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Chapter 14 – Dynamics of Labour Relations
Government Regulation of Labour Relations
Regulated by mix of federal and provincial laws
90% of workers are governed by provincial legislation
Industrial Relations Disputes & Investigation Act
Specified the right of workers to join union
Allowed unions to be certified bargaining agents
Labour relation board
Administers the statutory procedures for acquisition, transfer, and termination of bargaining rights
Hearing complaints related to unfair labour practices
Supervising strikes & lockout votes
Determining whether bargaining was done in good faith
Remedying violation of labour legislation
Labour Relations Process
1. Workers desire collective representation
2. Union begins its organizing campaign & if successful, certified and recognized
3. Collective negotiations lead to a contract 
4. Contract is administered
1. Workers Desire Collective Representation
Why Employees Unionize
A result of economic need 
Dissatisfaction with wages, benefits, & working conditions
General dissatisfaction with managerial practices
Promotion, transfer, shift assignment, or other job-related policies
Favoritism in the workplace is a major reason
Seek to have a voice in the setting of working conditions
Fulfill social and status needs
Union shop 
Provision of collective agreement that requires employees to join union as condition of employment
2. Organizing Campaigns
1. Employee/union contact
explore possibility of unionization
union officials gather employee needs, problems, grievances
employees investigate advantages of representation
2. Initial organizational meeting
organizer schedules union meeting to attract more support
address employee needs and explain how union can secure goals
find employees who can help direct campaign
establish communication chain to reach all employees
3. Formation of an in-house organizing committee
composed of employees willing to provide leadership
role is to interest other employees and support campaing
have employees sign authorization card (indicates willingness to be represented by union)
In Canada this card collection is first step of process
2 processes to union certification 
1. Union must submit majority (over 50%) of authorization cards for employees to labor board
2. Mandatory ballot method where union must obtain authorization cards on behalf of certain number of workers to obtain vote (40% or more in Ontario). Labour Board orders vote for those in bargaining unit which union must win.
4. Application to a Labour Relations Board
File application for certification to Labour Board
Labour Board applies model, either certifying union on basis of card-check, or vote in mandatory ballot use, dismissing application if union does not submit necessary authorization cards
5. Issuance of a certificate by a labour relations board
Labour Board declares success or failure of certification 
If successful, board certifies union, if not, board dismisses application
6. Election of bargaining committee & contract negotiations
Once certified, committee negotiates collective agreement
Employer Tactics
Must not interfere with labour relations process
Prohibited from dismissing, disciplining, or threatening employees for exercising union formation
Emploers make the case of employees having the right to not join a union
Exployer resistance is the norm in Canada
Been found to decrease probability of successful unionization
Union Tactics
Prohibited from interfering with employers organization
Cannot intimidate employees to become members of union
Cannot entice discrimination on nonunion employees
Msut provide fair representation in bargaining unit
All prohibited activities are considered unfair labour practices
How Employees become Unionized
Procedures vary across Canadian jurisdictions
Voluntary Recognition
Employers voluntarily recognize & accept a union
Contract Negotiation
Once bargaining unit has been certified, employer and union are obligated to bargain over terms & conditions of collective agreement
Usually terms range from 1-3 years but there is no maximum
Decertification
Majority of employees apply for decertification because they don’t want representation anymore, they want different representation, or union failed to bargain
If collective agreement reached, decertification can only happen towards expiry date
Impact of Unionization on Managers
Wages and benefits are higher in union organizations
Unions can have significant effect on the rights excercised by management concerning employees
Unionization restricts freedom of management to formulate HR policies and can challenge authority of supervisors
Challenges to Management decisions
Decisions such as subcontracting work, productivity standards, job content, can all be challenged and eroded by unions
Loss of Supervisory Authority
When disciplining employees, supervisors must be certain they demonstrate :just cause” for their actions
These actions an be challenged by unions 
Specific contract language can reduce supervisors ability to manage areas

Structures, Functions, & Leadership of Labour Unions
Unions that represent skilled craft workers (carpenters/masons) are “craft unions”
Unions that represent unskilled & semiskilled workers employed along industry lines are “industrial unions”
“Employee Associations” represent various groups of professional & white-collar employees
Labour Organizations
regardless of type, labour organizations are diverse organizations
each having its own structure, objectives, & methods of governance
3 levels
1. central labour congresses
2. international & national unions
3. local unions belonging to parent national or international union
Canadian Labour Congress (CLC)
Central federation of unions
Most influential labour federation of Canadian consisting of over 3.2 million
Influence and promote programs that are of interest to labour
Lobbies, resolves jurisdictional disputes, maintaining ethical standards, providing education & training, conducting research, & representing Canadian interest at international labour movement
International & National Unions
International unions tend to affiliate with American unions
39 international unions and 184 national unions in Canada
both made up of local unions providing strike support, assistance with negotiations and grievance procedures
Ensure all employers ay similar wages to unionized workers removing higher wages as competitive advantage
“Bottom-up Unionism” is when authority comes from local or bargaining-level of union
“Top-down Unionism” is when authority comes from the top, usually International union
Local Unions
Employees of any organization can form their own local union with no affiliation to national or international unions
More then 600 independent local unions in Canada
Usually members are also members of national or international unions making financial resources an advice available
Unionized employees pay union dues that finance operation
Usually make their own decisions but turn to upper unions for bargaining help, research, and advice
Union officers trained by national unions
Role of Union (shop) Steward
Represents interest of union members in their relations with immediate supervisors & other memebers of management
Usually elected by union memebers and sevre without union pay
“Person in the middle”  caught between conflicting interest & groups
Role of Business Agent
Negotiating & administering collective agreement & working to resolves problems arising in connection with it
Assume role of counselor in helping union members
Satisfactorily resolve grievances
Administering daily affairs of local union
Labour Relations in the Public Sector
More then 70% of public sector employees are unionized
3 lagrest unions in Canada represent public sector employees
Canadian union of Public Employees (CUPE) – 548,000
National Union of Publib & General Employees – 340,000
Public Service Alliance of Canada (PSAC) – 166,000
Respresents different groups which are threatened by increased cost-cutting efforts in government resulting in employee reductions
Differences between buplic and private sector bargaining 
1. Political nature of the labour-management relationship
2. Public-sector Strikes
1. Political nature of the labour-management relationship
Government employees are not able negotiate with their employers on the same basis as in private organizations
Private sector has economic foundation wheres public sector is political
Public sector service (government) is not usually exchangeable like private sector companies 
Public sector authority starts from bottom (public) to top (elected representatives)
Private sector authority starts from top (board of directors) to bottom (lower management)
Public employees can exert influence not only as union member but alo as pressure group and voting citizen
2.Strikes in the public sector
Government services are considered essential and not replaced easily
Strike in the public sector are opposed to
Strikes are permitted to certain groups whose service are nonessential and do not endanger to publics health, safety or welfare
Denying their right strike greatly reduces their power during bargaining
Arbitration methods are used to resolve bargaining deadlocks in the public sector to aboid strike
Compulsory binding arbitration (police, firefighters)
Neutral third party is appointed to resolve
Final offer arbitration
Arbitrator must select one or the other 
Usually side that has moved closer to reasonable settlement in final offers
Government can also enact “back-to-work” legislation, as option with increasing frequency
The Bargaining Process
Entails long hours of extensive preparation combined with diplomatic maneuvering & the development of bargaining strategies
Uses of economic pressures in the form of strikes & boycotts by unions
Lockouts, plant closures are similar pressures used by employers
Both sides may seek support from public or courts as pressure
1. Preparing for Negotiations
Assembling data to support bargaining proposals & forming team
Gathering Bargaining Data
Primarily in the areas of wages and benefits
Supervisors and managers can be very good sources for the “next” agreement
Bargaining Teams
Usually 4-6 reps
Chief negotiator for managementis usually VP or manager for labour relations
Chief negotiator for union is local union president, national union rep, or business agent
Management team made up of reps from other areas (HR, operations, legal)
Union team made up of chief steward, various local union VP’s, rep from national union
First meeting is important due to the conduct of negotiations largely depending on the relationship and attitude of negotiators toward one another
2. Developing Bargaining Strategies & Tactics
Employers should consider proposals the union is likely to submit, goals the unions is striving for, extent to which it may be willing to make concessions or strike
Should address points like
Likely unions proposals & management responses to them
Listing of management demands, limits of concessions, anticipated union responses
Development of a database to support management bargaining proposal’s & to counteract union demands
Contingency operation plan should employees strike
Initial demands for both sides are usually greater than hoped to achieve
Same characteristics as poker game
Each side tries to determine opponents position without revealing theirs
3. Conduct Negotiations
Negotiating the Collective agreement
The bargaining zone: limits between which the union and employer are willing to accept opposing offer
Deadlock results when each side refuses to either increase limit or decrease demand to satisfy limits of either side
Negotiations Influence
Bargaining history between parties
Laws & administrative rulings
Other negotiated outcomes
Public opinion
Personalities of negotiators
Economic influences
4. Formalize Agreement
Agreement must be signed by both sides before finalized
Internet-based Bargaining
Adversarial bargaining: start with defined positions & through deferral, persuasion, trade, power, parties work toward resolution of individual demands
Does to establish long-term relationships but instead suspicion and compromise
Non-adversarial approach (internet based bargaining)
Identification & resolution of mutual interests rather then the resolve of specific demands
Problem-solving process conducted in a principled way that creates effective solutions while improving bargaining relationship
Brainstorming, consensus decision making, active listening, process checking, and matrix building used for settlement
Underlying goal is to create relationship for future based on trust, understanding, and mutual respect

Management & Union Power in Collective Bargaining
Bargaining power consists of a sides economic, political, and social influence to achieve its demands at the expense of the other side
Union Bargaining Power
Power may be exercised by striking, picketing, boycotting
Critical importance is the extent to which the employer can continue operating through the use of supervisory & nonstriking personnel and employees hired to replace strikers
Management Bargaining Power
Power largely rests on being able to continue operations in the face of a strike 
The use of managers and supervisors to fill positions is a common strategy
The lockout strategy is also a strong management strategy where they lock out employers and refuse work (NHL lockout)
Resolving Bargaining Deadlocks
Mediation and irbitration help resolve deadlocks
Mediation: voluntary process that relies on communication and persuasive skills of a mediator to help the parties resolve their differences
Arbitration: interest arbitrator assumes role of decision maker and determines what settlement should be
Interest arbitration used more commonly in public sector
Arbitrator used to break deadlock on disputes arising from administration of agreement is called rights arbitration
The Collective Agreement
Concluded negotiations become binding documents 
A collective agreement contains the issue of management rights and the forms of security afforded the union 
Issue of Management Rights
Conditions of employment over which management is able to exercise exclusive control
Union Security Agreements
Union must represent all bargaining unit members equally
Union officials seek to negotiate some form of compulsory membership as condition for employment
“shop” agreements attempt to require employees to join the union
Administration of Collective Agreement
Negotiated Grievance Procedure
Provides fo the union to represent the interests of its members in processing a grievance
“heart of the bargaininig agreement”
initiated by the union when it feels maanegement has violate some artivle of the agreement
provides a formal and orderly procedure for the union to challenge the actions of management without resorting to strikes
Rights Arbitration
Provide the solution to a grievance that a union and an employer have been unable to resolve by themselves
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