, not one of the 20 occupetions expected to L - o

generate the most joba\betveen 1978 and 1990 is related to

4

<high technology., On the contrsry, the high job-yeilding oo e . ¥

a

- §
cetegories are in the low skilled g;ess of jsnbtors, nurses

nides,'sales.clerke, caohiers end vsittesees. Only 3 or‘a gﬁ'

v

dsry level ‘and only two, teeching end nursina- reduire a ‘.

-

collegewdegree;\ Althoéﬁh high technology jobs vill show che'

highest relet

ve rete of growth ‘a8 a group they will eccount
Tor only 71 of sll jobs creeted becveen L980 nnd 1990.,

. The findings of a- 1982 survey of lOﬁ Cansdien comptnies

provides evidence for & "deﬂkilled" future from enother‘_‘ : ' o : .

N, e




‘}h“

ﬁngigﬁ '0€1j 18% of the 25,000 efiployees covered in the

\iﬁdicafing‘that while workers experience an increase'fn’skill

. requirements during the introductory phase of a new techno-
PR —i .

.ters have, almost wlthodgyexception,'frAgmented jobs and

‘-Frederick Taylor at the turn of the century Taylor's

.'pioneering work in timevmotion atudy was aimed at eeparating

oL | i B o 3
. . 4
" - N - »
surveéy required an increase, in technicaY knowledge as a

result, of the introduction of new technology (Peitcbinfs, bt

o~

1980). Westley and Wesgley“(f9ﬂi) also cite stidies

»

s
A .

‘é{‘) N . . .
"logy, -the integration stage tendh to reduce skill require-

’

menta for all but a few posLtiona. "The production workers'

I

joba require progressively less dexterity, less know1§dgelof

‘art or theory, fess experience, .leas physical effort, less. -

"judgement and less decision’making" (Wéestley, p. 45). Compu-
; - -~ -

*3

a

reduced worker's autonomy (Cherns, 1980). - L : .

”Dedﬁilling co ' o ' -

.«

The rgsearch‘jusr cited gupports tHe unpopular claim

“that new t}chhology‘is'deékilling many fobs. Deskilling -

]

results from both the way. new gduipmﬁnt ls.désigﬁed anq'éhe

manner in ﬁﬁtch'lt is introduced. The design of most modern .

automated syetems still followe ‘principles laid down by ., »

v

»

. . - }‘?
out conceptuak apd manual cbmpqgents of 8 work process 8o

“that all "mental” or discretionary work could be removed from
. the shop floor and veatéd'in engineefs and managers. This

' "gcientific mahégemeﬁt" approach, which {nvolves the,

>

dis@egtion of jobs ihto tiny parts that can be closely moni-

tored'apd paced at a constant rate, has been the classic

foundation for organizing work‘in this century (Rosenbaum &

L e
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8 ' Dresner, 197?,‘p._62){-': ("i ) " o - :,‘:._'{«.

>
v

"
)
s

".
- R /"*'., Lo . P

. , jaylor's theoiies assume thst‘;orkers‘shum;reepon:iﬁiiéif’"
ity, e

ekﬁ few rewards other than mqney, -snfd like mscl}inet,

”~

are more efficient if uﬂhampered by decieion making Esch

3

i worker is assigned a small piece of a- lsrge proaess ;nd is
' N - .

L b ‘._ -

v 4 given little: understanding of or“relation to, the procesl as/‘

\; ?L . a whole. Bravermana{1974) argued in hia contr versiel vork o
, -

\ ~ s

r_x t

Labour and Monopoly Capitalism that the implementetion of

e ’ , scientific’%anagem;pt in induatry pad made déskilling and :ii'
. . x.l ¥l« . ) ,' . / ; N
degradation the géals of auqOmstiun ngt just the uhfontunete

. - . - v

- ~

side-effects. . , . j" o —'f ’ .l f“"ff; f\x’if“

g W .

\ ‘: "vities of a job, and therefqre much of tbé

v "

: 2 Automation absorhs both - the routihe A d regulatory acti—.
l(}iwditfcmal‘ly |
R valued, knowledge and. experience of the woﬂber (Taylor, 1979).
‘ . ' . While control is in ‘the hamds of the individual 'skill and

»

< judgement are premium chsrecteristica,'but es the mschine

N [ ‘ . ~ -

??\'ﬁf . takes over its own guidance, the skill requirememts of the -0

* - . Wy T e -
b#erator diminish Often the job elements removed from the'
5 ‘ employee are those that bestowed,intereat end ¢ignity in the

work. The r@maining yob 14 highly apecislized repetitlve‘

(

Cor . and isolated with little feedback. The reduction in skill

requirements often results in a loss of mﬂtiv Eion, utatuu

\ -

% \ ~ and self esteem, while the routine and often fémote ﬁerform»_ff
v

At . L , PR

ance measurement eystems crea%e'}egentment anﬁ excessive

-

pressure (Walton, 1982) The.resulting high furnaver rates

dre no 16ngfr(a major disincentive\for the. employer, however, .

t

since the jobs require few skiils and miuimal:training

(CromptoJQ& Reid, 1982)-. S .

¢
- / ) .
- . N

' R ’ . o F .
v . . .
4 - \ .
o ~ - -
. . . -
. M t - o — . Ry -
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Over time, aﬁtodafion creates a large okill gap bétwgén. P e

workers at the bottom of the job hierarchy ‘and thoae in COn-' : e

'trolling pasitions, muking }t difficult, and often impoa-- E RN

e

stbte, for the unakilked to move 6p a progreasion of joba..‘v \'::‘

vWith'the cgllapse of akill dlfferentiole, few clerical - "'%§
R N L .
wotkera p@ve the opportunity to develop skills ‘on the job . oy

that would quelify them for better positions in nev oettings.' )

" When- the ”mechanitnl" jobs at the bottom of ,the heirarchy are

'

d‘ ,A‘\.- “:\
! eventually abaorbed by machiné the dtspbaced And d@akff%?ﬁ*%&i o R

- 4

yque;a‘areAleft with few employment options. In the words
. = . 1 . ' .

Wt

of:-an foecred worker: C A : . )
- : ’ - - [ \
m‘::ﬂafrng devoted time ‘to becoming prbfioient in ’fw C .}
‘jpne'a—vork“:it”cad't help, to have a d;mordliziog . ,
n.ufef}ecf“to know that jab* opportunitiea are shrinking.‘ %Z- 1 X»
t s To ;nov that’one 8 craft 1is becoming unrecogniznble Lol .

N “ - . P

Ghrough technorogical change. To feel .that uneet- "

tling efcht of knoying that you may be next on the 4

i lmy-o(f Ilst. Such concerns often eed 'bnck to the

. . -
v -

_-f,fﬁgrlv_ﬁorgatngng and a contempt'for.thp‘vorkploce, o < - S8
“(Pietchfﬁis,#1980 p. 12j' v o . T " Cox

S When work offers ﬂo sense of 1dent1ty or vocation,

- - - N -

labour-becomes a commodity, something to be sold for as-high . )

a- price as tgn'he obtained. Unyaﬁl demand increnaed vngea to .

- - . 't ' "
’ . * .

offaet dreuty jobs and induutry uces the demande as an incen-

- - t

vIve to automate.(ﬂnndy, 1982 P 195).” :'4.

Job Stress ‘ Dol " IR '~,. -0 o x L ..3\
. -,In &ddttion to the monotony of many ‘“tomlted jobe, the*‘." RIS

+ .7 +
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’

»

g

_new'pxocgsaes:often require a faster and more constant pace
Al

" of wcrk.” A number of'studfes show that fractionated work

performed at a high'apeed producea considerable mental strain

'innd atteas (Tchobanian, 1982) and that job stress and 111nesl

~~are h}ghly correlated (Phillips, 1984). Strees has beeqf .

o

v

- J

attributedto reduced performance'and productivity, high

tﬁrﬁover, }bsénteeiem, pilferage and sabotage -- nlli

v

N X '3 K 0
‘- extremely costly for&the employer. In Canada absenteeism {is

L

L .
€etimated at 83 million work days per year (The Social
Séién;e Federation, 1984).

Worfer Attitudes and Expectations
TG )

o X
N t

Irénically; the graduai 1mpoye%idﬁment of joba»héo been

hccémpanied by an 1neren§ingl}keaucated work forca; a factor .
vhich may ‘be’ the biggest threat to our current work aystema.

Even Ltf. today 8 automnted factory or office job is no more

diutapteful than?ﬁtu pge-cqmppter counmerp;tt,‘vorkers areé . -

phow;dg aﬁ'incréaaing unf\llinéﬁesi’to &; thehé'roufind‘jobo.
Beginntng in the 1970's, reaedrcheru notlced a slgplfi-

cant, change in ;orker v&lhep,\uttitudea and expectations o

’

(Phillips, 1984).. ' The moat\notable.ahif;‘;g fhe,movqmen; i, oo

" away from self-denial (the suffering of work tb be répcld'inm' L

another life) to‘self%grntificat16n~ The new; bqtte{\fdu-'

[y
4

cated breed of worker wanta rewarda now ;nd 18 mor e likely to

exptct~€; be part of decisionu that w{11 effect hil or her o
» : S T
personul,\aoclal or Work life..' e L o

’

Tchobaninn (1952 P 195) argues thnt the present reluc-

12

- tance of Amertgan vorkgru to tccept<tndu|;;in1~johq.!i
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R

'

- u;rengthenlng the utility of vorkera vithin the enterpri%e.

¢ ‘ . ¢

characterised by three Features: ‘ ' \
1) the highen‘educafionnl standards®’ of workers which Po
not corrégpnnd with many nf the jobs available;: \,
14) high;f sipndardn of 1iving which have shifted worker
aapirntionu u; ﬁaayow'a hiérarchy oé néeds;land )

i11) the dissonance between the freedom of non-working life

-3

and the stratified and. authoritarian organ{zntion of
‘many. workplaces. . ] 2 ‘ &

¢

. Wberens wtfkers once ac@epted‘.expected and even'demanded
ffunifqrm treatment, Authortmy lnd oynchronization, more nnd
more of today's workers are demanding "challenge" ‘"meaning",

and "participation" tn their work (foffier, 1983, p. 31).
. e ‘ _
The Corporate Traihing Response ) e

< 3 . . - N -
'
*

The low skill jobe- created by qutdmation.pmeuént a
e - . i .

,problem for the eibioye;“not'ao much of training but of . . Kl

~-recruiting and maintaining literltn,'ent:y-leVel vorkers with

~ minimal ;ob afpirntion;}':Aﬁla;g;“péqcbntAge of these newly
rationalized jons requiréxlittle trhining'nitnough large .
; number; of employeee are often nfﬁected. Generally, 1ndus;r§ R
‘Bnaea its trainfng progr;na on~high1y definitive *ob descrip--

L] -»C)

tiona -7 ttain theq in only whnt they need to knov to do
'their job. In this way the employer guarqnteea that

~training expenditureo lre primarily 1notrumento for

4

’

Aluo, if the job iu tuylored to a apecific company's needs, )
, R .
ﬂﬁthe‘qmplqyer_rgduces:the risk of losing an employee‘to .

N




another company or industry since hie or her skills are not

easily transferabdle.

Further up the job-hierarchy, micro-electronic systems

create highly skilled and para-professional po}ttiona. posi-

. tione that are predicted to account for only a small percen-

tage

of job growth in this deca&e. A company can.cﬁooae to

-

d
promote itsa owh employees or to recruit from universitles or

’

A

technjcal sqhoolu, but in efither casne extenlgﬁe company

-

training is ;equiréd. Although telephone companies once

provided extensive profegkionnl training for its employges,,n

practicé’vhich helped earn them their paternalistic reputa-

tions, in recent years the pra;ticekhns been to hire univer-

sity

.and train an employee.

or college graduates from outéi&e, rather than promote

.
4

Management attitudes are changing. 1In a recent speech,

“the director of human' resource planning for Merck & Co., an

\

American phérmaceuticnl company listed'as one of the most

‘innovative Fortune 500  companies in‘term. of its personnel

polictes, argued that-human resource planning in the 1980's

Twill

have to address (Phillipps, 1984):

the need for career development programs for entry-level

workers in érdef to attract and hold,a limited supply of

~

)

teéhnical,und non-technical young workers;
the need for treining and educafion programs to help

employees understand the necessity of automation and to

help alleviate stress, fear and frustration that can

1
t

impede productivity;

'tﬁé positive impact of employee involveien@ in company

I3




@

decision-making on produéttvity and gotporite loyalty;

and L o

- Jobéorganizational redesign to provide the better-

® educated, self-affirming émpléyee with greater flexiSkw «

” ’

lity and challenge and to counter the perceived dehu-

manizing affects of nutomttioﬁ.

The Trade Union Training Response, -

f ’ . :

Trade unione griew out of the mass production indus-

trial age. The entire structure and style of trade

-

unions was a belated resc¢tion to, and reflection of, - .

corporate power.

'

Thévaprend of mass manufacturing...created tﬁé need

for mass labour orgshiizstions, based, like the pro-
~ ducte themselves...on s uniforwm product, uniform pay

scales, uniform fringe benefits and un{form qprkiﬁg

.. ¢tonditions. (Toffler, 1983, p. 30),

‘Technological change is neither a novelty nor an un- .

]

,quniified evil for unions. North American unions arose from

the struggle of workers to share in the bqﬁefits and protect

therselves from the abuses of technological chnnge.  For the .

most part, organized labour has welcomed the introduction af

. new systems and, like other sectors of tﬁe economy-, has taken

¥

comfort in long-term projections that technology, by mechani-
zing heavy routine tasks, will create a ' demand for a better-
educated, better-paid workforce (Hooé; 1969, p. 105). .

Peftchinis (1980) fodhd‘thjk the mnjori;y“e;anqndinn'union

4 v
g ‘

11 TN

>



‘members. + Given this record, the role of the union in the

’

-

members accepted or even encouragsd :he introducthn ‘of new -

technology; 511 velcomed change ‘and encournged lto 1utrodnc--’

tion, 24% were acceptant, and only 251 demonctrlted nny

-

opposition. Although there 10 likely greater technological

cyniciem today, as little as four,yenra-ngo,,moqt'un;onistg

L

were acceptant of the benevolence of\“ﬁechﬁolqgiéil. b

progress", ]

i

a

The labour movement'a friendly ‘ttitude ruaulto from a

riumber of social and paychologiccl factors, some of which

N

‘ R % .
have been noted earlier..  The resdlt has been that: =~ -,

the most successful trade union gfforts:have some-

times delayed new technology ;nd obtngned fob‘prbteg-;'
tion; with attragtive buy-ﬁuﬁ‘clupges‘for existing
msmbééu, but notﬁing more: Indeed giv;n the préak

sures of domeltic and intetnntionally competitive y“
markets, localized worker atrugslea rbliating new"

* technology a;g ?ore likely to lead to unioﬁ bulg?ng,
k or plant clooings'thanlthey are to pfelerv;tién off -

?vor;er skilln or modified job control (Zimbuliut,

1979, p. xiv)

* . . EA :
The labour union movement has Had little impact on the

Lintroduction of tedhnology in'the workplace -~ neithet in

7

hblding it bnck or in deliberately unQpc»pttlizlng 1t to

, it o
minimlze’jtc {mpact (Peitchlnis,'}qhs, p. 6). " Nor has'it : ¢

been successful in providisg employment security for its . °

1980's is under setiéus scrutiny, both from within and *

without. Moore and Levie (1981) argue that in the face of

12 . ' ‘. ?
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enogmode chengel~1p the :eiephone 1nducéry, union enﬂegy

'ehonld be directed toward deveiobing a qnpebilrty'to'foree;e'

1 v

;’the chengeu retheg_fken COverd developing new technological B\

‘

‘chenge cluueee.h One mejor optﬁing for unionu, they suggeet,

' . ie ie/the development and delivety of worker’ treining.

s '

" For the poqt part, uniohs todey.concentrete their
-delning efforts in the“eree of unionism. Hdhy unibns haye
7

1

'A/choeen, on 1deologicel grounde, fot to get involved ln joﬁ-'

”

>

' related ekille trlining. The reeu t g): been thet "helthe:-

:a;.the 10c11 npr
: -~

- dble to impinge ‘cceeefhlly on emb oyera' righta tofﬁenege

1nduttr1n1 ttein{ng....The content of nining hee eeeen-:

' .

>

‘ Atielly been fixed &y the immedilte ‘production neede of \",

. ;individuel firme, (Lee, 1982 ‘pa l59) The union‘a emphesL;
' On developing ba:gnining and grievence ekilfu hns \bt pro-
duced a memberehip thmt can ,easily fill the role “of pertnere'
Awithweenegemeqt 1nJ£5p1§n}ng n;e mennging ney'vork qtnucturer
;nnd‘pover-eﬁetingxerfangementp. Pteaented with menegement
1nnoVetione in techﬁology or pereonnel policy, meny unionll
_find they heve neither the knovledge nor the’ ekille to pro-{:
'poee canJitione under vhich they vill or will not perttci- o

¢ i

pete. They can only eccept outright or reject bhe chenge.

v
\~
.
, .

.t

P



.. - CHAPTER THO

THESIS ' AND METHODOLOGY

My theeiuvdeele with union involvement in worker educa-

-~

tion fo: ., high technology vorkplace. ‘The purpoee of thie

reeearch 18 to delcribe same of the. teehnologicel chqngel‘

N H

.thet have taken place in the telephone induetry, .nd how the

educe;ional priorities of unione ere uhifting 1n reeponee to

[y

these chengee. Specif%cally, my theeie is:- -

1)

that unions can protect the 1ntereete of workere

effected by technoLogicel chenge by expunding thelir

involvement in-: worker educetion.‘ Thie expanded eSuca-l

tifonal role goes beyond trgditionel union:eponeored_

trnining‘in;bergeining and grievehce'proceduree to,

Vo

inolude.job relnted skill development, genertc ekill

5

B Al

development, ceneer plenntng, and/or beuie technoloz}
cal end eqonomic literecy,.' ' Lo " . o

that the reulizltion of euch.e role vill involve con-

sultntion end co-operetion with menngement, and '
that. the.experiente of several telecommunicetione sec-

'tor unionp vhich have ;L¥eloped in pertnerehip with

\

‘menagement, expanded educetionel and career development

<

Cprogreme, provide sufficient 1nform‘tion upon.which to
build a dec;eion/etretegy model'that wvould assist other
unions in planning, organizing and i{implementing join-

'tli-mangéed educational programe for workers.
The model was originally visualized as a type of pay-off

16
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»'mntrix‘ that wburd vetah ‘the effectiveness of \peciflc htrate-

«

giea under a range of conditionu. ‘The task of building such .

»

‘a mgde} has proven to be too large within the Qcope‘of this "

.

reiearhh._ Ingtead, I selebtea a preferred‘ipptonch io vorkeé

training and. education, and then recommended utrntegiec thlt
y
would 1ead towards the cre.tion of suph a aystem. ’ B

»

v,

This research concentrated on the,educationnl injria-

" tives of.three labour unions operating in the telecommunica-

~tiqpé sdctor: the Commuhications Wofketaaof America ﬁCHA),

" the Telecommunicstions Workers' Union (TWU) and the Cqmﬁuni-

dntions Workers of annda (chj. “The educational initiativew®

:

.of ather, uniona are nlao discuaaed buc'in much leas depth.
'j The investigltion was not based on a pingle-methodologi-

'aﬁl approoch,'but drew'upon a number of research toolsﬂp&ed
in the social 'sciences. In recent years, cii;iqu;s of empi-~-
rical-analytical reaeurch{hethdds have led to a renewed

interest 4n 'qualitative' modes of analyaié.' Ethnographic

and ethnomethodological\tesetrch dethoda, once reserved fot

o

anthropologiutu, are increasingly being uaed tn the field of

[}

education (Popkeviti 1984, p. 87). In broad terms, the -

-

fesearch methods uued in thise theciu are nnalyticnl deacrip-

i
.

tive rescnrch, with a tase study orientation.

- ‘ %
and the CWA are case ltﬁdiea in a brqud ense of the term.

)

In an 1nve|tigation of reae:rch methodologieu applied in

The in%e{ttgation of aqfivitiei Witz;}(the TWU, the CWC

automation studieu, the 1L0 (1964) makeu a diatinction
between case studies that involve an intensive investigation
of a total situation, and case studies that concentrate on

’
~

/’"—



one ‘or two feaqqrég;or'probléib of n'ﬁliticuiar orgqﬁizition

or group of peoyle. The. ILO suggelté thct cuse atndleo in

i

. thé fleld of uutomation msunlly foLlov the 1atter, more N

B * d N . ' v ’ - ‘
focuoaed appronsh. ; ’ v

)
’

.pa:ticular uét of ptoblems and cl }1fy queltldna vhlch mtght o

\

‘merit further inveutig;tioh. Therefore, ;he approrch could

be called problem analysis. Becnuae of the rapid nccelern-

’ N 3

tion 4in the introduction of automated systems, unions ar;
Belngxforced to qupgtion some of their basic p;emiséé ahﬁk
strategies. fTﬁg:_typé of problem analysis ia nﬁ {mpofth;
starting pointvin ;he piédéea of devel&ping efféctivelstrate-
gies based on a sound unQﬁrstnnding of the environment of
automation. For the purposes of gﬁis resenrch}ithe value Pf

the case study, with its ‘emphasis on‘naturalistic observation

and/studj of individual instances in some depth, Ls.its

utility in developing insights and {ndentifying problems for

{ . .
further investigation. ‘

1

¢ The analytis‘haa nécetgaril? been éuilitafivetsince'the

problems .could only be a;u@i;d delcriptLvely,within'tﬁeir‘
day-to-day context. .The analysis 15 depéndent on the
researcher's point of view and expectations. ‘It is impos-

sible, ueing these research methods, to have it otherwvise.
Since this research is ﬁaued on relatively superficial

contact withhthq three unions, ,there has béen' no attempt to

estakliuh causal felltionaﬁipo betwgen any of th; fnctors'

«

involved. A co}lecfion of independent ca;e'etudiea, such asg .

this one, cannot reveal underlying trends -or énable firm

16 S . o , )

The case atudie- preaented here gtovide 1nformntion “on’ a



¥

.rredireptionrof'gheir educational eﬁiorto.

. causal rolationlhipn'(ILO,‘I964,'p;‘43). ‘Thin;teaéirch dogs

-

‘not, pnobé'the oﬂtiiudes,'polit{cn 1Ad'i;.aon. und

N 1

,Lsituation obaerved but rnther.greueota a synthesio of 1nfor- L

- . . . o

" By providing con-

mntion dravn’from ‘a ylriety’of'sourceu.
. Lo B

. éreté Inforpation within a context, and

tion to thJ‘vhya in which problems have

»

by d;rectiqg‘ntten—"

been ind could be-

- s ,_,J ot

,uqlved

'

“for thought and arguments to éupport a re‘ffirmation or -

Smith (1974) writes: '

) Caqe studies -have a qualittty of ﬁndeniabllfty. Thut

is,usombone is .actually doing aomethiog; it is not 1

h7pothet1cnl§ As such case s;udieq accuﬁulgte; in "&

. :varzing settings and.with v;rying gupport,-personnef ’\r

hﬁd rationalq,'iiSbeéome difficult to excuse one's’

:Pvn tnaction. ft‘forcts bne to back off from his . ™

rationalisationa .and to confront the- blaic chpiceu a

- . 1 rs .
~ ,4‘.
1) anslysis

‘and vnlueu_qnderlying his dacisionc...(pl.7)
. o ) . . S o

The three main research methode ueed were:

1

interviewa vith key 1n¢iv1dunla, and 3) data syntheais.

1. Peraonal and publiahed ddcumenta. A. n first step,

and ps an eaaential paft of'hll -ubuequent steps, I reviqved,'

4
the releVnut llteratuge 1n ‘the aréLs of’ labout-manngement
&*

relabiona,‘labour history and atructure, skills f}ainlng, d

5 N .

retrnining, paid educntional-lgave, developmgntp in the tele-

‘cpmmuhicntiona indoit{y, diffusion of innovation in.the work-

. . N i

Ihia recenrch is intendﬁd to prévide uniona with food

of personal and phblished documeﬁts 2) ihtensive, open-ended’

SRS



‘ papers, and proceeding of cmnventiona. ~In somE'caaes,,thege‘

‘_managment initintives of. this type. Only tvo-company'labout

:rel-tioqu people were,interviewed‘beéeﬁie.lt\beceme epbarent'

RN ‘ K “.‘.~ N

placé, quality of working ltfe and labout matket predictione.

"While thle review vas hlghly eelective, a basic knowledge Qf

eech of these areas was neceasary to formulate the research

queqtiona,'to~put personal meterlals.into‘a theoregrcal‘perp -,
4 T : . S , - - ) :

spective and to'anaf&ae Ehe'colléctib@ expértenhe of several

’ e ' ' . 9'

:'uniene. I alsc collected ayntheaized and enalyaed personal

'
ot

documenta such as in- hauae ﬁ%mbs, unpublished researqhg oo

'\documents were' eent by people vhom I interviewed ih .other

cases documents were aollcited dl;eétly’hy‘q;iifzz\zelepﬂeneh "f ce

2y Intenaive, open-ended interviewa: Since”much of the, '~

N A

informetion did not exiet in aecondary eources, it dee necesa
enty to ﬁo to primary sour;es.' This method vas perhaps the '

most,importent infqtmntion getherlng step ‘of the lnvestiger

. . , ‘ . \ 4 e ‘ ) - -

tion. I conducted what aoctologist;fcall elite interviews,

ar. interviews that seek te.qndersﬁand a series 6f events as
L] - \ . N ‘ N . . h .

-

"eeen-through the.eyes of the meiﬁ'ectora: In this - approach

A

to COLLee;ing inféLpntion,'a repreeentative sample of fhe
pdpulatiqnvls‘qon ppught;' Rather, the goel ls to.obtain,
avorn teutimuny ffbm ;; much of l‘pertLCQIar populgtipn_ae
can be re;ched (Feldmen, 1981)., In this case, the-ﬁeln_

actors -were largely union offdciale und membera as vell as

scholars dnd reaenrchera who heve been\involved 1n labou;-

»

that the choices available to ﬁniona were moaiﬁdependent on
unlon-percebtione‘of the lebour-menegement climdte.( In addi*.

tion, within the limit- of thie teaeetch I could not do .

18‘. I ’ : ,'1‘ . , ‘ o (



e e e

‘assessments of- the suqceés of epecific initiativésn

Ldﬁring eaoQﬂ?iséuasion and often this_inférmation enriched

| 4 { \ -

justice to .both labour and management perspectives. Thi's

.research 18 themefore an analysis of union responses and .

RN
¥

union perceptions of their educational role in relation tq’

" new technology.

The purpose of'thé 1gpéfv1ews was to.gather information

)
2

.about'thelvalqes, pérceptioﬁs,\priofities and intentions of

N , i %

gome .of the main actors. The interviews prbvided information

. about the éhrbnology and setting.of decisions taked, aboﬁt-,

the factors that encouraged or discouraged union involvement,
about the effects of each decision on the environment, about -

v

the present status of .existing programs and about personal

@ .

‘N ~ “
'Intervieﬁs‘were largely conducted,by telephone, although

- v
- - - L4

most informants who work\within the vicinity of Monfreal'were g
interviewed in pefson; The telephone interviews werp~taﬁg oo
recorded, while detalled notes were kept of the face;to-facét
interviews. Although the interview; were guided py glpge-
organized series of questions, it is the ngture p%V}his type ~.
of interviewing,fand easential to gathering individual

perceptions, that’ the #pterviewee be 'free to stray from th;

primary line of questiohning. Each interview was influenced

.

h

by‘the one preceeﬁing it, since ne% information was gained
the line of questionning for the subaeqﬁent person. Also, it
became more and more apparent throughout the 1ntervie&1ng
process that the‘menta} agendas of respondents 1nfluended ‘the

-

kinds of questions they were gble’or~prepared to answer. All

1

19
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13 5y had ; "‘ . ,‘
AN S ‘
. \ * -
‘,?.’ 4 . . . .
interviews were trnnscribed.ab'that'the iﬁformatton’cauld”be

.

aynthesized with that from heconﬂary aoufcee.’ Interviewa€s

weré told that their names ‘would be kept confidential.
+'3) Data synthesis -
) 'The'synthesfs stage of.this research waa'e,prééesa of

E

anilysing the interview and documented data to’ identify come

e’

6mon themes and ideas and the eviden’ that g»upport,ed or

«

.
-
-t P
N hd -
C. L.
". -
.
v
.
- .
.
L. .
.
.

4
'contradicted each. Although 1't is impo»seible to proVe a - T
. N L
. theais with this type of qualitative data, it ia- poesible to T
L - Y. .

. demonstrate the- plaueibilty of 9ertain approaches. ‘Info;ma-’:Tﬁ " ..

- .,r ] - ’ 3 ,. .."‘ ‘.' ; o N
tion collected'through.1nterviewa and document aearchee,wae N .
'filed under various topic headinge. Alcdrd file was.ﬁded to L

) ~— ’ w ‘ B
"7 - keep track of cross’ references. The deta in each sub ect - -
: tategory vas then sifted for evidence that eupported or, e ’
.contradicted the- theqes of th?% reeenrcﬁ.. ;x"*f",'.} _'; . -
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- C . | ,‘ I CHAPTER THREE . o " o R~
PR TECHNOLOGICAL CHANGE IN THE TELEPHONE INDUSTRY - SR ;‘,‘

- T ) lz; : ~ L , . . AR Ty :/ :\\ , |
T _The International'context,e 'U- - | . , ‘: _ ‘ \ \’ .

; o The technolOgical~chenges‘experienceo by wockers‘a:{BC._". f

-

'~'_ - Tel, Bell Canada end the Nmerlcan Bell operating companiee

.

:l' need - to, be seen in the context of .the telephone indubtry 8

\

. _s,_‘vinvolvement in the 1nformation economy.\ It was Bell Lnbora-'
Y m-_;torles in thALU S. that created the transistor tn 1948
_'leading the way for exteneime telephone lndustry involvement

- - in the development and applicatlon of aolid state semlconduc-

- .A

tor technology (Bernafd 1982, »p. 152). Telephone compantes
fhave also been in. the forefront of the convergence betveen

telephone and computer technology which allows for high speed':

",-_ commun&cationlbetWeen electrontc! office ayatems. This area

v

“of data transmission ia the fastest growing market withln the -

S ’information sector (Moeco \1982 P 40), and a widewrange ot

et actoxs are getting lnvolved, IBM|ﬁ.joint ventupe with Comsat .

- . . ‘ \ . E R
- - and Aetra Insurance in creating Satellite Businegs Systemsg - o

“'_ (8BS) 1is.a case in point. SBS is a business data and vofce,

v

- communicetion aystem that links computerlzed office comnuni- T R

. ,oétiong systems directly by satellite, bypaﬁsing“the.Al&i"

. S tEr;estial telephoﬁe network. ‘Companies such as SBS promisge }

to cut heavily into Bell fevenues in bneinése data communica-

-Expﬁé (Mbeco;‘l982, p. 40). ' .

-ln\the face of such etiﬁf4compet1tion, it i8 not sur-~



--to reduce lapourjcosta, 1ncreaae productivity and tighten

- . [JEN

thelir COngrpl-qver'the~vorkforce. A recent BeIl NorthVestern’

,i ad;erttsement -re.ra'd:r;,"."s o
4 Through reorganization, advanced‘technolog§ and. our

' ﬁown hard work we,have reduced our tptal vork forceu
" by a t}}rd aince‘198i.: Start tnlnk ng of ua as a‘

’\grOVth company. (Orwellian Newspeak 1984 t "<j -
y The UnitedOSmateu and Canada are. touted j:K\

teiecommunications service in the vorld., Our telecommunica-

tions industry also hasithe higheat degree of 1ntegration of

,manufacturing, reaearch and. development and operationu (CNCP'

1970 '11). For example, Eell Canada Enterpriaes (BCE)

"

”gr{sing'thac'te}ephdne'conpanieu‘are redoubling'théir'éfforfa,.

dve the best .

~

vcreated An. 19823 1& the parent company for Bell Canada (te1e~'5

phone'serine) Northe?n‘Telecom (research‘and manufacturing)
@nd a group of manufacturing and resource companies. Ags a.

‘subaidiary of BCE Bell ‘Canada can apply to the Canadiah

- Radio-televieion'and;Ielecommunicationa’Commisaion (CRTC),for',

telephone,rate~lnCreASea withbut having.to acéount for‘pro~

.

flts in. aalea and manufacturing made by the parent or aiuter

companLee. The CRTC allowa rate increaaes to cover capital
. .
inveetments Ln new technology, whic are often purchaeed from

=

a "family" company, a11 1n the name of 1mproved customer,

'

service (Gordon & Hanaen, 1983 Pe, 65) The CRTC ia only
. o

2]

4

‘-concerned with quality of eervice and rates and conaiatently‘

©

. FE
stéers away from disputes concerning labour relationa (CWC

1983b)
. . . . '
o Ihe preceEding‘paragraphe describe only a fragment of

- . T, v

o rrva s x y w2 s



[y

.(Noble, 1984).

‘The Impact on Jobs .in the Phone Compqgi_'

s . . ’ . '

+ the environment of corporate moves and counter-moves in which

'udioﬁa like the THU and CWC are being told they must sacri-

.

; fice jobs for the sake of econﬂmic competitveness. .It is in

this context that workers who lose their livelihood comsole

themsglvps with the belief ‘that their~per8vna1 lose 18 at

s

L - . 4 \ 3 .- .
lJeast contributing.té economic gains on a national level

Faln [N . ' Y
f » ’

-

-,ﬁgn& of“the.tephnicalvdétails,in the following déecrip-

v

‘tion are drawn from a étudy conductedvfor the Telecommunica-

tions ‘Workers Union (TQUi in the spring of 1983 by Rick

- Gordon .and Ken‘Hansén, feéeafcbete at ‘Simon ﬁ:aser Unfiver-

"sity. 'The study, which {avolved interviews, analysis of

documents and. a quesbionﬁaite survey.of WOfkera, concentrated

"ot the impact.of ‘technological change on workers in the

Verdon area‘of BC‘Tel“s oﬁeratioﬁ;.,Tﬁe—dtbry of techno-

1ogicn1 change at BGC Tel 18’ 1nd1cative of developmenta in the

telephone industry throughout North America, developments

- ¢

that-are-transforang the industry from.telephone system

builders to users of pre aasembled components (Gozdon &

Hansen, 1983, pu Z).-Despite sigws in mapy 1ndustriea that

" the limitatigns'of}Taqufism‘hawe been reached, telephone

compdnieé:aré.cﬁargimg ahéad with plans for work rationsliza-"

tion and g:edter controT over a reduced yorkforce.

-«

The following deacription is far from comprehensive. |

1ts, purpose ts to ilrustrate tﬁi generaL gmpact,of micro- -

-
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i

electronic 'systems on jobs in thelgeléphone industry. The

=

changes are deacribea as ‘they affect four major job cate-

gories in the company:\aérvice'reprgéentatives, installation

v

and repsir workers, phyéjcal network workers and operators.

The operator's job is described in gra#teat detail since it
A . ..

is the focus of union educational efforts described later.

’ o~

Service ‘Representative - ;

4
-

BilLiﬁg problemﬁ. management of customer records, and

P o .
oy ¥

customer éérvicea;§f all kinds are handled within this area;

This category includéa the joﬁs of service representatives,

Al

business account respresentatives, Phone Mart sales people
- . s
and fhe';saociateq‘cltriqal support staff.
The service representative's job has been computerized,

in'sfagea, through the use of the Cuatomer Records Informa-

. tion System (CRrRiS) and Service Order ‘Update and Locate

(souL). C&IS gnd SOUL corfinect reps, through their VDT's, to
central data bank. While in the initial.two stages of it;

introduction, CRIS provided faster, more accurate informa-

'

tion, leaving the rep's Job”functione basically intact, re-

E

cent software additions are changing the very nature of the-

-~

.job. ) - .

=

Wherqéa in the past customer dueries'went from the

+service rep's typed'notes toAan &nuigning clerk, then to 8

) office, the third phase ,in the introductlon of CRIS will
.*\

.9f'queetionning ‘that is undeft’ neithe;,her control, nor the‘

~

facility man and on to the installation and repair dispatch

eliminute most ok‘this paper process. For each customer

-~

call, VDT pages lead the service Tep through a apecific Iine‘



-

customer's. Telephone system nroblem analysis, previously

-

done by "test desk-men'”", is now done by reps using mnn&atery

"decision trees" (Gordon & Hasen, 1983, pp. 18-21). Any‘“new

-

3 ' : T . ! o :
information keyed into a ¢ustomer's account automatically

t

generates service order priint-outd at terminals in all rele-

vant departments. These ;efminula not only record the—wet-.
\ T,
vice needed:put also adjust inventory and ordering records ‘__ *

accordingly. Cuatomers.yho arrive at a Phone Eert for ser-

w
-

vice must pick up a xelephone receiver to talk to a service ., K
rep in the next room. (This deperuonalizution of service
» could help minimize public resistance to the eventual ’ :

centralization of services). . Phone Mart eervice reps who do

’

not use CRIS terminals muet ‘account for their productivity on

, daily time sheets;' a disincentive for reps to get too d
. = : A

"personal' and/ a source of automation data.

Automatien has allowed the company to eystem;tize:the
load of incoming calls in order to #eep all service tepu
occupied on the telephone while on duty. As"- recently as six

years ago, “service r:l; were /traihed in several fuhittions

.

such ab’job assignment, repairs, dispatch and distribution of .

ordera;‘today they tend to specialize in just one or two

)

components, In addition,

different types of aervice repa have different access

- ”

to diffetent levels of the syatem. Thla may well

S

become the basia for fufther divieiona of job fun- ' -
‘ctLons, ‘as well as for enhnnced management control

since it ia only management peraonnel who have access. - -

‘ \
\ M >

“to the entire system. (Gordon &AHenaen, 1983! p. 19) -

- !
B . P . . - . - - . -
. . . . R ) N .
. . <. 25 - ) . ,
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¥nctnllation and Repair workers

. Installation and Repair (I&R) workers are respensible

for the physical installation and terminstion of phone con-

P ,
nections. Dedicated phone jacks and the increasing number of

‘privately owned terminals have substantially reduced the
number of jobs aviilable in this area. The remaining work

has becqme more frggmented, with individuale working solely

on prewiring or installations, for example. Splicing, pro-
g1

?\ N A

bably the oldest craft in the buaineua und once an intricate

proceaa ‘of wrapping and soldering wires, has been replaced by

- P,

specinlly deaigned sleeves nnd crimps (Bernard, 1982, p. 156)

Troublershooting and repairs are now reduced to repllcing

moduie-. A vork measurement system based on '"reasonable-

. expectancies”" (RE's) requires each I&R worker to perform 100
“RE"s per day and to report, in minute hqta;l, tﬁ? specifics

af each job (Gordon & Hansen, 1983, p. 23). QQalitida that

once made, this job attractive -- independence, gfoup golida-

.~

ﬂity, and craft pride’ -- have been redﬁced uignificnnily.

\

Once the automnted system is- fully in place, heme and office

~connections vill be connected,'diaconnected and repnired

electronbcnlly == no "hnrdvare"’COnnectiona or I&R_vorkerui

needed. ‘ .

The effect of these changes on staffing rgduirementé‘hia

already been felt. In October BC Tel served notice that oveﬁ'

- L)
~ - ’

300 craft employees would be reclassified_intS‘o#ernto{ &nd .

~

clergc:l”joﬁu.

’ . BN

N

4

L




.:effect on- Jobs throughout the lyutem.~

‘Control Centre vhiqh 6vereeea an enttre~regione1 network

1

¢

Phyalcel Netvork Horker-

Workere 1n this group are relpoh-ible for mnintelning

the svitchea th-t connect aree eubucribere vith lnterlooking

“pertc of the telephone ayetem. They connect cable palre to:

st '

wiring et the centrel office, trouble ehoot the netvork of

toll routes, erect telephonb pdles. etrtng ceblee,,leyA

‘conduit end underground cebleu, end tnstall new equipment.

v

*Aeide from the clericel support teem, theae workerq are’

’ ’
.-

mostly men. . L f‘ ’ o "ﬂ S .

Telephone users ete 1inked to one enother vie lnrge
&
machines ce&led'ﬁayttchee".' ‘The, 1mm1nent introductipn of a’

nen'generettbn of .&1;&@,-,‘the‘cmo,5 or~the.#5 a-'illue-“

tretea the comprehénbive 1mpict of a nev'technoloéy. Thio

~ -

evitch ie expected to 1mprove the quelity of the signll the'

speed of connections end the eveilebiltty of such eervinee as -

‘cell forverding, conferencing and- epeed dielling.' But it il .

_the #5'3 eb\bity to project 1:3 ‘own growth hesdl end relny

(them.to the’ menufeaturing compeny vhich vill heve the biggect

Vo

The #5 avitch will be monitored at s Regionnl Network

i Lo, . ’
‘ ]

through a bank of VDT'e,end tens of thousands of alarm

Y

pointe. Alerme fle;h Eor doorn Left ajar or melfu'ctionning

ewitchee, end workere 1n the centre can call up more and ‘more

e

.deteiled dilpleye on their VDT'- in order ‘to identify the

H Al
preciee loc@tion of the probiem..The refetively time-

'conauming nnd skilled jobe of urouble ohooting, analysis and

4

repeir will be - elmoet eliminuted by the .#5'and the Regional

" - . *

-t . T L, e .. . bR 1




ﬂ engineeting end ordefﬁng will be made redundant. Once the .

: immedietely. the computprized "proximity petsonnel matrtz" . f'_‘ ; a

.

'end the central computer, calculates a routing reconfigura-

0

. edily days of telephone service, a cefier'eimﬁiy picked ud(

fix many eystem‘f:ultl while the customer weits on the que, S

‘chlecis tde\prepdnderancenof women in«thia Job;l In the

\

Netvork'Control Centree. . Since the ne; switches are edlpped

together uoing pre-eseembled blocku, the ekills of Central

’

- Office inatallers will be réduced to pulling and replacing ] SN

v

circui:-cerde. Jobes euch as treffic forece;uing, equipment' .

eystem is fully operetionelx clericel workers: v111 be eble to~ i
2 > - -

)

1

tion. The faulty ‘part cen.belﬁulled eome.time‘leéer Vhen_e
) 1

'

.
- i

maintenace worker is on site. I hhintenance da'required T . e
telle the diepetcher who to eend. The company ectimttea thnt
che 900 workers needed to ihetell pltrol and repnir the . ' "g )
oyetem s ewitches can ‘be reduced by three quertera (Gordon &

Hansen, 1983, p. 14).

Operastor Services .. - \

L . . . ‘
r 2 . 2 '

" The principle eﬁtry-levei’job for women'in the\telephoue ;

induetry has hiatoricelly been thet of operatoz. '(Kithdugh . o ::\.

’ N -

there are mele operltore, the pronoun "she’ in this eectbon'/% -
‘. \ kY

~

t

her redeiver edd vas connected to en 6peretor'who dialled the
number. With the 1ntroddct§rn of dlal phonee {n the late

1950'5, the scope of the operutore' job wasms reduced to long I o

-

A .

distance, directorx eaaiatnnce, eme;gency calls and
"intercept"” calls. At first the elimination df operator
functions was offset by the increase in demand but edbeequent

L33 . -
[

-J< N '
28 oL |




. branch ‘Bell Leba, and built by ite mnnufucturtng branch

tethnglo&icnl innovtfione‘have,reduéed and cpuld evenfhillyf

- [
' v

eliminate operatbr‘jobe. v .- . o SR |

.
i}

—

In the lete 1970's, #C Tel, AT&T and Bell Canada 1n;io-
duced computerized 1€ng distance awitch boards. At BC Tel '
and AT&T the[technol gy .in quebtion is ‘called. TSPS (Traffic

Service Poaition System) developed lt AT&T's resecrch -

) Heatern Electric. "Bell - Caneda developed and manufuctured ite

4

; &, feu humlnlzing tOUches. Operltoca~lgplcide-ﬁy:lide in

-

v

qwn product, TOPS (Ttaffic Operator Pouitidn System) at

Northern Telecom. This technology has-had an_enorqous impact
. on the number of operators needed to run the system. Since

.196?, the number of dell Canada operagora-ih Ontario and
Quebec¢ ha's been reduced by mcﬁe thdn half, from 13,600

vorﬁefe to 5,330.(1983). Operatoy numbera.a; BC Tel dropped

from l 321 in ‘1974 to 66 in 1980. Until recently, job losses,

have been by attrition,,many officea have not hired new ataff’

for four or five:yeets (ewe; 1283;). In 19?0, AT&T .employed
1250,000 operators out of a total work force of 560,000. In
1?82' htth'caild up fy a8 fdctof‘oi 18 llh 800 operators were

) on the pnytoll out of a totel of one million employeea (CWA,

. T “ R . <

19aab) , /

TOPS and TSPS have radically chnnged the nature of the

work for femnining wotkers! While the vork of operntors

t A — !

~3'before TOPS vas nom glemorous, the‘old cérd'bog:d -yq;em h(d‘

. A—-—"

front‘of A maze of lightu and jacke.‘ They vrote out tickef{

A
'

)
. for- each call and menually connected eaich customer. They

-t -

.could take up to Gen_calluuat a time and yet were still able

.

'
< . . PP .




Sl

to talk to tﬁeir,neighboru'o; help a co-worker who was’
swvamped with calla‘(STCC 1984a).

Today operators have virtually no conhtrol’ over ‘the pace
L}

'of their work and, while on ﬂéiy, no contact with theit co-

vorkers.‘ Seated at their'inﬂividual TOPS terminals, opera-

tors are physically aeparatea from one another by partitians
that extend just above their heads. Customer calls are auto-

maticnlly’rothE’}o eaéh opefator,dt/an average. of 26 seconds

per call cnd staff are added or removed from the system to

maintain thid constant pace. They ho longer complete entir&/

phone c}lls énd.their“job involvés”féw discretionary deci-

sions. Memorized phrases and key board responses fit all

. . O
cases except the occassional emergency.

i
' . v

o — ,
In fespOﬂse to a 'beep'. in her hegdphones and a series

of letters and numbers that appear on her VDT the’g;:%ator

£

responds with one of a few atanddrd phraaes euch as "your.
number ﬁleise", or "may I help you". "O4+", for‘exampli,
mearis’the call was dialléd direct but the caller wanta

operator assistance for billing,purpoeea} "0+, TPM means a

charge call from a pay phéne;,"o 47 18 un.oyerigls call that,

cannot be dfulled direct, and so on. ihe opef&tor'u;esa

dedicated keys to identify a credit card call (a spectal

'
-

" .
button verifies whether the: number 1s good or _met), bill" to a

thirqunumber, or class chargea. She ptespes‘dtart\time, T

Y

releases the call frdm'hek positipn‘and waits a fraction of &

second for the nexg Beep. In the case of pay phone ;:11;..:&(

charge for three minutes comes up on the screen arnd ‘the

‘ (i M . + N

- , . . B R i




.

operatdr preuses a buttén 80, the company's accounting:

kw' Eunction can take over.. If the call exceede t?ﬁee minutes it ~

1

' will come up again as an operntor beep//but it s unlikely to

be the aame operator, or even an operator in the semeetovn.

"Qperetore in Ottawa 36‘ Cornwall forrexdmpleg all receive

cella from the same pool. If an Gperator epende more then a,

. set number of seconds deeling with a call she must fill out e'

1

form explainimg why.

It ic 11tt1e&ﬁonder that thia’ro’ot-like beheviqr_geta

. ! . N , L3
the -occassional "operetor,'er‘ u a recording?" from a

cu.fomgi'(pwc, 1983a), ‘As_Jan operator explains, -
ou:.job doeen't .

N o' » .
feel like being >

It's a sad state of effgL;e when .

1ncorporépe~inythrng that makes yo

.

there. The work is bn.mindle@e it's ike being ealeep.

- ¢

;,Itctakes'over. It'g like being programmed for a day.

v

«

The ra%&snelizetion of operetor's work has been taken to

L]

thé rextreme where separate officee, with their own Eectel- e

ized group of Dperetore,‘work on- directory aeeiat(nc or

' - £

hotel celle or- apeclal aervice: and mobile calls. A [TOPS

. operetor peesee Eecialtz cellg on to the npproprin e office.

-

For equipment complqinte, the' operator preaaee a "muin* g *

‘

tenance‘button" a number to 1dent1fy the type of fault and

the customer -8 telephone number end the call is trensferred  \\]

- PN

to the" eppropriate apot. Lo . LT \ -
The efchiency of the TOPS and ?SPS terminals is stun- ' .
'ning. While a cord boxrd operator could plug 1n nnd out of

250 calle _per ahift the“TOPS bperetorAcen handle 800 ceIlu o

in the aame period. »The union eetimatee thet‘this producti-




R

.
/

. .
” .
' * ~ . i . I
~ ) ‘

\ ! . - , . . Lt

v S

-

¢

vity gaid'will'alldv the. company ;6 rggain ita invéstment in .

. Y

. 1g/x than five years, if the present trend for rate increases
o . , .

continues (STCC, 1983). o \
The operator's work is constantly and rehoteiy monitored
by the computer. First-line supervisors watch fot-disfur- .

[y

bances in the systém on their VDT's. The‘Forpe‘AQminfdtra-

tion Data System (FADS) created and used by the American Bell-

<

System, provides super?fsofs with produgtiyity fatings everf

' -

15 minutes. FADS monitors how many operatqré are.on the
- ' . ) W A PR
board, the number and types of calls handled, the average

work time ‘per call, the number of chllere\left'waiting’mote .
than 10 seconds before an operator ane&ere, and the average
\ . . . . . : )

. reaction.time before-aﬁ’operanor.respondg_to the 'beep¥ -

(Moeco, 1982, p..126); Despite this wealth of information,
however, Bell CEH@dg opéfators intervie&ed said the s;penvi-
sor's job involves equally ‘as few disaretionary decisions as.

0 ) ’ A - N
thedr own. The supgryisor is little more thar .2 human ‘front

for staffing and system decisions made by the Central
‘Administrative Group (CAG). As oné operator explained,

Supervisors don't even make decisions about whether

people can leave their stations or anything fto do ~
' with ‘secheduling. They call CAG té find out how to

- * ¥
allocate -operators or‘areﬁiola to keep certain people

. ; 1
on the system. Basicé&ly supervisors just transfer

. \ v, o "
numbers from one¢ sheet to another. AN

‘

~
Bell has implemented an "excuse tﬁme" ligt that allows

J .
operators to volunteer for unpaid breaﬂ during a day.
" JW\ . 'L '

v

v

e

»



. o
1f you re only busy 89% of the time ~you re L

- costing the company money. so they set up this list ¢t

keep operators busy 92% of the time. Peogle geﬁ"into

.
—

fights trying to éet their'ndmgﬂon 1t. Some people = . -
sign up for a day or even weeks of "excuse time" 1?

they can afford it. (cwc, 1984a) - , ‘ -

First-line managers'are responsible for performance . = _

A

appraisals and for exblaining dibc}plfnary, reassignment or’
' °
promotion decisions. Disciplinary deciaione are usually

»

baseg on 1nformation contained in the operator's computerized

A
AN

file, and often the operator has no idea what that file

cantains. The unlon has g#ﬁeved the inclusion in these file®s
oo - 4

of records of late arrivals in the -.order of one or two f\\\\

- minutes. TOPS and TSPS make this kind of close supervision

L

‘poésible.
Operators explained that managere are trained to shifr -
the responsibility for atress-related)health problems qnto
the individuals "non-wo}king" lifé.\ Any connection between
the stress of the job and héalth or nervous problems is
circumvented by questions about the 9peratar‘a home life
(CWC, 1983a). ' -Management at U.S. Bell operaﬁiﬁg companies
reportedIly dispense their own pills -~ franduillizeraaaﬁd a
special aspirinécaffeine combination called "greenies" --.to
help oper;tora and supervisore,pake it tﬁropgh the day -

(Mosco, 1982, p. 127). o S 4

Im
.

Bell management has been combatting high absentee rates

-

with speciadl .incentive schemes. Each opefator who goes three

monthy*withopt an absence geth three silver dollars, after 6



‘o . -

% §
“ ,
months, 6 silver dollara end 60 on. A

edr without abeences ?

gets an operator $3O 00. (As- one operator commented a day of L

sick legve ha worth more, than $30 OO ) The company.hae also'x, ‘ Ca
- ' / "ll st - ‘. - ‘
N offered cut- glasa vases and‘wine glaeses for the eamé ST

- 1 -

! o - - '
achtevement and Hawaiian bufﬁete ﬁor,the'operaton officehwith_ .-

' \‘ . . ’ [

the lowest absentée rate ovet a given period ‘of time.; AV T .

t t OV .
%k poster pu up by the’ company &ig_/(ing ‘a dolor TV for the R o j
office with the lowest, absentee rate «"eo you can_yatch your ... ’ :

- -
b

favorite aoapb", vas grieved by the union.

e "] - . o

It pieées-us off wihen they don't have money to keep

this peraon 8 1i¢;§thood and yet they hold Hawdihon ~“"’ e

dinnﬁrs with managers running eround with leis made SR S

of Glad garbage olgs around their necks.' They might I .‘Lj

L R “ -
" [ .. e i

.as well Put us a11 in a sandbox.‘(CWC 19833) i 1: o

¢

This practice harkens back to - the early 1900'3 at BC Tel i
where the exchange that achieved the highest rating of calle R

received\a Peqpant to hfng in mheir lounge,for a month. As T T

’ .
Bernard (1983) commente, "Operetore willingly increaaed their

.

U

e productivity and eccurhcy. All‘for the price of a pennant"" . .

/

i/

(p- ﬁ3) /ﬂoday, operators come to work when they are sick.

- . ) | ) .

A11 for the price of three silver dollars.

v ” N

3

‘There are signs that automation of the operatordh job_ s

'nqnhere near complete.' The New York Telephone Company uses

>

véice operated computero for directory assistance.“ Ae_&~:‘”9 S ..

i 3

tesultq average work times:havé been reduced from 21 seco%ds

‘per call to 15 seconds per call. Eventudlly these voice- . T
™ . : - : .

[ 8 . -~ .- . ]

//opernted machines coubd'replhqenall'ﬁut'e.few operator fun- - l S

|-




- . ctions (Getron & O'Toole, 1982, p. 215). Automated Bill

\ . "
' »
’

- Caliing,'which a11§ws the caller to chgrge a call via a

-

'apé;ih%ltouch_paé,‘and electronically displayedrdirictorf B .
g'aggisfancé’in prigqte‘ﬁéﬁga (?hich }74‘pf French citizens no;
fhivei_gbul& réduce Aéergtp; nuﬁberg signiéicantly over the .

'!,éoétng dec;dé. LT g ’ . .
. | | ) - ‘. ‘

General System Impacts ~ T & o ‘ , ?//7 .

[N

X

While autemation could be used to decentralize the tele-
sphoﬁe,cqmpany'a dperations, iprpbrate actions over _ the.past -

ten years appeai to lead in ghe direction of "certralization.

~ " %

Lt -~ . )
In 1980, four of the five operator offices in Northern Onta-

- 2

[y

.fio %ére giosed, leaving Thunder Bay*to‘sérvice the entire

region.'~Redéwt office closures in compunities such as

r

Kelowna in B.C. and Midland,.Tillsonburg.and St. Thomas in
Ontarip will gqo; be folldw@é by~othersvfﬁ§~B;C.,lali busi-

! - . -

,ness dccount representatiye positions have been transferred

to central office. Gordon and<H;nepn (1983)‘sugge§tgthat‘all

“gervice fuﬁcttqns for the province of E.C.“cﬁuid'eventuhlly ‘ .
emirate from one room, with service -reps of all kinds "blﬁéﬂ._

gg@ in'rike d;fectory assis;aﬁce oﬁerQFofc are at present, to

a'ﬁ*{jr-ending stream of customer calls (‘and data input and” °~ -
- ‘ * \Gk ’ '

retrieval)" (p. 36).

Technological changé'inzth;/telephqne industry is still

‘ﬂJFid the 1nffaatfucturp stage, but.orice all the pleces «- the

.~ controlled billing, etc. -- are 1n’plpqe,,;he;etafftng

#5's, regional control.networks, voice simulators, customer
’ g : ) ’ . ’ <

- e —— g

requifememte‘wil,'be'a very small fraétlon of what tﬁey a}é
. ) \ . ‘

IR
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K

today.' A vice- presidential memo circulated vithin AT&T

’ - ’

regarding the intrbhuction of computerized oyatema ceutiona

Bell managers: <

" N
)

Tha savings aV!ﬁlable...will only occur if you plan :
for them to. occur and then actually get the people

off the payroll. Too-of;en, we" are intriqued with the

’capabilities of ‘a hev mechanized system and " forget

\: the real reaaona for their existence. (Howard, 1980 o

1y

’workera whose jobs dre lost must accept - a transfer to' -
another communit& or anocher'job‘(generally lower’akilfed)‘

or quit.” Many female workerd are unable to accept tranafera

'for family reasons, narrowing their choice to a clerical job

wHicn in many éasea.ia not unionized .or.np job, Contractuall
articles that forbid the terminatipn of vorkers becauae of -
'teehnological change do not help femilies aell their homes ;
commute‘over long dietancea or accepc ;erminationzelloyancee:
fn Iieu of a Job and'benadpnirighta.'~ o

" Large acale'job loaaeg;andfdeskilling ere,forecaat:by'

v

telephoﬁe.coﬁpantealtnroughout the'Vorfd;: Cehfral.office

telephone workers in Auatrelia are divided into super-~

» D

maintenance vorkers (like those a; BC Tel'l Regional Network "'

Control Centrea) and virtually unskilled card pullera in the-

field. The Dantsh telecommunicationa union predicta~a 501

reduction in central- office joba in che next ten to tventy

years (Gordon & Haneen, 1983, . hl. Centrelization at

Pacific Tel in California (an AT&T aubaidiary) is eatimated ‘

.

. ., - v, .
36 P . - " 0
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‘1n;rqdwot1bn;

(Strehl,.l981) \ ‘

«

Telephone workers haye 1eatned through bitter experience

.

N &
P

that the time to dct bn technological change is before its

While the initial steges of gntroduéing the

LIS

0

technology usually result in an 1ncreaae in the demand for .

LN
vorkers, once the ayatem is fully integrated, jobs etert te-~7

-t
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|

invol ement 1u skills tr.ining as lbng an mnnagement opetrates o

¢+ . -+ 7'+ _ CHAPTER FOUK'

y

: - .
- . f . .

This research can show f;w'clearfbenefita tor.ugfog-

. ' I v

on the principle of tn&ionaiizing uork

¢

tiona“

their often dwindling reaodrces

v

O

Y '

W

'Gifén the‘limtta~ A

and the weight of

their ttaditions,'unions tre struggling just tp keep jobs of

'any kind.

cesses virtually eradicate the need for theit membets 'exis-

.

: . «

3

They watch helylessly as thq’hew 1ndustri.l pro-

oot .

'ting skills And evcntually fotce workers 1nto lowgr skillcd

' qgte,

’

S . -

-occupnt[ona vr onto unenployment 1naurance nnd velfnte. To,,ﬂf

the 1mprovemewts won - by unions 1n workera ‘economic nnd

v ¥ ¢

3 PR e

sogbgl status have generally left unchangcd thgir jobs tnd

)

. workplayiav'

vell- being, both phynical and mental. The prioritiea for the .

v os

»on

- P o

ﬁlg.bour pqyenent must therefore be:

-
yt

' .
- ’

. to gain greater control. over the

I P,

Yet the workplcce fundangntally affects "their

<

AV



'tion of technology,

2) to restore humantty to the workplaqe through meaningful

tndustriqllQemocrlcy-and; 'ﬂ"ﬂ.’ L .
3) to'reyeree'thefsituet;oﬁ hﬂioh trnde,oniona always one
etep:behinqimaﬁaéemeﬁt;:;ooing'vitp one criaie afrer,)
1 eootherf’ - v f—l.;,t o ’ -,: ‘

"Rethinking the Or&nnizition gﬁiwork T S

[

The ltoitationa ‘of. the “scientific management" approach
to organlzing work have’ been recognized by soMe manégera for'
at least two decades.‘ Reaearch ‘and - 1nduatv111 experience‘

'during the 1960's provided ample evidence that employees need
' morehthen—a pay‘cheque to maintain their motivation to pro-
'3uce. Research indicatea thnt workero in highly nutoma:ed »
:popitiona get tLred and bored and expreea their dissatis- -
Eection in absenteeiam. high turnover and poor quality ‘

1
.production. Workers who perceived they had 1nf1uence bver

..\\;ﬁg" what went on 1n their jobe had mpre fevornble attitudeas,

tovards work and vere*leaa likely to leave thnn thoee who

>

o beIieved they had little influence (Kltzell 1975 P 33).

: Experimenta in lnduetrial demOCfle&t{:::E that gfving

. R uorkera a greater voice 1in defining their vork goals, methods
M, - .

_‘and compenaation reeulted in higher productivity (Levinaon,.

| 1972 P 366). ‘Once job settafaction was ‘linked with produc-

tiv}ty; more:eoo'more haﬁegera ethqted to exoerimeot.w{to jot_

T o rededign end eutonomoue'wori group schemes aioeorat enonnclng

the aocial and psychological rewardl of work.

According to Emery and Emery (1971&) the \fiv‘e.b’elic‘ . @
. v , . 3 ° )

‘\'.. - ’ ‘-“' ’ ' .39 '




are:

lréqdirements‘for socially and psyﬂhélogically satisfying.work

N
- \

.
. : P
-

- N N . L . vt
1) a - sense of being your own_bosT t$ at least some extent:

A e <t . ! A
2) opportuni@1es for learning - oo N

3) an optimal level of variety "{

4) conditions where respect and help f:om’workmateé is

d 4

possiblé

5) a desirable future ' S , .

' . '

Merilyn Emery (1983a) later put the emphasis on learning,

arguing: ' ’ . .

No job is going to rem}@n intereSting unless it - %

.

ailows for continual learning, a constant buildup of
A

-
-

*"skill mastery-and undgrstanding...lf a job‘ls orga-

nized so that people can get proper feedback, know

how they are doing and can stretch:themselves. to the '

degree that suits them, then we have a learning .

environment...such learnihg environments are a prere-

quisite to acknowledging human dignity ang responsi-
, ' ' g
bility., (p.2)" oo ', Y.

. o ¥
Not all work reorganization schemes meet these require-

ments: With the individual or job énhancement approach, a’

"

worker is given a greater range of tasks, such as having full

v

responsibility for a set number of«éustomgrs, but is still

under the direction of a supervisor. With .the autonomous or

'

semi-autonomous work team approach, people work as a grodp on
a series of integrated tasks, making coliectivefdecisibnsi
about production and quality. Workers may do their owﬁ_

Y

performance appraisals; determine each 'other's salaries,"

40 oo .
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'1ccmmun1catioﬁs wﬂilegjbb‘enrichment seldom does.

A y. . /

. Qecide on system changes of'thooee candidates for promotion.

-

The team épprmacﬁ generally'involvée changes in power and

¢ PR N N B ¢

’

Starting 'in the mid-70's, dozens of Canadian firmg

s

“launched quality of workding life tQVL) programs, the contem-

~

po¥ary jargon-used to identify a wide range of work reorgani-

- zation ;nitiatiyes. QWL is idedally described as "a process

of organizational restructuring which shifts authorityx

N .

decision-making and responsiblities down tfe management hier-

‘

archy to workers on the shop or office floor" (Roeenbaum &

Dresner, i979 p.67). During the late 70's and early 80's

.

QUL programs became very popular in industry, and’the federal

PO

and Ontario governments committeed substantial amounts of
. ! ) ‘ ’ N

~

-

money to promoée QWL reforms. i I
F v LY . .

QWL programs are not'necessarily a,move towards indus-

trial democracy.ﬂlnduettial democracy méans fundamental

.

changes in power by allowing employee participation in the

dayﬂto day decision making of a work group, as well as in top

¢ N 1

mandgement policy decigiqns (Coop&r; 1977, p.'124).. Indus-

triel'democ&acy‘invqlves fothal contractual agreements for
- \ ’ "y "
direct repteséntation at all levels of management not just

1

-~ ..

consensual policy making at the discretion of managemen;

(DeWit£}'1980, P 64). Deep-rooted,ideds about authority and

N

how 1t should be expressed in an organization are major

.

obstacles to meaningfpl industrial democracy

P

North American ‘unions have been less than enthusiastic

.
a

aboqi QWL refprms. Ihe qqnceins of labour arise from the




¢
-
[y

highly adversary relationship thn£ﬂéharacterizes North Ameri-
can industrial relations (Katzell, 1975, p. lﬁi. To many
unions, QWL programs ;re mapagement ploysa to side-step the
collective agreemen; and reduce worker identificntién with

the union. Unione suspect that management attempts to im-
. X . i »
prove the conditions of workers may be just an insidious form

of work upeed-up or an effort’ to deflect attention away from N

~
'

bread- and -butter issues. .

A more cynical view of union opposition to QWL 10 g\\b\
it challgnges the union‘s historical claim as the excluaive
‘guardian of workers' interests. King and -van de.Vall (1978)

i

go so far as to argue that union patetnaiism toward its own

members has contributed to the rationslization aqﬁuhéakllliﬁg

.
|

‘process.

In labour circles it {is common‘practice to Blame the

+

. N . <, .
owners  profit motives for the neglect of individual .
needs in organizing the pfoductioh process. A more ,'. S
\ .
balanced view is that the trade unions share part of

the blame, for union strategies have 9hown more cgn-"«

~

cern for what work does for workers, 1nlt;rma
especlially of material gains, than for;whnt;work can

do to them, in terms especially of feelings of ugl? N

worth and autonomy. There is evidence, moreover,

L)

that workers themselves make a trgde-off consclously

or not, in which they .settle for material ga;du

far more readily in European countries such n{,Svg@en,

+ 1
1 . +

\ ' 42




@

. A i ' . .
Norway, Germany and France, where union-management relatiogs
are al;o more co-operative. It is not within the scope of °
this thesis to discuss the reasons for this difﬁerpnbe ot the

N . ~/ ) ) '
advantages and disadvantages of the confrontative North

American model vs. the more co-operative European model. It

seem$, however,. that in many European countries workers do

v
N

" "not consider management's gains from QWL schemes to be incom-

-

~

7h§atible with their own interests (Delamotte, 1975 P 408)

Influencing the Design of Technology

.Technology is a pfoduct‘of decisions that can make

workers its victims or its beneficiaries. Power informs

v
[

Qeéignland the design of automated systems reflects the -

-

values of those {nfpower. Industry traditionally puts profitS‘

LY

before people and machine elegance before:human dignity,

-rgsulting in work systems so tightly controlled that workers
' v

can not possible interfere with the smooth runping of the

‘machine (Weir, 1977, p. '52).

The introduction of cbhpﬁtﬁt systeéms canralso provide an
ppportdnity'to,creaie more chéllenging work. Micro-.
electronic technoloéie; can be used to fosger a breadth of
;skills through\self—;eguiated and group-regu{ated job
‘organizatiop and ;o‘divide a; operation into’autonomous,

Hiptgractive woxk:sites. Cpmpu;erized'accounts and record

keeping can be'used to provide more personalized service

.rather than routine,broblem processing. Potentially closed

‘\loops can be kepf open so that the operator is part of the

-

43
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control process.

f -

Under the sole ditection of management, t;eae changes

L4

are unlikely to come about. Worker involvement is essential
1f the social costs and benefits in achieving production
goals are to be equita%ly shared. If workers do not demand a
voice in the conception, design, testing and implementation
of these syatems tﬁey are tacitly supporting the values of
reducing employment and minimizing adjustment costs. To

4

date, unions have had minimal success in this area. In the

3 ” '
best of cases they have been consulted after the equipment 1is

built or the software developed.

Reform through collective bargaining

Thefe i1s the conception developed partly as a defense

-

of "pragmatic" trade unioniem in the U.S. and Canada,

that collective bargaining procedures andlgrievance

arbitrations are a road to industrial democracy.

(King & van der Vall, 1978, p. 3)

Many Canadian unions have chosen to tackle job and
organizational redesign fhrough contract negotiations and

grievances rather than consultative processes, even though

these mechanisms have not been highly successful in protec-

.ting workers from the effects of technological change

4
(Peitchinis, 1980, p.3). Technological change clauses are
relatively recent additions to collective agreements in
Canada; in lQﬁZ tﬁéy were so rare that Labour Canada's i;gicﬁ
of bargaining provisions did not even include them. Although

enormous gains have been made in this area in recent yeurs

44
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!

éCLC, 1980a, p. 40), very few technological change clauses
guarantee worker participation in the‘devélopment and
del}ve;y of trainingdor jo the phygical design of the work-
place, As the International Labour Organizatiom (ILO, 1972)

points out;

Vhiie many employers as well as unions recognize the
p

need for regular skill upgrading..training provisions
embodied in collective agreements are often limited
in scope. Retraining clauses that are applicable
after new technology has been introduced and when
displ;cement is about to occur are much more.frequentl

- ’ than those providing for the development of skill in
advance of technological chang;. ép. 33)

Grievance and bargaining procedures consume a large
percentag; of a unfon's time and resources. While the iwmbor-
tance of g:ievaﬂces in co?batting unfair company prg;tidea
cannot be underestimated, the time and money involved could
fund the search for new ways to defend workers fr&m abusive
conditions (CWA, 1984a)., Grievances only prov;de remedial

-

actien; preventative, conflict avoidance mechanisms are

s

"’needed.

[

This is not to undermine the,inportnnce of collective
bargaining which can provide a solid g;oundingffor other,r
less formally defined inftiatives. For example, clauses that
pt?hibit subcontr|c¥1ng of work, that ensure a career advan-
ceﬁent plan, that pr;;ibit monitoring, that provide annual

educational credits or time off in lieu of payaent for over-



T
time or:annual educational credits, and that guarantee full
training on all elements of a work process can ensure the
exiétence of basics that fre; workers ;nd management to
develop other, more flexible arrangementa:

The €anadian Labour Code and provincial labour codes
provide some protections such as ‘guaranteed advance ﬁo;ice
and renegotiation of contractual relationships affected by
the proposed change. Only in Saskatchewan and B.C., howévet,
do unions have the right to sgfike if an agreement is not %
reached on the reopened contract (CLC, 1980b, p; 23). These’
laws do not affect organizatfonal decisions to {nvest in
Equzﬁment, how wjrk is organi;ed‘or what retraining is pro-
vqud. Also, iikeladvancé notice brovisions'in collective
agreements, 1f the union grieves non-?ompliance,<the compahy w,

needs only to wait another six months and then proceed with

3

the changes. The powerful Communications Workers of America

has never taken on AT&T on these,grounds, despite abuses of

.

advance notice provisions (CWA, 1984c).

an®

-y
Union Education.for Change
. \

It would be better for men to be.deprived of education

than to receive their education from their masters; for

»

education in that sense is no better than the ,training of

cattle that are broken to the yoke.
' Thomas Hodgkins .
founder of the Mechanics
Institute

As wad argued at the beginning of th;g section, there

3

are few clear benefits for union.- involvement in skills

46 . :'} ’ .r



F']

. training as long as automation is being used to deskill

"

B}

, e
workets and 3rcrease management control. ' The over-riding

goal is to return dignity and challenge to work through ‘a
process of meaningful industrial democracy., Industrial demo-

cracy, cannot- be legislated or imposed, but rather requires a

-

. : : ’
process. of education ang’attitude change unparalleled in

Eddcation in this context is a s

mechanism both for inducing change and for providing &the

recent industrial history-

means to accomodate and adjust to'change. The following

\

chaptér looks at past and present educational efforts of

L

unions and employers and at some of the educational needs of

union members on the road to industrial democracy. It con-
cludes with a section on union involvement in skills i

training, and a rationale for heightened union involvement ‘n

a

this still very important area.

—

o



CHAPTER FIVE ,
' o TN

“ , o

»

UNION EDUCATION FOR AN AUTOMATED WORKPLACE

Labour strikes,” It says to its Master:
-

: When
shall no longer work at your command.
When Labour organizes a party of its own, it says: ’
I shall no longer vote.at your command, ’

e When Labour creates its own schools, it says:
shall no longer think at your eommand.

I .
. Henti N&n . . .
1 ' .
]

An Historical'Pengggctva

. .
The essence of a labour union is education. Lgbour
. \

union activities teach basic ;conomicg, socliology and
The

T e

A politics, through experience and erganized courses.

labour movement has recognized for soge time that a well
. . ~

©.

informed membership is important in the progressive and effi-
cient operation of a union. "This explains why many a labour
with oniy scant opportunity for a systematic education, .

i

) man
 § ; o ’
has attained such a high degree of knowledge and culture.

(Bqdiéh & Soule, ,1920, p. 206) .

While much'has changed since the early days of union
His-

history is often instructive and humbling.

‘ organizing,
unions have been intensively involved in worker

torically,
In the early days of,

— education, largely out of necessity.
industrializa?ion, when public education was available to

the prevailing attitude was that the masses were

only a few,
As a result,

to be govermned and'manipulated, not educated.

unions assumed the major institutional responsiblity for

4g

N o

’ -I\ .

N Y



wortker education.

-

The purﬁose of this earlybworkers' education was "to

give those engaged in industrial callings the desire and .

\

ability to share in social control; to‘gecome masters .of

1)

their own industrial fate," (Hodgen, 1925, p. 4). Many
i X \ .
unions thought they .could increase the %ywer of, workers,

individually and collectively, by raising their level of

~
literacy and “cultural and économic- awareness. One of the

major aims of 'the Mechanic's Inétitute, for example, was to
create a means whereby working men cbuld "learn all that was

!

reafiy indispensable for a worker to khew 1n.chemistfy, in

mechanics and in the sciencé of the production and distribu-~
P A

tion of wealth." (Hodgen, 1925, p. 37) During the 20's and
€ p

s

30's, American unions in the:garment industry had extremely

active educgtional committees _that not only organized lec-

. - e
tures on economics and sociolbgy but also cultural events,
1] 5 .
such as symphony performances, at werg open to members free

of charge. These unions believed that cultural appreciation

was an important aspect of worker education, along vith an

1
!

understanding 'of the role of labour in the national economy

(Budish & Soule, 1920, p. 214). ] .

"

The Environment of Worker Education

4

Today, the union educator faces tremendous opposition
in presenting a 1abopg perspect&veoon the gconomic and social

world. The point can be made at several levels of intensity,
: : .

but the mas# media and mass éducation p;esent, almost "exclu-

sively, corporate perceptions of labour snd the economy. The

- N R ay

L )
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)
(1984) argues that

worker's perception of his or her ‘ob or union is cwptinuous-

« o .

-

ly bombarded by media visions of reali&y . ‘As & labour

educator describes the conflict this creates:

Vorkers/ﬁ:zflg,zidhaagnse of -their own work exper-

fence and,complex language with @hich to descridbe it.

But when it comes to }eflecting on the economy in

general, this highly particular idiom comes up short.

" Without a more dnalytical language and.a safI:Yactory

' set of abstract ctoncepts, many unionists fall back on

a set of stereotypes and half truths garnered ffom

A} v—
the very institutions they bitterly criticize - the
government, the media, the educational system, even °*
the companies for which they work. (Howard, 1983, p.

35)

@me pervasiveness of the corpoiate:{;\s makes it diffi-

cult forlunion educators to convince membeNs of their right

to purticipate in the introduction of te:hnology. ;\\le

-

in the face of their oén experience, people are beingl
< .

asked to ignore‘their douﬁts, to see'thgir calamity -

as a contribution to a greater social welfare.

’ . N

People are.tolq that to stand in the way of progress

,is futilehkanti-abgghl, morally wrong - and besides,

if they try they'll get crushcd.‘

Peoplé are told that losing“their Joﬁq to machines is

normal.

Howard (1983) argues that workers must fitst learn to

appreciate their immediate work environment before they can
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make{links between the shop floor and the abstract world of
economics (Howard, 1983, p. 35). Howard's arguments ‘are
reminiscent of Paulo Friere, one of thislceqtury's most‘
influential adult educators who was involved in literacy
campaigns in his native Brazil and in Chile (Wilson & N;chol,
1977, p. 78). Friere argue[ that tﬁe social institutionms of
productfon technologies have a pqwerfg} effect on the way
peﬁfle‘consttue reslity, influencing the very lang?age of

their thoughts. The oppressed, he said, must first develop

an awarenéss of their place in society before they can actyto

{ - +

transform it. Friere's educational methods forldevelopi
this awareness aré active and problem-posing. |
' Wils&; and Nichol (1977) argue that Friere's methods
could bé used Hath workers in Britain and North A&eriéa - a
group that is similirily ;ppressed by alienation, real and
threatened unemployment and authoritarian management styles.
iu both cases, workers‘ lack of a;areness pelpiAensure the
c;ntinuation of unjust systems.
The idea"that unions might help workers develop an
avar;nesa of their workplace and how it fits into the ?f}g;r
. * N
picture me;ts with resistance from within unions, as well as
from outside them. Union policy positions are most heavily
critlcized\by the younger, generally more educat;d workers
who are more likely to be active ih some orgamjization and to
- have greater confidence in their ability to alter its direcn‘
kion or change its leadership (Westley & Westley, 1971,
p-37). This possible ocutcome of "educating the masses”" might

-t
not always be looked upon with favor by those who hold power

K
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in the union.

.

. Union Education for Industrial Democtacy

The intelligence réquired of a class torrender its
power effective in action is much greater than that

\
which was needed to assert a &ight to it.

.E. Dobbs

It was argued in the previous chapter that before ,
unions im, the télecommuncations sector tackle the issue “0f
skills ret%éining, they must attempt to redirect the applica-
tion of technology so that it 18 used to createchumane and
democratic workplaces. If ugions are to expand their educa-
tional involvement into‘;he area of industrial democracy,
'they must first d;velop poliefitical, economic and social
strategies to guide the effort. Organizing courses s often
the first tactic that organizations apply to a problenm, )

generally because it is the easliest and least disruptive

responge. Unions should be careful not to fall {into this

\

A
trap.

...We need to spell out both the kinds of change we
have in mind when we speak of learning and the kinds‘K
of fearning we have in mind when we call for more of
it. (Argyle & Schon, 1?78, p. 9).
This is a plannins process that require§ extensive research.
The {impurtance éﬁ reseatch

. Inadequate research and strategy-sétting expertise on

the-part of unions could be a serious impediment to the

4

extension of industrial democracy. The research facilities



of most unions are already fully stretched with their present
work of providing information for grievances and other
routine matters. And the information demands on unions are
enormous and growing. Even unions with well established
research depa;tments are se;erely disadvant:ged vis. a vis.
thelr companies when it comes to understanding shifts in
Qﬁternational markets, the nature of the technologies thaé
are transforming work, and the etonomic ramifications of new
materigl , d processes. It is little wonder that only the
bigge fons have been able to assess the impacts of these
new technologies on employment, job classifications and skill
requirements or develop strategies based on these forecasts
(USWA, 1982,"(p. 6).

X
Howevet,NMithout sound strategies to guide their

efforts, much of the work of a union can be wasted. éhe
Trade Union Research Unit at Ruskin College in Oxford found
that most unions were not c&nfidept abo;t‘how to use company
information, nor what kinds of 1nfo§mation to seek, largely
because they lacked ;£e strategies that would direct their
search (Elliot, 1978, p. 87). Thompéon (1980) calls this‘a
lack of "strategic 1ntelligenge" or information designed éo
assist in the general rather than specific approach to a
problem (p. 29).
“ Davis and Cherns (1975) suggest that one of the most
important stéps‘in developing reseﬂrch and action strategies
v
is to gather 1nformq§ion about the‘nctivities, successes and

5
failures of other uniouns. An equally important step is for

the union to examine its value base before it begins to

53 v




NP

geﬁeralize about the experiences of others (p. 8). Effective
strategles re;ult from applying all oé this knowledge and
understanding to specific job-site problenms. ;5

It should be noted that one of the biggest obstacles to
effective union rdsearch in No?th American is the lggﬁ of
access to co information. Both the CQA and the GWC
report a desperate lack of co-operation in this area. Even
at consultative sessions set up to discuss the plgnned
arrival of new work processeg; company ofglcials attending
had lit{;e information And no power (CWC, 198&: cwa,
1984c ). |

. [

ﬁorway's Joint Committee for ﬁ&D for Industrial Democ-
racy illustrates the kind of union-management research that
can be ‘done 1f resources are g(iilable. This government
funded committee reviews traditional gpprqaches to qorker
p;rticipation, provides sensitivity traini;g and infgrmaiion
on job probl;ﬁs, develst strategies to promote dirgect worker
participation and permanent programs for upgrading workers
(Mifre, 1975, p. 426).

Another example of extensive and effdctive union spon-
sored resea‘ch is-the Iron a;d Metal Workers Unmion in Norway.
Facing the 1 roduction of’extensive computer-cohtrolled

systems, the union hired & government agencf to research the

new technology. Union members then published a number of R

texts to demystify the technology for workers, and created a

“data shop steward"” position to monitor changes at each work
site. The result was a Data Agreement between the Norwegian

Federation of Labour and the employer's association that has
’ i
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giéen'the union open access to the compédny's dap; banks and
participation in 6 all decisiona that affect the form ana con-
tent of their jobs. 1In 1977, thea; provisions were written
into Norwegian law (Noble, 1979, pp. 48-49).

Until very réce&blx‘gply the largest Canadian unions,
such ae the United Steflworkers and the Canadian Unfion of
Public Employees, had any type of research(capability, a
situation that is partly due to the anti-intellectual biae
found in North American uniones (Westley & Westley, 1971, p.
38). Today, however, union research officeés are springing up .
in response to more complex negotiations, more uo%ﬁiaticated

managers and a more educated union membership.

Skill Requirements for Industrial Democracy

In - moving tovara more democratic work environments,
union members will need to d;velop‘tedhnlcal, social and
power skills previously associated {1th mnﬁagement (Elliott,
1978, p. 127). King and van de Vall (1978) report that many
worker-representatives in Europe lack the poisé and azif-

g confidence needed to debate tssues ana hold up their side
with management. Many workers have little understanding of
the teéhnicnlitiee of production and distribution and their
relationship to company policy. In scme instances the insuf-
ficient knowledge and skilles of workers has resulted in old
practices being reVivgd (Mire, 1975, p. 427). Im contrast to
their company counterpnrt;, voék;ru are more accustomed to
listening and obeying than to bélng listened to by their

+

superiors (King and van de Vall, 1978, p. 119).

[
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Oq‘the technical side, workers ;ill need to increase
thelr kﬁowledge of:
- basic economics and the ec&nomics of a particular indus-
try
- wage determin;tion and fiscal and pricing policy
- work desi;n and organizational theory
~ the production process ané ;pecific job skills
Related to thefr own planning ana the subsequent consulta-
tive process with management, workers will need training in
’the technical lanfuage in which managerial matters are
couched an& ;n understanding of: ' ’
- manageriaf needs and motivationsb
- the Seychorqu of group behavior
- how go s%t realistic and'cha}lenging,ggals ‘ s
‘- how to give feedback on group performance and assess the
performance of others 4 -
- how to extract relevant information from the various
-environn?nip and conceptualize organizational probleams and‘ .
opporéunigiea.
- decison-makin; processes
- quality of working life
- team-building skills to resolve task and interpersonal
blockages and build effective,‘1nterdepéndenf.work grbups

e
- comnunication skills such as listening, drawing others ¥

i

out, building rapport and communicating briefly and )
~concisely N

- appropriate leadership approaches for a particular

situation h ) ’ //—\\\

-~
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Y s
- conquering the fear of learning and the fear of co-
. operation
(Ell;bt, 1978; Emery, 1983§‘Cooper, 1977)

Emery (1983) argues that many of the skills listed in

this second category are best learned during the process of
change itself. She suggests th:E\EQQEpnicntiqn and decision- s
"making is a frequent area of unnecessary training since it is

often a natural consequence of group work. Tht development | ‘\/‘
of perceptual skills and information seeking are often best
.addre;sed at planning ratheyr than training sessions. Is this
way people ﬁae the participation process 1taelf‘to train

v
themselves to gather and use the perceptual information they

automatically and often unconsciohsl; collect, h

| The Swedish Metal Workers Union takes a very pragmatlic
approach to its.seléction of training areas, schooling
stewards in work orgnﬁizaiion, personnel policy, investment
;nd marketing. The union argdqs that the willingness of
meﬁfcra to assume ;esponsibility and e*cercise their democra-
tic rights {s directly related to the state of their know-
ledge about the aynamics\%i tﬂe business and the industry }n
general. : Sweden's central labour organization is committed t&
minimizi;g the edqcatlonal gaps betveen offficers and members
and therefore requit;; every member to take\aicourse in basic .
trade union ﬁhilosophy and practice and has prodﬁced exten-
sive material to supp&tt local study groups (Labour Gazette,
1984). S %

Many of the educational prégrams offered by Canadian

-
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unions or union federations are a first step in the direction

of education for industrial democracy. Most unions provide
or have access to courses on the history, structure and goﬁls
of the labour movement, and the roles of the’union at its
various levels. These efforts need to be intensified, both
in terms of :ttracting more members to the courses and in

enriching and extending the content.

A

The Educational Role of Unions Today

The advent of universal public education, largely a
result of union action, has diminished the missionary zeal of

labour unions who now, aside from their involvement in

T
1

apprenticeship programs, largely restriét thelr educationeal
~_

efforts to developing skills related to the operation of a

union. The following paragraphs describe some of these

initiatives. ~
Union federations such as the Canadian Labour Congress‘
(CLC) and the CNTU provide packaged courses that are.usgd by
affiliated unions and federations of uui;ng. These courses
cover suchotopics~aa how to counsel members regarding per-
sonal and workplace problems, leadership skills, arbitratiwn,
collective bargaining, labour }aw{'stewaEd training, struc-
ture and finance of Canadian industry, affirmative action,
bargaining strategies for equality, union busting and others.
The CLC also provides g course for instructors outlining
basic principlés of adult education, how to assess members

needs and plan an educational program and the techniques

available for instructlon. The CLC has recently developed

' B
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courses on issues related to technological change (Labour
. » -
N

~

Canada, 1983, p. {11).
The Labour College of Canada, founded in 1963 by th?

CLC, the CNTU and the Universities of McGill and ﬁon;rgqliﬁ

provides education at the first year university level.
Economics, history, industrial sociology, political science

and 'trade unionism are studied during-the eight-week residen-
' ‘ §
tial program (Labour Canada, 1982, p. 1). The college al;o

offers correspondence courses which are generally taken in

o

preparation for the residentia} classes. The Atlantic Régign
’ b}
Labour Education Centre, opened in 1972, providés a similar

3 v
£ -

service for labour leaders in the regi;u. ; -
{&) ' .

The Centre for Labour Studies at Humber CollegG'gorks in

. partnership with the Labour Council of Metropolitan Toronto

and 'its more than 400 affiliated unions in offering courses
to help trade unionists make their unions work better. The

college offers certificate courses in the areas of health and
safety, new technology, English and leadership skills. The
Labour studies program at McMaster University was set Qp in

"\d976 to serve the continuing education needs of the full-time

I

staff of trade unions. - )

« "The Institute for Lab&r EdQ;;tion and Research in New
York City is 'an interesting case of union/academic collabora-
tiof in education. The Institute was founded by a -small
group of radical economists and union activists”in’1974 to

help transform union halls into continuing education centres

(Howard, 1983, p. 36). The centre has six full-time educa-

> el g
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tors and has developed slide shows, workshops, conferences,
and pamphlets'oﬁ’subjects ranging from shop-floor issues
(pealth'aqg,safgty, grie;ance procedures, rnée and sex des-
criminatfon) to particular industries (telkcommunicatiéns,

works bith local, regional and international unions, is a

.

~
th care), Howard argues thdt the Insititute, which

model for how American unions m%ght fashion not only an

1

- ‘ . ~
economic alternative but a redinvigorated political vision.
A ) » ‘

At the individual union level, the picture’is not nearly
as active. Two of the most active Canadian unions in the
. - ’ i
ata of education have been the Steelworkers and the United

Auto Workers (Labour Canada, 1975). In recent years the

efforts of the, Sjteelworkers appear to have slipped due to a

-lack of éommitm nt at senior levels. The union's training

fund (1 cent per hour worked) ‘has been recently di%grtgd to
5 . = '

other needs and there is sgme talk of removing this item
W"

3 \ ?
altogether from the bargainging agenda in the next round
. ! i .

(USWA, 1984). ‘ ,
In general, Canadian union locals are not very involved
in formal member education.u The size of the lodal, and

therefore the size of its budget, are influencing but noé

}&etermining factors {in how active a local {3 in education.

’

Some highly motivated locals put out a newsletter or arrange

' special education events at each business meeting, while a

few have organized certificate programs through io6a} colleges.

_However, in 1975 Labour Canada reported that only 3% to 5% of

union members participate in courses ofganized by their union

3

or union federation. This finding may geflect the leader-

| -
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ships' lack of attention to its members' real educational
\

needs rather than member disinterest (iabour Canadh, 1975, p.

459 - : | .

>

Unton Involvement . in Job Skills Traiming

’f‘ N . o

\

The environment -

Education and earnings are higﬂi?”cbrrelatéd. Low ear-
» nAngs are almost always associated with low t4ucation and

skill levefh, and much less frequently with discrimination or

28). Access to interesting égg remunerative work in our
. |

economy is increasingly based on educational qua}ifications.
which bar many who did not or could not make the approbrf@%e

decisions when very young (Miller, 1967, p. 73).
-

The number of Canadians who lack basic*educational qua-

L - %
lifications is staggering, -A 1981 parliamentary task force

found that 1/4 of Canadian adults, were functionally 1111tér-
.,ate with less than a grade nine education. 1In addition, it
is estimated that 60% of Canadians”are non-learners in that

they  do not take structured educational programs of any kina

(Globe and Mail, 1984). Many of these-people have missed out
. A .

on basic math and science courses which are increasingly
prerequisites for many industry-sponsored retraining programs

(Menzies, 1982, p. 139). The worker who Iacks.&%Ziskills to
. :

4

understand w;itte%/instructionél materials and who has not

been in a school environment for many years must be highly
4

motivated iuaeed to attempt to improve her occupatiomal op-

»

lack of information or promotion opportunities (CED, 1970, p.
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.

portunities through retruining.

¢
“Industrial retraining opportunities are also limited.

l

Another parliamentary study of Capaﬁa'é skill neéds for the
- , , . “ ?
80's found that in 1981 only 20% of the industries provided p

training olff any kind (Menzies, 1982, p. 137’. And left to

themselves,lindividual firms will not undertake to develop

transferable skills inatheir workers. Seldbm will a coméany
- -

provide elementary general skills as it expects fhe school

'I .
system to do this. In-house training is usually offered to

’ \
meet immediate production needs of one company. Instruction
g : v

in applied sktlls 1is given with little if any attention to
operating'priﬁéiples or the underlying theories of-the

system. Industtial training often teaches a set of rules and

3

procedures that narrowly d€scribe how the work is to be done,

—-— .

. . . i
such as what exact words to say in response to a specific

request, At t£he NY Telephone Company, for example,
f . :
new empléyees'are put through programmed iﬁ&truction
v ! » -
so routine that eviery employee cap teach it...and

evéry part turned out by the system will be inter-

@ ' ‘

changable with every other pert. The system is to )
. bureaucfady_what Taylor was to the factory.... AT&T

uses training to announce the formal ryles, to arti-

.dulate and rehearse the unwritten procedures and to
o - A3

teach implié{t expectations of the job. (Edwards, s

L - 1979, p. 137) F o

. £ N i
These site gpecific production skills may be of little .
A : '

use to another company in the same industry, let atane’other

indlistries or other times in a shifting labour market. As a



have accepted, and eveifahosen 'rollbacks'.in th

. jobs get fewer and dumber the question, "retrain them for"
» . - q .

tesult, the minimally skilled wvorker has little leverage withm
N
the company or in the wider labour ﬂ:rket.

Few upions have attehpted to assist their members in
. ,

: « ; J C - .
‘overcoming these barriers to further trajining or occupational

mobilit;. The vast majority of North American unions a%e not
gciively engag;d in retraining. In 1980 only 1/3 of major
collﬁﬁtive agreements cover{hg Canad&an firms with 500 or

more employges qontained'retrainiwﬁ provisions (Peitcminik,
1980, ﬁ. 10). AithPugh several unions have added retrain{ﬁg
clauses to their collective agreeﬁents since 1981, others ‘

area

&

(USWA, 19B4). Also, many unions that have negoliated re-

training clauses are not involved to any €xtent in Fhe stlec-

<
[y

tion of candidates or the design and delivery .of tjaiuning.
Hoos (1969) argues that unions a%d indust}y show a;r;ed
simiiarities in tgeir apfroach to training. Both.point teo
apprenticeship programs, witg'all their limitations, as sub-

stantial evidence of training aciivity. And, both lean |

heavily on their middle-level manageﬁent uorksﬂops and semi-

nars to justify the claim that they are keeping the work

force up to datdw
i R

+ N ¢ —
The rationale for udion involvement in retraining

)

Civen the trend toward job deskilling, the rationale for

unions to embark on retraining is far from cleqr'cut. As

what?" is 1ncreasingi§;diffichlt to answer. There is seldom
pressure on a union from its membership to proviée inétryc-
3

63




tion as a protection, against obsolescence orﬁteqhnobot}éal

displacement. On the contrary, some of the most threatened

trade unions have had to stage qggfes&ive educational cam-

- ~

paigns to generate support-and interest for retrainimg (Hoos,
, MR & ) ‘ i

. \
1969, pa 225). .. .

\ a ' _ ‘ ‘( i .
THi's lack of interest in retraining is based op a number

of {a€tor§, but probably the biggest demotivator is the
inability of unions to assure their members that more imter-
esting, more remunerative work #ill:result from-retraining.

Despite this at times overwhelming aisc}gimor, howéver,‘
t;aining/eﬁucation can praovide ;angible benef

'

workers and unions. Taking the initiative now, in suéh a

1

its for both

~ A

tight labour market, is seemingly ah .act of faith, but the
} : ) : -
consequences of not acting could contribute signi{icantly to

the labour movement's decline. " . e

A central motivation for Gnibn,invoelvemdnt in retraining

is to counteract the spegiélizatfon'that characterizes much -
. ’ . , ™

industrial training -- training that takes the form of pro-

gramied mechani¢al. movements with little or np understanding
of principles. .The worker who has been trained at 3 TOPS ~
.

‘terminal will find it difficult to sell her skills elsewhere,

.
t s

if her job disappears. Education ig a. concrete step that

unions can ‘take to help their workers become mqbile_agaih,

v .-

and mobil#ty will give them back the respect, autoﬁomy and

-

employment security they have lost’Ln the process of deskil-

ling. The union.is well placed to fighf for more proddly

based inhhohse.traiﬁing along with oqrresﬁondidQNEhanges at

64 r
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the worksite to allow the worker to use and develop a variety
of skills while working. R
While Emery's goal of the workplace as a 1earniég envi-

ronment may not be realistic for the short-term, unions can
e

0

start to prepare now by helping their members overcome the
fear of leayning and by providin‘,ﬁwm with basic skills
needed for most training or retraining programs. The
operator who has beén atua TOPS terminal fer many years may
have very ﬁégative reactions to classrooms.and learning. Her

highly specialialized and repetetive job may make her feel

incompetent and ignorant, even 1Lough she goes home to handle

complex projects and household responsibil?ties with ease 4

{(Kuvyek,.1979, p. 19). '
Yy P ~

Given th® predictions of a reduction in skill require-

ments in the future, it makes most sense for unions to con-,

.

centrate their educational efforts on developing generic,

» A
analytical, expressive, communicative and computational
skills as well as extensive knowledge of political, economic,

social and cultural institutions. These aptitudes and know-

ledge will enable workers ta better understandeheit daily

. Eod .
*

experiences and gain access to social opportunities (Levi:\z’

Rumberger, 1983a, p. 11). Future job markets and work envis

'

" ronments will require adaptability, the best preparation for

which is a strong general education, one'that includes a

varied store of information about culture, language, society

“and technology and an ability to apply that information and

acquire new knowledge. The worker who has a sol{d basic

L

ﬁducation will be hetter able toc deal with change than the

v

€5
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one with narrow Yocatignal training. Basic ski}ls up-
grading fis many benefits for the individual worker. It can
promote personal development, strehgthen workeré' self-image
a:d heighten théir agility to use their time creatively.
Acquiring basic skills in reading, ;riting and math can
increase workers' confidencgwin their ability to tackle new

skills areas. The experience of learning to learn o%fce again

can help workers adapt more readily to change-and deal more

effecfively with their own lives (Taylor, 1975, p. 119).

3

-, // *
tional and specjalist’'skills can be picked up relatively
quickly, on-the-job once basic skills and the initial obstac-

les to learnipg have been'conquered (Jones, 1982, p. 243),.
. LN

~~rVYocational, or job specific skills traiq}fg can also

have significant effects on the morale and well being of -

-

workers. An extensive survey of workers in northern England

showed thatamen who had received government skills training,
M L]

and who had found work in their field, felt they were far

better off than theiT non-trained peers even though there had
PR s P

been little change in- their physical working conditions.

*

Graduate trainees reported more interes£ and pride in their
work as well as better home Iiv;s and greater job opportumni-
ties (Berthoud, 1978, p. 82). Even trainees whose néxt job
did not make use of their newly-acquired skills repo}ted a
moderate improvement in their personal and social satisfac-
tiom at work aﬁd at home. This finding is consistent with an
earliercsurvey by Berthoud (1978) shgwing that workers'

.

reasons for retraining were primarily *dull, boring work' and

'

€€



‘no chance to take pride in yocur work', and only secondarily
such things as wages, job choice and security.

‘ Hayes (1982) .argues that the delivery of 'occupational

tr;ining to schqol leavers should meet three goalé: 1) to
provide the widest choice and opportunity for the worker to
acquire competence and to be able to apply for work in his or

heér locality, 2) to meet the needs of local employers and 3)

¢

to teach skills in a way that will help workers adjust to

’

future change and cope with life in the community during
unemployment. Hayés assessed the employment opportunities in

aknumber of communities in England and div;ded'the skills

‘reédired for these jobs them into eleven trakﬁing areas. He

argues that students who follow courses in one of these

*occupational ﬁamilies{‘will have the widest possible oppo}L

tunities at the end of C\e training period.

| The.indications aTre }hat (instruction in occupational

groupings) improves motivation; thdt the} prov; at-
tractive to employers; and that they add purpose with
f}exiﬂility to the training process. (Hayes, 1982, p.
8). : '

Hayes also argues that skills training must distinguish

between product apd process skills. Product skills lead to

clearly definable outcomes and are accompanied by a tradition
of learniﬂg by procedures and of examination through formal

written and practicai tests. Process skills are more ab-

stract and open and cannot be learned by rote nor tested by

examination. The use of process skills does not normally lead

! -

to clearly definable outcomes but to an ability to fnteract
4 ’ :
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effectively with the environment through listening, planning,
and working in a team, and are therefore more significant
than product skills for success at work. '"The key to be-
coming better }n their use ‘lies i{n th; way in which tasks are
learned and mastered”, (Hayes, 1982, p. 7). The assessment

of their effectiveness lies in how the worker manages a

¢

process in which she is involved. It is the application of

these process skills to the acquisition of product skills
' 7

that gives workers gfiater career mobility and greater.

<

._/zpility to cope with change and choice.

There is also a persuasivé political argument for union

inwgfﬁ;ﬁent in skills upgrading. Automation has created a

major jurisdictional struggle over which jobs remain within

the unicn fold and which jobﬁ are moved into the management
or paraprofessional category. A union that works toward the
skill upgrading of its members will have a stronger case as

-~ .
Worker's

the logdcal heir to these new, if few ﬁositions.
would have a claim to skilled job opportunities which might
otherwise be filled by college graduates.
I1f training programs could be'shoun to:
1) provide members with skills that will keep them em-
ployed and, consequently, éues-?qygrs or

2) assure the union of Surisddctionaltrights over newly-

.emerging and often disputed job categories,

n
)

they would no doubt receive tremendous union support at all

levels. -Unfortunately, in the telephone indqstry there is

Y

scant‘evieence at this time that training would benefit



-

workers or unioms in ,either of these two areas. At the same
. . '

-

time, if unions leave the responsibility for trainipg and

work organization to government and management, they are

-

‘ . . 4
choosing to fgnore an area of social and economic importance
* ’

to their members and ultimately political 1;portance to the

»

labour movement.

?

. Aéprenticship-bnsed training'initiatives

The most' obvious example of unjon involvement in job-
skills training i{s the apprenticeship. In many . sectors of
manufacturing, employment training is based on the time-

served apprenticeship under which.young school leavers learn

¢

a trade, through classroom and<3n:the-job experience, over a

fixed period of up to four years. In theory, the union is

1
responsible‘&or maintaining high standards in particular

areas of workmanéhip (Taylor,. 1982, p. 101), and therefore
also in determining wages-and entry numbers. (EETPU, 1984a).

When the apprenticeéhip system began, skilled craftsmen could
M g

A

move around an industry, depending on where the work was

. ) ' °
available. Automation and specialization i{in the phone indus-
o ,

try have virtually destroyed this-mobility.

In recent years the apprenticeship system has been

—
2

heavily criticized, particularly in Britdan, for its inflex-
"iblity which prevents workers from acquiring new skills or a
wider knowledge of the work process, thereby penalising thenm

by setting limits on their capacities for self-advancement

°
>

(Taylor, 1982, p. 101). Several apprenticeship-based unions

have responded to this criticism by extending existing ap-
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prenticeship programs and offefing refresher and upgrading
courses. Five union efforts to upgrkde and expand their
apprenticeship programs are briefly described here. The
experiences of these unions provide valuable insighCS into
the problems, rewards and chgllenges that such initiatives
would entail for a less experienced pnioﬁ.\
The Association of Journeymen and Appréntices of the
Plumbing and Pipefittiné'lndustry has a jointly managed in-
terhatiqnal training fund built on 2 1/2 cents per hour .
worked per employee. This money pays for a training cenSre
in Washington, D.C. where union instructors lq;rn about the
latest technolog§ from university and industry people, and
extensive programs at the local level. Oge union local
formef a skill improveéent ‘committee with its share.of the
training fund, surveyed member interest; and organized ,
classes at the 16cal public school with instructors paid for
by‘the Bureau of ‘Vocational Edutation ({Hoos, 1969, p. 117).
issome cour;es are now taught on union premises, §triét1y under
union auspices. There is no upgrading system forhmen who
take the courses but Hoos argues tﬁax wvorkers who have added
skil‘% to their rep;toire are in high demand 5y small
contractors while ghe younger men, if the& could be
encouraged to take advanced courSes, "could be the‘new elite
of the union, the ones uho‘benefit from technology and are
not the‘victims'of it" (Hoos, 1969, p. 120).

- Another example is the Journeyman and Apprenticeship

Training Program of the United Association of Plumbers and

’ *
Gasfitters. In 1964, the union withdrew all its courses from

-
R
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the local public schools Because it felt the.orientation was

too short-term and not sufficiently trade-related. Money .

¥

from the union's international fund was used to build a

training hall, paid fgr by the employer at 5.cents/hour
uorked,‘§5d to organize.a program of apprentice and upgrading
coursés, also paid for by the ;mployer at 2 1/2 cents/hour
worked. This emvfG;:;\}ontribution i1s-seen as a benefit that
might oth;rwise hav; appearedlin the'employeés' pay cheques,
The union school opgerves public schoo},téacher and creden-
fial requirements in order to take advantage of state subsi-
dies. Courses are adVeféised widely thxcuéh flyers and an-

o

nouncements at local meetirgs, all aimed at plerting the
.

rank-aﬂd-fi}e to the importance of upgrading (Hoos, 1969, PP

” ‘

121‘1;2).

More closely relatéd to workers in the telecommunica-
tions sector, the International Brotherhood of Electrical
Workers' Skill Improvement Training was set up in 1959
withgtt benefit of employer.funding. The program, which is

now jointly funded, involves a two year curriculum in indus-

»

"trial electronics and short fntensive courses on various

§

aspects of the trade, ;ll held at local public schools. The
IBEW also conducts stuéies to determine effective methods of
adult instruction (ﬁéos, 196%, p. 123).

}, - Under the apprentice section of the United Auto ﬁorkeré'
collective agreement with General Motors of Canada a nationai
Jjoint Skilled Trades Cépmitfee has been established. The

intent of the committee, which is composed of three company
x ’ ‘

.
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and three union representatives, is to exand existing appren-
tice training‘in light of new and anticipated changes in the
iqdhstry. At the local level, Apprentice Committees made up of
two union and two management members asiess the impact of new

‘ > -
equipment on training needs and oversee the implementation of
the apprentice program.,’Management, gowever, décides how the
training is delivered, whether in-house or through a com-
munity college. .

In 1980 the electricians' union in Britain (EETPU)

became the first trade uni'on in the country to establish its

own technical training facility. The union's initiative was

motivated by a recognition that 807 of its 250,000 members

were over the age of 30 and had received no formal education

for at least ten years, although many were skilled electri-
L

cians. The program started from the premise of confidence

building. The centre now has a training laboratory con-

taining all the\equipment and components needed to teach

-

»

electronics from basics to computer contrdl. Courses have
been designed to builF on previous knowledge and experience

with an the emphasis ie on imp;oviqé technical and practicél L

- B

skills. The progrém includes a mobile technical training

service which can be hired by individual, companies (EETPU,

-

1984b). The Centre trains a2pproxiamately 1,000 people per

year in ten-day and five-day courses and non-residential one-:

»

da'y meetings. All course fees are subsiéized by two Indus-

trial Trainming Boards and the courses are certified by the

City and Guilds of London,

72
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Other training initiatives

While the cases are few and far between, some service or
‘v .
white-collar unions are making efforts to support theirx
. -
members through skills training and upgrading. 1In Britain,

lo€al labour unions and community groups have created eight

long-term adult residential colleges which offer second

A

cthance programs to adults with ogly school leaving qualifica-

tions. Th; program begins with ten weeks of basié skills
upgrading ﬁoilowed by courses in eiFher liberal arts, social
and community studies or trade union and 1ﬁdustriak~studies.
Appro%imatelylhélf of the places ?n these schools‘are feser-
ved for unionists (%ielq, 1984, pp. 10112).

-
The British Association of Scientific, Technical and.

‘Maﬂégerial Staffs has recruited 250,000 members in the last

10 years, largely on the claim that they will help skilled
workegs protect their skills, job status, access to informa-

tion in the firm and opportunities for advancement. The

L .

ASTM's approach may be the successful union organizing formu-

la for the-80's (CWA, 1984b).
\

In Sweden, white collar workers formZd the Salaried

Employee& Education Association (TBV) in 1935, largely teo

teach trade unionsm. 1In recent years, the emphasis has

w

shifted toward political and social science studies -and voca-
tiona] training. Advanced tralning courses are offered 'to
improve professional skills and in.some cases joint agree-

ments are negotiated with the employer (Niestein, 1967, p.

.

300). In addition TBV holds frequent conferences and short-

term workshops on training issues of impediate concern.

4

! Al
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Closer to home,sthe United Steel Workers of America

sponsor an adult basic education program, 'in conjunction 'with

ten steel companies and the U.S. government. The purpose of

this progmam is to improve the job prospects of steel workers
who have very little education and who were hindered in

moving laterally or horizontally in their tompanies. During
.’

the first year of the -program’'s operatton, classes at the

elementary level were attended by alwost three thousand wor-
kers, with a significant representaﬁion from minority hroups

t

o

(CED, .1970, p. 47).

“

Problems and opportunities

Hoos' (1969) overview 8§f apprenticeship programs reveals

several consistent problems and opportunities for unions
involved in skills training. In the problem domain, most of

the unions examined were dﬁsappointed with the percentage of

~ K

s

advanced courses were dropped for lack of interest. This

members who participated iﬁ'upgrad%ng courses and many

»

.
[

disinterest, which was also seen in the primary research for

s ’

this thesis, mgx,rff[ect a number of factors. It m® reflect
. P H v - \
workers' satisfaction with their present jobs and wages. It

may be related to their belief that upgrading cannot protect

them from IQyoffs'épd deskilling. The preference of many

'employers to hire college graduates rather than promote and
’ ' ' L

retrain-vorkers from inside does not, encourage employeges or

. 1
3

unions to upgrade their skills. .

¢ °

Anbther,explanatiow for the lack of worker "push” for
. .

K

retraining is the resistance to schooling foﬁnd'among older

o
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wo?kers. Older workers often eiperience g%ustrafion when
confr;nted with ﬁe;‘princ;ples to be learned' and are frequen-
tly defeated by initial failures to Leard\suickly (Hoos,
1969, p. 113). 1t appears that fear of ugder-employment or
unemploiment arevnot sufficientry motivatigg to sustain per-
se;verance in & training course: |

%his research indicates thaf a union must not only

organize the upgrading courses, but must also 'sell to its

7

membets.tﬁe idea that versatility will help protect workers

from the job shifts resulting from technological change. The
) selling job requires a constant publicity campaign, discus-

sions groups and special interest meetings., One union, the
£ ¢ 4 '

American Radio Aséociatiom, provides a tangible reward for

upgrading. The union has puﬂlicized that in a show@own it

- w

would defend retraining over séniority as a criterion for

= selection of new posts (Hoos, 1969, p. 114).

/

On the opportunities side, unions have found that by
. i :

managing their own courses they can choose 1nstrunt6rs L3

without attention to*rigid academic criteria and can.run
J +

. courses with only a small enrollment. They can develop

courses that are specifically targete& to their trade; andn
that are mot cloaked in timéJconsumiﬁg ané often intimidating
é;;;kgia. Union involvement can counteract the demoralizing
effects of many publicly-rum courses which—emphas}ze theory
rather than connecfions t6 the wquer's preéént‘job. \IPis
~

. demoralization reinforces the worker's conviction that the\

new job requirement are beyond her capacity. “And un¥ike

«

»
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CHAPTER SIX

CASE STUDIES

\

o, : s
b4

The Telecommunications Workers' Union .

s -~ * ' \

A short history

The Telecommun}cations Workers' Union:(TWU) represents
11,500 Yorkers at BC'Tel, Canadian Telephone and Supplies and
AEL Microtp}. The follqwing description of the TWU's history

is meant to put some of~the current issues into context. Like

v

thHe CWC ‘and the CWA? the TWU 1s a relatively young union

\‘ !
tarrying the remnants of company unionism and a legacy of

5
~extremely trfoubled labour-management relations.

¢ 4

\$° Teﬁepﬁone ﬁoriers in British Columbia first’ organized At
the tura of the century under the International Brotherhopd
of Elec%rical Workers (IBEW),‘in international union with
jurisdictiow over all elect;ical woré (Bernard, 1982, p. 3).
In those early days, the Brotherhood played a critical educa-
tional role in training ypuﬁg workers in electri;al skills.
The’uniyn managed %&s own apprenticeship program, giving it
to}al control over the number _and quality of tradesmen in the
business (Bernard, 1982, pp.,16-17). Apprentices {n their
ga?ly teens and twenties were st throu%P a fo%r ygar }utef

lage, and, once graduated -as journeymen37were qualified to

work in any company 'in the electrical industry. Locals were
’ _ .
77
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active in continuing education, holding lectures on practical
subjects at theilr monthly meetings. The women's auxiliary of
the IBEW met ind pendently from the men and did no educa-

tional work, union or otherwise.

.

In 1906, as telepﬂone“craft work became increasingly

-
v

.speEialized, the phone company started pushing to train its

own people (Bernard, 1982, p. 69). In setting up its own

training schools, and bypassing the union's apprenticeship

system, the company gained control over job classifications

~

and rates of pay. In 1922, BC Tel workers signed a closed

shop'agreement with the company, effectively separating them-

s

selves from eldctrical orkers in othér industries. With this .
gﬂ .

change, worker loyalty started to shift from the union to the

company. The union, which continued to insist on a single
. . »

fourneyman rate, was seen as an obstacle to the increased pay

and benefits the sompany was willing to offer (Bernard, 1982,
~ . .

t

p. 78).

.

In 1929, '‘company pressure and a démoraLized'un;Qn mem-
. 4
bership forced the local to fold. It was soon replaced by
the BC Tel Electric Employees' Organization, a "society of
employees" incorporat@éffor the purpose of "discussing and

» : . h/ 1" : .

cCo-operating wit management on issues affecting the em-
ployees (BC Tel, 1930). It was 15 years béfore 'craft,
operator and clerical workers 6rganized again outside the

company, thiz/time as the Federation of Telephone Workers of

British Colu

bia (FTW) (Bepnard, 1982, p. 95). But still
plant, clerical and tra;é{Z workers bargained separately, .

ceach with different du®s structures and significantly dif-

o
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ferent ammendments to a shared contract. The traffic division
had no education program, few shop.stewards and rarely pro-
cessed grievances (Bernard, 1982, p. 119).

In the early 1960's, the threft of automa;ion, com-
bined with many years of bad relations wigh the company,
created a resurgence of militancy in the FTW. Puring the
1970's -the FTW lost many members when new jobs resulting from
automation were declared to be outside the bargaining unit. |,
Between 1949 and 1975 the ratio of bargaining to non-bar-
gaining unit personnel went from 19/l‘to 3.7/1 (Bernard,

1982, p. 169). 1In the spring of 1977, the FTW became the
Telecommunications Workers' Union and began to organize for a
new bargaining environment, one in which many of tgé dif-~
ferences between craft, plant and clerical workers would be
destroyed. '

In 1977 and again in 1978 the company and union found
themselves atrﬁoggerheads over contracting out practices and
union jurisdicgioﬁ. The tension resulted in a series of
wa}k-outs, 1ock-ogts, a supreme cpdrt inquiry and even RCMP
dna police intervention. In 1981 the TWU began énother round ‘
of selective strikes, prompted'byrthe company's rejection of
a conciliato;'s report. S )

Fi;ally, in February 1981, after unionized workers hadg ‘
gone 16 months‘without a COnfract, the local in Nanaimo took
an unprecedehtéd action. They secured the doors, posted

Voo
union members at all entr%pces to check entry, relegated

flanagement to a suite of offices on the ground floor, and

took over all board and mak&iepance Oferations (Bernard,

79



1952, p« 199). The following day the occupation swept the

%
province. Signs were hung outside the offices proclaiming "BC
Tel, now 100% Canadian owned'. Clerical and craft workers
were taught the rudiqents of operat}ng and schedules were
arranged to maintain ZAyhour phone service. -

Office regimentation was dropped and breakg?ﬁere taken
when required. Operators varied their responses from rigid

mechanical replies, including such openers as "BC Tel under

4 f

workers' control". Workers rotated jobs to reduce the mono-
tony and operators were taken on gours of the plant to see
jobs they had only heard about. Bernard describes the atmos-
Rhere as exhilarating, even though members were working '

without company ,pay. The occupation lasted five days and
: :

ended only with a return-to-work court order and a criminal
) »

contempt fine of $60,000. The TWU has the.dubious honour of

having more hours on the picket line than any <dther English-

'y
speaking union»(CWC, 1984b). W

In June 1982, BC Tel offered the Ainion rollbacks in pay
<8

s
.~

and hours or Lagpffs. IWith the uni nis refusal to comﬁif,
2,300 employees received notice&\of termination. After 'um-
successful attempts to prove thi% action illegal, the TWU won
a court ruling that thIel had nob\g;ven the required 16
weeks advanced ﬁofice. Shortly after the workers were rein-
stated,?BC Tel annouﬂ:ed it was laying off 2,100 employees
out of economic necessity. These notices were eventually
withdrawn, largely as a reﬁulé of the union's initiative to

invite Nobel prize-winning economist, Wassily Leontief, as a

£, ; . :
non-partisan resource person to the arbitration sessions. The

”
s
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TWU also organized and filmed a conference ;%“technological
change around Leontief's visit and the edited film is now
used for educational purposes (Tw,, 1984a). ‘ y

Today, TWU staff members‘say they are 'reeling from the
changes in the companyf and "fighting' for their lives",
Craft workers have been moved to clerical jobs while whole
categories of clerical jobs are disappearing (TWU, 1984d).
In the summer'of 1984, the first craft workers began working
at operator statigns following seven days of training.
Today, changes in the central office operation seem likely to,
throw massive numbers of: central office maint;nance worgers '

out of their jobs, and other areas of'the company are unlike-

ly to grow at a rate which will absorb the labour av{ilable.

The BC Tel structure and training approach

BC Tel has been owned since 1959 by the U.S. multi-
1

national, GeneralyTelephone and Electronics (GTE), and is the~

)

only privately-owned Western Canadian telephone company. In

addition to BC Tel, GTE owns Quebec Telephone, Lenkurt Elec™-
~
tric Canada and Automatic Electric Canada, and derives a
A
major portion of its revenues from the manufacture and sale

of telecommunications equipment. The company's subsidiaries
function as a built-in market for Equipment produced by the
GTE network {(Bernard, 1982,‘p. 201).

BC Tel operates a large scale training centre that

.
A

.

provides courses for company emplcyeaf'ks well as workers at

its subsidiary, AEL Microtel. The centre designs courses to

t

sell to other companiés and the TWU has virtually no input
N - 1

s
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into this operation (TWU, 1984b). The retraining efforts ok
BC Tel have been severély criticized by the union for being
inappropriate for the changing and blurring nature of new job
* classifications. Many grievances have been filed concerning
tﬁe inequitable distribution of training opportunities and
L
' tﬁe'fragmented nature of most courses (TwWU, 1984d). The
union has attempted to change some training policies but has
made 1£tt1e dent in the number of college gradu;tes who are
hired for new positions while long-term employeés are being
laid off (TWU, 1984b). Installat;on and repair workers first
\\\\hn‘iffected by technological change have taken most of the
training opportunities, leaving many dgsplaced workers with
_no retraining option. 01dq 'woryera ha;e had to contend)qith
gtiff competition from the more flexible younger workers wﬁo ’

could more easily adapt to the computerized systems (TWU,

1984c).

Educationzl initiatives of the TWU

The pre-craft codrse

The story of the TWU's venture Into skills training
’begine with the 1981 occupation. During the occupation, craft
’and clerical workers took on operator jobs to hélpfcover the
~demand. Several craft workers found they could not handle

the monotony and stress of the job for more than a few hours.
They developed a heightened' sympathy for the complaints of
telephone operators and recggnized that‘ghey had an ideal
Iopportunity, at least for the duration of the gtrike, to
offer instruction in basic electronics{ the knowledge of

\ u . N ®
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) “ | ,
wvhichf might open up other job opportunities within the
company QCWC, 1984b). BC Tel's policy for transfers into an
appfenticgship job included {w; years experience with the
company and successful completion of a crafts test. A union

sponsored course, it was hoped, would prepare fperators and
clericéﬂ workers to write this exam. The 250 students 1hat
appeared for the firsg ev&ning of the "pre-craft" course was
10 times what the instructors had expected (CWC, 1984b).

Realizing that they had struck a need among the member-

ship, three craft workers developed a formal 10-week course

covering basic electronic principles, the knowledga of which

was an entrance requirement ‘for any craft job. Mote detailed

company training would follow for the successful applicant.

'

The union's initial proposal to management to deliver the

pfogram jointly was declihed, but when managément saw the

extent of the demand, they agreed to negotiate (TWU, 1984a).

In the finael arrangement, the company agreed to broyide

3

classroom space in offices throughout the province and to
- «
cover the cost of instructors. The course was taught on a

te;m teaching basis, with oﬁe unioﬁ and one management in-
P
strwgtor at each sgssion, but the curriculum remained _basic-
ally as the union had planned it, taken outsgge working
hours, on the employee's own time.
The response to the course . .was overwhelmimg, with over

1200 studen£§ en?olled over a two year perlod. As omne
operator who took the course explained:

* The course arrangement was very co-operative. 1f

i

you didn't understand something, the instructors

"83 3
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would sit down with you individually and go over it

again. If you dién't pass the first time, you could

apply to take it again. E‘:rything was done to-make

it as easy as pdssible. (TWU, 19éaa)

Changes were negotiatgd to the union's collective agree-
ment, giviag oﬁerators and clericai workers priority o;er

college graduates in applying for higher skKilled jobs if they

had successfully complete the pre-craft course. Wwhile this

h o -

agreement did not change the nature of jobs at the bottom-of

the hierarchy, it did#affect the psychological dead-end
quality of the operator's job. 1
It appears that the course was.well conceived and imple-
mented, but all tco late. After the course had been running
for two years, and the union had‘over 800 graduates on its
ltst waiting for openings in the craft section, the company
annouAced it would be laying off lZOO'employees, many of whom
were in the craft area. If the cousse had been offered a few
years earlier, when there wﬁ? still some movement in the
compaﬁy, the ;tor; might have had a very different endingﬂ
butktpchnological change has killed employment mobility in BC
Tel (TWU, 1984b). The company has not hired new eumployees
for the craft area for four years and'there have been no job
pestings to test the effectiveness of thelinitiat}ve. BC Tel
has recently offered an e;rly retirement program and many of
?tﬁe vacancies created by people accepting, this proﬁ;sal will
be filled by craft people. ironically, craft workers are now

14
moving into "non-traditional" operator and clerical positions.

The program has been basically put on hqld as the uniomn

A\



grapples with how to keep craft jobb:in the company. As a
union staff worker explained:
The program itself wasn't doomed, it was the result
of the program that was doomed. It was a really good
excercise all around but the people who went througp
the course v;ré thwarted in their e;pectatf%ns. We =+
now have the reverse of what we intended. We wanted
to help women get into what “was considered the tbhig

bucksg' area and now we have craft workers taking on

operator's jobs. (TWU, 1984c)
[

The union has no plans bdo initiate another educatignal
program related to sk%&}@ upgrading since the scale of actual
and po£ential jJob losses is.so great that officials feel
"nothing would come of it'. As one staff member argued,

We're fighting for our‘lives right now. The members

just aren't going to get these kinds of programs for

a while. We'll jusf’haVe to do what we do best for

the time being and get bacé to these other things

later: (TWU, 1984c¢) |

Although some TWU staffers see the course 'as a misdirec-
ted political g;ature,on the part of the union, another
a%gued that - '
agjfedqfaﬁion you take is going go be of some benefit
sooner or later. It is hard to measure where the

L}
benefits start and finish. A lot of these“graduates \

N |
are pow veiy gtrong union members despite the frus-

tfatapn of not being able to apply their new skills. .

(TWU, 1984b)

t

85

" ——— bt
- L}



2 2

BC Tel's support for the Bre-craft course reflects either

extreme short-sightedness in planning, or a ¢onscious effoft

¢

to create frustration among workers and destablization {in the

union.

Other initiatives :
‘ N\

-
E3

In 1982 the TWU and BC Tel established a joint Cofmputer
Communication;.Committ:} to look at work jurisdiction,ﬁég—
skilling and the use of VDT's in connection with specific job
functions. This committee was established in addition to the
Technological Change Commitee which, in theory, deals with

/

issues related to technology before it is introduced. The

%
union also contracted an in-depth study of automation in the
Vernon area of BC Tel's operétion, a study ‘that has already
.provided excellent support Qﬁterialg for bargaining, member

education and strategy setting, not to mention this research.

In its current collective agreement, BC Tel horkers have

&
O

time off in lieu of paid overtime, six to 12 months notice of
technological change, training and retraining at the employ-
er's expense when jobs'are affected by technological change,
and financial assistance for training and retraining ngt
related to technological change. While these provisions ayb
a step in the right direction,’the way in which they are

implemented is still the soutce of.time-consuming grievances.

[ ]

In ité most recent bargaining agenda, the TWU called for a
' [ %
retraining fund to assist the casualities of technological

change, and proposed that 3% of the bargaining unit payroll
v 2

' "be submitted by Qhe company to a trainingfand retraining
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fund. The union wants more equitable évailability to skill

updating, skill diversification and opportunities for workers

to train in completely new lines of work and leave of absence

provisions without any loss of benefits (TWU, 1984d). Recen-

.
tly, the TWU has requested more input into company training

¢
and has established a committee udder the chaitr of one of its

staff members to draft a proposal for umion involvement (TWU,

i
{ H

1984d).
4

The(@ommunications Workers 2£ America

3

The CWA's hisgory and structure
'The,7b0,000 member Communications Workers of America
(CWA)-is a major white-collar American union. More than 50%
of its membérs are women. Itg origins fie iﬁ the many small

independent unions and company sponsored workers' associa-

tions that sprang up in the telephone industry during the

’l 20's and 30's. With the legislative support of the 1935 pro-

union Wagner Act, many "company unions" sought and won union

status, usually at tbe instigation of skilled craftsmen,

Toward theéend of the deéade, many of these locals amalga;

~ 'S

mated under a loose cornfederation called the National Federa-
, " - -

« tion of Telephone Workers (Bernard, 1982, p. 95). Following

an unsuccessful strike in 1947, the National Federation of
~ .
Telephone Workers was transformed into the CWA, and the

previously separate plant, traffic and clerical bargaining
Lo
units were®combined as one. o

: Today the union is a powerful collection of more than

3



800 locals divided into 12 districts. By Cpnadian standards,
many of its locals are extremely wealthy. Local 1101 in New

. ]
York City, for example, has 12,000 members and the highest (//

a \

wpaid executive officer in the country (CWA, 1984c). In 1974, .\

_‘ ‘ i N
v the union $secured fiational bargaining on major wage and

pension, issues, but benefit prbgrams such as QWL and job

evaluations are still negotiated at the local level. Indivi-

dual locals have a great deal of autonomy over how their

- f

share of union dues and benefit monies are spent (CWA,

1984¢). - ‘ S

The AT&T structure and trainirdg approach

. AT&T is the largestf utility company in the U.S.zanh&

employs close to one million people (Jacobson, 1980, pL 165).

! It has significant loﬁg distance business in the reg;iated
~

sector as well as interests in 20 unrégulated operating
companies, a researgh arm (Bell Labs) and a manufacturing .
branch (Western Electric). Like Bell Canada and BC Tel, it
is determined to become a diversifged company able to prvofit
from the new directions in telecommunications.

— Prior to losing a landmark affirmative action case in

i_£9f1, AT&T pfovided little t;aining t; women in operator,
clerical or sales jobs .- Waliaceﬁ(1976) found that the com- 4
-pany treated its female workeTs a; interchangeable units,
based on the beliif’that~women shun advancement and respons;—
bility. ﬁPrior to 1971, %;w female recruits were tested

dif£erently than the men, and were not even allowed to apply )

for craft positions (Wallace, 1976;p. 158). Training for ' .
? 1 ‘ ) \ . -

Lo ” - ‘ ; .
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operators consisted@of self-paced programmed instruction.
Today, AT&T‘has a company-wide‘employee initiated
"
training program and job transfer protess for all non-manage-
ment categories including operators, clerical workers, craft,
service and sales personnel (Jacobson, 1980, p. 104). A
description of the essential functions and requirements of
every nonﬁm;négement job must be postéd, and any-union
employee can apply for a traqsfer to any of theée jobs or fo;
acceptance imto any of the trainiﬂg programa, on her own
time. Requests-for transfers are evaluated by the upgradeband
~transfer bureau which considers attendance, current job per-
formance and skills. 1In theory, orfce an appliiation is
approved; the request fgwfiled, ready to be activated wh;n a
job requisition comes througﬁ-TJacobson, 1980, p.V104).
Strict'time-on-locatién and time-on-gé?le‘requirements must
be met before the employee can move out of a posifiop. This
quuiremen; varies frpom 12" to 24 months, depending on the
length of the training needed to prepare the empqufe for
that job (CWA, 1983b). ) - ‘
Since 1971, additional efforts have been made to open up
“craft positions to operators. According to JacoBson (198d);

AN
)
frequent transfer requests come from operators who
L me 1

want .to become installation technicians, a position

8. .,
fdwu

?
enter a 40 to 50 hour training codurse - climbing

that pays $100 more a week. Accepted applicang

-

g , |
telephone poles, taking phones apart, running y
wiresa (p. 106) o

-

Many of the courses and tools have been redesigned To
3 . :
a S
. \\v§9 ‘ | ‘
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& came on line; a QﬁL program to‘deaf with the introduction of

.

* through its shop steward#ﬁio channel information ayout the

1ccomoda€g women, and include such_things as communicatién
and writiﬁg skills. Some co%;sqs are colfege accredited.

Deapitqrqheae.chnnges'in ATAT's Xraining polich'grlevauces

- : v . AN
related to the inequitable and arbitrary decisions wmade in

¥ \
this area, as well as the contipual down-grading of jobs both

. \ s
{n terms of skills and wafes, are common. A training program

such as AT&T'!s is only as good as the career oppoftunities in
. L ) . %
the company -- of which there are few. !

-

*

///\fducational initiatives of the CWA . .

+ -~

Quality of working life
. . _ e
AT&T has Qeen involved in work reorganization expexi-
ments since the 60's. Early experiments usually involved
giving a worker‘more than one task to perform, Onlx a few of
thege redesigned jobs -- the ones that ciear1y~saved the
company money -- have been continued (Kuyéi, 1979, p. 21).
In 1980, AT&T and the CWA started negotiating three ) p $
b . ! ’ , 4
significant labour-manggement agreements: a technologicaly
. ) ‘ A N
change committee to discuss and modify technology before it
. 4
the technology; and a \Job evaluation committee to assess the

new jobs created and how they ftt,int% the existing hierarchy

‘(CUK],1984c). The union has alsc established a network . SR

impacts of technological change to one of thesa\fommittees.
This network is intended to harneuirthe khov;édge of the real
N - N ’

experts, the workers (Kennedy, 1983, p. Ji)} According to a

CWA staffer, these programs have‘had varying degrees of
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y
success, but the QWL prggranm has worked the best by a wide

A} . .

‘x
'

4
margin. .t

- ]
The QWL process begnﬁ in 1981 with a joint agreement

7

about the Basic.ﬁr{nciples of the protess. Both sides agreed
-

to“foug conditions:

{4_“‘

a1) procedures that allow employees at all levels of the

organization to {nfluence their working environmment,
, :
2) the recognition of QWL a5 a supplement to the collective

" bargaining process and gfievance procedures,

3) no lay-offs as a result of QWL initiatives and

4) co-operation for an efficient and profistable enterprise

. (Brower, 1983, pp. 8-9).

-

The union and Eompany Jointly trained all union representa-

- -

tives and a cadre of Bell managers ﬁn.the rudiments of QWL,
' »

~

and - these people were encouraged(&p initiate the process in

their locals. Trainees took time off with pay to attend
l .

coutsés and meetings. Advanced QWL traiding has been jointly

4
delivered by union staff members, local officers and second -

and thirgd level supervisors. Staff from the CWA's national

office have held workshops’'across the country to discuiss the. .

advantages and pitfalls*ff'union involvement in QWL. !
. There‘ar; now ap%roximately 2,000 QWL groups at the

office level wit‘ﬁinj‘éhe Bell system. According ta a union
. ° 3 )

spokesperson who %fscriped himself &s °no big QWL fan', -
v,
the gains we hanKmade here agRe impressive.cwhete

have been enough sfccesses to show that if you main- .

»

tain the equality of the process you can come to

91 ' : .
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grips !1th some of the big problems we have today.

. e

. &
In 1984, khe national CWAEAT&T committee published A

(CWA, 1984c).

Road Map for Succeuaf;le Managing QWL, which describes eight
QWL exéeriencéa; four\froé a management p;rsp;ctive and four
from a union per:pectxye. Job satisé;ction for those invol-~
ved 15 the experiments went up 12%, and atéendance, accuracy
and attitudes towards the union improved (CWA, 1984e). The
case atuditg show that aythoritarian rélationshipg between
management and subordinates, and concentration on short-term,
bottom-1l1ine performince criteria are mnjorﬁbbetacles to the

success of QWL initiatives. To overcome these obstacles the

report ideng!fles two important educational needs: \

1
v

1) widespread communication and education to prepare the
organization for change and
2) problem-solving meetinge, training and resource people

to support the change process (CWA, 1984d).

Changing the operator’'s job through QWL

" The CWA's experience shows that QWL can achieve break-

‘throughs in labourémanagement relations and work organiza-

?

tion. In Pheonix, Arizona, for éif:;le, 130 operators {n =

Hotel Billing Centre (HOBIS office) now work without supervi-
sion or average work timea.— The reorganization was intiaggd
a district manager who was tol¥” to set up a8 HOBIS office and
decided to use the QWL process to create a different kind of

working environment.
L]

The HOBIS office is part of the trend toward creating
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ever-more speciaslized operator jobs. Placing and billing of
re \ .

hotel calls used to be handled by regular operators; it is

now the only responsibility of HOBIS operators in HOBIS

offices. HOBIS operators.in Pheonix work on shifts and

receive over 11,500 calle per day from a seven state region

(CWA, 1984f). /
When the union/management plan for a "bossless" HOBIS
\ :
office was announced more than 300 operators applied for the
130 boaitiona available. Eight of the successful ;pplic;ntu

were chosen to form th; QWL committee. They received a
apeciall;-tailored course on QWL, taught by one cbmpény

and one union representative. (All operafors were later
trained in the principles of QWL:) The company then trained
six staff on the HOBIS system, incorporating QWL principles

in the skills training, and these operators trained the

others, with one operator acting as TrainingtRbom Co-ordina-
. ¥

‘tor. 1In addition, each operator took a ""manage your way to

e

excellence” seminar and a three-day workshop dn managing
resource growth. Optloﬁal courses were offered in force and
facilities admlgiatration. These seminars exposed operators
to management concepts, leadership skills, oral and written
communication skills and decinion-ml@ing methods .

In 1982, the local QWL committee agreed to a self-

9
- managed office with goals of:

1) self development of all employees,
2) team work and participation by all employees and
3) efficient office management methode.

Operators take turne aitending weekly meetings to meke deci-
-

'
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sions about staffing needs, scheduling and financial expendi-
tures. They alternate as the 'line person' who makes station
assignments and directs traffic for the system (CWA, i984§2f
Remote service monitoring is now doh¢.1ntermittent1¥ and by

T B -
peers. Operators are monitored every other month and can

v

~

chocse three days without monitoring during this period.

Average work times are measured for the entire office, not

¢

for Enchhoperntor.

Under the new syetem, office pr;ductioh in Pheonix {u
equal to or above all other HOBIS offices in the country and
thsre hns.been ; drastic.reduction in cultome% complaints and
union grievanc;s. Absenteaism, ‘t“.31, {s) ten times lower
th;n th; national average (CWA, 1984b).

The $200,000 snnual savings on uupervi:or‘a salaries has
been put toward training and the improvement of customer
services. Operntois have orguntzed'vork-hop- on hpw‘to im-
prove customer service and 1nt?rnal”businesu pruétice&. Some‘
operators have taken training on a wide range of job fun-

.

ctions, allowing them to broaden their own work routines.

According to one operator, - N

' . .
You can't put & value-on the change in a 'grod#p of

individuals wvho trnditionnlly’huve been regngded as

inferior. These people now feel th&y can do anything.
They have room to breathe. (CWA, 1984e) )
Some members feel thefe should have be;n more trnfninq on the
brinciplea of QWL before the system started to operate, since

this was a necessary part of the all important trust-building
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(CWA, 1984e) .-

—

- The CWA Committee on the Future

The CWA's Committee on. the Future was formed by a
decis%on of the union's 1981 Convention. Overﬁg period of 19
months, a committee made up of one representative from each

"of the union's 12 districts plus'sevegal senfor executive,
members studied the union's structure and gé&erqance and the

future of the telecommunications industry -- all culminating
- i . M

- in'a‘repor; with strategic recommendations and a plan for

structural changes (CWA, 1984f). y . )

As a starting point, the *ommittee designed a d?siflble
future scenario and dev%loped a range of strategic opt{gna'
for attaining this goal..These options were disgussed with
experts in different fields and, in fﬁe process, a m;thod-
ology for analysing CWA's present efforts was developéd. The
committee identified'threats and opportunities fo; the CWaA,
which resulted in a set of goals and . alternative means to

achieve them. All options were analysed from the point -of

L4

view of what it yould take to implement them. The commit-

tee's final report was presented to the union's 1983 cohven-

tion (CWA, 1984a). ' > .
In the final report, commiztee members argued thit:

‘ J
et 1) training and retraining should form the backbone of the-

v e

union's employment security strategy, and

»

2) that the CWA should be seen as key in the development

and’dhiivéty of training programs (CWA, 1983a,'p. 2&73.

A

In the introduction, CWA President Gle;nkwatts wrote:
, . .
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The: challenge to the GWA over the coming decade {8

above all to provide our present and future Mémb@te

with employment security...The key to emyloyment |

.

security is through training and retraining...(nnd),
' . ;e

to do this we must be able to gain access to'G;}\\ :

fﬁndu of employers and aovornmént, for we cannot do

"the job‘alone. While we cannot lay aside our pover-

ful confrontation lello, there is no way wgidaﬁ

achieve employment security through training lnd

retrnining if we and our employers get: bogggﬂ’down ln

tha old vays. (CHA 1983a, p- 7 / T

S

- Although many of the report's recommandatiﬁ%c were votéd

down i{n convention, most of the items relevnnp to thiu atudy

AN . ’
v ¢

were received with enthusiasm. The conventipon passed a
recommendation that union negotiatora batgqiﬁ for d.poﬁer%ul

voiéb in training and ret}nining, career d%vblopment and

.compnny wide problem solving. The union ﬁlo even g{ven the go

.ahead fto 1nve-tigate getting into the tralnlng buuinelc it-

/
self by building hiring halla vhere eqtry level employcas

/
could gain "basic Information Age skille™ (CWA, 1983a).
The convention also ratified the creation of a utrltcglc
plnnning centre, located in Hnlhington but lnvolving rcpte-

sentation from all diltrictl, tq/look at thc connnctiunn

¢ /

among bargaining, organizing, yolittcnl action, qducatiow and
8 / ‘ _" 3 ,
pudblic affairs. The union p%hnu to use this centre to deve-

// - v
lop training modules that cphld be used by member ;oca%l, a

computerized job bank to tﬁcilit.te novcmént between com-

/

pan&el and an updated aktil and knowledge certif {on pro-
' ot eisgaant

2

\ ‘ 9 6//"1/‘ .o®
f /
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felt the committee spent well over $1,0Q00,000 br

gram. The centre wildl be created through reorganization,

L

with no additional staff ‘or expenditureyi

Thg:respbnse to 'the report has been mixed. 0 e insider

1

ging in

experts, consultants and "old time futurists" whose conserva-
B ¥ : .

. tive views of the future were coloured by their desire to

LY

make.seﬁsi of the.ﬁast-(CHA, 1984c). But others have.praised
the report as a trail blazer. Labour writerluilgéﬁdﬁList
(1983) praiséd théicﬁ; for cresting

a model for other unions...its Committee on the

Future Report tells dh;tiother unions have still to

:legrn: that °we cannot tame (the fgrces of change)’

and turn them to our advantage if'we stay‘in the '
largely reactive and confrontational mod@'that has'
gharacterized our.gehavio; for many years - ;nd stily
‘does’. Perhaps the-report and the union's response
t; it will help the CUA\become & succéssful informni
tion age unfion. Certainly the concept ofnstudying H

response to the new industrial society pioneered by

the CWA, is worth consideration by other unions. .

Injtiatives in skills retra;nini

In 1983, ATAT and the CWA #igned 4 national agreement
which includes a 3oint labour-management 'training and re-
training program estimated to cost $35,million per yearifcr
200,000 participants. The prog}am is.being developed and
operated by union-management training advisory boards in each
Bell operaéing company. Vhiig QT&T hns previously provided

o \
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extensive job-specific training, the new program yill give

workers an opportunity tq-dév%loﬁ skill portfolios that would

enhance their job mobility. The céurses are paid for by.the

company but taken on the employees own time (CWA, 1984a).
Detajils for the trdiniﬁg and retraining program are

R R

worked out at the i{ndividual company levél. For example, the

1

1983 General Agreement betweeen thé CWA and Northwestern Bell

Telephone Company provides employees, dt company expense,

with training or retraining programs for‘pergonal Oor career

development (CWA, 1983b). The agreement states that this

, . . N
training will be generic in nature and separate and distin-

guished frﬁm job specific training. Job épeciflc training is

! also covered in the Nothwestern agreement, qu this provi-
, B8io is only triggered when there {s a'job-opening in the
com[any.g Like thé ca;eer development traindng, job spgcific //
training is'voluntary, unpaid and qutsidefgspfdu{ed working '
hours. . A . - h

At Northwestern, the training agreement is monitored Ey

‘ a training advisory board, consisting of three union and

three management members, which pro?ides the company and ) .
- v ,‘ . . : * . - *
employees with: 1
1. advice on §;::;iﬂg courses and curricula
\ , . , . .
2. recommendations on traipiug delivery (tech schools, home
stud&) [ - .
. ! ) - N ‘ ) ’
3. evaluation data Q\vf . .
4, information aboqt-coufses‘a&% eligibility
. _ -In Pheonix, a CWA local has establish a two yéar )
' i
e dezfee granting program-thr?ugh a community collegef The ¢
. s ;‘ R ' ! M
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collﬁge. Members pay their own tuition, which is rebated by

-

A r : b
curriculum is based on a needs assessment conducted by the

local presidaﬁt and later developed in conjunction with the

|l

<

the' company if they successfully complite the course, and the
college rents classroom space from the union kffg:dfny to '
one CWA staff member, ”they ve got a good program and have

even turned a buck in the process. Every local in the country

could do this" (CWA, 1984c).
]

CWA training for technological change

The CWA alsc has a highly ¥3garded iechnofogical change
training program (ka, 1986&). The wvweek long course consists
of four packaged modules with video support materials that
can be used b} any local. The course involves " great deal .
of small group discussidnf As an instructorlexpliined,

I tell then thre are two things I wgni them to carry
away. One, there are choices'ip qu this Fechnology
{s used, and two, you have every right to be 1nvolvgd
in thoqe‘choices. (CVA, i?84c)

Workers are told to examine every new plece of équip--~

ment that comes on line in tgrm; of its impact on skills,

<

positions, management control &nd pay.vwofkeré are asked to

B

submit this information, on special forms, to their district
level technological change'comwitee. The organizors. of this
training hope to inftiate a bottom-up attack on technological.

change that will eventually force senior union officials to

take action.
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The Communicatiqns, Electronic, Electrical, Technical and '&

+

Salaried Workers Union (CWC)

A short history

t

’ . From the 1930's to the late 70's, Bell Canada employees
belonged to two company unions -- the Capadian Telephone
Employegs' Association (CTEA) or the Traffic Employees'
Association (TEA). Membership on the executive of either‘
association was seen as a first step toward promotion {nto a
mnn:?éhant positlon (Leimsner, 1981, p. 398). Im 1949,.
operators, memb;ra of the TEA, teiisted a company attempt to

.amalgamate Eheir association with that of the craft workeras.

7
They did not want any part of a group that was dominated by -

men (Kuyek, 1979 p. 82).
During the mid 1960's, the friternational Br erhood of
Electrical.Workers made an unsuccessful aftempt exaid thé
* “company unions, legving some bad feelings on 'th sides. The ’
‘CTEA never really recovered from this point ognward (Kuyek,
1979, p. 82). y
'Canadian members of the Communicatfons Workers of
Anerica peacefully broke away to form the Communications
Workers af Canada in 1972, but Bell workers did nat take much
[ntcrett in the S:u union until 1975. Quebec workers were
the first to joiw, after an fgreasivc four month organizing
csupaign by the CWC brought in close to 16,000 craft workers,
"qundtupling‘lt. membership ailont overnight (Leisicr, 1981,

P 397%. Despite theld strenuocus effort to keep the union

out, Bell Canada was taken by storsm,

100




piteal

. . ’ e}
The operators, however, were still safe within the

P

company fold and its extremely paternalistic TEA. In 1971 }
the operators were allowed, for Fhe f%rst time, to vote g% a \
contract drawn up by the TEA executive and managemeunt. That . ° N

i;me year, the “TEA called its fitsg\sttike vote, over wages,

and after the ballots were counted, 90% of the operators
walked off the job (Kuyek, 1979, p. 87). |

From 1976 to 1979, a group of Quebec operators and their
Ontario supporters waged-4 campaign against the old-line
executive of the TEA.'.Af;erkseveral setbacks, the operator;'
finally won certification undér the CWC in 1979.")Later that .
year, oéerators staged a2 series of ro%ating strike's that
culminated in a full strike by 7,400 opefators“and diginé

room staff on Christmas Day. At that ?img the highest paid
operator earned $10,000 a year and none had seen a wage ‘

lncrﬁfse in two years (CWC, 1984b). .

Today, the newly named Communicatiohs, Electronic,

Electrical, Technical and Salaried Workers of Canmada (CWC)

—

has 35,000 members irm Bell Canada, Sask Tel, ﬁbfthern Tele-
. . » ‘ .
com, Canadiam GE, Telebec and AEL Microtel, to name .only
. . - . B
3 .
half. The union has 137 locals, representing every® province

Ay

except B.C. More -than 407 of .i'ts members dnd 35% of dts

‘"stewards are women, 3?st_of whom work as teLebhone qperatpré
and assemblers of light equipment (CWC, 1984b). In 1984, Bell

% . CL
craft and %raffic workers settled,a long overdue contract
T — ) .

q

that resulted in paid maternity leave, fatter lay-off T, A

allowances and a joinit health and safety committee. The

union was pnsuccesful.in
. @ o
' ' .101 o o Ce

getting job posting'although some
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.

improvéments were galned in lateral transfer rights (cvwce,

\, <

. - )
1984c). / - -, .

{ . ~ .
: ) v .
Bell Canada structure and training approach T

'

- -

Bell Canada is- Canada's leading corporatlon in terms of

neté%ssets and net income, beating out such giants as General

?

" Motors, Ford, Canadian Pacific and Imperial 0il (Ontario .

- %

Labour,1980). .The Bell Telgphone Company of Canada was esta-

‘

blished in I%BO énd"very quickly acquired interésgs in all

provinces except Newfowndland. Adthough'many of the smaller
o . \
companies have been so¥dpysince 1981, Bell has maintaine@

:

ownership and control over much of Canada's-telephone.nét-

[

work., Im 1982 Bell Telephone Company becéme a. subsidiary of

-

a new parent:company, Bé&ll Canada Eﬁterprises. The mnew Bell

group intludés a research and devedopment branch, Bell

" Northern Research and a manufacturing arm, Northern T®lecom

(CNCP, 1970).

Bell Canada's management approach.is notoriously bater- >

nalistic and as a result the company has a historf of em-=

P ~~

plsyee loyalty bein&'passed down from parent to child. The
. w

company's pajernalism was ong€ built on its willingness to

train unskilled workers, atupompany expense, to the level of

highly-skilled workers., As the need for these workers has

diminished, so too has the comprehensive tréinjng. Ovef the

"years, company graining has become increasingly specialized

2

- :
and limited to the exact requirements of the job. Computer-

based instruction is now fr%quently used to teach the minimal

skiIl requiremesnts of new jeobs. ‘ -

’
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w fy\ " Job mobility for operators is minimal. Although opera-
> . « A ' -~
[4

L)

tors ca% fill out special forms requesting transfers to other
) - 7
o §;eas, the company is under no oblightioﬁwtb~find applicants
- - b

1 alternative position. Operators at Bell sa not one of

Id
A
s

," their numbers has transferred &0 a4 craft position in the past

A3

five years yeaxrs (CWC, 1984a). v
4

i}
LY

~Educational initiatives of the CWC

»

The CWC is a young union without the history of mili-

I .

tancy that charfcterizes both the TWU agd the CWA. Up until
- ’

very recently the CWC had not ‘tackled the deskilling effects

of technoiogical change imn its contract negotidtioﬂs,jipting

instead for after-the-fact prov{sioﬁiffuch as severance pay,

[} 4
wage maintenace and shorter hours.

e

In recent years, however, there Kuve been signs that the
union's attitudes toward bargaining and technological change
< .

are changing. At the union's July 1982 convention in Saskat-

A Y

'

thewan, union president. Fred Pomeraoy argued éhaf‘while the
N .

\\\/ union had made substantial progress in negotfating job

. .

security and rétréining allthncgs related to technological
F d ! .

change, “we have to sfart moving -into new areas bx pushing

for a say in job design and the location and allocation,’of

work". } ) o '[T

*r This year, the union iséﬂegotiatipg #br contract
: !

renewal. A union-wide cons%}gegjon was donducted to identify

~
i

"bargaining priorities and ;ge followkng ist is part of the
union's demands.
- S

. N\
- time off in 1™Meu of overtime

v

\

L3

. o

3




»

A .
. ‘ *
.~ - an improved retraining program for employees affected by
- s .

tecthlogical change

4

- a paid educational leave plan funded on the basis of one
. ' L4

"cent/hour/employee and administered by the uniog
- a six month, unpaid leave of absente with a guarantee to
’

LY
- ifproved access for operatorsfto craft jobs
L2 " P -
As 1t*stands now, the CWC's collective agreement with
Bell stipulates agthree to six month advance notice of tech-
P ~ ‘

fologich change. According tg operators‘intervi
this research, this provision is virtually meaningless.

Ninety days before the introduction of, 8 new directory assis-

tance system, (MDAR), the company held a meeting with all

4

union stewards ands executive officers of the local. A union

» .

representative described the meeting; -

£y - !

. When,the} give you 90 days notice, its jhst out of
‘ o

courtesy: There's not a chance you can change things..
v 7 . - ' - N . .
Our stewarq§ asked some questfons but there was no

opportunity to talk about changing the system. Our

tird level manager was there and her first level was
» operating the slide projecgor. But they don't know

I \
much more about this than we do. (GWC,‘1984a)
. . : .

. . v
" The CWC has not welcomed QWL'injtiatives advanced by the
- ' 3

company, largely because Belﬂ*ﬁ first steps in this direction,

vere taken without umion input. In a June 19821policy paper

-

the CWC cautigned its members that dishonest employers have

used QHL programs- to isolate and break the union, feducg the

Militanay‘of workers, increase productivity,» abandon health

-

104

returm to thegsame job‘'and location <



e s

-

L]

and safety'issues and disregard the collective agreement. 1In
1982 the union urgeg all locals within Bell Canada to boycott

company spongored QWL meetings because the equoyer's motives

-
-

vere suspect.

The CWC has been involved in efforts to reduﬁz’the

. )
stress of monitoring and the monotony of certain, operater

o

functions. For example, the Sydicet des travailleurs en
% [

ébmmunication du Canada (STCC), thk CWC's Quebec branch,

irieved the existence of & button on the TOPS terminal which

.

allowed operators to call up the average "time-on-call" of

other opg¢rators in her bobl. Thi's button has now been re-

mowed although an operator can still call up her own average

work time. Also, work in the HOBIS office, a separate room

3

where hotel calls and special billing precedures are handled,

used to be assigned as a reward for good work. Due te a

union grievance, all operators in Montreal now take turmns, in

.half day stints, in this job (STCC, 1984a).

The national educatfonai’ef}orts of the CWC are or-
ganized byfa national representative in’ioronto,who baslother
responsibilities.;*ﬁoqrses are offeréd in health and safe;;,
grievance procedures, affirmative action, employee recovery,
pre-retirehent, public ;peaking, politicizatidn and group

motivation (CWC, 1983b). The STCC in Quebec also organizes a

wide range of unionism-type courses, often'in conjunction
A - .« .

iwith Quebec regional work councils. The list includes

A Y . ,
coﬁ@;es on working conditions for women, civil law, VDT's and

-

media relations.  Union members car also take courses offered




[ 3 : .
by the CLC and regional and district labour councils.

" The executiv; of the CWC has taken the position th;t
skills training is a management rather than a union responsi-
blity (CWC, 1584b). The union sees the eliminatifon of bar-
rtiers tb job mobility, particularly for operators; as a more
important priérity. At the time of writing it was grieving
the company's refusal to allow an operator to apply for a
craft job. Until such transfers are allowed the union sees
no poin£ in getting involved in skills’tra§ning. Both execu-
tive members and local officers expressed some unease that
the union is"not morf# involved in the design and delivery of
company training, but exglained that no push'for';uch

‘involvement has beenlfelt from the °bottom up' (CWC, 19B4b).

Information from oPetators involved in unjon activities
sggport thiq‘yiew that members are not pushing for training.
The local can spo;sor operators to take courses offered Py
local and provincigl“laboqr councils, but phe ;espon;e'hds ¢
been very low. 'A1£hough weekend shifts mitigate against
qperators' involve;qnt tn these gourses, one operator argueq
that "the women hére always have excuses for not gettipg
in;olved."

.

On% CWC local organized a weekend rstreaf with ten opera-
tors to discuss iisues surrounding technoloéical change, At
;he end of the weekend, these women had prod;ced a new:tech-
nological change clause and were writing contract la;guage.
Howevér, officers of the local say that one xearnla;;r they

have seen no noticable iBange in.the involvement of these

~

women in union affairs. Those who had been active still were

106 L
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while those who hadn't still we;en't.

In general, operators at Bell Canada show few signs of
militancy. More precisely,‘whilé they compldinlabout the job
during ;offee breaks, there seems to be little motivation for
collective action to change the job. §evera1’oper|tors
interviewed said they pref?tred TOPS to the ofd;cord_boafd:
it is cleaner, more modern and~it provides ; personal space.
"You don't have to deal Qith someone beside you smelling like

. ’

onions or gariic,"

3

one operator explained. The préssure from /
operators to take on craft positions is minimal.

.

-Most operators have very traditional valueg for home
and for work and they: do;ft see w;y anyone w;uld‘want
to, change the situation. ‘We hear a lot of griping'
but no action. A lot of wvomen trgn§ferred into
. clericsal jobf*at $89 less per week because the hours
. are better and there's a better choice for holidays
and less stress. But theré's also no union? (cwe,
1984a) ' _ 4l
Another aétive unrion member added, that "people are
really brainwashed. They'dontt seem particularly interested
in anything. They don't want more fnvolvement in their
jobs." ) ’ : )
| A local offilcer expla&ned that elected uni%n representk-
tives are generally more militant than ;he average operaié}
and therefore do not feel reptesentati;e of the membership at

.large. This creates frustrations for uniom activitists,

as one explained.
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In the union we have this wondcrful t:inityi nego-
tf;tn, ltgiuﬁctt:anﬂ educate., But basically we're
j;st wvorking to maintain the jobs v;‘hnvcr It's damn
Bgring to sit hc; dbeaqiné up 10£l of'lchol.l when
bastcally we're dancing by ourselves. The -.ybcrs in
general just arem't interest. (CWC, 1984a)

A survey of workers ian the Vernon arsa of, BC Tel's
opet’xion :¢C¢aled a linilnt phcn;ntns. When asked {f thaey
had a personal objective fot job upgrading within BC Tel, 55%
of the 123 respondents said "no" (Gordonv&‘ﬂcnlan;_1983. Pr .
63)1 Unions interested in democratising the vorkglgcn h;vc a

lot of work to do in changing the attitudes of their own

nenbers, let alone those of management,

v
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CHAPTER SEVEN

3

UNION EDUCATIONAL STRATEGIES FOR EMPLOYMENT AND

INDUSTRIAL DEMOCRAGY

i
‘ . 2

Labour unions in North America are ipn trouble. From
" %,

1976 to 1983, membership in the three largest industrial

unions in the U.S. hqg declined signiflcgntly. The Auto

Vorkers are down-from 1,358,000 to 1,037,000; the Steel

Workers from 1,300,000 to 590,000 (CWA, 1983a, p. 33).

Labour’'s political, economic and social poficies are under
attacﬁ from industry, governmert and even workers themselves.

In part fhiq assault results from the labour moveqent'a lack

.'of adaptability; it has not come up with new services or more

flexible organizational forms that £it the needs of a
changing workforce and workplace.

The pressures of continual layoffs and job deskilling
have forced m;ny unions into a corner, Willingly or. unwil-

lingly, they spend most of their time.on defensjive sctions,
1 -

le:ving fev resources to keaearch the long range directlonl
.(

of new technologies, tiw&ﬂzestignte job restructuring poasi-

bilities or to plan a gogprnhensive education program. Few,
. . ' - L
{f any North American unions have done the amount of long-

range pianning that the CWA undertook in its Coumittee on the
Future. Few have commissioned assessments of new teéhhology
ié,did the TWU. And few have dropped their confrontative

?

109



R < U ——

\
~ \

.stance in an effort to restore dignity and skill to wotk.

N

The confrontatiye approach that has served North Ameri-

*a

can unions for the past 303y¢1 'hcn in many ways outlived
its usefulness. Toffler (CWA, 1983a) argues:
/ . . ;
tfudc unions face a crisis of survival and I would

./luggest'that ten yeiis from today many of the most

7

" powerful unions in the wgrldﬂvill have vanished or

. . N \
wiil have shrunken into economjic and political

’ . A 1

irrelevance. izﬁ this, {n turnj has‘fundaneﬁtal

’

- ' J .
/ importance for the structure of power im our
= societies. (gﬁ

33) \\\\

The biggest challenge for the CWA, TWU and CWC is to

influence the dgsign and application of tc:hnology‘do that
work and skill in work are maintained. v?ot thi;*\g_hcppen,
unions must be lnfbl{’d fn the earliest stages of AQvelop-
ment, yenr; b;fqrc the product comes on line. >Iu negotiating
fOt‘bhll kind of 1;Tilvenent unions are not j@at fighting a
company -- they are bucking & uyat;n. G ‘ ‘

-

Rank and file smployees at B°11',§F Tel and Af&j'fur
outnumber senior management. If‘thesc'enployeel decidead Lo
fight for work that met some of thcir needs, between them
they would have more thcn‘Qnough information and creitf\@ty‘
to challenge nnnhgenent'; assumed tight to ;ontrgl the Gotk-‘

<:\\place. Most workers do not fiiht for the dignity of their
joba-Pecauue they spend eight hours a day in an:cqvironleqt
desiéncd to ptevint them from dP;ng s0. .

This research has shown th;t~there are lltefnltive -‘

. . < ‘
wodels to taylorized work processds and ¢onfrontative labour




relations thl{ providclbopcfitl for both workers and indus-
try. 1If the labour movement i» to qutvivb and. flourish, 1t
"must involve {tself {n iﬁc‘teltiﬁg and evaluation of models

\

such as these. CLT - e

It {s clear the industrial unlons that operate in

high tech sattings must move beyond tﬁeit industrial
relations traditioms ié they are to influence th;
ée§elopment of new technologi’s and prqvidc : coun-
tetugiéht to~nan{geuent‘deployuent of ihclg technol-
ogies. If they don't do this, the robots will de-
plete their %:nborshlp, their adversary culture will
limit the learning of workers and professional and“
pata-professional enploycelluill cone to,regard'the'

union as a barrier to their own development.

(Hirschorn, 1982, p. 16)

It is possible that unions that survive the trnnci-'</

5

+ tion will be those that transfer their e;ghasil from
the *industrial’ role of'ne;otlnting pay and condi-
tions and protecting the worker vikhin the enterprise
toward Lhui ‘pgliplcal’ ole of c;nccrn with issues

of power, -ownership and control aund -the conservation

of‘rdlohtces. (CWA, 1982, p. 12)

Major changes will be required to the attitudes and

‘priorities of unions if this new °political’ role is to be

‘“hu_{ealizad. Unions will have to look bcy&nd traditional con-

13
cerns for wages, hours and benefits to such things as oppor-

v

~
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tunities for career development and skills training for power
= sharing. Soﬁe unions have started to prepare for this new

role, ome that will require a much more elaborate. research

and- education model than now exists.

Thesis One -- Union Involvement in Skills Training

3

" This research provides limited evidence to support my
first thesis that unions can protect the interests of workers
affected by technological change by expanding their involve-.

ment in worker education., . There {s strong contradictory -

evidence that training and rgtrainiug programs, without con-

current changes in the organization of work to maintain.

.

acceptlbie levels gf,job skill, only serv; to grease the
‘whcéls for management's depfoyment of increasingly automated
systems, Although unions can provide a valpable service in
fighting for more broad;y:ba;ed skills training, workers will
ultimately hnv; no opportunities to u;e this knowledge ;f the
deskilling trend of auto;ation continues, ‘

~ The TWU's exparience‘with the pre-;rcft course has left

. k)
' it cautious about any future involvement in skills training.

The union deQeloped this course during’u,pet}od of extrenily' C )
bad"Lagbur relations when feelings of workorﬂsdlidar!ty vere

high. 1t -pp;ar: th;t mnnageae&&'d subyequent involvement in

the course v;s e;ther an act of bad faith or a reflection of

.bad planning on the part of the company.’ None of the trained o
operators ha; moved into a craft job.

Given the recent and threatened job layoffs and the’

~
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. 4
constant indications of job deskjlling, it would be hard to

argue that the union should release some of its li-itcd\

1

resources for skills training. In parf this means succum-

. ~

bing to management by short-term goals, a method of operation

that has been criticized earlier in\}hi: thesis. ‘However, in

4

the case of the TWU, union staff are actively fanvolved in

o

developing other lohg-tern, co-operative mechanisms that will

. hopefully slow BC Tel's passion for centralization and work

1 ‘ . v
the union would not be providing the best service to its

’

members {f it devoted enmergy to teaching them skills that

-

would soon be made redundant.

The CUC has never made skills training a priority and
from all evidence has never even considered making it one.

Union staff consistently argued that training is a management

[N

responsiblity. The union is struggling with the ;entiges of
conpany unionism and is relatively much smaller and less
militant than wither the TWU or the GWA, It is also less

innevative and further away from any type of co-operative
(o

« . ’

action with management.

¢

. The CUC has been leary of udy ntteip;s by Bell Canada to

initiate consultative or jobd enrichment schemes.. While much

L

of this heuitnnc; may be justififed, it is hard to believe
that Beli Canada is more d;éioup.nnd dishonest in its nego-
tistions and management techniques th;n efther AT&T or ?C
‘Tel. There are indications in knceﬁt years (in the'speeche.
‘of union executives and the addition of staff to the research

PO :

departuent) that attitudes st the CWC are changing. But of

113

fragmentation. Until some of these guarantees have been won, .
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the three unions studied in the course of this research, the
it . &

CWC .could benefit most from the strategies o@;I;ned later in

this chapter. v ’ \

The CWA, on the other hand, provides most of the limited
evide‘pe to support my thesis. HThisKUnion has not only
developed skiils‘“trainiﬁi;hrogtnms at the local and regional
levels, but it has also md@;:career developme;} and ;ducntion

) the priority in its strategic planning. The CWA is a glowing
'e;ample of what Toffler dea?ribed as an "1nformati§n age .
union"., Granted that the CWA is almost ten times bigger Tham- ?
the cué, and has been an independegt union for slightly
longer, it would still seem that a largé partgof the diffet-e
ence between these two unions is one of attitude. The CWA
Has recognizedq‘hit in order to)contﬁnueAto be a viable aﬂj
-inatitutidn,\it.must provide tangible services to its
members. -And it has looked beyond wages and hours in its

. . . )
- investigation of possible service aTeas. ‘

3] /

Unfortunately, the resu®ts are not in yet fron Ehe CWA's
educn;ional programs described eatlier in this thesis. It
wogld require a separate study to assess whether any have
resulted in’improvene;gk in employment security, career
opportunities, absenteei;n, work quality, groductivity or
ﬁorﬂplace democracy. The evidence' so far luggestn that the

CCHA's initiatives have been followed by & revitali r%lou of
&nenber interest in their union. The evidence also suggests
that union co-operation°with local community colleges and

;choola can help bolster:the image and finances of both

- .o ’

114




’
[ 2

institucions vﬁile at the same time providing courses that

are appropriate to the 1eqtn1ng~Lg&e1 and job environment of

the students. The CWA, like the TWU and CWC is vaging a

I

cponstant battle ag;?;st job deskilling and joK'reclassificui

'ftgon: But it is also helping to prepare {ts membership for

o . ]

"an uncertain labour mlrketf‘, [ -
Lon

Thesis Tvo’--Uﬂion/Hang&gment Co-operation

My second hypothesis, that uynion involyement 14 job and
: ' \ ' . Iy 4
career development training requires consultntien with *man- : . ;

[

“agement,'has been born out by’ this research. ‘Without manage-
m:nc_co-péetntion, unions seldom have.the.ngceésaty informa-
tion to identify future skill requirements ;nd dével&p‘
courses to meet those needsn Tyé é‘@e study of "the %FA

-4ls0 showed that true co-operation goes a long'yay toward
w . v
iblaying-the fears that develop, on both sides, about the

)

' motives of the other. Although many C%A staff &ﬁprotched the

- -
w

QWL expérimqntl with\a large dose of scepticism, even some of .
. . L

N s

" . L4
the most hardened praponents of the adverserial system have

come to Acknbwledge the benefits of this type,of co-opera- .

tion. ™

El

The bosql?ss HOBIS office in Pheonix, for example, was
‘ ?

A

originally ptpéosed by the regional manager. As a result of -

the union's willingness to participate fully {n the experi- ) )
i S :

ment, 130 operators now have challenging jobs and have ac-

"quired new skills that have made them generally more markete

ablé. Successful experiments such ss this one will lead Qhe Y
¢ ) -
vay to greater information and pdwer sharing.

)F‘
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Conversely, the TWU and CWC's hostile experiences with *

e 15

management have wasted energy and destroyed much of the

n

J‘~
‘goodwill that is so necessary for workplace reform. BC Tel's

involvement in the pre-craf% course appears to have been half-

,
"

hearted and the results reflect a lack of consultation and

planning. It is also possible that the union did not give.

W

manageméfit: the opportunity to investigate and dissuss the

€

longer term implications of the course.

Thesis Three kel Model Buildig&

¥

{ My third hypothesis, that the experience of two unions

in the telecommmunication sector could provide sufficient
o s

evidence to develop a model for union delivery of training

»
I

programs, is valid only to the level of complexity of\tﬂe

-

chosen model. The recommended model, to be described lgter3
is far less complex than wagebriginally intended, although
the framework does pfovide basic guidelines for uﬂbén; inter-
. ested in expanding thei? educational role.
There are four basgc models or approaches for delivering

Ny . -
skills or career development training. The models are:

1) pgovernment delivery of trainfyng programs
.

2) company delivery of training programs. ﬁ &

3) uniozvhelivery of training prograns

\

4) union/company sponsored traiming prograus

+ . i

This chapter describes some of the advantages and disadvan-

——

tages of each model. The preferred mcdel, union/company

3

sponsorship of training programs, is described last and in

v .
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J ' « S
\ . .
.’ most detail. The description of this model is accompanied by

a list of strateglies for unions interested in expanding their

involvement in job skills’ and career development training. C.

Government sponsotfed retrainigg programs

-

Although this model was not specifically investigated,

some of its strengths and weaknesses were identified in the
) .

b course of;ogher invéstigations. Ip theory, goverument-runm
training and retraining programs use public funds to provide

3

workers with enhanced career mobitiy, to provide industry
. with the required production skills and to provide qociety‘in
general with a morerprodudtive and flexible workforce. The 4

"~

public sponsorship of schools and universities is supported R‘
by .4 similar ratiomale., —However, the common criticism of
these programs is that the policy makers and officbgfg who
.. dgvelop them are not locateQ\br informed well enough‘to
: . . ) . :
determine real skill needs or understand the rapid changes in
ﬁ~=%,,~vﬁ'\7a A > . )
producTion pr6cés§es.l In general, government training. and
S , -
retraining schequ‘have not been highly succesgful in
‘ . bringing labour eupﬁly and demand closer together. They are
plagued by high drop\out and low placement rates. .in addi-
:iot thej can do nél i%g to reverse. job deskilling since they
N . »

only sedk to~provide companies with the requisite, if-

. i
+, limited, production skills.

-Company spbnsored retraining programs

- “ Until recently, job skillg’trainipg was left almost

~

[
i ¢ -

entirely to eﬁplqurs inﬁf laissez-faire system whei:jthe

& / B .

-
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state played only a marginal role. Today, the state provides
most basic technicg}fﬁfall training with the company
p(ovidiné the site-sp;cific skills.v This model is cfearly
cost-effective, at least in the short run. Workers can be ////
taught the essentials of 8 job very efficiently ~- no wasted
public or corpofate‘dpllars fot transfer or system learning.
Highly “taqurizéd" traiping packages and deVice;-can ;e used
to fil} skill\g;ps quickly at minimal cost. Aay prod:;%ion | f
resulting from the training can be used to offset costs. And -
because the firm makes a m}nimal investment {n its employeesb
it risks nongre;t loss 1f they leave after training, which .
they are unlikely to do since their skills are so job

o

specific,.

‘

I?.North America,'on-the-job‘training is almost exclu-- )
sively aimei at bncre;sing worker productivity for a particu-
lar firm,. Thg,a;gumenﬁ goes that becaus§‘thé emplo&gr pays
for the'tfaining, s/he has the right to decide who gets
trained and how. Indgétryis»emphasis'on know “how;,tathef
th;; knpw "why" produces workers who skills are not gasily ,
transferable to ;ther §ystems and whose confidence in the;t v
ability' to think, to solve problems\and to take respon-
aibility has been diminished. The not{oﬁlthat'thé company
has an qbligatioﬁ to the long-term career development and
employment security of an employee, a pﬁilosophy embodied in A
most Paid Educational Leave pr;grams cqpmoniy found !n Europe, is still
foreign to most North American employeré. At the saae time,
industry's tendency to iﬂfest in those employees who already

possess a high degree of skill and education, contributes to

k]
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thelgrouing gap between the educationally rieh and the educa-
tionally poor. Even companiea that offer occupatlonally-
related"_ekills drainingys on a voluntery and uipaid basis,
éive An unfair edvaptage to those who already possess the
most varied and skglled jobs., Few courses are "obcupa@!oual-
ly-releteq" eo the telephone operator's job! This growing
poﬁa{izatiqn in the workfoce is upacceptable. If training 1is
left to c‘tpora;;one alone, the econdﬁ%c forces thntverive ‘ ‘-
the rationallization of work will meet with ne\\<ganized

: \ .

opposition and the polarization of the workfotce will

continue,.

) :
« .
{ )

Uiion-sponsored training programs

‘Unions organize theilr own courses and schools in order

" to politicize epd indoctrinate their members and produce the

skills needed for theﬂﬁyuamie operation of a union. They ‘. o
q , . ' )
\also'provide'special services, such as counselling and pre- '

)

retirement cqurses; as part of their dedication to workers'
well:being, both on and off fhe job. fThis principle has not
“ge;eral}y'spteed to:the area of skills training. The few .
union-only initlatives {n thie area haJL met with one over-

riding,prdb%em.._withodt company iuvolvz%:nt, the union {s ‘;

1 ®
- . .
. vulnerable to sudden and unreported/f;anges in company proce-

dure or work processes that could destroy the :elevance\gi\\\~ﬁ\v
these courses, This kind of setback is demoralizing for .< .
organizers aed students. The TWU's experience with BC Tel is

. f
a good example. Even though the company contributed to the

pre-craft course financially, its lack of involveément in: the oo

1
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- ' | \
planning stages could be partially responsible for the resul-

-

ting gross mismatch batween qualified workers and the ;obs
~/
available.

The area }n ;hich exclusive union sponsorship does not,
risk‘being under;ut by’production changes 1s in ba;ic skills
training and educational work aimed:ac’encoutaging the desire
for, ‘and ability to wotk téward,-gre:ter industrial democ-
racy. This is an important new a?en for ;nion service to its
members. Both public and priv;te funds should be negotiated

“for the develqgsﬁhg and delivery of training in this area.

industfy already receives ‘public funds, in the form of tax

+

.breaks, for its training efforts.

- Company/union sponsored training Efoﬁrams

Company/union development of skills training programs
combines the benmefits of'the previous two models. The
fgllowing 1ist of advantages provides ;trong evidence in
suppori ;f co-determined tradning programs.

[y

1. The design and content of job; can be negotiated in
| ?onj;nctio;wwith discussions of training needs. /J -
I;sues related to organizational redevelopment and
workgr participatian as well as the 1dedlogigal pes-
spectives of unions ;ng‘qééagement, can be incor-
porated into skills tt(ﬁﬁinﬁ.
2. A $alanced proéram tan 8e Qeveloped combining theory

an& practice and emphasizing the connections be}ween a \
> v .

_particular job and the system as a whole. The-result

is more motivated and adaptabdle empioyeea able to
. . .
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irespond and contribute to changes in procedures and

emergéﬁcy situvations,

3. The long-term employment security (as opposed to jobd

! 3

security) of workers can be fostered by providing
remedial and basic skills training and a system;
approach to skills development.,

4, On-the-job-training reduces costs. )

5. Courses‘ca; be specifically taylored for'a kuywn“
auﬁienpe,';eshlting in more relevant and effectije
tr;ining and more motivated learners. ‘ |

6. The consultativé proceésineeded to set up & joint
prqgram'encourages co-oberation.' Co-opbtatﬁb tends to

break down'stereotypes, paving the way to union/

, management co-operation in other areas.
W 1

4 !
On the disadvantages side, union/munagement spounsoreéd

systems are f@Kely more -time-consuming and therefore -more

costly than exclusive management involvement. From a short-

term profits perspective the joint approach is probably not

justifiable. However, a growing number of employers and
4
employees are realizing that such short-sightedness can have’
* v

expensive long-term consequences.
. . .

Strategies ' ”

¢ »

The following strategies are aimed at upion organizers

who want to exband the union's role in member education to

[ v

5

?

include parti@@pation in the design‘nnd delivery of skills

training as well as in the development of more ‘democratic

L4121
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and humane work systems.
1. Collecﬁi?ely and individually, unione ¢ould ldﬂpy for

government fundiﬁg,of research into: ' T

FA N

‘a) ‘workplace-;echnologies that provide 6pportun1tiel for
skill development and co-operative work nérabgementr.
“’b) altetnative organizational etructufeg'thnt ‘maximize

the skilla and initiative of workers. - .
. : T '
c). éxperimental delivery systems for - accupational and

- -

career development training.

'

(Refer to pp- §2-55 for elaboration.) . .

I
'

2. The union itself must b?icqnuiatently democratic before
- P

it can call for democracy in the workplace. Efforts
should be made, through eduhltionw newgletters gnd‘rggp-

lar fe‘dback proceduree, to facil'itate responsible*

- sy

»

participation am&ng members.

(Refer to pp. 47 and 95-97 for &n example of the CWA's

experiénce in th;{Taran.i

3. As.a first step foward building wmore co-operative mecha-
. -

initiate

-

nisms for workplace management, unions should
v common interest forums with management to discuss:
a) the predicted scheduling of the introduction of new

technologies and the predictéd impact on the qualiﬁy .

end quantity of jobs.
b) the social and economic factors motifating the introa

duction of these technologies.

N

¢) alternative technological and otglnfzntionil configu- . .

L - 1
\
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"rations to maximize human skill and responsibility.
These forums would not be decision-making bodies but
would be aimed at prepariﬁg the ground for the more

"formalized committees described in the next strategy.

" The TWU and the CWA have used common interest forums with

some success.

(Refer to pp. 80, 81, 86,87 (TWU), and pp. 90,91 (CWA).)

Y

O 4

.

As a further step, unions could push for the formalisa-

\tion of union/management committees on

’

a) technological ¢hange,
b) QWL -

® ,
.¢) and job reclaapificatioﬁ and training.
B .

These committees ghouyd have’equal repreaentafion frbﬁ
union and mangement and should concern themeelves with .
d;y-to-da§ decisiones affecting the workplace as §911 a;
iong-term ﬁlanning decisions. It 13‘1mpo;tnn: to n;te
here that idelily‘uuch committees should be uupﬁorted by
1egial;tion requiring companies to provide a minimum of
one ye,t‘s notice of techn&logicnl change and documentes
describing the rat;onale, design and 1mpacta\of these
s

changes in layman's terms. Current Canadian legislation

in these areas is very weak.

(Refer to pp. 38, 39, 44, 46 and p. 86 (TWU) and 90-95(CWA).)

5.

Unions could designate an edu:ationnl officer,‘preferably
a member of the job'reclauuification/trainihg committee,
who ‘would be responsible for linking union mgmberé withv

existing counselling aﬁd.truining oppoftunlfieo and

L]



recommending nev‘initiativeu for the union and thé

company.

6: Unions could co-ordinate information sharing among mem-
bers sitting on the job reclassification/training commit-
.tees to provide support for the process and to identify “
\ training needs. Courses ;ould then be developed by the S
union to assist members in becomiqg effective partici-
éants on these committees.

(Refer to pp. 50,51, 55-57.)

L v

7. To support the work of its members on the unionémanagement
Job reclassification/training committee, unioﬂ;‘éould
conduct research into the employment futures (skill prio-
rities and job openings) {n their particular tnéuutry.

(Refer to pp. 23, 86 (TWU) and pp: 52-55, and‘pp. 96,97

(cWA).) !

)

P

&. Unions couid creste formalized technological change net-
works aimed at éathering'nnd an;lyaing fnformation about
existing and expected changes in work processes. This
inforﬁltion can be used by pnrtigpnnts in the job
reclnasificatlon/trd&ning commiktee and alsoc by the union

axecutive in identifying priority ski11l tr]fning areas.

Several unions, among them the CWA and the TWU,'have”
1dent{f1ed technologic;l-chaﬂxe shop stewards and have
designed special reporting forms to ensure that any in-
formation ‘about changes in wori processes is immediately
fed into the information network. The design of these

I
[
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1
networks must provide for a two-way informatlion flow --

from rank-and-file members to national office and from

national Back to the members. There is danger here, as

with other u?}on consultative processes, that the synthe- ' Nﬁb
sized daEa ia‘not sent back to its originators, creating'

*

resentment and finally pull-out of support. —d

(Refer to pp. 90, 99 (CWA).)

9.

.Related to the previous strategy, unions could develp

methods of analysing this information.so that trends can ~
be detected early and the knowledge organized in the

interest of meeting specific union objectives.

(Refer to pp. 23, 86 (TWU) and 95 (CWA).)

10.

Using both bargni?zﬁ} and consultative forums, unions

could lobby for involvement in the design and delivery of
1 .

in-house training. The goal of such efforts would be

‘ R ‘ ,
more systems-oriented trnining,xwith the explicit i{ntent .
6f broadening the ski{lles snd abilities of employees/yuL

of promoting e@ployeeo from within the company for new

job openings.

(Refer to pp. 63-69, 86,87 (TWU), 96-98 (CWA).)

11.

3

Unions could lobby for the redirection of. a percentage of
1

the profits técultin;xirom more efficient aystems into

training.

(Refer to pp. 86,87 (TWU), pp. 103,104 (CWC).)

12. Unions involved in apprenticeship training should assess

3
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these programs in terms of the employment flexibility they
. 4

~

provide workers now 5pd for the future.

(Refer to pp. 69-72)

13.

aal

(Refer to p. 84 (TWU) and 89,90 (CWA) 106,123 (cWC).)

l4.

Unions J;uld Jurgain for greatet job mobility within a
company and for the elimination of artificial barriers
between low-skilled and higher-;killed jobs. Promo;ions
within the company should be partially based on the
successful completion of courses arranged or offered by
union/management. The plpe?itte;s union has’set such a

precedeﬁt by putting skill upgrading ahead of seniority in

selecting candidates fo} promotion.

Unions could develop a puﬁlic rglatione campaign to pro-
mote these‘nev training and consultative mechanisms. Such
publicigy is needed to counter the videly-hgld association
betwéen labour unions, greeé andlabuse of power. '~ Such a
campaign should also promote the idea that workers are
entitled to a share of the benefite of technologica;
change and that the designers and implementers of new
systems have a responu}biligy to those directly affected.
It should be directed’at~whift1ng responsibili?y away from

displaced workérs and onto the dec}aion-mnkers, as David

Ncbie argues. ~t : / g

(Refer to pp. 23,75) : : s

15.

‘ .
Unions could establish a consultative problem solving
p
mechanism for union meémbers to devélop strategies around

B
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such issues as deakii}ing, new technology and management

_control, alternative job structures and training. The

"search-conference" model used by the Federation of Danish
Trade Unions is appliégble here. On the request of a
local, the federation organizes. lecture series sné i;vite;
speakers from outside the union and frgq the company -
itself to presgntdﬁheir perspectives on the chosen issue.
Union members then splié into groups nndvretﬁrn with
quest;ons‘for’the guest speakers. - The 3roups‘identi£y
prbblema for further study and submit their finéingé ofd .
favoured solutions to the local's next annﬁal‘general
meeting for decision. The federation hgu 6fgun1ied this

&
type of workshop on an industry-wide basis as well (OECD,

T gy,

1983, p. 159).

(Refer to pp. 59,60 and 95-97 (CWA).) /’“E

16.

17.

£S

Regional or district union offices could co-ordinate local

etudy groups by providing them with research and educa-
. *

tional mater{als and by maintaining a flow of information
among the groups. ‘

Unions could work with community groups and colleges to
develop upgrading courses in basic skill areas such as

* . .
written communications, logic and analysis, basic science,

math, the economic and cultural environment, problem
solving and entrepreneurial skills. The CWA local in

Pheonix {s an, example of the successful application of

this strategy.

(Refer to pp. 58-61, 73,74 and 98,99 (CWA).)
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This is a chalienging time for union organizers and o
educators. \One unioé staff member ue}d"that given the anti-
unién env;rénment today, he envie; the struggles of:- UAW | ',0 };%
organizers in the '30%s (CWA, 1984c). Unions are seeking new
diqensione to.their role as the pr;teétor of workers!'
~interests. The future of unions 11;3 in two areas:

l. in their ability to help shape workplnce‘technologies
so that lkill and‘dignity in work ar¢ maintained and "

2. 1in ‘their :;ility.to provide members with job and
negotiptf;n ayili{ that w them to participg:e,ga

equals with management\ifn an increadingly automated work-
R

place.’

It is hoped that this research will Nead some unions in

-

these directions. s

P
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