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ABSTRACT 

In the 1990's, the Canadian pulp and paper industry has experienced signifiant 

global competition. In the global arena, Canada is a high-cost, high-quality 

producer, but ifs hard to exact a premium for quality. There are m y  factors 

which contribute to this equation, yet the questions remains, will the high cost 

producers survive global competition. In British Columbia, the per-tonne cost of 

pulp produced is 30 percent higher than Finnish pulp, a h c t i o n  of our higher 

labour, energy, transportation costs and taxes. This reality is forcing management 

to increase performance by reducing costs and by improving productivity. 

Therefore, British Columbia's pulp and paper producers approached the 1997 

collective bargainhg process, with the intent of negotiating language on workplace 

flexibility. To tbis end, a major labour dispute occurred between Fletcher Challenge 

and their two unions, foIlowed by a nine-month strike. Eventually an agreement 

was reached and the industry had a pattern settlement, including language on 

flexible labour practices. 

However, as many producers soon came to realize, negotiating the language was 

only the fkst step in a long, bitter and time consuming process. In general terms, 

the unions were philosophically opposed to the introduction of flexible labour 

practices and were reluctant to assist in the Mplementation process. Also, because 

the agreement language was purposely vague, it allowed the British Columbia pulp 

and paper producers both the opportunity and the challenge to implement the type 

of flexible labour practices that wodd work and be supported by the major 

stakeholders. 
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CHAPTER 1 

INTRODUCTION 

The introduction will focus on four topic areas: the purpose of the study, the 

problem or opportuni@, the organization, and an overview of the study. The 

"purpose" introduces the research question, context and the aim of the study. The 

"problem and oppor td ty"  refers to why the research question is relevant and the 

signincance of the problem exists. "The "~rganization'~ refers to the sponsor of the 

study in which the problem or opportunîty is being looked at. Lastly, the study 

"overview" introduces and explains each component of the study. 

Purpose of the Study 

The study will attempt to answer the research question, ' m a t  type of flexible 

labour practices will work and be supported by the major stakeholders a t  

Weyerhaeuser's Kamloops Pulp?" The term "flexible labour practices" is 

synonymous with the term "Labour Process Flexibilitf (Holmes, 1997), which 

refers to a work design concept that requires a more free flow and autonomous work 

arrangement, an expanded employee skill base and more cooperative labour and 

management relations. Flexible labour practices are introduced primarily to 

increase productivïty and reduce costs. The term, "supported", means being 

acceptable and willing; the term "major stakeholders," refers the managers, 

supervisors, union and the employees at Kamloops Pulp. The union refers to the 

Pulp, Paper and woodworkers of Canada (PPWC) and the employees are unionized 

workers represented by the PPWC. In the study the researcher will further analyze 

and explain the term "flexible labour practices" in relation to its application and 

acceptance in the workplace. To further understand the meaning, it wiU be 

important to review both the physical and human side of work. 
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It is hoped that, a t  the end of the study, the researcher will recommend, to the 

sponsor organization, a type of flexible labour practice that wi l l  be supported by the 

major stakeholders. In addition, the researcher hopes the study will open the 

process of dialogue between pulp and paper producers and the communiw at large. 

The recommendations wiU be arrived at, though inquiry and shared meaning 

between the researcher and the research participants. By doing so, Kamloops Pulp 

will ultimately gain fiom the research study, concepts and ideas that then provide 

the impetus for the implementation process to follow. 

The background of the study is a recently negotiated labour agreement in Western 

Canada's Pulp and Paper industry, which includes language on full labour 

flexibility. The agreement is a settlement between Fletcher Chdenge Ltd. and two 

unions, the CEP (Communications, Energy and Paperworkers Union and the PPWC 

(Pulp, Paper and Woodworkers of Canada). The pulp and paper industry, including 

Kamloops Pulp, has attempted to infzoduce workplace flexibility in the past, with 

limited success. The study will further explore the current and past agreements in 

process of answering the research question- 

The Problem and Opportunity 

To understand the problem, there are several factors that should be discussed. 

Firstly, economic realities in the world pulp and paper market are forcing Kamloops 

Pulp to be more cornpetitive. During the 1 9 9 0 ' ~ ~  Canadian Pulp and Paper 

Association (CPPA) increased capital spending on new facilities around the world 

which changed the outlook for the Canadian pulp and paper industry. While some 

of this new production came fiom Canada, the majority of it came Fom Asia and 

South America where low cost fibre and labour enabled these new producers to sell 

at lower prices than North Arnerican producers. However, nifFicult market 

conditions have led a number of high cost North American mills to announce 

permanent shutdowns. There are many factors which contribute to this equation, 
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yet the questions remains, will the high cost producers, including Kamloops Pulp, 

survive global competition as described in this study. 

Secondly, a perceived problem of ineffective and ulefficient labour practices was 

reco-anized with language in a new labour agreement, "the introduction of flexible 

work practices is designed to improve productivity, improve product qualîty, reduce 

downtime and lower costs while ensuring that the work is completed in a safe 

manner" (Labour Agreement, 1998, p. 2). The new labour agreement provides 

sweeping language of "full flerribility," however the means of implementation was 

not well deked leading to the unanswered research question- With the need to 

achieve unfettered flexibility, Fletcher ChaLlenge left the language open-ended and 

vague, leaving other mills to interpret the meaning. At the same time, the recent 

labour agreement and benefits will cost Kamloops Pulp over twenty-one million 

dollars over the six-year term of the agreement. This Agreement increases the cost 

structure and hence places a greater imperative on fïnding ways to be cornpetitive. 

And fïnally, what makes the opportunity elusive is the fact that the Pulp, 

Paper and Woodworkers of Canada (PPWC) has opposed the introduction of 

flexible labour practices. At Kamloops Pulp, Local 10 of the PPWC, has 

declared its current position, which is not to participate in any way, with the 

implementation of flexible labour practices. During bargaining, this Local in 

particular was vocaUy opposed to the new labour agreement. Their belief is 

that flexible labour practices will lead to job loss and the de-skilling of 

workers. They have witnessed past attempts by management to implement 

more flexible labour practices and maintain their position of strict delineation 

of work and work rules. Employees seem to understand the global picture 

and need for change, yet coming to  a common understanding of flexible 

labour practices will be difficult- To create meaning, what type of flexible 

labour practices will work and be supported by the major stakeholders is the 

question to be answered. 



The Organization 

This study is focused on an organization incorporated in 1900, Weyerhaeuser 

Company Ltd. This Company is one of the world's largest integrated forest 

products companies. Weyerhaeuser is principally engaged in the growing and 

harvesting of timber; the manufacture, distribution and sale of forest products; and 

real estate construction- It has offices or operations in 12 countries, with customers 

worldwide (Weyerhaeuser Annual Report, 1999). Weyerhaeuser's Canadian 

operations include businesses in British Columbia, Alberta, Saskatchewan and 

Ontario employing some nine thousand "skilled" people. This study is about one of 

Weyerhaeuser's Canadian Operations, Kamloops Pulp, which is furtber profïled in 

the methodology section of this report. 

Weyerhaeuser is the world's largest owner of softwood timber and the world's 

largest producer of softwood market pulp and softwood lumber. In 1999, sales were 

$12.3 billion the second highest among North American forest product companies. 

Over forty-five thousand of the company's forty-seven thousand employees are 

employed in these timber-based businesses, and of this number, approximately 

twenty-one thousand are covered by labour agreements. Weyerhaeuser views 

flexible labour practices as a key business strategy in pursuit of their vision "to be 

best forest products Company in the world" (Weyerhaeuser Annual Report, 1999). 

Ovewiew of the Study 

In Chapter Two, Literature Review, the problem and its context will examined in 

greater depth. The literature review will examine concepts like job design, 

leadership and organizationd learning and their relationship to the changing 

nature of job design. Also examined, will be the impact of world cornpetition on the 

Canadian pulp and paper industry and the challenges facing management, job 

design, culture, and labour and management relations. Lastly, the impact of this 
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cornpetition on British Columbia's pulp and paper industry is forcing management 

to reduce costs, thus the need for organizational flexibility is examked. 

Chapter Three, Project MethodoIogy, examines the various means of uiquiry used in 

the study. A model of inquiry, action research is explored, followed by the method 

of inquiry, which were interviews and a focus group. Also, ethical considerations 

and possible research implications are discussed. Lastly, the researcher explains 

the processes used to disseminate the research hdings. 

Chapter Four, Report on Data, explains the research fïndings in terms of what the 

participants experienced, believed or understood about the past, present and future 

of flexible labour practices. This chapter is divided into seven distinct themes: work 

design and implementation, measuring and monitoring results, culture, labour and 

management relations, leadership, organizational structure and systems, and 

findy,  learning and training. 

Chapter Five, Data Analysis and Discussion, the data are viewed in light of the 

literature and the researcher hdings.  Also, as in the Report on Data, the same 

seven themes were used to analyze and discuss the hdings. 

In Chapter Six ,  Conclusions and Recommendations, the research study is examined 

for general or specinc fmdings, which best describe the meaning or the intent of the 

research question. At the same time, the researcher WU recommend to the sponsor 

organization, possible solutions or a job design model that could be used as part of 

an implementation strategy. To conclude, the researcher will examine what's 

rnissing fkom the body of research, and report on any personal lessons learned 

during the research study. The final section, Appendix, includes documentation 

that supports the research study and methodology. 



CHAPTER 2 

LITERATURE REVIEW 

Introduction 

The literature review will explore and contrast the different concepts associated 

with job design and consider the impacts on organizational leadership and learning. 

Also considered wïll be the effects of global competition on the pulp and paper 

industry ui Canada and British Columbia, which is forcing the industry to re- 

evaluate the way work is performed. The e introduction^^ will briefly explore 

economic pressures that are forcing management to rethink their perspective on job 

design. 

Technology, amalgamation and global competition are changing the look of today's 

rnanufacturing sector. This competition (Hartley, 1995) is causing a major shift in 

management's production strategy, including the cost of labour, the availabiliw of 

q u u e d  workers, and the cost of capital. Competitiveness also depends crucially 

o n  how companies organize themselves, how they use and develop their human 

resources and how they match technology and worker involvement. Increasingly 

over the last decade, manufacturers began responding to this international 

competition by adopting innovative job design concepts that  reduce the use of 

narrowly defïned jobs and tasks. These innovative job design concepts have been 

adopted by about a quarter of the larger enterprises, including plants run by 

companies as varied as Coca-cola, Renault, Motorola, and Procter and Gamble. For 

example, Osterman (1994) found that approximately 35 percent of private-sector 

establishments with £ifty or more employees made substantial use of flexible job 

design concepts. 

Throughout these establishments, many different approaches to job design and 

flexibilïm are used. Each has different strengths and weaknesses, and involve 
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different trade-offs in the process of further enhancing productivi@. The history of 

job design will be explored further in the next section. Holmes (1996) explained 

that flexibility could vary from functional, numerical and hancial flexibilim to 

flexibility of working hours. Piore (1986) suggests that hc t iona l  flexibfity is the 

most common; it allows workers to perform a wider number and variety of tasks, 

using a collaborative approach to work. Workers benefit fkom having more 

challenging and varied work assignments, more control over their work, higher ski11 

levels, higher pay opportunities and greater job marketability (Dalton, 1998). Also, 

incentives programs like pay for SUS and knowledge or gain sharing system that 

increase worker cornmitment can be important (Gitterman, Horrigan, Joyce, 1998). 

These new job design or labour practices are making obsolete the established 

paradigms based on Taylor's work design princples of scientific management. The 

challenge will be to avoid the traditional reductionist approach, which results in 

roles and tasks being narrowly defhed with very little flexibility. Instead the 

opportunity is to organize the work more naturally, where employees continually 

learn and use new skills to enhance their effectiveness. 

History of Job Design 

At the end of the American Revolution, the 1870's marked a period of great unrest 

and political upheaval that was of seismic proportions. Also, adding to the 

dynamics of this period were technical innovations particularly in Britain, that 

became the foundation of industrialism. Braverman (1974) believes that early 

forms of job design shared several common philosophies, control and stability. In 

the fist Industrial Revolution, which started in England, in the eighteenth 

Century, the dominant workplace system was organized around the "craft" 

paradigm. In the craft system, small-scale employers attracted into the workplace 

skilled workers who performed very complex tasks. Appelbaum and Batt (1994) 

explained that this systern featured a very lean management structure and left 
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control in the hands of the workers. In the 1900ts, Fredrick Taylor's scientific- 

management approach "Taylorism" was introduced. Taylor (1911) believed 

management could take the control away nom the craft workers through 

engineering techniques that closely examine every aspect of the work. He believed 

that there was "one best way" to accomplish every task and that if a worker 

completed just one step in a manufacturing process, the result would be faster 

overall production. He promoted the concept of taking skilled craft work and 

subdividing it into unskilled components. The system put management in a 

stronger position of control while creating more bureaucracy and a top-down 

management approach. 

By 1908, Henry Ford translated scientifïc management into the context of the 

automobile industry (Marshall and Tucker, 1992)- This American model focused on 

assembly line and mass production techniques and worker attributes. Ford, was 

not concerned with the intellectual capabilities of workers; he was concerned only 

with their physical qualities. Rayner (1993) explained that people in this job design 

model became mere extensions of the machine and if they could not perform their 

function they were easily replaced. In 1945, Edwards Deming challenged many of 

the early job design approaches. Derning (1984) saw production as an open and 

revolving system, which could be measured, adjusted and continuously improved. 

This quality based approach consisted of fourteen points which expressed his 

philosophies of empowerment. 

In post, 1950's, traditional philosophies of work started being challenged by a new 

paradigm. Rayner (1993) believes this transition is characterized by the shift Fom 

the control paradigm to the cornmitment paradigm. In the 1950's a "socio-technical" 

systems theory was introduced, built on the foundation of an open system concept. 

Eric Trist and K.W. Barnforth (1951) £irst demonstrated the theory and approach 

during an  examination of British coal rnining practices. Through numerous studies 

they concluded that to achieve "joint optimization" and effectiveness, the work 

subsystems must include both social and technical aspects. As the individual was 
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viewed as being complementary to the machine, the changes were expected to bring 

about increasing variety for both the individual and the organization. This concept 

included reduced job alienation, worker satisfaction and the use of teams. After the 

Second World War, Eric Triçt and his colleagues at the Tavistock Institute 

advocated a new paradigm of work based on changes in the work system, group 

activity, interna1 regdation, redundancy of hc t ion ,  and discretionary work roles 

(Trist et al. 1963). 

In the late 1960's and the early 1970's the European automobile industry started 

experimenting with new job design models. Ln Sweden, Volvo was facing many 

labour challenges and so they refocused on "humanizing" the work (Sachs, 1994). 

At their Kalmar plant, the use of Automatically Guided Vehicles (AGVs) allowed 

car bodies to travel throughout the plant on a carrier, thus breakhg up the 

assembly line approach. Workers at the plant were organized into small groups 

charged with the assembly of one of the car's subsystems. A unique part of this job 

design model, included buffer zones, where workers could build up buffer stocks of 

assigned assemblies in order to earn break periods. 

Building on these concepts, in 1970 the "lean production" model devised by Ohno for 

Toyota Company was unveled (Applebaum and Batt, 1994). Lean production was 

introduced to  North America via Japanese automobile transplants. The model 

allowed for increased workforce flexibility by enabling all members of a team to 

rotate amongst all tasks (Monden, 1983), providing the beginning of a true multi- 

ski11 design model. Through cross training and multi-skilling, a "lean" workforce 

has an array of s u s  compared to the traditional workforce where each worker is 

responsible for only a small part of the process. Cipriano (1996) suggests that the 

lean production model also perpetuates some of Taylor's thinking, in that it aims at 

the total productiviw of each individual worker, over that of the whole organization. 

Unfortunately, the trade-off for the lean model was that it increased multi-skilling 

at  the cost of decreased expertise provided in the original craft model. Therefore, 

the lean model could be described as the "jack of all trades, master of none." 
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With the adoption the lean production model, North American manufacturers 

started to  look towards the Japanese for innovative job design concepts. Bratton 

(1992) explains how the Japanization of work focused on three main techniques: 

fiexibility, quality, and minimum waste. The Japanese also focused on "human 

resourceyy principles of: lifetime employment, teams, consensus decision-making, 

seniority based rewards and employee development. Cipriano (1996) explains that 

in the late 1 9 7 0 ' ~ ~  North American manufacture's introduced many of these team 

concepts including: JIT (Just in T h e )  production and TQM (Total Quality 

Management) programs. JIT production required teams of workers to coordinate 

their activities, so that production moved from one team to the other in a just in 

time basis. This process relied on  the efforts of the entire team to succeed. TQM 

management concepts focused on product quality, reduced inventories and remake. 

The TQM initiative was accompanied by attempts to increase employees' 

understanding of strategic principles through such means as training and 

communication, but that it did not involve any change in an employees' autonomy. 

Furthermore, this shift also included job design concepts like "responsible 

autonomy" and "flerrible specialization." The former has been associated with 

traditional models of personnel management and its role in the developrnent of 

more sophisticated work-design practices under Taylorism -- generdy referred to 

as the quality of working life (QWL) movement. Whitfïeld and Poole (1997) 

explained that QWL has been associated 6 t h  developments in strategic human- 

resource management, functional flexibility and the encouragement of employee 

responsibility and cornmitment. However, Rayner (1993) suggests that QWL had 

its flaws, especially in the fact that it created a parallel structure within the 

organization. 

Thompson (1994) suggests that the newer team concepts, of the 198OYs, have 

advanced to become more autonomous or self-directed. Self directed work teams 

use formalized communication processes and establish common goals across the 

organization. At the same time, workers achieve more ownership of the production 
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system and contribute more broadiy to problem solving and decision-making, 

without management interference. Within a self-directed team, the role of each 

individual is clear and work is performed in a precise and cooperative manner, 

allowing for fewer levels of management. Eaton and Voos (1992) suggest self- 

directed work teams and flexible job design have been found to have the greatest 

potential to enhance productivity at  the workplace. 

Mthough most North American organizations are moving closer to teamwork, there 

are oRen disadvantages and reasons why some teams fail. Rayner (1993) suggests 

that few North American manufactures' use teams across their entire organization. 

There can be perceived inconsistencies and unredistic expectations set, which can 

detract fkom a multi-team organization. Nahavandi and Armanda (1994) 

discovered that many employees feel teamwork is a waste of productive the. They 

often spend too much time building trust and consensus, consequently work and 

productivity can suffer. Also, Vogt and Hunt (1988) argue that occasionally teams 

are used as a downsizing exercise by management. Therefore, management must 

study the organizations political c lhate  and formal and informal work rules that 

could impact teamwork. Also, management must ensure all employees have 

complimentary skills that will benefit the entire team- 

To continue this approach, a job design model which compliments the concepts 

taken fiom crafts, Taylorism and lean production, is a multi-ski11 model known as a 

"Small Business Teams" (SBT) was proposed by Janice Klein (Klein, 1994). It 

defines labour flexibility as the deepening of an employee's ski11 base to enable them 

t o  complete a wider variety of tasks. Klein proposes to have a group of individuals 

(team) who are able to cornplete aU required tasks, including administrative 

functions. Team members are not required to be expert in all tasks but they must 

maintain expertise in one particular area of the team. Unlike the lean model, this 

model of job design could be explained as the "jack of all trades, master of one." 

With the emergence of highly skilled teams, cornes the next and current generation 



12 

of job design concepts, "High Performance" or "High Involvement." Yeatts & Hyten 

(1998) suggest that high performance work systems typically involve two main 

elements - production systems, which focus on how work is organized, and 

employment structures, which prov3de the environment within which these operate. 

Employees will participate in problem solving and decision-mirking of not only their 

unit but of the organization. Also, under this model employees must continudy 

increase their ski11 level and participate in personal growth plans. They typically 

receive recognition, rewards and employment security for their contributions to 

team and business success. Fisher & Fisher (1998) explai.. that high performance 

work systems also include a numben: of human resource policies and practices: 

hiring, training, performance and compensation, which are intended to enhance 

employee skills, knowledge, motivation and flexibility. However, Rayner (1993) 

argues that  the link between business strategy, team structure, job design and 

individual roles must be obvious. 

A key component of the high performance model is Bundlùig," which means that 

when labour practices are introduced in mutually reinforcing sets, they have a 

combined effect that is greater than the sum of their individual effects (Dyer and 

Reeves, 1995). This occurs for two main reasons, employee performance is a 

function of both ability and motivatian and employee performance is a n  over- 

determined phenomenon and is likely to be maxixnized when infiuenced by non- 

independent phenomena. Ostermari (1994) emphasized that high performance, in 

this sense, relates to the aim rather than the achievement - whether such systems 

are effective, is a matter for research and evaluation. 

Job Design and Leadership Styles 

This section will examine the relationship between leadership, organizations and 

job design. Several leadership theories will be explored: classic, strategic, leadhg 

and managing, transformational, transactional and the learnïng organization. 
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However, it is important to understand that there are risks associated with looking 

a t  job design in isolation; many interrelated systems either shape or are shaped by 

various forms of job design- 

Peter Senge (1990) prefers to look at  systems as a whole, since, the whole can 

exceed the sum of the parts. To achieve this state, Senge suggests the use of five 

"component technologies": systems thinking, personal mastery, mental models, 

shared vision, and team learning. These components he contends, are important 

when tryîng to change the nature of work (Le. job design). For an organization to 

grow, all components must in te rco~ect  and work together forming a whole system. 

Organizations need to take concrete actions to redesign work, providing the 

opportuniw for people to learn, experiment and practice a broader range of tasks 

than they have before. 

In section one, various job design models and concepts were examined with the 

intent of comparing past and current thinking. Early job design models, infiuenced 

by Taylorism, advocated management control and responsibili@ for information and 

decision-making. Management used a highly bureaucratic structure, supported by 

rules, laws and formulae. The marriage of scientifiic management and bureaucratic 

organization was natural and inevitable. Both approaches developed as a result of 

observing the failures of informal management approaches. While it remains true 

that the bureaucratic organization managed by the principles of scientSc 

management, is the cornerstone of job design, it bas also becoine cleax to many 

businesses that using the same old management assumptions and practices can not 

solve today's workplace problems. 

Rayner (1993) suggests that those whose direct management responsibilities may 

not be needed in the future, must receive a clear message as to  their role within the 

organization. The terms associated with a "leader," coach, champion or facilitator 

may conjure up in the minds of many of these managers a sense of powerlessness 

and giving in. Such descriptors serve to perpetuate the belief that there is much to 
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be lost and little to be gained by making the transition to a new form of work 

design. The classic view of leadership (i-e. management) is based on the assumption 

that people lack personal vision or the ability to  work through strategic issues. Yet, 

as employees and teams start absorbing many traditional management 

responsibilities, leaders must think more strategically and long-term. However, 

individuals who have spent a career managing plans and budgets, often struggle to 

enrol people in a vision and strategy. 

In the "Merlin Factor" by Charles E. Smith (1991), he focuses on the notion of 

leaders as ambassadors or agents of a visionary future. Leaders must act on behalf 

of the future, in the circumstances of the present, thus representing and negotiating 

the interests of the future. Their vision and strategies must challenge and motivate 

people, creating a clear sense of direction. In the absence of a clear vision or 

understanding of where the organization needs to go, the environment can be 

ambiguous and people will create their own direction. In this instance, many 

organizations gain cornpliance, rather then commitment, to their vision. 

Cornmitment is closely related to follower trust in the leader. Trust is u s u d y  

related to the leader's consistency in statements and actions. Developing employee 

trust in turbulent environments is, and wiU continue to be, an  important topic and 

challenge for leaders. 

Therefore, there is a need t o  explore how organizational trust, ethics and 

relationships can shape job design. Successful job design changes can often be 

undone, even after years of effort, because the new approach has not been anchored 

f imly ui trust and strong relationships. Therefore, Covey (1989) believes the 

leadership approach, which focuses on relationships, ethics and people, is values 

based leadership. In contrast, the ideals of "Fordism" viewed people as a n  extension 

of the machine and expendable. In Helgesen (1995), The Web of Inclusion she 

discusses the new millennium and its primary requirement for creati* and 

values-based leadership. She puts forth a new model, the web, as a metaphor for 

the organization of the future based on interwoven relationships. She uses a 
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spider's web to describe how a l l  individuals in an organization are actively involved 

in creating they're own work environment, which then extends out other 

interrelationships between constituents and stakeholders. Helgesen states, 

The web of inclusion, with its decentralized structure, multiple h e s  of 

communication, and emphasis upon the value of those who have not achieved 

top rank, provides an extraordinary means by which an organization can 

redehe  the role of those on its fiont lines, and so begin to ccax forth the best 

from them. (128 pp-) 

Building managementlemployee relationships built on openness, understanding and 

trust are at  the core of this inclusive leadership approach. 

Also, new forms of job design require different approaches to managing and leading 

people. Covey (1990) suggests management is bottom-line focused, while leadership 

deals with the top line. He views leading and managing as distinct processes. He 

argues that management is a function of leadership or leadership a function of 

management, yet both are required in organizations. Effective management is 

putting fïrst things first. Leadership decides what the first things are and describes 

the highest form of management (Covey, 1989). He references Maslow's hierarchy, 

in which management is focused on the basic human needs, whereas leadership is 

focused on the higher psychological needs of humans seeking tn attain actualization 

(Covey, 1990). 

Kotter (1996) argues the most significant organizational changes occur in times of 

crisis, and leaders should use this time to create a climate for change. Leaders 

create this climate by creating a sense of urgency, becoming champions for change 

and showing a strong commitment and passion for change. They need to be role 

models for change and celebrate short and long-term successes. Kotter suggests 

many organizations have difficulty changing or transforming fiom one work design 

mode1 to another, because efforts to effect change are often over managed and 
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underled. When undergoing change, many organizations send their people to 

change management workshops, when they should actually be trying to lead change 

not manage it. Organizations having made the shift, are describe as focused, 

flexible, and adaptable. Possibly the greatest distinction between leadership and 

management is in the concept oforganizational culture. Kotter points out that 

organizational cultures are created by leaders, and one of the most decisive 

functions of leadership is the management of culture. 

Kouzes and Posner (1995) compare leading and managing with transformational or 

transactional leadership. Transactional leaders tend to maintain a steady state 

situation and achieve the desired performance by rewarding people. These leaders 

more closely resemble the traditional definition of a manager in the 1970's and lean 

production model. Transformational leaders emphasize that emotional processes 

are as important as rational processes, and job design must address both the 

technical and human side of work (Yukl, 1998). This leadership approach c m  be 

compared to the socio-tehnical concept introduced by Eric Trist. Trist et al. (1963) 

believed organizations are often stuck between two paradigms; one is control and 

the other cornmitment, which is found in (transformational) organizations. Yukl 

suggests that transformational leaders "motivate employees by inducing them to 

transcend their own self-interest for the sake of the organization or team and 

activating their higher-order needs" (p. 325). They promote the future state, which 

increases awareness and gives meaning to work. 

When "transformational leaders" support innovative job design concepts, meeting 

objectives becomes a process. People may aspire to more challenging goals due to 

the alignment of personal goals and those of the organization. This idignment leads 

to empowerment. Empowerment is present when individuals or teams have the 

ability to make key decisions, implement strategy, take responsibility for problem 

solving and view development as a shared responsibility. Leaders support this 

vision by removing roadblocks, providing adequate resources and allowing decisions 

to be made, even ifit's not the way they would do things (Yukl, 346). However, for 
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empowerment to work, the appropriate information must be accessible and shared 

in a timely manner. At the same time, Yukl warns that empowering people in an 

unaligned organization can be counterproductive. If people do not share common 

objectives, and business realities, empowerment will only increase organizational 

stress and the burden of management to maintain coherence and direction. To 

relieve the feeling of stress, transformational leaders often act as coaches, teachers 

and mentors. 

The fundamental challenge is to tap the intellectual capacity in people, by creating 

an  environment where learning can take place. To truly engage everyone, is the 

key to tapping the potential in organizations. The term "learning organixation" has 

been used to describe organizations that learn rapidly and use the knowledge to 

become more effective. The learning organization and job design are closely related, 

because most innovative forms of job design require a significant shift in 

organizational learning, as found in the %igh performance work systems model." 

Peter Senge (1990), describes the learning organization as a place, ''Where people 

continually expand their capacity to create the results they truly desire, where new 

and expansive patterns of thuiking are nurtured, where collective aspiration is set 

fiee, and where people are continually learning how to learn together" (Senge, 1990, 

p. 1). In these organizations leaders develop new understandings, new skills and 

new capabilities for individual and collective learning. Resources are invested in 

promoting learning at all levels. YukJ (1998) suggests that leaders create processes 

to nurture and support ideas at lower levels in the organization. The values of 

innovation, flexibility and initiative are fïrmly embedded in the culture of the 

organization. 

The environment in most organizations is becoming increasingly dynamic and 

competitive. Yukl(1998) suggests that in this turbulent environment, 

organizations need to employ people who are oriented towards learning and a 

continuously changing work environment. Major change will be supported if people 

develop pride and cofidence in their ability to learn and adapt to change. 
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In conclusion, there is no question that classic management has sewed us well, 

considering the dramatic productivity improvements experienced throughout this 

century. But in the context of the 1990's this same philosophy has become a great 

inhibitor. Classic management puts such an emphasis on control that it often 

forgets about the importance of adaptation and responsiveness. Key aspects of 

increasing organizational adaptation or flexibility, such as leadership and learning 

are often seen as riinning counter to maintaîning strong management control. 

Leadership and job design will need to focus on the organizations ability to adapt 

and respond to changing market conditions and competitiveness. 

Pulp and Paper lndustry in Canada 

This section will examine the impact of global competition on the Canadian pulp 

and paper industry and thus the need for enhanced organizational performance 

through job design improvements. During the 199û's, increased capital spending on 

new facilities around the world signincantly changed the focus for the pulp and 

paper-manufacturing sector in Canada. The Canadian Pulp & Paper Association 

(CPPA), reported that six millions tonnes of amual pulp capacity came on line fcom 

1985 to 1995 in the form of new mi l ls  (CPPA, 1999). W U e  some of the production 

came hom Canada, the majority of it came fkom Asia and South America where the 

working conditions and laws are different. They benefit fkom a lower cost structure, 

including fibre and labour, which d o w  these producers to sell at  lower prices than 

North American producers. During the last twenty-five years the price trend of 

Northern Bleached Softwood Kraft pulp (NBSK) on world markets has decluied an 

average of almost five percent annually (Price Waterhouse, 1994). In 1974 the 

world price of pulp reached six-hundred and dollars US. per tonne, in 1980 the 

price was five-hundred and forty dollars, in 1990 it was back up to five-hundred and 

nfs dollars, but in 1996 the price dropped again to almost four-hundred and nfty 

dollars per tonne. In 1992 alone the p d p  and paper industry in Canada lost close to 

1.6 biUion dollars. Given that the last seven years have been one of the strongest 
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periods of economic growth in North America, the decade will be remernbered as 

perhaps the most hs t r a t ing  for Canadian pulp and paper producers. For example, 

no Canadian producer ranks among the top twenty-five producers worldwide: a 

quarter century ago there were three. Faced with high costs and low prices, a 

competitive recovery strategy has been launched across the United States and 

Canada that includes greatly reduced capital spending and consolidation to stop 

adding capacity to an oversupplied market (CPPA, 1998). However, the clifiïcult 

market conditions have led a number of high cost producers to announce permanent 

shutdowns. In recent years, there has been a renewed focus by Canadian pulp and 

paper producers to signincantly reduce production costs. Holmes (1996) agrees and 

suggests that in the serving mills, there has been a major push by management to 

improve the productivity and competitive position through changes in pulping 

technology, equipment modernization and job design. 

Global cornpetition and its impact on the Canadian Pulp and Paper industry has 

signincantly influenced managements decision to substantially improve the 

organizations overall performance. In this instance, performance is measured by an 

organizations productivity, which is influenced by two factors, technology and 

people. A Price Waterhouse Study (1994) found that productivity in Canadian 

mills, represented by tonnes per man-hour, was below that of U.S. mills m d y  due 

to older equipment. In response, management in many Canadian mills increased 

their operations technical capability and capacity. However, an  increase in 

technical capacity, only further challenges the need to improve the way work is 

performed. Frampton (1989) suggests that job design problems were actuaily 

masked by equipment modernization, causing management to value equipment over 

human labour. In pulp and paper mills where equipment availability is critical, it 

is not uncornmon to fïnd the cost of lost productivity to be fifS to one hundred times 

the cost of maintenance labour. Therefore, management focused more on the cost of 

productive opportunity, resulting in less flexibility rather than more (Upton, 1995). 

In a productivity study conducted by the Texas Centre or Productivity and Quality 
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of Work Life, researchers analyzed the impact of innovative job design models on 

the financial performance of 13 1 US. companies. The study looked at the o v e r d  

output, defects, yield and downtime to define hancial  performance. The researcher 

concluded that some companies recognized up to thirty to forty percent saving by 

introducing innovative job design strategies. Dalton (1998) also points to changes 

in job design that permit greater operational flexibility and result in signîfïcant 

gains in productivity, as being a key factor in gaining competitiveness. A recent 

unpublished pulp and paper industry study, by Price Waterhouse (1998), analyzed 

the affects of job design on cost reduction. The study concluded that the Canadian 

pulp and paper producers had the opportunity to reduce costs by at least thirty 

dollars a ton by introducing innovative job design strategies. However, Upton 

(1995) suggests that job design improvements are not easy to measure and quanti&. 

Unlike most sources of manufacturing advantage, such as low cost or high qua&, 

increased effectiveness through job design is usually about a potential ability rather 

than a demonstrated ability. 

In the& search for increased effectiveness, pulp and paper producers in Canada 

have adopted a number of job design models. In Eastern Canada, improved job 

design models started appearing in 1993, and by 1997 there were at least 36 mills 

with some form of enhanced job design practices (Ready & Taylor, 1998). Over the 

past ten years, many Canadian mills have attempted to introduce a more flexible 

form of job design. In Corner Brook Newfoundland, a piecemeal modernization 

process was supported by the introduction of lean production. In Gatineau Quebec, 

Avenor invested a significant amount of capital to modernize their d, saving jobs 

and possibly a comrnUIil@- During and after modernization, management used 

restructuring and downsizing to establish increased funceional flexibility. In Powell 

River British Columbia, MacMillan Bloedel now Pacifica Papers, shrunk its 

workforce, introduced flexible labour practices and shifted production to higher 

value added products. In Whitecourt Alberta, the Alberta Newsprint Company 

established a Greenfield operation, which was started up under the concepts of 

fiexibility and lean production. In these examples, enhanced job design was 
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complimented or complicated by modernization and downsizing. However, the 

approaches used increased the overall efficiency and productivity of the mills, while 

creating the potential to change the nature of work, by shiRing from unskilied to 

skilled work. Holmes (1997) explains that using these models, jobs tend to be more 

cornplex, with individual workers responsible for a larger number of tasks and 

managerial responsibilities (Vickery and Wurzburg, 1996). 

In  attempts to  increase workplace flexibilim through job design, management has 

and will continue to face many more challenges. First and foremost is the strong, 

yet diminishing union movement in Canada. Considering the size of the Canadian 

pulp and paper industry, there are only two main unions representing workers, they 

are the CEP (Communication, Energy and Paperworkers) and the PPWC (Pulp, 

Paper and Woodworkers of Canada). The two unions are well established and 

represent ninety-fïve percent of the workers in Canada, with only five or six rnills 

not unionized (Kumar, 1995). In Eastern Canada the CEP has reluctantly accepted 

new forms of job design, because of constant management pressure and the 

economic realities in the industry. 

It is argued that Canadian unions have been slow to endorse new forms of job 

design for many reasons. For example, job design and flexibility have not been a 

priority issue for management until the early 199û"s, and employers have 

traditionally placed a low priority on human resource development and utilization. 

And, the utilization of a consultative or cooperative labour and management 

approach has not been used in any signincant way. Unions also argue and 

challenge managements thinking that new forms of job design are required to  meet 

productivity gains. Kumar and Holmes (1996) found, for many unions these 

approaches are no more then management strategies designed to cut costs and 

extend managerial control over production. From this perspective, the economic 

gains associated with flexibili* are won at  the expense of workers who experience 

work intensification and a shift in shopfloor control towards capital. 
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Furthermore, Smucker et al- (1998) explain that many union leaders view enhanced 

job design models as management girnmicks, only used to create more overtime or 

downsize the workforce. In contrast, management often assumes that enhanced job 

design models have a win-win outcome, lowering labour costs and providing for 

more job security. Barling, Kelloway, Harvey (1998) argue that these attempts a t  

restructuring will ultimately lead to a reduction in the workforce. In fact, in a 

recent unpublished pulp and paper industry study by the British Columbia Pulp 

and Paper Forum, they examined the empioyment decline, of unionized worker, in 

the Canadian pulp and paper industry over the last twenty years- In 1979 

employment numbers were 13,000, in 1994 the number had declined to 10,500 and 

in 1999 the number dropped again to 9,000. Whether global cornpetition or 

improved forms of job design are causing the employment decline, the possible 

outcome is the same. Many unions try to protect their members £corn the threat of 

downsizing by negotiating employment securiw clauses, yet if Price Waterhouse is 

correct; employment security clauses will only protect current workers and will not 

guarantee a future number of employees in the industry. 

Furthermore, Smith (1999) argues that in the past, Canadian pulp and paper 

unions have tried to protect their members by resisting new forms of job design o r  

by i n t e n s m g  traditional work rules, both formal and informal. Many of the 

forma1 rules such as seniority, Lines of progression, job classi6lcations and overtime 

provisions are still used across the industry. However, informal rules or practices 

are often more dïffïcult to  recognize and address. One such rule "craft interference" 

as explained by Frampton (1989) is a term used to explain the intewal during 

which a trades person must wait for a trades person of a different craft to arrive and 

start work. This definition implies that the &st trades person has worked up to 

their trade line and wiU not hfkinge on another trade's jurisdiction- Frampton 

argues that craft interference also causes other forms of interna1 resistance such as 

peer pressure and intimidation. Schein (1985) believes that a subculture like peer 

pressure is often hidden fkom management or the union influence. In many pulp 

and paper m a s  it is typical to see a small percentage of the given work force control 
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much of the labour process through peer pressure or intimidation. Schein suggests 

that in response, management wil l  often implernent more rules or policies, which 

actually work against workplace innovation and flexibility. 

Also, informal rules or internal resistance can be caused by "craft pride." Klein 

(1991) explains that craft pride can be looked at in two ways. First, it can be 

blamed for the resistance or lack of integration of new forms of job design. Or 

secondly, craft pride could actually solve many cultural issues or remove barriers 

impeding integration. Klein explains how craft pride is the He-blood of generations 

of workers; craft pride forms their identity and values. When trades people are 

asked what they do for a living, they typically ident* with their trade or 

occupation- Trades people are proud of their craft and have spent many years 

learning and honing their skills. Therefore, they see improved forms of job design 

as an erosion of their craft (de-skilling) and ultimately their jobs. Craft pride can 

either be an irnpediment to new forms of job design, or, if understood and managed 

properly, it can prove to be a competitive advantage. 

For management, understanding and addressing many of these workplace 

challenges will be the key to enhance performance. Krass (1998) believes that 

essentidy, the challenge lies in creating, or possibly recreating, a workplace in 

which people can contribute to their füllest capability. There are many innovative 

job design approaches that will support productivity and performance 

improvements, but ultimately they are aU grounded in the belief that people are the 

most critical competitive asset. 

Pulp and Paper lndustry in British Columbia 

This section will explore the impact of increased cornpetition o n  British Columbia's 

pulp and paper industry and will also examine the industry's curent  response to 

this challenge. In the past, the British Columbia pulp and paper industry has 
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prospered as a world supplier of quality pulp and paper products. The industry was 

and still is a major force in the provincial economy, accounting for sixteen percent or 

$3.8 billion aanually, of all manuîacturing shipments (Price Waterhouse, 1994). 

However, as explaùied in the previous section, the industry is no longer a unique 

low cost producer. Many offshore and North American cornpetitors enjoy a 

signifïcantly lower cost of production. According to the Canadian Pulp and Paper 

Association, Annual Report (lW8), the cost of pulp production varies throughout 

North America fkom, $380 a tonne in the Southern United Sates to $420 in Coastal 

British Columbia and $450 at tonne in the interior of British Columbia. 

Unfortunately, British Columbia's producers have little control over pricing 

therefore their focus must be on reducing the cost of production. 

The largest portion of the cost structure is fibre (raw material) followed by labour 

costs. The cost of labour in British Columbia's pulp and paper industry has risen 

significant;ly over the last twenty years. The P d p  and Paper Employee Relations 

Forum, tracks and reports on many industry trends; they concluded that in 1978 

labour costs, including benefits, were $24,000 per yeademployee, in 1988 they were 

$49,000 per year and in 1998 they had risen to $73, 000 per year. In 1999 the total 

cost of labour in the British Columbia's pulp and paper industry adds up to $673 

million. 

The solution now seems to be survival rather then profits and flexible job designs 

over capital spending. However, there does appear to be a light a t  the end of the 

tunnel. Global consumption of pulp and paper is expected to grow by more than a 

third, by 2010. The challenge WU be to secure British Columbia's share of that 

growth. The British Columbia pulp and paper industry's workforce is probably one 

of the most highly skilled in the world, yet, in past years, the industry has been 

extremely slow to change and is the last sector in the Canadian pulp and paper 

industry to address workplace flexibilim. The pulp and paper unions have 

intentionally avoided this topic, and management was reluctant to address the 

issue until1994. 



25 

In 1994, the industry's collective bargaining process changed fiom centralized to a 

decentralized, in part due to increased competition and globalization. Eaton and 

Kriesky (1998) also concluded that the introduction of decentrahated bargaining is 

often the result of increased global competition. The centralized bargaining process 

was based on an  industry-wide common table approach, which was supported by 

both management and union representatives of day. In 1993, a n  unpublished memo 

by Eric Mitterndorfer of the Pulp and Paper Industrial Relations Bureau, explained 

the results of a management court challenge, which decentralized the bargaining 

process and put the responsibiliw for bargaining on individual companies and 

unions. However, the unions' disagreed with the court r u h g ,  and countered 

management's approach by introducing a pattern setting process, whereby they 

would negotiate with one Company and then pattern the agreement throughout the 

industry. Therefore, the current decentralized process is not unlike the centralized 

model, because the true intent is not being realized, which is a mill by mil1 

negotiation. 

At the end of 1994, the bargainhg process ended with an agreement, which 

provided the industry's pulp and paper producers with a limit amount of trade 

flexibility and no real job design improvements. In this instance, the union resisted 

the implementation, while management seemed reluctant and iinprepared to peruse 

the intent of the limited agreement- In his study of flexible labour practices at  

MacMillan Bloedel's Powell River paper d, Hayter (1997) explained how the 

organization's 1994 attempt a t  enhanced job design or a "high performance" model 

(Streeck, 1989), proved to be illusive. The unions believed that the Craft and 

Taylorist models had been entrenched through years of negotiation and therefore 

any s i m c a n t  change must also be negotiated. 

For the Pulp and Paper industry, the signEcant bargaining event that the unions 

referred to happened in July of 1997. Fletcher Challenge Canada and its unions, 

the Communication, Energy & Paperworkers (CEP) and the Pulp, Paper & 

Woodworkers of Canada (PPWC), reached an impasse in bargainhg over the issue 
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of flexible labour practices. A strike occurred that lasted nine months before the 

parties were able to reach an agreement. During the dispute, the British Columbia 

government appointed mediators Vince Ready and Colin Taylor to lead an 

industrial enquiry commission. Ln their report, Ready and Taylor (1998) concluded 

that the parties were so far apart on  the issue of flexible labour practices that they 

described it as to tdy  unresponsive to each other's collective bargainîng needs. 

The company's strongly-held view is that flexible labour practices 

provide the business imperatives of reduced overtime, reduced costs, 

improved efficiency, uicreased productivity as well as improved safety 

and morale. (Ready & Taylor, 1998, p. 40) 

They claimed that an increasing number of producers in Eastern Canada had 

negotiated similar language, and that  the economic situation Fletcher Challenge is 

facing as reasons for the need to change the way work is performed. "On tbis issue, 

the collective bargaining redty  is that  the tide has turned in favour of the flexible 

labour practices mode1 advanced by the Company" (Ready & Taylor, 1998, p. 42). 

During the bargairiing process the unions, disagreeing with Ready and Taylor's 

view, and developed a working document outlining their interpretation of the 

proposed agreement. In an unpublished document "Bar gaining Flexcc the unions 

explained that work design concepts like teams, multi-skilling, multi-ticketing or 

pay for skills and knowledge did not form part of the agreement. 

In May of 1998 the bargaining process was complete with the ratification of a new 

six-year agreement that ïncluded language on flexible labour practices. However, it 

was evident to all parties that Ready and Taylor's award was not widely accepted. 

The term often used to describe the agreement is "legislating cooperation," which 

meant, that because the two sides could not corne t o  a cooperative agreement, one 

will be forced on them. This situation leaves British Columbia's pulp and paper 

producers with both the opportunïw and the challenge of implernentation. 
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It was understood by the industry producers that the implementation process would 

be difncult and chdenging, primarily because the agreement language was vague 

and did not stipulate the type of flexible labour practices that would work or be 

supported. The potential of this happening should have been recognized during 

bargaining. For example, Hayter (1996) concluded that a weakness of Streeck's 

(1989) high performance mode1 is that it failed to spec* the bargaining processes 

by which an outcome could be reached. He contends that it is imperative that both 

union and management develop a clear job design mode1 at the bargainhg table. 

However, during the 1998 bargainhg process, a term "living in the grey zone." was 

used to explain the future of flexible labour practices. This term emphasized that 

being flexible means, just that, and working within the unknown would be a future 

re ality . 

However, one part of the agreement that was not unknown was the provision for a 

modular-based training program. On this issue the agreement was clear; employees 

will participate in a "module based training program that wiU enhance the existing 

skills of employees ." This approach was sïmdar to another multi-skilling initiative 

at Pilkington Glass in Washington State, USA. As Littlefield (1995) explains, the 

move toward training brought forward some unique issues. In particular, 

employees who had not been involved with formal training for many years were 

reluctant to get involved. The Company solved this issue by developing a modular 

based training system, which paid employees for each completed module. Similarly, 

in the British Columbia agreement, employees are paid for each module completed 

and receive an  additional payment for using their existing skills. 

In November of 1998, Weyerhaeuser's Kamloops Pulp and the PPWC completed 

their negotiations, accepting the terms of the patterned agreement. The bargaining 

process had been uneventful, yet strained by vocal opposition from the PPWC 

bargaining committee against the implementation of flexible labour practices. For 

the management at Kamloops Pulp, the implementation process was further 

complicated by major changes taking place within the organization. During 
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"Notes of Clarification" "Appendix B," which was intended to cl- the intent of 

the language. However, neither the agreement language nor the notes of 
4 

clarification actually determined the job design mode1 or the means of 

implementation. After the agreement was reached, the PPWC continued their 

reçistance through silence and non-cooperative, forcing management to develop 

plans and strategies on their own. Therefore, the research question is posed ' m a t  

type of flexible labour practices wiU work and be supported by the major 

stakeholders at  Weyerhaeuser's, Kamloops Pulp?" 

In conclusion, the literature review explored the history of job design £rom 

Taylorism to High Performance Work Systems, followed by looking at the impact of 

leadership and learning. The review also exsmined the impact of global cornpetition 

on the p d p  and paper industry in both Canada and British Columbia, which then 

increases the pressure on management to explore new forms of job design. Finally, 

the need to be more cornpetitive culminated in the 1998 six-year labour agreement 

in British Columbia's pulp and paper industry, which included language on flexible 

labour practices. The agreement was firm but the means of implementation was 

not. The next section, Methodology, will review the various methodologies used in 

gathering the research data and analyzing the results. 
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PROJECT METHODOLOGY 

Introduction 

This section will explore the four prirnary methodologies used in the study: the 

model of inquiry, ethical considerations and research implications, methods of 

inquiry, and data reporting and analysis. The model of inquiry is the research 

approach used in this study or "action research." Ethical considerations are 

described in terms of respect, confidentiality and informed consent, and the 

research implications focus on validity and integrity. The method of inquiry refers 

to the data gathering processes, which were inteniews and focus groups. Finally, 

data reporting and analysis, explains the process used to report on the data and to 

analyze its relevance. In the end, the study's success will be determined by the 

development of concepts, themes, theories and observations (Denzin and Lincoln, 

1994). Therefore, the uniqueness and general applicability will be directly related 

to the methods used and the study fïnduigs. 

In addition, it is important to note that a "case study" approach was used as the 

template for this study. Case study is not a methodological choice, but a choice of 

object to be studied (Denzin and Lincoln, 1994), "As a form of researc3, case study is 

defined by interest in individual cases, not by the methods of inquiry"@. 236). This 

approach is preferred because it offers a sense of uniqueness, which can be 

described in terms of organizational context, history, approach, culture, and 

physical sett;ing. The case study is based on the experiences of an organization, 

Kamloops Pulp, and is set in the context of major change. As mentioned in the 

introduction, Kamloops Pulp is a producer of craft and speciality pulps for a world- 

wide market. Pulp is the raw wood fibre that is processed fkom wood chips and 

sawdust and is the principle ingredient for the manufacture of fine paper, newsprint 

and containerboard. The mil1 began operation in 1965 and is located on the 
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Thompson River in the city of Kamloops, British Columbia. Of the mill's six 

hundred employees, four hundred are unionized, and work in highly technical jobs, 

process operators, skilled trades, and technicians. 

Local 10 of the PPWC represent the unionized employees on site. The PPWC was 

founded in 1963; their approach could be described as militant compared to other 

Canadian unions. The union and management relationship is a key focus for 

Kamloops Pulp and the PPWC, yet continued efforts to improve relations have been 

tenuous. A distinct organizational culture, including its history, has made fïnding 

common interests and mutual gains diftlcult. 

Model of lnquiry 

As described in the introduction, a model of inquiry, action research allows for 

participants to self-discover, is the most appropriate. This model can be described 

as "a human-centered approach: people's ability to think and abstract meaning 

requires special consideration (Palys, 1997). Palys explains that in action research, 

"there is an emphasis on processes: perceptions and their meanùig, and how these 

merge and change" @. 22). Action research means employing a method of human 

research that investigates the local context without all of the more conventional and 

restrictive rules and allows the researcher and research participants to be engaged 

as equals (Stringer, 1996). Action research as a model of discovery can help 

participants rehame and enhance their understanding of issues and thereby 

facilitate the process of change. Stringer explains the rationale for an  action 

research methodology: 

1 present an approach to inquiry that wiLl help practitioners to explore 

systematicdy the real-life problems they experience in their work contexts 

and to formulate effective and sustainable solutions that will enhance the 

lives of the people they serve. (Stringer, 1996, preface pg. xviii) 
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During the research study it was interesting to observe the participants' reactions 

and varied interpretations of the research question(s). The researcher believes that 

many of these reactions were based on the distinct history and cultural norms of the 

organization. This is confirmed by the constructivist view, "that we actively 

construct reality on the basis of our understandings, which are largely, though not 

completely, culturally shared" (Palys, 1997, p. 412) and reflected in action research- 

Stringer also describes action research as a continually recychg set of activities. 

These activities can be iuustrated in an interacting process of 'looking - gathering 

data and describing the situation, thinking - hypothesizing what is happening and 

theorizing why and how things are as they are, and acting - reporting, 

implementing and evaluatingf (p. 16). 

Ethical Considerations 

In this study, ethical considerations are described in terms of respect for 

individuals, informed consent and voluntary participation. First, voluntary, 

informed consent was sought and ob tained from research participants. Each 

participant read and signed a consent forru, "Appendix E," accepting the terms of 

participation. However, all data obtained, was coded using fictitious names to 

ensure anonymity and codidentiality. Also, specinc data or information was not 

discussed outside the research study. And, tape recordings obtauied during the 

study were destroyed upon cornpetition of the data analysis. AU data collected for 

the research study were physically destroyed once the final report was completed. 

Until that time, the data were securely stored in a locked cabinet in the researcher's 

office off-site. 

Another ethical consideration not only ensured "respect" for individuals was 

maintained during the entire study, but also that no harm was caused in the 

process. Therefore, it was very important to assess the organizational climate and 

circumstances so that a cornfortable and safe environment could be created. There 



32 

was concern that some participants might experience varying degrees of risk, 

especially as it related to the position they hold within the Company. For example, 

because of the size of the management group, it was dif6cdt to ensure unanimity or 

protect their identity, so they were advised not Say anything that could cause harm 

to themselves. At the same time, other participants may have felt that complete 

openness could result in persond confiicts between themselves, the researcher or 

another group. Therefore, i d e n t w g  the risks and possible problems ahead of time 

allowed the researcher to take steps to mitigate any concerns. 

Next, understanding possible research implications is critical to the validity and 

integrity of the study. Research implications, relating to integrity, have to do with 

the role of the researcher in the process of inquiry. This means that the researcher 

is also in a leadership position in the study organization and is directly involved in 

the implementation of flexible labour practices. The issue of leadership is 

mentioned because the researcher may have certain biases that could limit their 

objectivity. The bias may include personal, unconscious needs and the need for 

consistency. Also, leadership can be iii£luenced by individual characteristics such as 

personality, intelligence and interpersonal relations. To counter these concerns, the 

researcher ensured their role was clearly identified, understood and maintained 

during the entire study. 

The second implication has to do with the union's inability to participate in the 

research study, bringing with it possible validity issues. Palys (1997) refers to the 

term, population validity, as a process by which a subject or study is represented by 

the population under investigation. The union, PPWC while philosophically 

opposed, remain relatively silent on the subject of flexible labour practices. Their 

opposition and silence left them unwilling to participate in the research study. It is 

important to note that going into the study, the researcher was aware of the union's 

position, yet continued to solicit their participation throughout the study. Although 

the union signed the agreement, which called for full workplace flexibiliw, they are 

unable to agree among themselves, whether or not to participate in the 
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implementation of flexible labour practices. In the end, and regardless of the 

union's decision, the researcher is confident that the results of the study will be 

u s e N  and applicable to other pulp and paper producers and to a larger community. 

Method of lnquiry 

In the study, two methods of inquiry were used: interviews and focus groups. The 

researcher conducted a l l  interviews and facilitated the focus group sessions to 

ensure the research and ethical consideration were maintained. Both the 

interviews and focus groups were conducted a t  Kamloops Pulp with a cross section 

of managers and supervisors. The participant profile included ten managers and 

seventeen supervisors. Six of the managers were recently appointed to their 

position and of them; two were new to the mill. The managers represented all areas 

of the mill, while the supervisors were fkom maintenance and operating areas. 

Again, it is important to note that although the PPWC are major stakeholders in 

this study, they did not participate for reasons outside of the researcher's control. 

For both the interview and focus group sessions the participants were chosen 

through random selection, using a set of predeterrnined variables: age, education, 

gender, department, positions and years of service in the ma .  "Agen describes two 

groups: young and old. The term "young" refers ta participants younger than forty- 

five years of age and "old" refers to those older than forty-five years of age. 

"Education" levels ranged from high school diplornas to under graduate, engineering 

and masters degrees. In this study, the variable "gender" refers to male or female 

participants. It is important to note that two female subjects participated in the 

study, one manager and one supervisor. The term "department" refers to the 

operations or maintenance areas of the mil1 or a department within a department. 

"Position" refers to either a manager or a supervisor in the mill. 'Years of service" 

refers to participants with either ten years of service or  less or more than ten years. 

Once the participants were selected, the researcher categorized and documented 
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each participant using the research variables. A complete participant profile is 

attached in "Appendix C." 

By using interviews, as a methodology, the researcher attempted to create a better 

understanding of the human experience as the transition progressed. This process 

can also be referred to as "positivism", where the facts include both biographical 

information and statements about beliefk. Silverman (1993) explains, "that for 

positivists the language of the interviewee serves primarily as a n  instrument for the 

communication of the social or psychobgical facts" (p. 92). 

At the same time, by using interviews as an instrument, the researcher had to 

ensure the vocabulary and wording of each question was clear; because during the 

interviews, it became apparent that not all questions were clear to many of the 

participants. The researcher often had to c l a r e  or repeat certain questions to help 

explain their actual meaning. For example, when asking the participants to 

describe the past culture in the mill, the researcher typically had to explain what 

was meant by the term culture. Palys (1997) suggests that by humanizing the 

process, the researcher and participants7 develop a rapport and comfort that 

enhances the qudty of the data gathering process. 

A one on one interview was conducted with m e e n  participants, over a six-week 

period starting in October and ending in November of 1999. The interviews were 

recorded, and took place in a closed office to ensure privacy and conndentiality was 

maintained. The interview process was structured using a series of thirty 

predetermined questions that ranged from the types of labour practices to the 

impact of culture, leadership and labour and management relations. The research 

questions followed themes as developed by the researcher, and were set in the 

context of past, present and future. At the same time, the process was dynamic and 

allowed for interaction between the researcher and the participants (Palys, 1997). 

In  the end, the one on one interview provided a comparative analysis of the common 

and divergent views around the issue of flexible labour practices. 
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Another method of inquiry, the focus group, was used t u  further explore the 

research question in an atmosphere that allowed for participant interaction. 

Morgan (1998) explains that focus groups stimulate new ideas or creative concepts, 

diagnose potential problems and provide the setting to discuss friture possibilities. 

At the same t h e ,  the focus group sessions were similar to in-person i n t e ~ e w s ,  yet 

allowed the participants to introduce elements of their own. Also, they inherently 

allow observation of group dynamics, discussion, and fisthand insights into the 

respondents' behaviours, attitudes and language- Krueger (1994) also pointed out 

that focus groups put people in natural, real-life situations opposed to scientific 

quantitative studies. 

The researcher conducted focus group sessions, with twelve participants, and again, 

the selection was made on the basis of the research variables. The focus group had 

to meet on two different occasions, November twenty-second and November twenty- 

ninth, to ensure that the researcher could generate discussion and facilitate 

responses to the thirty research questions. In the sessions, the discussion was 

recorded on flip charts for the participants to see and review. On occasion, the data 

was difEcult to obtain because of the social environment the sessions were 

conducted in. Therefore, gathering the data required strong facilitation and 

considerable supervision to ensure the accuracy of responses. On several occasions, 

the researcher had to remind the participants of the study's purpose and focus the 

group on the value and applicabiliw of the information. In the end, it was the role 

of the researcher to keep the group focused, encourage recalcitrant respondents to 

participate and to challenge any inappropriate behaviour. 

Data Reporting and Analysis 

This section is divided into two distinct areas: "Report on Data" and "Data Analysis 

and Discussion." Therefore, both qualitative and quantitative research methods 

were used in the data gathering and reporting phases. Issues of a quantitative 
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nature, such as position, age, gender and department were incorporated into the 

variance section of both reports. Qualitative methods were used when analyzing 

the one on one interviews and the focus group sessions. In view of the fact that this 

study is based on personal experience, qualitative research is the more appropriate 

to use. Also, the approach was highly inductive, although the researcher also used 

the deductive approach when the data was analyzed. The inductive method relies 

on observations ikom the field and the documented experience of the participants to 

be incorporated into the andysis. This is opposed to the deductive approach, which 

starts with a theoretical category hom the outside and applies it to the situation 

(Palys, 1997). The inductive approach was selected as most appropriate for this 

research project. The researcher did not want to lose the voice of the participants to 

a theoretical category that did not and likely could not adequately express the 

participants' experience. Kirby and McKenna (1989) suggest doing so would 

potentially deny the learning opportunity. 

The Report on Data explains the specinc results of the interview and focus group 

sessions; this section will explain the process used to report on the Gndings. To 

start the process, the researcher transcribed the interview and focus group 

responses fiom the original tapes. The information was then analyzed and 

categorized using a "theory driven approach" as explained by (Boyatzis, 1997). 

Using this approach, the researcher began with a theory of what occurred and then 

constructed the themes fkom the evidence provided. In the end, the researcher was 

cordident that the meaning behind the themes represented the intent of the 

research study. 

Next, the participants' responses were categorized and tabulated using a systematic 

approach. Each participant was given a fictitious name to  ensure anonymity was 

maintained and because it allowed for better dissemination agaînst the research 

variables. At this time, various passages were marked with quotations, to be used 

in the report on data. The responses were then tabulated to increase the research 

validity. The tabulation process deterrnined "like responses," which meant that 6Ry 
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percent of the participants had to communicate the same response to a question or 

theme to make it valid. By using the raw information, previously d e n t  voices and 

perspectives could be brought forward and recognized. To remain consistent, when 

the data were transferred into the appropriate theme, it was further sub-divided 

into predetermined time fiames, past, current and future. At the end of each 

theme, any variance between the research variables was then described. This 

variance process was considered deductive and more quantitative in nature; it can 

also be referred to  as a "thematic analysis" (Boyatzis, 1998)- In simple terms, the 

process was useful for turning qualitative data into quantitative results. Lt also 

enabled the researcher to increase the accuracy, by usïng a variety of m e s  of 

information in a systematic manner. The term, "types of information," refers to 

observations, events, or situations. 

In the next area of inquiry, Data Andysis and Discussion, the researcher agalyzed 

and discussed the data, using various methods. As in, The Report on Data, the 

same themes were used, but this time, the data were compared and contrasted 

against the research literature. Using this process, the researcher had the task of 

interpreting the meaning by analyzing the findings and constructing a theory fkom 

the results. At this point, a reflective moment was introduced into the inqujr. 

Rirby and McKenna (1989) relate this to a four-point process, stepping back, 

reflecting on the analysis, Living with it for a while, and reworking as necessary. 

This reflective process allowed the researcher to look for further trends or 

cornparisons between the data and research literature, using a different set of eyes. 

Once complete, any variance between the research variables was analyzed and 

discussed at the end of each theme. 

The researcher believes that the mode1 of inquiry, action research, and the method 

of inquiry, focus groups and interviews are most appropriate for this study. Also, 

upon reviewing the research implications and ethical considerations, the researcher 

is confident that all due care and consideration was taken. The next section, Report 

on Data, describes the research kdings- 
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REPORT ON DATA 

To begin the Report on Data, it is most important to remind ourselves of the 

question we strive to provide some clarity to, "What type of flexible labour practices 

will work and be supported by the major stakeholders at Kamloops Pulp?'The 

major stakeholders are the managers, supervisors, employees and the union. 

However, the employees and the union did not participate in the research study, 

Also in this report, three terms are used on an ongoing basis, employees, 

participants and newly appointed managers. The term employees refers to 

unionized employees fiom maintenance and operations area. The term 

participants, refers to managers and supervisors; and, when used on its own refers 

to cornments made by a t  least fifS. percent of them. The "newly appointed 

manager's" refers to a group of managers in the mill, who were recently appointed 

to their position. 

The Report on Data describes what the participants said and believed; it is divided 

into seven distinct areas or themes, the implementation of flexible labour practices, 

monitoring and measuring results, culture, labour and management relations, 

leadership, organizational structure/systems and learningltraining. The themes are 

distinct in that they represent the parts of the whole with which the research 

question will be answered. The first theme "implementation of flexible labour 

practices" describes the various types of labour practices and the means of 

implementation. The theme "monitoring and measuring results" refers to how 

flexible labour practices should be monitored and measured. "Culture" describes 

how employee attitudes and the organization's norms of behaviour can infiuence the 

process. "Labour and management relations" refers to the relationship between 

employees, the union and management on flexible labour practices. The theme 
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"leadership" describes how various leaders or leadership styles c m  influence the 

process. "Organizational structure and systems" describe how an orgmization's 

structure and systems can influence the implementation of flexible labour practices. 

Finally, the theme 'learning and training" refers to how employees gain or use new 

skills to enhance their effectiveness. 

Each theme is divided into three distinct sections, the past, current and future. The 

past refers to the time hame ten years before the current agreement on flexible 

labour practices. The current time fiame represents the period between the date of 

implementation or January of 1999 and the interview and focus groups sessions, 

which is November of 1999. The future refers to anytime aRer the interviews and 

focus groups were held, and five years after. At the end of each theme, any 

signincant variance between the key variables of age, gender, years of senrice, 

department, position and education are described. The education levels and gender 

of the participants were not a factor of any significance. For more information 

regardhg why and how the information was obtained is discussed further in the 

methodology section of this report. 

Job Design and lmplernentation 

This theme deals with the various types of labour practices and the means of 

implementation. In the past ten years, bargaining agreements in British 

Columbia's pulp and paper industry focused on laquage that provide for more work 

place flexibiliw. These agreements applied only to trades people, who through their 

union, reluctantly agreed to perform certain types of labour practices. The types of 

labour practices were very specifïc, like erecting s m d  scaf€olding platforms, 

welding or driving forklifts. In the past, other m f l  employees or auxiliary trades 

performed these tasks. At the same time, the trades people would resist performing 

tasks that crossed trade boundaries; some trades would assist one another but this 

was limited or done informally. It was typical for a trades person to wait for 
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another trade to perform their task before being able to complete a job. These 

delays wasted time, resources and caused numerous inefficiencies. Employees 

would not assist their superrisors in planning the work or in finding more effective 

ways to get work done. Process operators, who were not part of past agreements, 

would occasionally assist a trades person or one another in an operating area. The 

operators would rarely cross over to other areas of the mill to assist another 

operator. Operations and maintenance employees also maintained a strict and 

distinct line between their sp ecXc duties and skills. 

As a resdt,  the atmosphere in the mil1 was very political and confrontational. The 

politics were evident through various forms of interference and work rules. The 

confrontation was caused by management's attempt to force flexibility on employees 

without open dialogue or input. M e r  a new labour agreement was ratifïed, which 

included language on flexible labour practices, it became evident that most 

employees and the union were mwilling to  support the agreement reached. The 

resistance was deemed political and includiog work delays, safety concerns and a 

supposed lack of training. The participants agreed that management rarely 

challenged this resistance or understood how to achieve the benefits of flexible 

labour practices. After many unsuccessful attempts at implementation, all types of 

flexible labour practices were dropped or discontinued. 

The current attempt to implement flexible labour practices is much more organized 

and planned out. A full tine task group was formed in June of 1998 and mandated 

to develop an implementation plan. The task group conducted benchmarking visits 

to eastern Canada and solicited input h m  supervisors and managers as part of the 

information gathering process. In December of 1998, the managers communicated 

the business case for flexible labour practices to all employees at mill-wide 

meetings. The supervisors were prepared through training and problem solving 

sessions. The actual bargaining agreement was reached in November of 1998, with 

an implementation date of January 4, 1999. The new agreement provides language 

for the eventual implementation of full flexibïlity in the work place. The current 
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agreement is unique in that it applies to all employees, not just trades people and 

"requires employees to safely use all of their existing skiUs and leam and use new 

skïils to enhance the business, regardless of their trade or classifkation (Labour 

Agreement, 1998)." 

Niue months after implementation the m e s  of flexible labour practices that are 

performed Vary by area and trade. The areas include maintenance and operating 

areas; the term trade refers to a pipefitter, millwright, welder, electrician or 

instrument mechanic. There are also five auxuliary trades in the miIl, painter, 

carpenter, tinsmith, heavy-dus mechanic and lager. The auxiliary trades, used to 

work in isolated mill shops, but were moved into the mil1 proper to assist the 

primary trades. This change was made in order to start the process of cross-skilling 

between the various trades. AU trades and operating employees are assisting one 

another, when asked, regardless of their trade or classincation. This concept 

"mutual assist" seems acceptable to most employees. Yet, as in the past, most 

empbyees continue to resist performing what was traditionally someone else's 

work. Seventy percent of the participants agreed that most employees believe that 

management's real intention was to eventually elirninate ma& of the classî€ications 

in the mill. However, the participants did not agree with this assump tion, but they 

did understand their concern. The mechanical trades people will perform a limited 

amount of cross trade work including pipefitting and millwrighting and the 

electricians and instrument mechanics are performing some cross trade skills. In 

the operations area of the mill, the process operators job duties were changed or 

altered. These changes have heightened their understanding that flexible labour 

practices apply to al l  areas of the mill. Currently, process operators are assisting 

maintenance trades and will assist one another, inside and outside of their normal 

departments or lines of progression. They will perform some unassisted 

maintenance tasks, yet continue to  resist the shift to maintenance type work. To 

counter this resistance, management must renew and update the curent  

implementation plan, with a focus on the future vision for flexible labour practices. 
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For the participants, the future vision included concepts like flow to work, employee 

assist, multi-skilling and multi-ticketing. Emplo yees would complete tasks and 

assist one another without being asked; they would use the flow to work concept to 

improve productiviw and reduce down fime. They would have the ability to 

complete a total task, Like r e p a i ~ g  a pump, on their own. The concept of multi- 

skilling was also a key component of the future vision. For the maintenance 

participants, multi-skilling means that people would have a core trade and a 

combination of other secondary trade skills. These skills would consist of both 

technical and administrative skills Like planning and scheduhg. Jim, a manager, 

talked about one of the future possibilities: 

One of the problems here is that when we identify something that needs fixing, 

it goes to a planner or supervisor. They supposedly have the ability to plan 

every hour and every ta&. If we would just give the work to a trades person, 

they would find a better way to accomplish the task. So 1 think as we are 

wasting a lot of time and resources. 

In operations, multi-skilling meant that operators would be trained in all positions 

in a line of progression. They would work in job groups and fieely rotate within each 

area to stay curent  in all positions and tasks. Operators would also take more 

ownership of their equipment by conducting preventative maintenance tours. They 

would perform administrative tasks, which are currently assigned to supervisors 

like, planning, scheduling, budgetîng, and writing reliable methods. GU, a 

manager, described his thoughts: 

"My vision is to see Our hourly workforce take on a larger portion of the role of 

a supervisor or planner, but what this means for the number of management 

in the mill, I don% know. " 

In the future, the participants saw trades people with more than one trades ticket. 

This concept would provide the opportunity to group the trades in two distinct 
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groups, compared to the eleven trades currently employed in the mill. These groups 

would include electricaVinstrumentation and a general mechanical maintenance 

group. Bill, a maintenance supenisor, explained: 

"If you look at  employrnent today, it's hard to find a job that only requires one 

skill or one ticket. They are virtually impossible to find, so 1 think tue al1 need 

to do rethink our past positions." 

AU participants seemed to understand that the process of change would take time. 

The consensus was that it took thirty years to create the cu ren t  labour practices, so 

change should not be expected over night. 

Variance 

There was agreement fkom the participants as to what happened in the past, 

regarding flexible labour practices. This meant that the union resisted and 

management did not have a plan or the resolve to  proceed. Between the different 

groups, one key variance was that the managers did not recognize the amount of 

flexïbility that was occurring in the mill. In a focus group session, the managers 

confessed they thought there was less fïexibility occurring in the mill, than what the 

supervisors described. In this session, the supervisors reported on what flexïbiliv 

was occurring in the miU, which seemed to corne as a surprise to the managers in 

the room. Also, the participants with fewer years of service believed management 

should not have to force the implementation, while the participants with more 

service believed management should push the implementation. At the same time, 

the supervisors wanted to see a more detailed plan developed, while the managers 

believed in the try, test and adjust theory. Rick, an operations supervisor 

explained: 

"We do a lot of things that create rnixed signals, confusion and discontent. We 
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have a habit o f  leaving things hanging, we need a vision, goals and to proceed 

in a well thought out rnanner." 

In relation to the types of flexible labour practices the supervisors were more 

specinc than the managers were. The supervisors used examples B e  multi-skilling 

and multi-ticketing to explain their mode1 of flexible labour practices. In contrast, 

the managers described a future of unlimited possibilities, where people worked to 

their full potential, not within classifications or under strict work rules. This was 

an interesting quote Fom Murray, a manager: 

There are no restrictions to what people can do. I always will remember this 

quote. Take away rny people and leave me my factory, pretty soon g r a s  would 

grow on the floor of the factory and we will have nothing. Take away my 

factories but leave n e  m y  people, pretty soon tue will have another factory. 

That says a lot when you relate it to flexible labour practices and the belief in 

the potential of people. 

When comparing the data against the age of participants, it was evident that older 

participants could not articulate a clear vision of the future, while the younger 

participants seemed to understand the future and what could be achieved. An older 

supervisor, Ha&, employed in the mil1 for th+-years, described the future and his 

role in it: 

'I a m  not a great visionary. 1 just work with people and try to get the most out 

of them. A visionary I am not, you show me the road and 1 will take you 

there. " 

The operations and maintenance participants could not agree on the future duties of 

a process operator. The maintenance participants wanted the operators to learn 

more about maintenance, while the operations supervisors believed that operators 

should learn more operating and administrative S p e  skills. For the majority of 
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participants the key to achieving the future vision was to measure the results and 

monitor the progress. The next theme describes the results related to monitoring 

and measuring the results of flexible labour practices. 

Monitoring and Measuring Results 

This theme focuses on what and how the results of flexible labour practices should 

be measured and monitored. The term measurement refers to business measures 

like productivity, reliability, safety and employee morale. The term monitoring 

refers to how the implementation process is audited or reviewed. Sixty percent of 

the participants communicated a need to directly link flexible labour practices and 

business results. In the past, management did not provide a strong business case 

for the implementation of flexible labour practices. Employees questioned the need 

to change and fought the implementation process. The participants agreed that 

flexible labour practices were hard for employees to accept without seeing a plan or 

a concerted effort to evaluate the opportunities or measure the results. Gord, a n  

Operations s u p e ~ s o r  agreed: 

'Tt was a complete failure, absolutely unequivocally, we never made a business 

case for it. Shortly after implementation the price of pulp went up and 

management wasn't interested in rocking the boat." 

Each department took their own approach to implementation, they were not held 

accountable or measured against business criteria. It seemed evident to the 

supervisors and employees that runnllig the mil1 and equipment modernization 

projects was a higher priority than implementing flexible labour practices. 

In the current implementation plan, the task group, wbich was formed before the 

implementation, described specinc business measures that would be impacted. 

Some of the measures, which include safety, productivity, reliabilitsf, overtime and 
, 
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morale are hard to measure and quanti&. However, some measures like waiting 

tirne and cd-ins for emergency work have been reduced. Also, the number of 

employees it takes to complete certain tasks has dropped, and in some causes by as 

much as one half. Several niill areas have seen a reduction in overtime, yet due to 

other initiatives; like training, the percentage of overtime has ac tudy  gone up. A 

maintenance supervisor, Alec, explained: 

It is impossible to measure our success at this point because the reduced 

overtime fiorn call-ins and people being asked to work late are hidden because 

of other initiatives like training, which are causing excessive overtime. 

Also, during the implementation of flexible labour practices, management c o ~ m e d  

that employee safety would not be compromized. To show their cornmitment, the 

managers asked each supervisor to ve- two questions before assigning any task, 

does the employee have the ski11 and knowledge to perform the task and is it safe to 

assign the task? The current safety results only point to two small incidences that 

could be related to the implementation of flexible labour practices. The participants 

believed that this fact is due to the employees and their supervisors taking the 

required tirne to think, before performing or assigning unfamiliar tasks. 

To monitor the implementation plan, supervisors are asked to fill out daily 

occurrence reports on the type and amount of fiexibility that is occurring in the m u .  

This is done prirnady for due diligence, but the reports also assist managers to 

co&m that employees are being assigned flexible work. AU participants agreed 

that the employees view the monitoring process as a numbers game and do not see 

the benefits. However, one benefit the union would like to see, is a reduction in the 

number and types of contractors the mil1 employs. 

In the future, employees would need to see a direct link between fiexibiliw and 

other mïil measures, Like contracting out and safety. For this to happen the focus 

must be on business results and not on the amount of flexibility performed. In the 



47 

future, the implementation process should be integrated with other mill strategies 

like reliability and cost effectiveness. However, to maintain the current focus, the 

participants agreed that flexible labour practices should be measured separately 

fkom other mill initiatives. At the same time, management must set long-term 

goals and develop a system to measure the results- Alice, a maintenance 

supervisor, commented about the future: 

"The sky is  the limit. 1 mean if the guys willingly help each other and use al2 

their talents to their fullest, my god it's hard to imagine what this place would 

look like and could achieve. " 

Variance 

In the past management did not clearly communicate the business case for flexible 

labour practices. Therefore, the participants agreed that management must 

attempt to directly linlr flexible labour practices with business results. Regarding 

this theme, there were only a few variances of any signifîcance. In  relation to the 

different departments, the analysis and results were inconclusive. However, in 

regards to the various positions in the mill, the managers were more conscious of 

about long-term measurable results, while the supervisors were focused more on 

day to day measures and specinc tasks. This is a quote fiom Neil, a manager: 

I think like with everything we need to start with the basic rnetrics in  the rnill. 

What are Our costs, including man-hours per tonne? What are the 

productivity, reliability, and safety numbers? I think that has to be the overall 

component of measurement. 

However, Raridy, an electrical supervisor stated: 

'IA role or task that used to take 5people, 4 hours to do, now takes 3people 2 



48 

hours to do. These types of measures are tougher to get, but 1 think they are 

important because they give people a view of what is different. " 

The participants with fewer years of service were focused on the need to measure 

and monitor regular progress towards the future of flexible labour practices, while 

the participants with more service of service, did not like to quant* what they 

were doing. 

In a focus group session, the younger participants argued that how could the 

Company push for stronger l aquage  or more concessions in the next set of 

negotiations, if the desire to implement the current agreement is not there. The 

older participants suggested that the ironic part of that statement is that with the 

current mil1 culture and lack of employee support, it wil l  be dif5cult to achieve the 

true results of flexible labour practices. Concurrently, the participants were 

unamimous about the need to understand and address the mills cultural issues. 

Culture 

This theme explains how the organization's history, employee attitudes and norms 

of behaviour can influence the acceptance of flexible labour practices. The mills 

cultural foundation is built on thirty years of history. This history has iduenced 

the way in which employees and management interact with each other, including 

the acceptance of certain attitudes and norms of behaviour. Many of the cultural 

issues are based on a distinct history in the pulp and paper industry, which fostered 

management rights and employee resistance. These issues caused confiicts between 

employees and management, creating an  ingrained lack of trust. In the past, many 

of the m a s  cultural issues were related to management decisions, which did not 

value or accept the input of employees. Some of these decisions lïke downsizing 

were blamed on attempts to implement more flexible labour practices. Other forms 

of mistrust related to fundamental union beliefs around seniority rights and job 
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security. The past culture also nurtured an increasingly narrow form of labour 

practices that have been difncult to challenge or change. Fred, a maintenance 

supenrisor explained: 

' I f i nd  out everyday here that a lot of things come from past tense. Things 

that happened in the past have set precedent to this day. I a m  still learning 

that some disagreements are just old grudges or old ways that just dont  want 

to die. " 

The current culture of the organization is fear-based, ernotional and extrernely 

cor&ontational. Don, a concerned supervisor, stated: 

"We have been going through about eleven rnonths of uncertainty and it's 

really starting to create a culture of discontent and nervousness. Everyone has 

a sore tummy, and 1 do mean everyone, it is not a very healthy atmosphere 

right now." 

The participants also explained that many employees are worried that flexible 

labour practices may affect their long-term employment. They are frustrated by the 

lack of clear direction in the mill, which for them translates into a lack of 

management accountability around key business decisions. They are nervous about 

the new corporate culture, which appears to represent a leaner and meaner 

organization. Many employees also worry about their future ability to perform new 

types of labour practices. Don, an operations supervisor agreed stating: 

'Guys have fear of the unknown, fear of inadequacy, fear of losing their skills; 

a fear that what they have done for 30 years will now be flushed down the 

toilet. It makes them nervous, and hurts their pride to think that the things 

they have worked hard at, no longer carry weight or value." 

The culture in the mil1 has also perpetuated certain attitudes and norms of 
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behaviour. Intimidation and harassrnent often strain the atmosphere in the mill. 

There are many battles being fought, which were described as "guerrilla warfare." 

This translates into conflicts between supervisors, their crews and individual 

employees. Peer pressmre between employees is common and seems to be an 

accepted norm of behaviour. This attitude is prevalent in the all areas of the mi& 

and causes undue pressure on employees not to work flexibly. The supervisors are 

forced to continudly challenge this behaviour and must use subtle influence to 

encourage willing employees. Participants described how the issue of peer pressure 

has the potential to undermine the entire implementation process and over-ride 

management's attempt t o  influence the work force. Len, an operations supervisor, 

commented: 

"Sixty to seventy percent of the people are willing, it's jus8 the fear of the other 

ten to twenty percent who are jïghting back. m e y  are very vocal and militant, 

which carries a lot of weight out there." 

However, there are some positive signs of change in the d, which include a 

renewed organizational emphasis on treating employees with digniw and respect. 

Most participants believed that employees are being treated this way, yet they also 

understood, that with t h e  current implementation strategy, some employees might 

not agree. 

In the future, management will have to challenge employee attitudes and n o m s  of 

behaviour in the mill. Yet, the participants were unanimous in saying that if 

management could change the labour practices, a cultural change would follow. For 

this to happen, management and employees wiU need to listen to one another and 

develop a common understanding and vision for flexible labour practices. Part of 

this common vision would need to include more employee ownership and 

responsibility over their work. To shift the responsibilify, management must 

understand and clearly communicate the organizational roles and responsibilities. 

At the same time, management will have to address the issue of pride and 



ownership. A comment fkom Elaine, a manager, related well: 

''The key word is ownership, if you don't feel that your actions have an 

outcorne, consequence or a value, motivation will be difficult. One of the 

things that we have to do is share more information and make it interesting so 

people understand the business and want to contribute." 

Variance 

The term "culture" had to be explained to many of the participants, as to what it 

meant. Once explained, they clearly uaderstood and communicated the 

organizations past culture, while the current mil1 culture was less evident. The 

participants with fewer years of service did not recognize how the current culture or 

sub culture could affect the implementation process, while the participants with 

more years of service believed the current subculture to be a significant roadblock. 

The younger participants emphasized that employees must be challenged with more 

opportunities to work fiexibly. They believed the secret Lies in fïnding which labour 

practices employees would accep t. The older participants disagreed with this 

concept and emphasized that employees are so strongly against flexibility and wiU 

fight it a t  all costs. The culture in Operations is not as confrontational as in the 

maintenance department. Process operators do not see flexible work practices 

applying to them as much as maintenance employees do. The operators do not have 

a trade or the same kind of ownership over their work; and just by the nature of 

their work, they are usually qùite flexible already. This translates into 

disagreements between maintenance workers and operators. This was reinforced 

because most of the supervisors were once trades people or operators themselves. 

They seem to understand employee concerns and have more empathy for them, 

while the managers communicated that employees should understand the need for 

change and just get on with it. In the end, participants agreed that the signincant 
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cultural issues revolve around employee attitudes and norms of behaviour. They 

also understood that building trust between union and management would be 

extremely important to the success of flexible labour practices. 

Labour and Management Relations 

This theme describes how the labour and management relationship c m  effect the 

implementation of flexible labour practices. An uncooperative form of labour and 

management relations is seen as one of the greatest obstacles to workplace 

flexibdity. In the pulp and paper industry, the lack of cooperation was typically 

caused by an  industry bargalning process, which was adversarial and 

confkontational. In the past, the participants agreed that the industry bargaining 

process was typical; the union would reluctantly agree to more workplace flexibility 

and then they would turn around and resist it. At the center of this relationship, 

was a lack of union and management trust. 

The employees did not trust management and at  the same time, management did 

not trust the employees. The lack of trust was prirnarily between union and 

management, but there were also signs of supervisors not trusting the managers. 

Employees did not trust management's reason for changing the labour practices and 

they believed it was a plan to undermine the union. They suspected job loss, and 

the elirnination of job classiikations as management's real intent when 

implernenting flexible labour practices. In comparison, the lack of trust for the 

managers by the s u p e ~ s o r s  was described in terms of misaligned leadership and 

an overall lack of support. The supervisors also believed the manager's strategy 

was to focus on production targets over the implementation of flexible labour 

practices. They felt that this strategy left them vulnerable and on their own when 

codkonted with labour and management issues. 

The participants also described the union's strategy, which they believed was the 

development of roadblocks and strict work rules. There were many forms of written 



and unwritten rules, which were developed between employee groups and 

supervisors. Many crews or trades groups created rules, even if their own union 

disagreed. These "shop rules" caused extreme conflict and were in opposition to 

more flexible labour practices. One of these work rules involved maintenance 

employees who worked shift work, refusing to perform breakdown or emergency 

work on weekends or night shifts. This situation forced management to c d - i n  

someone on overtime to perform the specific task or operating procedure. In some 

cases, employees used the company's own safety rules and policies to resist having 

to work flexibly. The managers rarely challenged these work rules or provided the 

support to the supervisors, who were dealing with the problems. Therefore, if 

employees did agree to work flexibly it was of their own volition; but if a supervisor 

pushed, employees would resist. In the end, the supervisors gave up and allowed 

these work rules to exist. Ninety percent of participants agreed that union 

resistance and conflicting work rules signincantly contributed to the demise of 

flexible labour practices. Len, a maintenance supervisor, communicated his 

frustrations: 

'For the East ten years, the union has been very successful at putting up 

roadblocks. They are well organized, the union keeps very tight control on 

their members and members feel that they are going to lose, it is a life and 

death situation for them." 

The current agreement on flexible labour practices was negotiated between Fletcher 

Challenge and the Communications, Energy and Paperworkers Union and the Pulp, 

Paper and Woodworkers Union. After months of negotiations the inevitable 

happened, a nine months s-e occurred, primarily to resist the language on 

flexible labour practices. A pattern setting agreement was fïnally reached in June 

of 1998, which provided language for full workplace flexib*. At Kamloops Pulp, 

the union executive was one of the most vocal and opposed groups to the agreement. 

And so, after the agreement was reached it became evident that most employees 

understood its significance, but were going to again resist the implementation. 
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What also made the agreement nifficult, was the contract language, which was 

purposely vague. The participants agreed that this vagueness caused confusion and 

more mistrust between employees and management. At the same time, the 

participants believed that if the language was clearer or more concrete, employees 

might better understand and trust the implementation process. Cal, an Operations 

supervisor stated: 

"IdonJt know if there is a gap in the language, 1 think that there is a gap in 

the understanding of what the language means. It rneans one thing to one 

party and there isnZ the clarity there should be with respect to the other 

party. " 

After acknowledging this issue, the participants did agree that there are current 

signs of improved labour and management relations in the mill. The union 

executive seems to understand that with the recent changes in the pulp and paper 

industry, they may need to take a different approach to union and management 

relations. Unfortunately, this improved relationship does not apply to the 

implementation of flexible labour practices, which is still considered 

confkontational. 

One of the most confrontational issues is around the unions concern for employment 

security. Even though the current agreement provides language for employment 

security against the implementation of flexible labour practices, the participants did 

agree that in the long run, the Company could reduce the number of employees. 

Fm percent of participants believed that real employment security would only 

corne fkom the successful implementation of flexible labour practices. The 

participants reported that many of the employees would not perform labour 

practices if it had the potential to put someone else out of work; they also refuse to 

work flexibly on overtime for the same reason. The union executive has 

communîcated to management their concerns over employment security and would 

like some guarantee on the future number of employees in each job classification. 



Murray, a manager, confirmed this: 

The union's philosophy is that they have to preserve and create jobs. If we 

could Say to them, yes we will have four hundred and fifty union rnembers 

here but we need everyone work flexibly, they may have fewer problems with it. 

But i f  they look at the future and see only three hundred people here, then 

employment secunty will be a major sturnbling block. 

Issues like employment security have handcuffed the union executive, who is 

mandated by their members not to participate in the implementation of flexible 

labour practices. Many union members worry about the changing labour practices 

and the effect this will have on years of hard fought negotiations. However, if union 

and management could work towards resorving some of these issues, the 

participants believed the door might open up to an informal negotiation and 

agreement on flexible labour practices. 

The future of labour and management relations will be challenged by the 

adversarial past. In order to move forward, some sense of trust will have to be built 

and sustained. Seventy percent of the participants believed that in the future, the 

union and management group wiU need to work towards some type of partnership. 

To achieve a real partnership, both groups would need to be more open and honest 

about their needs and interests. The union wiu need to become part of the solution 

and help management develop a vision for flexible labour practices. Randy, an 

electrical supervisor, emphasized this point: 

'Y think unless the union joins us in a full partnership with the understanding 

that this initiative is a survival issue for us, it's going to be extremely difficult 

to moue forward. We have to be honest, forthright and do it together. We need 

to both be in the same canoe paddling in the same direction." 
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Variance 

A cooperative labour and management relationship was seen as one of the greatest 

opportunity's for flexible labour practices. In  regards to this relationship, both the 

departments and the participants with various years of service agreed on the 

impact it had on workplace flexibility. In a focus group session, the supervisors 

suggested that the industry bargainhg process could be positive for implementation 

of flexibility. They believed it provides consistency across the industry. In contrast, 

the managers argued there are more benefits to a local agreement. A statement 

fiom Elaine, a manager, emphasized this point: 

"But the disadvantage of a pattern agreement, is that it doesn't recognize the 

local uniqueness, culture, history, or the flexible labour practices that you had 

prior to the bargain. The education level of yourpeople is not considered, it 

just assumes the one size fits all." 

In the end, the older participants saw less chance for cooperation, while the younger 

participants believed that a cooperative approach was possible. One of the older 

supervisors, Don, commented "in time, ifyou have fundamentally different 

philosophies on whether or not something should be done the chances of gaining 

cooperation are pretty s W ,  while Fred, a younger supervisor, said: 

'Tf we keep working a t  being open and honest, the relationship will grow. 

Some day we might be able to sit clown and work this flexibility thing out." 

Therefore, if the Company and union could continue to develop their relationship, 

eighty percent of the participants agreed that in the long run, it would benefit the 

implementation of flexible labour practices. Participants also argued that a positive 

labour and management relationship would have to be supported by strong and 

committed leaders. 



Leadership 

The theme leadership describes how certain leaders or leadership styles can 

influence the acceptance of flexible labour practices. Leadership can be the driving 

force behind a n  organization or if absent, can alter the direction. Eighty percent of 

participants concurred that leadership fkom the managers, supenrisors and the 

union was a key-rnissing ingredient within the flexibility equation. The managers 

did not champion the flexibiliw initiative or confront the union. They also did not 

engage the employees or union in open and honest dialogue, which translated in a 

lack of respect for leadership. The past managers believed that employees were 

generally lazy and needed to be closely monitored. Also, the managers did not seem 

to understand the supervisors' issues or act on their concerns. The participants 

suggested that because of this the supervisors were not about to push flexibility or 

take over on leadership role. Gord, an operations supervisor, commented: 

There was pressure on the supervisor even personal attacks and the company's 

approach appeared to be that they didn 't want tu force anything that would 

create problens. m e  managers wanted a more evolutionary type of flex and 

did not provide leadership around flexibility. Supervisors had little support, 

authority or accountabtlity, but lots of controuersial issues to deal with. 

In cornparison, the supervisors admitted they were not united around a common 

understanding of flexible labour practices. This was compounded by the fact that 

employees watched the s u p e ~ s o r s  every move and looked for holes in their 

armour. They chdenged inconsistencies and would put pressure on those 

supervisors who were seen to push fiexibiliw issues. Len, a maintenance 

supervisor, described his fkustration: 

"ln our supervisors' meetings everyone said they were doing it. My crew kept 

complaining that they were the only ones being forced. I knew the supervisors 

were not being honest with each other." 



These inconsistencies proved to be one of the supervisors biggest issues and 

downfàlls. 

The participants also agreed that the lack of leadership from both the managers 

and the supervisors was one of the main reasons why the union leaders did not to 

provide more leadership in the mill. In the past, the union leadership was seen as 

weak; individual union members ac tudy  controlled the workplace. Some 

employees wanted to see more work place fiexibdiw, while others resisted it. 

Because the union executive did not have the mandate to participate in the 

implementation of flexibility, they oRen became barriers in the path ahead. 

Currently, another issue of concern is with the newly appointed managers. The 

managers are trying to get cornfortable in their new roles and have been unable to 

provide the direction or leadership that the flexibility initiative needs. The 

participants also suggested that the managers must spend more time in the mill, 

supporting and dealuig with employee or supervisor issues. To complicate matters, 

the supervisors are feeling undue stress; the curent  demand on their time is 

complicated by the implementation of flexible labour practices. Bill, a maintenance 

supervisor, described the atmosphere in the mill: 

"It takes an extrernely high degree of courage and intestinal fortitude to 

survive day in and day out. Sornetimes you have weak days, some of the 

supervisors are less prone to fight everyday or not fight at all. It is a constant 

selljob, a constant negotiation, the task a t  hand is very wearisone." 

The stress has also caused complacency within the supervisory group; some 

supervisors are not as committed to the implementation as others are. A damaging 

issue for the supervisors is in the consistency of application; this means that al l  

supervisors must implement flexible labour practices in a consistent msnner. If one 

area of the mil1 loses focus, the potential exists to create a domino effect across the 

mill- For the supervisors, it was unclear what leadership style would be most 
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effective in support of flexible labour practices. Some s u p e ~ s o r s  will push 

flexibility, while others wil l  try to let it happen over time. This leadership style was 

defined as situational, depending on how each crew or area responds to the 

implementation. 

In the future, the participants believed that the leadership role would change. They 

emphasized that it will not matter whether it is a manager, supervisor or union 

executive, leadership would mean the same thing and require the same ski&. The 

future managers will need to create alignment across the miU and empower theV 

people- Managers wiU need to have a clear future vision of flexible labour practices 

that is communicated and consistently applied throughout the mill. Nec, an 

Operations supervisor concluded: 

They will have to be honest and forthright, really stand by their convictions 

and believe in people. To demonstrate the belief in people they need to be 

champions of the cause, they have to lead by example, have a vision, and 

provide the required resources. 

The participants also agreed that the managers must be committed and clearly 

understand the benefits of workplace flexibility. They must build an atmosphere of 

trust, openness and understanding by setting expectations, providing feedback and 

holding individuals accountable. This leadership swle would also fit the future role 

of a supervisor. They will need to move from a foreman to a coach and mentor. All 

participants agreed that the supervisors must be given the tools to work effectively 

with their people and to use fiexibility as the means to challenge their people. They 

would need to engage their crews and involve them in all aspects of the work. In 

saying this, the participants also explained a need for renewed respect for union 

leaders and their role. Once again, the supervisors must ensure flexible labour 

practices are being applied in a consistent and fair manner across the mill. 

For the union leaders, the word consistency also applies. Union leaders will needs 



to provide strong leadership and direction to their members. They must be 

committed to the success of the business and allow their people to contribute to 

their full potential. G a ,  a manager, concluded: 

1 think we need the type of union leaders who would like to have their 

members more engaged in  the work place. 1 think the current union executiue 

wants to take on a greater leadership role, although they m w t  be informed 

and involued as much as the mil1 manager. 

Variance 

Leadership is believed to be one of the key-missing pieces in the fiexibility puzzle. 

Leaders should expect to create an atmosphere by which flexible labour practices 

would be accepted. Overall, the participants agreed on the past, current and future 

role of the union leaders. This means that the union leaders, who were seen as 

obstacles in the implementation of flexible labour practices, wiU need to embrace a 

new direction and support their members when contributkg to their fidl potential. 

However, there were some variances around the issue of leadership within the 

management group. In a focus group session a heated debate occurred between a 

manager and supervisor. The issue was related to the approach that each used in 

the implementation of flexible labour practices. The supervisors criticized the 

managers fUr not providing enough direction or support, while the manager's 

believed the supervisors knew what needed to be done and were just using them as 

an excuse. Neil, a manager, explained: 

Another barrier would be front line leadership in that they grew up  in a trade 

or in operations. Because the majority of the people have been here for a long 

t ine,  it is uery hard for thern to get out of the world they have lived in. They 

have to shake free and unleash their thinking. 

Operations supervisors saw their role as more of a coach, while maintenance 
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supervîsors saw their role as  a director or foreman. An operations supervisor, Gil, 

stated: 

'Y am probably more of a resource person for thern, 1 Zay out priorities and 

make sure they connect with the right people and resources." At the same 

time, the younger supervisors saw their role as a leader, while the older 

supervisors believed in the "carrot and stick approach." 

The older supervisors suggested that their role is either to reward employees or 

discipline them for poor performance. In the end, the participants did not believe 

there is one best approach to leadership or one leadership style to follow. Yet, they 

did agree that the leadership approach could signi.jïcantly impact the 

implementation of flexible labour practices. When the participants discussed the 

concept of leadership, it became evident that the structure and systems of an 

organization are by-products of its leadership. 

Organizational Structure and Systems 

This theme describes how an organization's structure and systems can innuence the 

implementation of flexible labour practices. The structure can be expressed in 

terms of the organizational make up o r  in the use of concepts like teams. The 

systems are described in terms of decision-making, job satisfaction and reward 

systems. In the past, the mill structure was hierarchical and complicated by a 

highly controlled management style. Managers made the majority of decisions and 

passed them down through a distinct line of command. Even though the decision- 

mabing process was tightly controlled, it did not seem to have a n  effect on the 

implementation of flexible labour practices. The participants agreed that this 

structure could have helped the implernentation process, yet without clear 

accountabilities and d e h e d  responsibilities the process was ineffective. No one was 

willingly to take responsibility for the implementation of flexible labour practices, 



and the communication systems were screened or vague. 

At the same time, management believed the union also needed to control the 

process and to a great extent, their members. They guarded their members against 

any forma1 problem solving or decision-making systems that belonged to 

management. In the past, there were few visible signs of employees working in 

teams with or without management's involvement. The lack of participation might 

have come 60m a past attempt to implement a program called "Quality of Work 

Life." This situation had a very negative effect on employees, mainly because of the 

perceived lack of union input or involvement. 

At the cu ren t  time, management is again trying to involve the work force in more 

p articipatory processes like teams. In 1999, three new initiatives were introduced 

in the mill, flexible labour practices, a move to a team-based organization and a 

major downsizing initiative. The later two initiatives are still in the transition 

phase, which is causing some confusion in the implernentation of flexible labour 

practices. Gord, an Operations supervisor stated: 

"We decided to change our whole structure, everything we knew and did and 

understood and at the same time we tried to irnplement flexibility. Sometimes 

I think it' is chaos out there." 

Operations and maintenance supervisors both agreed that with the introduction of 

flexible labour practices and the move to a team based organization; there are signs 

of crews working in teams. Hugh, a manager, discussed the transition by saying: 

"You need to go from apolitical environnent to working within tearns and you 

need to push the power and decision-making down to the lowest level and give 

people responsibility and authority. " 

Seventy percent of the participants believed that  in the future employees would 
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accept the team concept as an acceptable structure. Therefore, employees should be 

organized in small area teams where they could have greater ownership over their 

work. These teams would be organized in a way that makes business sense, not 

within classifications or trade lines. The teams would include a combination of 

staE, hourly, and maintenance and operations employees; in this way flerribility 

would apply to all employees. However, participants warned that the union had 

and will have issues with the team concept. The union concern is about the possible 

loss of individualiw and their need to stay influentid in the decision-making 

process. At the same time, fifty percent of the participants had some concerns about 

the team concept. They suggested that ifs possible for a team to become too focused 

on their own goals, which could sub-optimize the organization. The team concept 

can also create false expectations around decision-making, authority and 

account abiüty, 

To move doser toward the team concept and to  support the move to a more flexible 

workplace, the participants discussed the appropriateness of a reward system. 

Eighty percent of the participants agreed that if employees did contribute to theh 

full potential, they should be rewarded or recognized in some way. A new concept 

for the mill would be to reward employees based on their performance and ski11 

level. However the participants did see advantages to changing the pay system, 

they also agreed that generdy money does not motivate, job satisfaction is more 

important. Bill, a maintenance supervisor, agreed with this concept: 

'In the end, 1 don't think people work for money. We all need money as a 

means to suruive, but in the end, what I think drives people are things likejob 

satisfaction and respect." 

Participants agreed that the key to job satisfaction would corne fkom chaIlenging 

and motivating employees. Also, employees will need to understand how any new 

structure or system will directly or indirectly affect them. To do this, management 

will need to educate and train employees on key business systems that will support 



the move towards workplace flexïbility and the team concept. 

Variance 

The organizations systems and structure can either support or negatively effect the 

implementation of flexible labour practices. If the team concept is properly 

implemented, it can be an effective structure in support of workplace flexibiLity. 

The participants agreed that in the past, littIe was done in terms of the structure or 

systems to support the implementation. At the curent  tirne, some areas of the mil1 

believe they are closer to working in teams than others. The steam plant for 

example, claim they have used teams for years and the employees have accepted 

this structure. In contrast, the maintenance crews were described as traditiondy 

organized within trade lines, while the operations employees work in informal 

teams, mainly because of their crew structure. Gill, an operations supervisor, 

agreed: 

"In operations, because the groups are so close there is some evidence of a team 

type environment. The crews have goals, which are to produce a product for a 

customer. " 

Younger participants did not believe employees r e d y  understand or  are prepared 

to work in teams, while the older participants argued that employees are currently 

working in teams. A younger s u p e ~ s o r ,  Fred commented: 

'1 know a few employees that have corne here fron a team based work places 

and when they get here they were busically told to forget about it. A lot of 

people have been here from day one and don t  know what the real outside 

world is like, or how teams operate." 

When speaking about his crew, an older maintenance supervisor, Don, emphasized 

his opinion: 
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"My crew for instance works in a team-based environment. 1 throw the job out 

to them and give them a great deal of latitude on how they see the job to its 

concl usion 'i 

In the end, the supervisors wanted to reward employees based on their skill level, 

while the managers preferred a performance-based reward system. For 

organizational structure and systems to have an effect on flexible labour practices, 

the participants agreed that success will be depend on the amount and types of 

training and learning opportunities employees accept. 

Learning and Training 

The theme learning and training refers to how employees gain or use new skills to 

enhance their effectiveness. It describes the different management approaches that 

were or could be used to support the implementation of flexible labour practices. In 

the past, the emphasis on learning and training was not sufncient to support 

concepts Like multi-skilling, multi-ticketing or structures like teams. Participants 

agreed that in the past, management did not have a training plan or strategies in 

place t o  meet the training requirements. Also, the managers did not understand 

the amount of time it would take to reach the desired employee ski11 level. 

Employees were invited to monthly business meetings to learn more about the 

business, but the attendance was poor or forced on the employees. Also, 

management did not educate employees on the business case or the possible 

advantages of flexible labour practices. 

Currently, a tremendous amount of training is taking place. As part of the 

implementation plan, a modular based training system was developed. However, in 

saying this, the participants explained that scme of the training was not well 

received. One of the key reasons was that the employees were not consulted on the 

content or the delivery mechanism. This situation was unfortunate, and out of the 



control of management; the union would not d o w  their members to participate in 

the training process. The initial training plan called for maintenance employees to 

learn cross trade skills, while the operators were taught basic maintenance skills. 

Only nfty percent of the participants felt the training was adequate, while many 

others did not see the value in the training or agree with the overall strategy. 

Because of the current contract language, the Company was bound by a n  agreement 

to consistently train all employees within a classi.fïcation. This system did not 

provide for individual ski11 differences or training needs. However, in retrospect, 

the participants were encouraged by the managers cornmitment t o  provide the 

training resources and patience to complete the required training. 

At the same time, there are several issues that complicate the current training 

initiative; they are the refusal by employees to use the new skills and the union's 

reluctance to allow their members to train one another. Currently, many employees 

refuse to use the new skills once acquired, citing safety issues or their comfort with 

the assigned tasks. The participants suggested that this delay tactic might aUow 

the new skills to  vanish or be forgotten over time. Ian, a manager, described his 

expectations: 

"We need to start changing our expectations of these people and give them the 

mandate to go and use these new skills, it is just like learning to speak French, 

practice makes perfect. " 

Another training issue is the union's refusal to allow their members to train one 

another in any task related to flexible labour practices. The participants 

understood why this was an issue, but agreed that with time, this issue would go 

away. 

In the future, the training should be focused on business needs and not on the 

acquisition of general maintenance skills. The training should be tailored to specinc 

tasks that will benefit the business and the employee. Seventy percent of the 
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participants believed the employees should have a choice in the training they are 

interested in, as long as the training aligns with the ove rd  business direction. 

Employees must also learn more about the business itself, which could help in their 

understanding of the business need for flexible labour practices. 

Also, in the future, the educational institutions will need to focus more on the needs 

of the business community. At the same time, the industry will need to look for 

innovative and cost effective ways to deliver the necessary training. Jim, a 

manager, commented: 

'Y tthink in the future, you would see a good connection between us  and the 

college, whereby i f  we identified a need for training they would be able to 

deliver it in a cost effectiue and tirnely manner." 

Variance 

The various groups agreed that paçt training was not focused on proper ski11 

development or the amount of training required. They also agreed that the current 

training plan, with a few adjustments, would support the move to workplace 

fiexibiliw. At the same tirne, the managers preferred training employees on cross- 

skius, while the supervisors believed in a combination of core and cross skills 

training. &ce, a maintenance supervisor stated: 

Instead of teaching millwrights carpentry and tinsmithing, let's teach them 

things that really add value. We have a terrible lack of skills here in the 

trades thernselves, never mind cross trade skills. " 

The younger participants wanted to see more apprenticeships in the d, while the 

older participants believed management could hire the required trades. Also, the 

electrical and instrumentation supervisors preferred training their entire group on 
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a new S U ,  while the mechanical s u p e ~ s o r s  believed in training employees on 

specinc tasks and individual skills. 

To support the training plan, the participants with fewer years of service wanted to 

see individual development plans for each employee and a training approach based 

on experiential learning. In contrast, the participants with more years of service 

advocated group training, provided through a traditional delivery system. In the 

end, the participants came to an understanding that employee development, either 

through training or learning, would positively support the implementation of 

flexible labour practices. 

The Report on Data explained the research fïndings Tom the perspective of the 

participant's beliefs and experiences, in relation to the research question(s). The 

section themes: implementation of flexible labour practices, monitoring and 

measuring results, organizational culture, labour and management relations, 

leadership, organizational structure and systems, and learning and training, 

represent the results of the interviews and focus group sessions. The participants 

overall message, will provide a better understanding of what types of flexible labour 

practices wili be supported by the major staheholders? The next section, Data 

Andysis and Discussion, focuses on the question "why", comparing and contrasting 

the research findings to the research literature. 



CHAPTER 5 

DATA ANALYSIS AND DlSCUSSlON 

Introduction 

This section is divided into seven distinct areas or themes, the implementation of 

flexible labour practices, monitoring and measuring results, culture, labour and 

management relations, leadership, organizational structure/systems and 

learning/training. The analysis and discussion on each theme explains why the 

participant fïndings are, or are not, relevant and meaningful to the implementation 

and acceptance of flexible labour practices. This section will compare and contrast 

the research findings, with the research literature. The theme "implementation of 

flexible labour practices" discusses how the past labour practices influence the 

future implementation. "Monitoring and measuring results," focuses on the 

relationship between business results and flexible labour practices. "Culture" 

compares and contrasts people's attitudes, iricluding the existence of certain norms 

of behaviour. "Labour and management relations" analyzes the relationship 

between a cooperation and confkontational approach. In the theme 'leadership", the 

analysis and discussion focuses on the role of leadership on the overall process. 

"Organizational structure and systems" analyzes the impact of various structures, 

including teams and systems Like decision-making and rewards. Finally, in the 

theme "learning and training" the discussion focuses on the impact of learning and 

training. 

As in the Report on Data, each theme is divided in three distinct sections, the past, 

current and future. The past refers to a period ten years before the signing of the 

current agreement on flexible labour practices. The current time fiame represents 

the period between the date of implementation or January of 1999 and the 

interview and focus groups sessions, during November, 1999. The future refers to 

anytime after the interviews and focus group sessions, but not more than five years 
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after. At the end of each theme, any significant variance between the key variables 

of age, education, years of senrice, department, and position are discussed. More 

information concerning why and how the information was analyzed is reviewed in 

the methodology section of this report. 

In general, the interviews were relatively positive, while the focus group sessions 

provided more of a challenge. At the same time, it became evident that the 

participants did not want to focus on the past. It was also noted that the 

supervisors communicated most answers in the negative, while the managers were 

more positive. The participants in the focus group sessions were not as open, 

possibly because of the dynamics between the newly appointed managers and the 

supervisors. Len, one of the supervisors, concluded: 

We have managers who are in charge and supposedly giving us direction, but 

in the past they never did. Now, we eqec t  more direction from you guys, but 

so far you have not given us rnuch, one way or the other. 

Job Design and lrnplementation 

In the past ten years, bargaining agreements in British Columbia's pulp and paper 

industry focused on language that provided for more workplace flexibility. Over 

this period an încreased number of competitors had negotiated simirar language, 

recognizing the economic situation that producers were facing within their 

traditional markets namely, heavy global cornpetition, low prices, and rising costs 

as reasons for the need to change the way work was done (Ready & Taylor, 1998). 

The agreements on flexible labour practices were reached through an industry-wide 

collective bargaining process. 

The concept of flexible labour practices was taken fkom the term "trade flexibility", 

which was undertaken to counter the strict trade lines of craft workers. The 
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original industry agreements applied only to trades people, because of the long- 

standing innexïbility of craft workers in the pulp and paper industry. Process 

operators and other miU employees were not included in these agreements because 

companies believed craft workers caused the inefficiencies. Unions have generally 

worked t o  preserve craft units by reducing employer flexibility and creating strict 

trades demarcation. 

In the industry, management believed they had the right to implement trade 

flexibility without a formal agreement; but they determined that by negotiating an 

agreement with the unions, employees would be more willing to accept the terms of 

workplace flexibilim. This acceptance did not corne and after signing an agreement 

it became clear that most employees and the union were unwilluig to support the 

agreement reached. This problem should have been identined as a possible issue 

because labour and management did not trust one amther or openly discuss the 

need for change (Lorenz, 1992). In a case study by Clarke and Haiven (1999), the 

authors describe a work design process that was developed after several years of 

6rçt building union and management trust. In this example, un l i ke  the B.C. 

experience, after trust was built, the parties went on to jointly develop an 

implementation plan to redesign their labour practices. 

In British Columbia, the types of tasks that were introduced were very speci6c and 

controlled, causing the unions to resist the implementation. The unions believed 

that flexible labour practices were being introduced under the umbrella of a 

Tayloristic mode1 of de-skilling and management control (Taylor, 1911). Trades 

people would informally assist one another, mainly because it would not take away 

the work of another trade. Participants believed that craft jurisdictions caused 

many problems for management, such as inefficient use of resources and an  excess 

number of maintenance employees. 

In cornparison, the industry generaily acknowledges that a typical maintenance 

employee only works thirty percent of a given shift, while the remainder of the time 
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is spent waiting for equipment or another trade (Klein, 1991). Klein explains that 

there are several reasons for this, one is poor plsnning and organi7;ing and the other 

is employee (craft) interference- Craft interference describes the interval during 

which a trades person must wait for a trades person of a different craft to arrive and 

start work (Frampton, 1989). This definition implies that the first trades person 

has worked up to their trade line and will not idkïnge on another trades 

jurisdiction. Frampton is also quick to point out that not a l l  interference is craft 

related and may include things like waiting for parts, supervisors or operations. 

The participants in this research study, however, did not recognize the later delays 

as significant or relevant. Frampton disagreed and suggested that these types of 

delays add up to a significant amount of maintenance inactivity, which can be 

considered a form of interference. Because of the various forms of interference in 

the workplace, management eventually gave up the implementation of trade 

flerzibility all together. The official reason was stated as union resistance, a 

sigdïcant price increase and demand for pulp in the marketplace. 

With the curent attempt to implement flexible labour practices, the management 

at  Kamloops Pulp seemed to learn from the past, and agreed to  take a different 

approach. As part of this approach, the managers formed a full time task group, in 

order to learn more about how the industry as a whole planned to implement 

flexible labour practices. Yet, they quickly found out that most pulp and paper 

producers viewed flexible labour practices as a cornpetitive advantage and would 

not shaxe their plans or strategies. So, in preparation, management decided to send 

kvelve participants to benchmark other Canadian mrUs. The visits were considered 

valuable because participants could see first hand the benefits that flexible labour 

practices could bring. Benchmarking was not seen as a cookbook process; it 

required an element of discovery and learning (Camp, 1989). The process was used 

to evaluate the gap between the present and fkture performance of the 

organizations visited. Once the visits were cornplete, an Mplementation plan was 

developed and communicated to all employees. 
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The agreement language gives management the right to use a l l  of an employee's 

existing skills and train him on any new skills as required by the Company; this 

althougb is easier said than done. Nine months after implementation, the types of 

labour practices being assigned seem to Vary by area or trade. Supervisors are 

experiencing resistance, with employees only willing to perform certain types of 

labour practices. The concept of "mutual assisty' has been successful and seems 

acceptable to employees. This acceptance became evident after the contract was 

ratifîed; the union was concerned that management would aggressively implement 

flexible labour practices, so theh position was to only agree to employee assist and 

nothing more. 

At the same tirne, the current agreement and plan are unique because it applies to 

all employees, not just trades people. In the operations area, lines of progression 

and job duties were changed with a focus on reducing the number of employees in a 

given area. This has caused resistance and confusion. Process operators are 

assisting maintenance trades and one another, which is typically outside of their 

normal job duties. For process operators, flexible labour practices are a 

maintenance issue so they wïU not cooperate in the implementation. The 

participants agreed that because of the signincant resistance in operations and in 

the mill, management must review the current implementation plan. Gittleman, 

Horrigan and Joyce (1998) found that the degree of fiexibility, is dependent on how 

it is implemented and not on the existence of a practice in of itself. Also, because 

management is willing to review the implernentation strategy, the union seems 

willing to discuss the plan and future vision. 

As part of the h ture  vision, the research participants discussed several key 

concepts and ideas for the operations and maintenance areas. Employees would 

complete tasks and assist one another without having to be asked; they would use 

the flow to work concept and complete a total task to improve productivity and 

reduce down tirne. Other forms of labour practices that were discussed include 

multi-skilling, rnulti ticketing and the concept of ownership of work. 
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In operations, multi-skiUing means that the operators would be trained in most 

positions in a line of progression and freely rotate with each other to stay current in 

all tasks. This example is similar to the 'lean production" model devised by Ohno 

for Toyota Company (Applebaum and Batt, 1994). Through cross training 

employees in a flexible workforce have an array of skills compared to the traditional 

workforce where employees tend to do a single, narrow job. The lean model could be 

described as the "jack of all trades, master of none." Process operators would also 

take ownership of their equipment and conduct scheduled preventative 

maintenance tours. This idea compares to a concept known as "employee 

ownership" or autonomous maintenance, where employees take ownership of both 

production and maintenance for a particular production unit (Frampton, 1989). In 

this model the transfer of responsibility begins with production workers doing 

equipment cleaning, simple visual inspections and basic lubrication. As a 

production worker becomes more quali£ied he advances to routine maintenance, 

corrective maintenance, troubleshooting and diagnostics. 

The multi-skilling approach described by the maintenance participants was similar 

to that proposed by Klein (1994). This means that trades people would have a core 

trade and a combination of other secondary trade skills. These skills would consist 

of both technical skills and administrative type skills, like planning and scheduling. 

Klein defines labour flexibïlïty as the deepening of the skill base, which enables an 

ernployee to complete a wider variety of tasks. Klein argues that her model is the 

preferred organization of work over the Taylorism model, which separates 

administrative activities and provides for narrow functional tasks with no depth of 

expertise. Unlilre the lean model, this model of labour structure could be described 

as the "jack of ail trades, master of one". 

A key component of flexible labour practices is to  increase an employee's ski11 base. 

The participants agreed that in the future, management should support employees 

who wish to obtain another trade ticket. The increased efficiency gained fiom 

employees having more than one trade ticket can jus- the time and expense 
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incurred (Frampton, 1989). There may be evidence to support multi-skilling and 

multi-ticketing, but during bargaining the union disagrees with management's 

interpretation of flexible labour practices. 

However, in an unpublished document entitled, ''Bargainhg Flex" the PPWC 

explained their understanding of the agreement. Their belief was that concepts like 

multi-skilling, multi-ticketing or new job descriptions were outside the agreement. 

This document represented the union's interpretation, and the outcome should have 

been expected. Perluie (1996) explained that even after the terms of an agreement 

are reached, unions oRen continue to disagree with their intent 

Variance 

The participants agreed as to what happened in the past; the price of pulp went up; 

the union resisted and management did not have the resolve or an implementation 

plan to proceed. At the current time, a key variance involves the amount of 

flexibiliw that is occurring in the mill. The managers did not recognize the amount 

of flexibility that is tRking place, until the supervisors reported on the progress to 

date. This situation is possible because of the bad feelings associated with the 

initiative; employees complain that there is too much flexibility being assigned, 

while management is more critical of each other and their progress. 

In relation to the future types of flexible labour practices, the supervisors discussed 

processes like multi-skilling and multi-ticketing, while the managers explained an 

unlimited future of possibilities where people worked to their full potential. In a 

focus group session the managers maintained that the people were the most 

important asset of the business. However, Denton (1996) found that this statement 

is out of date. He studied the effects of technology, people and management 

iduence and concluded that the types of labour practices implemented is the key to 

organizational success- Denton concluded that the labour practices must help 
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people focus on business systems and processes, which support and motivate the 

or ganization. 

When comparing the qualitative data against the age of participants, it was evident 

that older participants could not articulate a clear vision of the future or did not 

understand what was possible. In contrast the younger participants seemed to 

understand the future opportunities and what could be achieved. The older 

participants have grown up in the mill and witnessed unsuccessfÜi attempts to 

implement flexible labour practices, while the younger participants have not been 

infiuenced by past decisions and are more optimistic about the future. During the 

research process it became evident that success will not only depend on the & t u e  

m e s  of labour practices, but on its potential to return business results. 

Monitoring and Measuring Results 

In this theme, the discussion and analysis focuses on monitoring and measuring the 

results of flexible labour practices. The term measurement refers to business 

measures, while monitoring refers to a review or auditing process. The research 

supports the conclusion that there is a direct Lùik between flexible labour practices 

and business results (Frampton, 1989). 

In the past, Weyerhaeuser's management did not provide employees with a strong 

business case to support the implementation of flexible labour practices. Parker, 

Wall and Jackson (1997) tested this organizational assumption about the need to 

clearly articulate a business case for change and suggested that success will depend 

on the understanding and internalization by shop floor employees of strategic 

objectives. This means that employees must understand the business case for 

change and how their performance and role can contribute to the success of the 

business (Gephart and Van Buren, 1996). 
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The participants also believed that management could not quanti& the need for 

flerribilï@; and they appeared to forget about the cost of an inflexible workforce, 

focusing more on the cost of productive opportunity (Frampton, 1989). In the pulp 

and paper industry, where equipment availability is critical, it is not uncornmon to 

fïnd the cost of lost productivity to be f3ty to one hundred times the cost of 

maintenance labour. That is to Say, one hour of paper machine time is worth one 

hundred times the cost of one hou  of maintenance labour (Frampton, 1989). 

Participants suggested that the infiexibility problems were actually masked by 

equipment modernization, which caused management to value equipment over 

human labour (Frampton, 1989). This mindset actually resulted in less flexibility 

rather than more (Upton, 1995). It seemed evident to participants that running the 

mill and modernizhg equipment were a higher priority than Mplementing 

flexibiliw. For this reason, unions have argued that flexibility is not necessary to 

achieve business resdts (Kumar and Holmes, 1997). 

Upton (1995) found that flexible labour practices are about the potential ability, 

rather than the demonstrated a b i l i ~  to achieve results. What this means is that it 

is one thing to negotiate the language and another to implement the required 

changes that will return the business results. However, much of the research does 

point to definite business results expected £rom workplace flexibility. Rose and 

Villemaire (1997) suggest that companies can expect to see an increase in 

productivity, equipment up time, and employee safety. In contrast, the union is 

concerned that flexibility will lead to a reduction in workforce numbers, more 

contracting out and an increase in safety related injuries (Kumar, 1995). 

Piore (1996), confïrms this union suspicion, and suggests that business results can 

be achieved through well-developed external labour markets. For the union this 

idea is worrying; they believe that one of the labour agreement benefits should be a 

reduction in the number and types of contractors the mill employs. The union is 

also concerned about a recent decision at a competitor's miU to  contract out the 

entire maintenance department to an outside fkm. Most participants agreed that 



this strategy is possible, unless union and management can work together to 

eliminate the future possibility. Kumar (1995) also found that in their quest to 

Ulcrease profits, companies are getting lean and mean in an effort to achieve more 

with less, resulting in fewer jobs that are increasingly uns& F o r  this and other 

reasons, employee safety has become a key business measure for management. 

Participants agreed that the current safety record is positive and that employees 

and their supervisors have an increased awareness of "safety" when confkonted with 

an unfamiliar task. This assumption was codirmed in a study conducted by 

(Gittleman, Horrigan and Joyce, 1998). 

In the future, flexible labour practices are more likely t o  improve mill performance 

if three factors are met: employees must posses the knowledge and skills, they must 

be motivated to apply these skills, and the organization must be structured in a way 

that allows employees to continually improve their skills (Gittleman, Horrigan and 

Joyce, 1998). Participants agreed that for ernployees to embrace a more flexible 

work place, they would need to have more influence over specifïc business measures 

Like contracting out, safety and productivity. Although employees do not currently 

understand or trust the company's intentions, management could help the situation 

by focusing on business results and not on the number of flexible labour practices 

performed (Dalton, 1998). 

Variance 

Measuring and monitoring results, was an area with few variances of any 

signincance. In regards to position, the managers were more conscious of and 

worried about long-term measurable results, while the supervisors were more 

focused on the day to day measures related to specific tasks. The reason for this, 

may be because the managers are pushed by the corporation to reduce costs, 

improve mill reliability and productivity, while the supervisors are influenced by 

the degree of control and understanding they have over business results (Doak- 

Dunelly, 1999). In a focus group session, the younger participants stressed the need 
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to show progress and visible results- They were worried that the union would use 

the failure to produce results against the Company in the next round of collective 

bargaining. For management of Kamloops Pulp, this issue is red. Recent 

discussions in the industry suggest that most mills are failing in their attempt to 

implement and quant* the results of flexible labour practices. This comment 

played into the hands of the older participants who would prefer not to q u a n m  

their progress or results. The participants also suggested that unless management 

is prepared to address the mill's many culturd issues, it would be difEcult to 

achieve signïficant business resdts. 

Culture 

In this theme the discussion and analysis focuses on the organization's history, 

norms of behaviour and their effect on flexible labour practices. Many of the 

cultural issues are based on a distinct history in the pulp and paper industry, which 

fostered management rights and employee resistance (Price Waterhouse 1994). 

This history has also nurtured an increasingly narrow form of labour practices and 

work rules that were diffïcult to challenge or change (Frampton, 1989). Yukl(1988) 

explains how an organization's culture can be d e h e d  in terms of beliefs, customs 

and collectives. Yükl goes on to say that the sum of these shared philosophies, 

values, or beliefs is what binds the organization, or if misguided, can tear a t  the 

fabric of an organization. The culture can either support the strategic direction or 

negatively impact business results. 

In the past, the organization's customs and values clashed, causing c o d c t  between 

employees and management. Kotter (1996) explains how an existing organizational 

culture is difncult to change due to the established customs and values. Other 

issues of conflict related to management decisions, like downsizing, which did not 

value or accept employee input. These issues have also iiifluenced how employees 

and management interact, including the accegtance of certain norms of behaviour 
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(Kotter, 1996). The current culture is fear-based, negative, and highly emotional. 

Employees worry about their future ability to perform new labour practices and the 

stress this may cause. Parker, Wall and Jackson (1997) suggested that flexibility is 

one of those words that can cause uncertainty - one person's fiexibility is another 

person's insecurity. 

This atmosphere has perpetuated informal work rules, intimidation and 

harassment. Peer pressure between employees is common and is prevalent in the 

all areas of the mill. Lorenz (1992) found that a small percentage of any given 

workfiorce could control much of the labour process. The participants warned that a 

paradox would be for management to overreact and create more work rules or 

policies, which would actually work against workplace flexibility (Lorenz, 1992). 

Currently there are some positive signs of change in the mill, including a renewed 

organizational emphasis on treating employees with dignity and respect. 

Essentially, the challenge lies in creating, or possibly recreating, a workplace in 

which people can be the best they can be and contribute to their full capabilîty 

(Krass, 1998). This concept is known as the "power environment" where the culture 

fosters respect for human dignity, ingenuity and potential. If people are treated 

with dignity and respect, they will carry that message throughout their daily work 

experience. If employees feel valued and respected, they will in turn, take more 

ownership and responsibility over their work. 

The participants believe that employees will ultimately want more responsibility 

and ownership. In contrast, unions in the pulp and paper industry of Spically 

positioned themselves to keep management responsible for managing the business, 

and hence accountable for the work (Kumar, 1995). A concept of ownership is 

referred to as "work orientation", both strategic orientation and role orientation 

(Parker, Wall and Jackson, 1997). Strategic orientation involves employees' 

understanding and endorsuig key strategies such as increased flexibility, preventive 

problem solving and continuous improvement. The concept of role orientation 
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suggests that ernployees need to take a more proactive approach to their role and 

ownership of their work beyond their immediate operational tasks (production 

ownership). Another factor is the need to acquire and use greater skills and 

knowledge to contribute to their fullest (production knowledge). 

Therefore a key cultural issue, is what participants describe as "pride of 

workmanship." Klein (1991) explains how craft pride is the life-blood of generations 

of workers; it forms their identity and values. Trades people are proud of their craft 

and have spent many years learning and honing their s u s .  They see the erosion 

of their craft (de-skilling) and ultimately their jobs and begin to feel under-valued 

when their craft is being divided up among other groups of workers. There is no 

doubt that craft pride will be a key ingredient in managing organizational culture. 

For the future, the participants were not certain how the culture could be changed 

or intluenced. But they did, however, agree that by changing the labour practices a 

cultural change could follow. For this to happen, management and the employees 

will need to listen to one another and develop a common understanding and vision 

of flexible labour practices. Beer, Eisenstat and Spector (1990) agreed with this 

assumption and found that the key to changing behaviours is not by focusing on the 

culture; it is however, shaped by the roles that people play. A key question raised is 

whether it is sufficient to change the labour practices, or whether a wider 

organizational change is required to transform the culture. Turbull, for example, 

disagreed with Beer, Eisenstat and Spector and contended that, "the organization 

and management of employees, together with their attitudes, are perhaps the most 

important resource on which productivity and conpetitive performance ultimately 

depend" (1986, pp. 203). Kotter (1999) also agrees and suggested that changes to 

the labour practices can be undone, even after years of effort. This is because the 

new approach has not been anchored, in group norms of behaviours and values. 

Therefore, the key to change is through understanding and addressing cultural 

issues like peer pressure, intimidation and trust. Kotter goes on to say that only 

after years of shifting attitudes and behaviours, does the culture actually change. 



Variance 

The past culture and its impact seemed evident to most participants, while the 

understanding of the current culture varied between participants. Challenging 

certain norrns of behaviour and supporting the right behaviours seemed to be a 

common focus. The participants with fewer years of service did not recognize how 

sub cultures can affect the implementation of flexibility, while the participants with 

more years of service believed a subculture can be a sipifïcant roadblock. Schein 

(1992) agrees with the older participants and emphasizes that an organizations 

subculture c m  directly affect management's ability to  manage. For example, there 

are subcultures outside of management or union influence, which can be political in 

nature including peer pressure or informal work rules. To this point, most of the 

mil1 supervisors were trades people or operators at  one point and seem to 

understand why flexible labour practices can have a negative effect on the 

employees. The managers in contrast, were less empathetic and understanding. 

The supervisors and the employees have grown up in the d l ,  and, in most cases 

still belong to the same craft or department. Many of the supervisors, therefore, 

have empathy for their employees; this in turn is can affect the culture (Klein, 

1991). These cultural dynamics will unfortunately challenge the acceptance of 

flexible labour practices. In the end, the participants agreed that the most 

si-cant cultural issues are norms of behaviour and pride of workmanship. They 

also understood and communicated that building trust between union and 

management will be extremely important to the success of flexible labour practices. 

Labour and Management Relations 

This theme discusses the extent to which labour and management relations can 

ïnfiuence the existence or acceptance of flexible labour practices. The labour and 

management relations can be one the greatest obstacles or can provide the impetus 

to successfully implement workplace flexibiliw (Guest, 1995). The k s t  assumption 
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cornes fkom the notion that the strength of unions has been developed within the 

adversarial system. 

In the past, the relationship was built on an adversarial form of collective 

barg;iining, which perpetuated low levels of trust between unions and management 

in British Columbia's, pulp and paper industry. For management, flexible labour 

practices were not a priority until the late 1980's when export-orientated businesses 

lïke Pulp and Paper began to pursue workplace change. During the 1990's more 

pulp and paper producers started integrating human resource policies into their 

business plans. During the same period Kumar (1995) described unions as slow to 

endorse workplace change or flexible labour practices. The participants described 

the industry bargahîng process as typical; the unions would reluctantly agree to 

more workplace flexibility and then turn around and resist it. 

Flexible labour practices may be difFicult to implement because the amount of 

flexibility achieved is usually dependent on the level of trust between management 

and labour (Lorenz, 1992). In the Canadian Pulp and Paper industry it is believed 

that economic security and management policies that foster trust will lead to 

greater workplace flexibility (Smith, 1999). Participants confessed that new labour 

practices were Wically forced on employees, who saw their existence as a threat to 

their long standing workplace control (Bratton, 1992). In most cases, employees 

would not trust management's reason for change and believed the real goal was to 

undermine the union. For them, this meant the true intention was to eiiminate job 

classifications, seniority rights, trade lines and even jobs. To counter this strategy, 

the union put up barriers to increased flexibility. Schonberger (1996) described this 

management perspective as ironic, because they often blame the trade union 

movement for their inability to implement flexible labour practices. 

The past labour practices consisted of narrowly defïned jobs, which led to work rules 

that were incorporated into the labour agreement. There were also many forms of 

unwritten rules or agreements between employees, crews and supervisors. Waltun 
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and McKersie (1965) describe this situation as "integrative bargaining"; where 

s u p e ~ s o r s ,  in their haste to get things done, agree to informa' work rules to keep 

the production process moving. The participants agreed that management did not 

challenge the fiont-line supervisor or the employees, so the assumed flexibility was 

short Lived (Frampton, 1989). 

The current agreement on flexible labour practices was reached after a nine-month 

strike at a cornpetitor's mill. The pattern setting agreement provided language for 

full workplace flexibiliw, yet management knew that obtaining the language was 

just the start. During a benchmarking visit to eastern Carsda, several d s  

explained that ifs one t h g  to negotiate the language but another to actually 

implement the change. In a case study about a British Columbia pulp and paper 

mill, Roger Hayter explained how attempts to implement flexibility proved to be 

illusive because of the negotiations required with the union (Hayter, 1997). In this 

case, management negotiated concessions, but Hayter concluded that it was unclear 

to what extent fiexibility concessions were actually implemented. Hayter contends 

that it is imperative that both union and management develop clear terms of 

flexibility a t  the bargaining table. To this point, participants agreed that the 

language in the recent agreement was purposely vague, which then allowed the 

employers to interpret and implement the type and amount of flexibility required at 

each mill. The vagueness of the agreement or "grey zone" as it was known during 

bargaining, caused confusion, uncertainty and mistrust between the union and 

management. The term was used to emphasize the point that being flexible and 

working within the unknown would be a future reality. Most participants argued 

that if the language was clearer or more concrete, employees might better 

understand and trust the implementation process. This uncertain future is of great 

concern to the employees and the union. Smith (1991) explains that with the 

absence of a clear vision or understanding, the environment can be ambiguous and 

people will create their own reality to focus their attention. 

Therefore, and with this uncertainty, the union executive does not have a mandate 
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practices. Many employees believe that if they continue to resist or ignore the 

implementaf5on, the cui-rent initiative will fail. Gittleman, Horrigan, Joyce (1998) 

found that this type of reaction is m i c a l  in an adversarial relationship, yet counter 

to that of other mills. Some unions have CO-operated or embraced new forms of 

labour practices in hopes of increased skills and employment security (Wells, 1993). 

The issue of employment security is an  ongoing concern for the union. Employment 

security is extremely important to employees because they don't want to work 

themselves out of a job by being more flexible (Streeck, 1988). Yet, nfS. percent of 

the participants believed that flexible labour practices could actually Save jobs in 

the long run- Neil, a manager, suggested: 

'If we can change the existing labourpractices it will go along way in 

contributing to the viability of the rnill, which is ultimately employment 

security in of itselfiJJ 

Smith (1999) agrees and suggests that employment security can create 

opportunities for greater efficiencies and trust between union and management. 

Even though the  curent  agreement provides for employment security against the 

implementatian of flexible labour practices, most employees believe that in the long 

run, the company's goal is to reduce the workforce. The remaining participants 

shared this concern and agreed that through flexible labour practices, like multi- 

skilling, worldorce numbers could be reduced. This one example is why unions 

continue to resist the implementation process (Smith, 1999). Smith also makes 

clear, that this evidence does not support either way the effect of employment 

secmity agreements on an organixation's over-all performance. 

Participants acknowledged that at the present time there are some positive signs of 

improved labour and management relations in the mill. Some of the union leaders 

seem to understand that workplace change and flexible labour practices are 
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inevitable. If the Company and union c m  improve their relationship, participants 

agreed that in the long run, it would benefit the implementation of flexible labour 

practices- In comp arison, the Communication, Energy and Paperworkers Union 

(CEP) has acknowledged the need for change and, with reforms, has strengthened 

its role in the economy (Kumar, 1995). The CEP seems to recognize the relationship 

between a stronger economy and a skilled and innovative workforce. The union 

believes that, "A high wage, high skilled economy with a level of social and 

workplace equity must be the cornerstone of our prosperity, and the key to success 

is for the union to peruse its own agenda, and play a full role in managing change" 

(Kumar, 1995 pp. 58)- 

Seventy percent of the participants believed that in the future, the union and 

management group wiU need to work towards some type of partnership. In a case 

study involving the International Association of Machuusts (IAM) and a group of 

US. employers, a well-documented partnership arrangement was established. The 

union and management leaders are committed to ensuring a long-term employment 

strategy exists, which also includes enhanced skills for the employees. In another 

case study by Clarke and Haiven (1999), the authors described a union and 

management change process involving Saskatoon Chernicals and the CEP. In this 

example a partnership was established, and the parties went on to jointly redesign 

the labour practices. However, this partnership did not corne without conflict or 

internal problems. Whitty (1996) agrees with partnership arrangements, but 

suggests that they are considerably more work to build and sustain than 

confrontational models. 'WhitQ emphasized that for partnerships to work, both 

union and management must coilfront their traditional modes of thinking. And, 

unions must also stop hiding behind the belief that cooperation or partnerships 

weaken the collective bargaining process and accept the responsibility that cornes 

with being a stakeholder of the business. In British Columbia, labour and 

management relations have not fostered this type of cooperation because unions 

believe it is not worth the risk of loss of power or autonomy (Kmar, 1995). The 

participants seemed to understand that issues of employment security and union 
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and management trust would slow the acceptance of flexible labour practices, yet 

agreed that over time a partnership was possible. 

Variance 

Labour and management relations are viewed as one of the greatest opportunities 

in the implementation of flexible labour practices. The different departments and 

the participants with various years of service, agreed on the impact of this 

relationship. However, the older participants saw less chance for union and 

management cooperation, while the younger participants believed strongly in a 

cooperative approach. This difference can be related to the fact that older 

participants grew up in the adversarial system, while the younger participants, 

although sympathetic, want to beheve the time is right for change. If the Company 

and union could work towards a better working relationship, eighty percent of the 

participants agreed that in the long r u ,  it would benefit the implementation of 

flexible labour practices. In a focus group session, the discussion changed £rom 

blaming union and management relations to the role of leadership in irnplementing 

flexible labour practices. 

Leadership 

In this theme, the discussion focuses on the role of leadership in the implementation 

of flexible labour practices. Strong leadership will either support the organizational 

direction, or if not aligned, will cause confusion and chaos. Covey (1990) 

emphasizes that  employees must share a common vision of leadership; if not, the 

impact wiU increase organizational stress and the burden of management to 

maintain focus and direction. (Krass, 1998) agrees and concludes that a lack of 

leadership, &om either union or management can negatively affect business results. 

Eighty percent of participants concurred that in the past leadership was the 
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missing ingredient within the flexibility equation- The managers did not seem to 

understand many of the flexibility issues or act on behalf of the organization 

(Smith, 1991). They did not engage employees in open and honest dialogue, whîch 

translated into a lack of hvs t  and respect for leadership. The managers believed 

that employees were untrustworthy and needed to be closely monitored. This 

assumption is related to a study of human behaviour (Davis, 1981) which is called 

"Theory X." Theory 'X" managers presume all employees are lazy and not 

ambitious, while "Theory Y" implies a humanistic and supportive approach to 

management. 

To complicate things, the supervisors had little support o r  authority but lots of 

controversial issues to deal with. Because of this, they were not about to take on 

the leadership role for the flexibility initiative. The participants also admitted that 

the supervisors were not united around a common understanding of flexible labour 

practices. This situation proved to be one of management's toughest issues, which 

caused dissension within the supervisory group Ooak-Dunelly, 1999). In the end, 

the lack of leadership Fom both the managers and the supervisors was described as  

one of the key reasons for absent union leadership (Schonberger, 1996). 

Participants described past union leaders as weak; individual union members often 

controlled the workplace. This issue was contentious and caused confusion; some 

employees wanted to work flexibly, while others resisted it. Lorenz (1992) 

suggested that flexible labour practices are typically found in organizations where 

workers are well organized at the shop floor level. This would allow management to 

focus on labour practices that would have the greatest level of acceptable to 

employees and the union. 

However, they agreed that regardless of the union's approach or leadership style, 

management must move forward. At the curent  tMe, the participants described 

management as  cautious towards the implementation process. For example, the 

newly appoînted managers do not seem engaged in the implementation process. 
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The supervisors are being patient, yet would like to see more leadership and 

direction fkom the managers. In a focus group session, the managers responded by 

admitting to their lack of involvement but stressed their committed to develop a 

future vision for flexible labour practices. 

For the supervisors, it is often unclear what leadership style will be the most 

effective in the implementation of flexible labour practices. Some supervisors push 

flexibility, while others prefer to let it happen over time. The leadership model that 

would best address the supervisors concern, is "situational leadership" (Hersey and 

Blanchard, 1993). This approach is based on the amount of direction and support a 

leader must provide, and the level of employee readiness. The key to situational 

leadership is the leader's style changes dependent on the employee's ability and 

willingness. Another leadership issue for the supervisors is in the consistency of 

application; this means that dl supervisors must implement flexible labour 

practices in a consistent manner across the mill. If a supervisor loses focus, another 

must provide support and guidance. 

At present, the union leaders are also trying to increase their effectiveness and 

accountabfity within their membership. As part of their mandate, the union 

believes in the term stewardship as its fundamental base. In cornparison the 

leadership approach "stewardship" or servant leadership, refers to being 

accountable for the outcomes of an institution, without acting to d e G e  purpose for 

others (Block, 1993). Stewardship principles are founded in the belief that 

accountability and control are different; leaders can be accountable, and yet still 

give control to those closer to the work. The participants seemed to agree with the 

union's stewardship model, yet preferred to describe their members as servants to 

the leaders. 

In  the future, the mill's leadership approach will need to change. Participants 

agreed that the managers would need to build an  atmosphere of trust, openness and 

understanding, by believing in the potentid of people. Trust and the belief in 
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people are key components of a values-based leadership approach (Covey, 1990). 

Developing employee trust in a turbulent environment is and will be an important 

topic and challenge for the future managers. The managers must also empower the 

supervisors, who in turn, must empower the employees. However, Senge (1990) 

warns that empowering people in an unaligned organization can be 

counterproductive. Managers must create alignment around key strategies like 

flexibility and motivate employees to achieve signïfïcant results. This leadership 

approach is described a s  transformational. Transformational leaders motivate 

employees by, making them more aware of the importance of task outcornes, 

inducing them to transcend their own self-interest for the sake of the organization 

and activating their higher-order need (Yukl, 1998). The participants also agreed 

that the managers must have a clear hture vision of flexible labour practices that is 

aligned with the organîzational goals (Rayner, 1993). In a focus group session, 

Murray, a manager concluded: 

Really when you think of it frorn a business perspective, there is no horizon, 

there is no end goal. You can just keep developing it and developing it. When 

I originally got into this, I thought my vision had goalposts, but i f  all people 

got aligned around a cornmon vision, holy cow. It's just scary to think about 

what a powerful company we could be. 

Participants also agreed that the future role of a supervisor would change fiom a 

"supervisor" to a coach and mentor. Acock and Rieck (1989) suggest that 

supervisors typically make the difference during the transition to. flexible labour 

practices. In saying this, the supervisors must also have the tools to  work 

effectively and to challenge their people. They must be educated on the concepts 

and systems to make the transition, especially because their role will greatly 

change. In a case study of Pilkington Glass, a training package was developed for 

supervisors to support the transition to flexible labour practices and the outcome 

was both successful and appreciated by the supervisors (Littlefield, 1995). 
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In the future, the participants also wanted to see stronger leadership and direction 

from the union executive. Len, a maintenance supervisor, stated: 

'Tf leadership on the union side is weak, you have chaos. 1 would rather have 

leadership that is strong and walks out the gate euery second day than 

leadership that is weak and you dont know who to deal with." 

Cutcher, McKersie and Wever (1993) describe the future role of a union leader as 

strategic, needing to focus on a clear vision, leading workplace change, 

communicating, educating mernbers and encouraging employee involvement. 

Future union leaders must be committed to the success of the business and d o w  

their people to contribute to their full potential (Krass, 1998). Again, these 

leadership traits are best described in the servant leadership model. Servant 

leaders advocate a group-orîentated approach to decision-making; they also 

emphasize the power of persuasion and consensus building (Greenfleaf, 1998). 

Rather than deciding on what S p e  of flexible labour practices to create, union 

stewards would ask their members to provide input into the hture  direction. The 

servant leader also believes that the business should create a positive environment 

for employees and the community (Block, 1993). 

Variance 

Generally the participants agreed on the past and future role of a union leader. 

Although the union leaders are currently living in the past, they need to £ind some 

way to enter the future and support workplace flexibility. All future leaders, union 

or management need to embrace the benefits of workplace flexibility and 

understand how they infiuence the process. 

In a focus group discussion, a debate occurred between a manager and supervisor, 

over the role and leadership of supervisors in the implementation of flexible labour 
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practices. The supervisors felt caught in the middle between union and 

management leaders. Doak-Dunelly (1999) agreed with the supervisors case, and 

suggested they are key players in the move to workplace flexibility. With the drive 

to involve workers in decision-making and training, supervisors usually fell left out. 

They are often not recognized a s  catalysts for change or backed up witb a clear 

mandate and authority. The younger participants saw their role as leaders and 

coaches, while the older participants believed in the command and control 

approach. This discussion could be described as the clifferences between leadership 

and management. Yuld (1994) suggests that leading and managing are m u t u d y  

exclusive, pointing out that managers are concerned with ensuring stabiïty, 

whereas leaders are orientated toward change and innovation (Yukl, 1994). For the 

older participants, leading is a foreign concept, because managing has been 

ingrained in them for decades. Kotter (1990) suggests tha t  the role of leadership is 

the creation and management of culture. For the younger participants, managing 

the mill's culture wil l  be one of their greatest challenges. 

The participants clearly understood that leadership would play a signifiant role in 

the implementation of flexible labour practices. They also concluded that union 

leaders would need to understand how their role could positively impact the 

acceptance of workplace flexibility. 

Organizational Structure and Systems 

This theme will analyze and discuss the impact of various organizational structures 

and systems on flexible labour practices. Structure includes concepts like hierarchy 

and teams and the systems include high performance work systems, decision- 

making and reward/motivation systems. A common belief is that a change in 

structure will also change the organizational culture and behaviours. Block (1993) 

challenged this assumption and found that changing the structure alone is never 

enough. 
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In the past the mill's structure was viewed as hierarchical and maintained by a 

group of highly controllhg managers. This structure was expressed as Tayloristic, 

in that management tried to control the workfiow and the employees within it. In 

saying this, the participants explained that the tighter workplace control did not 

seem to have a positive or negative effect on the implementation of flexible labour 

practices. This may have come fkom a lack of accountability Tom within al l  levels of 

the organization (Doak-Dunelly, 1999). This situation created a paradox, where 

tighter management control needs more control to manage. Participants described 

how this structure also created more bureaucracy and a top-down management 

approach. Managers made the major* of decisions and passed them down through 

a distinct line of command. Aktouf (1992) contended that workplace change must 

be a Lived experience and can be neither controlled nor commanded. 

As well, the union was also caught ui this structure, because in order to resist 

flexibility, they too felt the need to control the process. The participants agreed the 

union needed to control the process and, to a great deal, their mernbers, The union 

would not allow their members to discuss the labour practices or be actively 

involved in the company's decision-making processes. They guarded their members 

against formal problem solving systems or structures based on teams. 

In the past, there were few visible signs of employees working in teams wîth or 

without management's involvement. This reluctance may have come £rom 

management's past attempts to implement programs like QWL (Quality of Work 

Life). These programs had a negative effect on employees, rnainly because of the 

union's campaign to resist the implementation. Supervisors themselves are often 

viewed by the employees as the problem when implementing teamwork (Odiorne, 

1991). Odiorne explained that if the supervisors perceive teams as a threat to theix 

traditional power or ultimate existence, they might actually downplay the team 

concept. This overall team experience was negative, yet Eaton and Voos (1996) 

found that in some industries, unionized companies were more likely than non- 

union companies to employ quality programs or teams. One final thought worth 



94 

mentioning is that in the past management did not reward employees, in any way, 

for working flexibly or within teams. 

At the current time, management is again trying to involve the workforce in more 

participatory processes, similar to QWL. In 1999 four new initiatives were 

introduced: flexible labour practices, an attempt at labour management cooperation, 

a move to a team-based organization, and a major downsizing initiative. MacDufne 

(1995) suggests that this type of work systems approach represents the emergence 

of a high-performance-work system. In high performance work systems, two key, 

inter-related ideas exist. First, innovative labour practices work best if introduced 

in internally consistent bundles, rather than individually. Second, it is suggested 

that such bundles are most effective if they are congruent with the o v e r d  business 

strategy of the organization (Rayner, 1993). 

Most participants agreed that with the introduction of flexible labour practices and 

the move toward a team based organization, there are signs of employees working 

within a team structure. This is believed to corne from the unconscious effort to 

change the organizational structure at the same time as the labour practices and 

pay system. Mso, as part of the current labour agreement, an employee reward 

system was developed; this system included a pay increase for employees using 

existing skills and a second payment for the using new skills. However, as of yet, 

this system has not seemed to have inauenced or motivated employees to work 

more flexibly. 

Seventy percent of the participants believed, in the future, employees would be 

organized using either the lean or team model. Operations preferred the lean 

model, while maintenance preferred the team model. Whitfïeld and Poole (1997) 

explained that the main differences between the lean model and the team model, 

relates to their human resource and industrial relations policies. Team production 

is seen to be essentially, decentralized and based on labour-management structures 

that allow worker involvement in decision making. By contrast, lean production is 
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seen to be more centralized and typically to involve selected workers participating 

in problem-solving cornmittees directed by first-line supervisors or other managers. 

Maintenance employees would be organized into srnall area teams, which would 

have ownership and responsibility for decision-making and workfiow issues 

(Thompson, 1994). Eaton and Voos (1992) also suggest that work teams and flexible 

labour practices have been found to have the greatest potential to enhance 

productivity in the worlrplace. 

However, most participants agreed that when moving toward teamwork, there are 

disadvantages and reasons why some teams fail. Nahavandi and Armanda (1994) 

discovered that many employees feel teamwork is a waste of productive time. 

Employees can spend too much tune building trust and consensus with the result 

that the work and productivity suffer. Participants were also concerned that the 

union had and will have issues with the team concept. The union worries about the 

loss of individuality and their need to remain infiuential in the decision-making 

process (Kwmar and Holmes, 1997). Teams can also become too focused on their 

own goals, which can often sub-optimize the entire organization, including the 

union's own interna1 and external goals (Vogt and Hunt, 1998). 

If flexible labour practices are going to be supported, employees will need to 

understand how any new structure or system directly or indirectly affects them. In 

saying this, management will need to educate employees on key business systems 

and reward them for their efforts. Pfeffer (1996) suggests that rewards should be 

aligned with the way in which people are managed. This means that if people are 

important, the rewards should motivate and develop people; but if teams are 

important the rewards should be team based. 

Participants did see some advantage to changing the pay system in the future, but 

agreed that money does not motivate; job satisfaction is more important. Workers 

would benefit from having more challenging and varied work assignments, more 

control over their work, higher skill levels, and greater marketabil i~ in the job 



96 

market (Dalton 1998). The assumption is that a positive relationship exists 

between job satisfaction and the number and variety of tasks performed (Frampton, 

1989). Frederick Hetzberg (1966) chdenged this theory by suggesting that the real 

source of satisfaction is not in the enlargement of tasks, but rather, in the 

upgrading of responsibility, scope and challenge of the work. This concept is 

referred to as "job enrichment" and is consistent with high performance work 

systems. An important element of building job satisfaction is employee 

commitment, or "interna1 unity" (Kourpias, 1996). Kourpias stated, "a job builds 

commitment if an employee gets recognized for good performance, get dignity and 

greater self-esteem, and if there is an environment of fairness and justice (pp.4-10). 

Variance 

The participants agreed that in the past, the organization's systems and structures 

did not support the move to workplace flexibility. However, recently there have 

been positive signs of teamwork and improved decision-making systems in the mill. 

In  contrast, many of the younger participants did not believe employees really 

understand or are prepared to work in teams, while the older participants 

maintained that employees do work in teams. Team processes include formalized 

communication and decision-making systems, which the younger p articip ants did 

not see happening in the mill. An older participant, Ian, explained: 

'Much of my crew work together toward a cornmon goal, which is to make 

pulp. m i s  may be a basic forrn of teamwork, but at least it's a start." 

Also, the supervisors wanted to reward employees based on their skill level, while 

the managers preferred a performance-based reward system. But what participants 

may be forgetting is that these types of reward systems must be negotiated with the 

union, who are strongly against these concepts (Kumar, 1993). 
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Flexible labour practices typicdy involve two main elements - production systems, 

which focus on how work is organized, and employment structures, which provide 

the environment within which these operate (Yeatts & Hyten, 1998). The focus on 

job satisfaction and cornmitment will come fkom challenging and motivating 

employees. The belief that employee attitudes and knowledge are key to the success 

of a flexible and adaptable workplace is imperative. For these elements to have the 

desired impact, success will depend on the amount and mes of training offered and 

the environment in which learnïng takes place. 

Learning and Training 

This theme will analyze and discuss how training and learning could be the key to 

unlock the f lex ibi l i~  door. Osterman (1994) suggests that flexible labour practices 

are typically found where the product market has international cornpetition, the 

skill level and technology high and the values of the organization worker-oriented. 

A well-trained workforce can mean increased productiv&r, reliability and improved 

quality (Vickery and Wurzburg, 1996). In  the past, there was little emphasis placed 

on the education or training to support either the team concept, business systems or 

the implementation of flexible labour practices. Management did very little to focus 

employee learnùig on key business systems; instead they focused primarily on a few 

speciflc training initiatives. It was said that management did not understand the 

training requirements or the amount of time it would take to achieve a flexible 

workplace. 

Currently, there is tremendous amount of training taking place in the support of 

the implementation of flexible labour practices. This t h e ,  the managers seem to 

understand that the initial cost of trRining would be high, yet in the longer-term, 

the results would be higher productivity and reduced costs (Vickery and Wurzburg, 

1996). As part of the implementation plan, a modular based training system was 

developed. Participants agreed that some of the training was good, while other 
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parts did not make good business sense. One of the issues was caused by language 

in the curen t  labour agreement, which forced the Company to consistently train all 

employees within a classincation. This means that if one d w r i g h t  or operator is 

trained in a particular task, all the other d w r i g h t s  or  operators must get the 

same training. For the participants, this system does not provide for individual 

ski11 differences and competence levels. Vickery and Wurzburg (1996) agreed and 

suggested that training systems should produce a higher degree of individual 

competence, making workers generally more readily adaptable to change. 

The participants also expressed a concern about the amount of involvement from 

the managers, supervisors and the union in the training initiative. The managers, 

although providing the required training resources, have not reviewed or discussed 

the training plan- The supervisors have not yet accepted the training strategy, and 

continue to struggle when assigning new tasks to employees. For the union, the 

issue is around participation and input in course development, delivery and 

planning. Streeck (1989) argues that future union involvement in training and skîll 

formation is equivalent to the role they played in wage formation of the mass- 

production era. Many ernployees believe by training one another, they would be 

seen as cooperating or accepting the implementation of flexible labour practices. 

Klein (1991) disagrees and explains that there are real and positive opportunities 

for skilled workers; they c m  gain training skills or become interna1 consultants to 

the organization. Another key issue, is the refusal by employees to utilize the new 

skills, once they have been trained. Their concerns Vary, but include things like 

safety, the types of training and a general discomfort with the training strategy. 

These delays have the potential to increase the cost of training, because the 

acquired s u s  must be utfized immediately, or employees will soon lose the skill 

and need tu be re-trained (Frampton, 1989). 

Most participants agreed that in the future, the training should be tailored to a 

specifïc area and to individual employee needs. Therefore, employees and 

management should try to cooperate and look for trRining opportunities that will 
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enhance both the business and the individual (Frampton, 1989). In the future, 

employees should have a Say in the training, as long as their needs align with the 

business direction (Gittleman, Horrigan and Joyce, 1998). In a case study a t  

Smithkline Beecham Corporation, Anat Arkin (1995) pointed out that  a key success 

factor was the principle of the %est person" for the task. Instead of jobs being 

owned, the most appropriate member of the team would be trained and skilled to 

perfurm the work. In other words, you dont assign anyone to a task, just because 

you can - it must make business sense. According to Arkin, the transition has been 

positive because employees are provided a greater variety of skills while 

maintainhg expertise in a specifïc area, similar to the "craft pride" message 

delivered by Klein (1994). 

Another way to look a t  training is through the lens of learnulg, because, there is a 

direct relationship between learning and flexible labour practices (Gittleman, 

Horrigan and Joyce, 1998). Participants agreed that if the employees would learn 

more about the business itself, it might help in their understanding of the business 

need for flexible labour practices. 

The participants also believed, that in the fwture, training institutions will need to 

be more focused on the needs of the business community. Arkin (1995) suggests 

that training for flexible labour practices is likely to take place over a period of 

years using national standards in accrediting the cornpetencies required. This will 

put pressure on the education system to provide more innovative solutions when 

delivering the necessary training and, in a more timely and cost effective manner 

(Osterman, 1994). 

Variance 

Learning and training are two distinct processes. Training is something that is 

done to you, or that you do for someone else, while learnirig is something you do to 
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and for yourself (Garavaglia, 1993). The various groups agreed that training and 

learning must focus on skills that will enhance the business and the individual. 

At the same time, one of the key variances was in the difference between core skills 

and cross-skills training. The managers preferred to train employees on cross- 

skills, while the s u p e ~ s o r s  preferred more core skills training. The managers 

generally believe that flexibility is about performing someone else's work, while the 

supervisors believed in broadening employees core skills. Whitfield and Poole 

(1997) found that in the future, core skills would be more important than specinc, 

job-related knowledge. In cornparison, younger participants would like to see more 

apprenticeships in the mill, while the older participants thought the Company 

should just hire the required trades. In support of the younger participants, the 

union views apprenticeships as a component of broadening workplace skills. For 

acceptance, employees must have the opportunity to enhance the2 skills, which are 

then recognized through formal certincation. The consensus among participants 

was that employee development, either through training or learning, would 

positively impact the implementation of flexible labour practices. 

Data Analysis and Discussion compared and contrasted the research fïndings with 

the research literature. The discussion and analysis focused on the impacts of the 

implementation of flexible labour practices, monitoring and measuring results, 

culture, labour and management relations, leadership, structures and systems and 

learning and training. For management, the challenge WU be to develop a n  

understanding of the m e s  of flexible labour practices that will be supported by the 

major stakeholders. In the next section, conclusion and recommendations, the 

intent is to provide answers to the research question and recommendations to the 

sponsor organization. 



CHAPTER 6 

CONCLUSION AND RECOMMENDATIONS 

Conclusion 

This section will explai. the research conchsions as defined by the researcher and 

supported by the research findings. It will focus on four areas or opportdties: job 

design, the iniplementation process, labour and management relations and 

leadership. Also included will be other hd ings  in relation to the themes 

monitoring and measuring results, culture, structure and systems, and learning and 

training. 

Job Design 

In this study, the term flexible labour practices did not focus on specific tasks or 

skills, but rather on the concepts and ideas that will be supported by the major 

stakeholders. Terms used to describe the general concept of flexible labour 

practices were: trade flexibility, leadteam production, multi-skilling and high 

performance work systems to name a few. The researcher concludes that the study 

findings point to two main concepts that would be supported: multi-skilling and 

teams. 

During the literature review and subsequent data analysis, a job design model, 

proposed by (Klein, 1994), was introduced by the researcher. The researcher 

believes that this model best represents the type of flexible labour practices that 

will be supported by the major stakeholders. As part  of this model, maintenance 

employees would maintain their core skills, while enhancing their productivity by 

developing several secondary skills. The idea is to broaden an employee's skills in 

the areas of greatest benefit to  the business and the individual. For example, under 
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the proposed model a millwright, by broadening his core skills, would complete all 

tasks associated with a task, thus reducing craft interference and enhancing his 

productivity. In this job design model, employees have a breadth of knowledge 

across multiple functional areas but maintain depth of expertise in one particuIar 

area or trade. In traditional crafi models, individuals have a depth of expertise but 

stay confbed to an area of tasks. The idea is not to dilute their expertise but to 

enhance it by incorporating "integrative" knowledge with employees core SUS. The 

researcher concludes that the employees and their union would support this "job 

design modeYs because of the integrative approach and that it maintains their core 

s kills . 

To complement this model, the researcher proposes that the concepts of multi- 

ticketing and apprenticeships be added to the design. This conclusion is based on 

the assumption that multi-ticketing or apprenticeships would not be forced on 

employees, rather offered to those employees who want to gain additional slolls or 

certification. The approach addresses the "what's in it for me" question that 

employees often ask. Apprenticeships have been one of the union's highest 

priorities and demands when discussing flexible labour practices. 

In relation to the process operators, the research hdings  pointed to the "lean 

production model" as the preferred model of job design. This model d o w s  for 

increased workforce flexibility by enabling all employees to rotate amongst al1 tasks 

within an area. Unfortunately, the trade-off for the lean model was to increase 

breadth of skills at the cost of decreased depth of expertise. Therefore, upon further 

analysis, the same '3ob design model" should be used for the process operators as 

proposed for the maintenance employees. By using the same model, including the 

concept of integration, a process operator would learn dl tasks or jobs within a line 

of progression and perform maintenance tasks such as: trouble shooting, lubrication 

and equipment checks. This model is also based on the assumption that operators 

and maintenance employees need to share ideas and experiences in an atmosphere 

of mutual respect and support. 
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Another key component of this "job design model" is the addition of vertical 

integration, which supports horizontal integration and dep th of expertize. Vertical 

integration would allow employees to complete certain tasks or assignments that 

were traditionally owned by management. Managerial functions, like planning and 

scheduling, build in job enrichment, which supports the concept of employee 

"ownership" or responsibility. To support this concept, teams would require some 

external assistance, including members of management, who would facilitate 

resource allocation and provide leadership and coaching. 

This model also enables trades people and operators to maintain "pride" in their 

primary expertise, while taking advantage of new skills that facilitate the 

completion of whole jobs, not just one part. During the study, employee pride and 

job satisfaction were identifïed as key concerns; this model addresses their concerns 

by broadening their core skills, rather then changing their trade or classification. 

Also, by expanding their skills into areas of planning and organizing, the employees 

would increase their responsibility and gain more autonomy and ownership over the 

work. The managers would support this "job design model" because more employee 

autonomy and ownership will lead to improved quality, reliability, cost effectiveness 

and a more satisfied and productive workforce. 

Also, as part of the research h d i n g s  a team structure was proposed by the 

participants, which was based on a small group of employees with complementary 

skills who could complete all necessary work within an area. The researcher 

concludes that Klein's model also supports this idea, by using a group of individuals 

who, in total, cover al l  the dimensions: depth of expertise, breadth of tasks and 

administrative functions. Team members are not required to be expert in all tasks 

but to have moderate knowledge across the hc t iona l  tasks and maintain expertise 

in one particular area of the team. The employees and supervisors would support 

this concept because all employees would not have to be treated the same. AU 

employees do not have the same ski11 levels or the required competencies to 

complete all tasks; this model would allow individual employees and supervisors to 
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pick and choose tasks that best suit the employee. 

This improved "job design model" is unique because it now incorporates many of the 

earlier job design concepts: crafts, Taylorism, lean and team production. Figure 1 

illustrates the combined "Job Design Model." This example takes into consideration 

the varied skills of a team member. However, to fully appreciate Klein's model, a 

complete team is pronled in Figure 2. These two models best represent the research 

findings and provide the basis for the researcher's conclusion. 

"Job Design Models" 

Figure 1 (Worker Profile) 

Source: Klein (1994), SBT 



Figure 2 ( S m d  Business Team) 

Administrative 
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fl Worker 4 
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Depth of Expertize 

Source: Klein (1994), SBT 

The Implementatïon Process 

To support the research fmdings and the "job design model" it is the researcher's 

view that the implementation process should be evolutionary not revolutionary. 

Based on the research fïndings, it is clear that trying to force flexible labour 

practices on employees has not worked. In fact, the harder management pushed the 

harder employees and the union pushed back The implementation process will 

focus o n  three areas, bundling, measuring results and learning and training. 

Based on the "high performance work systems" model, referenced during the study, 

it is the researcher's conclusion that the "job design model" would be more readily 

supported if implemented within a bundle of concepts or labour practices. For 

example, if management would package the "job design model" with 

apprenticeships, a cornmitment to reduce contracting out and a projection on future 
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numbers of employees, this '%undle" of concepts would be supported by the union 

and employees. For management the benefits of employee support and commitment 

are reduced costs, increased productivity, and improved safety performance and mill 

reliability. Also, for Corporate Weyerhaeuser, the focus is on business results and 

not on the amount of flexibility performed. 

In the research findings, a measurement process was identified, which included the 

provision to monitor or audit the implementation of flexible labour practices. To 

ensure commitment and support is maintained for the "job design model," an 

auditing process is necessary. In the researcher view, if the implementation process 

is not monitored, the job design model wil l  fail; this would be due to the increased 

pressure on employees to achieve the required skill levels and a significant hanc ia l  

and time commitment fiom management to complete the required training. 

The research findings also pointed to an implementation process that required a 

signincant amount of employee training and learning. The researcher concludes 

that this ('job design model" requires a fundamental shift in the way the 

organization views the employee learning. To ensure the model will work and be 

supported, organizational learning will need to be part of an  employee's every-day 

work. This concept can be supported by either experiential or hands on learning, 

which is founded in application. There are tremendous opportunities for employee 

growth and development, by utilizing the existing skills and knowledge of one 

employee to train another. Also, a significant return on investment can be 

recognized by encouraging employees to practice the new skills in a threat fiee 

environment. 

Labour and Management Relations 

The research Gndings pointed to several union and management challenges that 

could impact the ongoing support required for flexible labour practices. The 

research concludes that a confkontational union and management approach will 
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have a signincant impact on the implementation of the proposed '3ob design model." 

It is the researcher's conclusion that Weyerhaeuser, which is most likely the next 

targeted mil1 for the 2003 collective bargaining session, should focus on one mil1 

bargaining approach. In 2003, British Columbia's pulp and paper unions will most 

likely try to change the curen t  language on flexible labour practices. This situation 

could jeopardize the implementation of the proposed "job design model' because of 

the length of time it wiU take to achieve the benefits. However, it will be d3Ecult 

for the Local union to support this approach, because of their desire to maintain 

solidarity and the same type of labour practices throughout the industry. 

The research findings also pointed to a labour management "partnership" that 

would support the implementation of flexible labour practices. It is the researcher's 

conclusion that because of the confkontational history and culture in the industry 

and workplace, a partnership arrangement could not be sustained or supported. 

Flexible labour practices and job design are the cause of many union and 

management co&ontations that will not be solved in the near future. In the case 

of the PPWC and Kamloops Pulp, a more realistic approach would be a n  enhanced 

"working relationship" and where possible "mutual cooperation." This would mean 

that  where management and the union could, they would cooperate and resolve 

issues for mutual benefit. However, on issues where cooperation is not possible, the 

parties would agree to disagree, while being more open and honest about their 

reasons and intentions, resulting in a better "working relationship." 

Another labour and management problem that was identified in the research 

fïndings, was the inability for the union to support the unknown. It is the 

researcher's view that to gain employee support, management WU have to clearly 

explain the benefits of the proposed "job design model." If not, the environment 

wiLl continue to be ambiguous and the employees and the union will create their 

own future model of resistance. This approach gives the employees the opportunity 

to support the direction, even if the union proper is philosophically opposed. 



1 O8 

However, the researcher concludes that, there are several union and management 

issues that if not addressed, could signincantly impact the acceptance and support 

of the "job design model." Cultural issues of peer pressure, intimidation and 

harassrnent will ultimately effect the implementation of the 'yob design model" if 

not addressed. These issues will cause relationship problems between the 

supervisors and employees and between the employees themselves. At the same 

time, the research h d i n g s  point to a legitunate union and employee concern over 

the issue of employment security. However, the researcher concludes that if the 

union would support the "job design model" the result would be an increase in 

employment numbers over time. The proposed model builds in opportunities for 

employees to perform more non-traditional, managerial work, that was typically 

performed by management. If the cornpany and union could proactively solve the 

employment security issue, this might create the opportunity for the union and 

employees to support the implementation process. 

Leadership 

The research hd ings  pointed to a need for a new leadership approach that would 

support the implementation of flexible labour practices. The managers will need to 

build alignrnent around the "job design model" and organizational capacity through 

learning and training. It is the researcher's view that the newly appointed 

managers have the leadership ability and capability to implement the 'job design 

model," however, the current leadership gap, as identifïed in the research findings 

is the result of the signincant change the mil1 has experienced over the last year. 

Furthermore, based on the understanding of the history of leadership, the 

researcher concludes that ail facets of leadership are being challenged by the miU's 

culture. Therefore, management will need to use the appropriate leadership 

approach for each situation. For example, the craft model is currently being used 

by the trades people to control the workplace. Based on the history, management 
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wïü need to regain control of the workplace before the "job design model" will work 

and be supported. This process is best accomplished by setting (management) 

standards and expectations, which will reduce or eliminate, peer pressure and 

intimidation. Once the standards are in place and the expectations are being met, 

management (leadership) can start the transformation process towards shared 

leadership. 

Also, the research hdings  pointed to the front-line supervisor, as a key leadership 

component in support of flexible labour practices. Therefore, the researcher 

concludes that the supervisors, who are critical to achieving the "job design model," 

will support the concept of vertical integration, if their new role is clear and 

supported within the organization. 

For the union, the research bdings pointed to a leadership vacuum The union 

leaders at Kamloops Pulp do not seem to support or not support the implementation 

of flexible labour practices. The researcher concludes that in support of the "job 

design model' the union leaders will need to challenge their own beliefs about the 

future possibilities or the benefits to their union. However, the culture a t  Kamloops 

Pulp, and the unions own norms of behaviour have made it difncult for a union 

leader to lead. For many years, union leaders have been silenced by a s m d  but 

vocal group of members who have attempted to control the workplace. For the 

union leaders who might support flexible labour practices, the internal pressure and 

intimidation is too great and does not allow for input or cooperation. Therefore, the 

researcher concludes that the implementation process based on ''bundling" will 

provide the support the union needs to move forward. In the near future, the union 

leaders will need to challenge their internal processes and focus on building a 

stronger union, based on the sanie leadership principles they expect &om 

management. 
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Recommendations 

The study recommendations will assist management at Kamloops Pulp to decide 

what specifically to do about the research fïndings and also to provide the impetus 

for the implementation process to follow. The recommendations will focus on three 

key areas, job design and iinplementation, labour and management relations and 

leadership. 

Job Design and lmplementation 

To successfully implement flexible labour practices, Kamloops Pulp must focus on a 

"job design model" that will be supported by the major stakeholders and that wiU 

allow the implementation process to follow. Therefore, the researcher recommends 

the following actions be taken: 

1. The managers must ikst understand the benefits and possible risks of the 

proposed ('job design model" and then be willùig to either support or not the 

implementation a t  Kamloops Pulp. 

2. If acceptable, the model and benefits must be clearly communicated to all 

employees; this process will reduce the uncertain* and clarify the future 

direction. 

3. The implementation of flexible labour practices should-presented as a ''bundle" 

and include: the "job design model," a mechanism to reduce contracting out, 

future employment projections, apprenticeships and multi-ticketing 

opportunities . 
4. Maintenance and operations employees should be trained in three skiU areas, 

core skills, cross skills (enlargement) and administrative skills (enrichment). 

5. Management should conduct individual and team skiU assessments to determine 

the curent skill base. The results would be used to build a training plan based 

on the '(job design rnodel," which will produce a team of employees that has the 

abfiw and SUS to complete the required work within an area of the mill. 
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Management should avec t u  apprentice a number of employees in the d, 

contingent on a training agreement, which includes flexible labour practices. 

The number of apprenticeships shodd be detexmhd by a gap andysis 

conducted to determine the current and future needs, based on a trade's 

projection. Opportunities should be provided to al l  mill employees, with the 

emphasis placed on dual tickethg electrïcians and instrument mechanies. 

Process operators shodd l e m  and perform a l l  jobs in a line of progression to 

d o w  for increased productivitJT. The operators should rotate jobs within a line 

of progression to stay eurrent in jobs and tasks- 

A continued effort should be made to do more work in house by reducing the 

amount and m e s  of contracfiors the mill employs. Management should form a 

project team, who wodd support the area teams by performing mil1 projects that 

were mically contracted out. 

A measurement tool must be developed to measure specific business results, 

i n c l u h g  safety, reliabarn, costs, productivity and employee morale. 

10.An auditing process must be developed, which includes: training and 

development progress, shop floor visits by managers, an employee feedback 

mechaniSm and an externa1 feview or audit process- 

11.A union and management g r ~ ~ p  shodd conduct benchmarking visits to other 

mills where flexible labour practices have been successfully implemented. 

12. Management at Kamloops Pdp  ~ h o d d  attempt to form a network of other 

industry pulp and paper producers to share ideas and information. 

13.The managers must provide ~ h e  required training resources, including 

innovative ways to deliver the training or learning- Possible options might 

include experiential learning, computer based and interactive training and a 

partnership with an educa t io~d institution. 



Labour and Management Relations 

As labour and management relations will be a critical component in the 

implementation of flexible labour practices. The researcher recommends the 

following actions: 

14.Kamloops Pulp and the PPWC must work towards an improved "working 

relationship" and where possible "mutual cooperation." 

15. To address the employment security issue, management should provide the 

employees and the union with a future projection as to the number of employees 

that will be required to support the "job design model." 

16- Peer pressure and intimidation must be monitored and addressed in a timely 

and consistent marner. Therefore, the researcher recommends that the 

managers develop clear expectations, including norms of behaviour for the 

supervisors, union and the employees to follow. 

17-All formal or informal work rules that impede the implementation of the "job 

design model" should be documented and effectively addressed. 

Leadership 

Strong and decisive leadership will be required from the managers, supervisors and 

the union executive to ensure the long-term success of flexible labour practices a t  

Kamloops Pulp. The researcheis recommendations on leadership are as follows: 

18.The managers must take a leadership role in the development and the delivery 

of the "job design model" and subsequent plan. 

1 9 . A ~  part of the plan, the managers must develop clear standards, expectations 

and accountabilities for all employees and supervisors to follow. 

20.A coaching or mentoring program should be developed between the employees, 

supervisors and managers. 
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2l.The supervisors must be educated on the concepts and principles of leadership 

and how their role can directly impact the "job design model" especially since 

theh role will ultimately change. 

22.The supervisors must continually look for short-term wins within their crews 

and provide the required training time and resources to get the work done. 

23. The s u p e ~ s o r s  must set clear expectations for employees and in turn, solicit 

feedback on their performance. 

24. Union leaders must decide on the leadership style that will benefit their entire 

membership and will support the long-term viability of the mill. 

25.Union leadership must be educated on the concepts of job design and the 

potentid benefits of the proposed model. 

26.The union leaders must empower their members by developing an alternate 

mechanism, which will allow for input into proposed "job design model." 

Future Research 

This study examined flexible labour practices fkom msny points of view: the m e s  of 

labour practices, monitoring and measuring results, culture, labour and 

management relations, leadership, structures and systems and learning and 

training. The study also examhed flexible labour practices in relation to the pulp 

and paper industry, its history, curent  status and future implications. Other 

researchers have focused on job design concepts, performance measures, union and 

management trust, employment security and the role of leadership in 

organizational change. 

However, it became clear that  a concept that has not been adequately covered by 

other research is "union leadership" and its role in today's changing workplace. 

Other researchers have wrïtten about the role of management and leadership in 

relation to flexible labour practices, while others have reported on the position that 

unions Spic* take in times of change. However, in the last twenty years, the 
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number of unions and union members, in Canada and the United States, has 

steadily decreased. This decrease can be caused by many circumstances, yet one of 

the reasons may be a lack of clear direction and support for workplace change. 

Therefore, the researcher proposes that future research is required to assess the 

changing role of a union leader from a uniodemployee perspective, which is 

ultimately different than a management perspective. 

Lessons Learned 

In this section, the researcher will discuss the key Iessons learned while conducting 

the research study and conclude by reviewing the lesson learned during the term of 

the Masters of Arts, Leadership and Training Program. For the researcher, the 

greatest challenge during the research study was "the process of writing." This 

unique process did not corne naturally or without discovery. However, the process 

of discovery itself was satisfying and challenging and proved to be the most 

rewarding. 

Another lesson learned was about the size or scope of the research study. In the 

end, the researcher found that the research question itself was possibly too general 

or broad. This situation did not allow for suf6cient time to analyze any-one 

particular theme or component. For example, the subject of culture and its impact 

on flexible labour practices might have provided the opportuni* to further explore, 

in depth, the impact of culture. The themes chosen were all relevant to the nature 

of the study, yet often the researcher lacked a clear sense of focus and meanïnning. 

In closing, the student (learner) is satisfied that the conditions of Masters Program 

were completed successfully and the competency expectations were fulfilled. Also, 

the program provided the opportunity for the learner to self evduate and determine 

the level of competency gained in each area of the curriculum, which was unique 

and fulnlling. However, the greatest learning was in the area of leadership, while 
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the competency that provided the most challenge was 'learning." As the program 

progressed a common issue emerged, the most powerful Iearning is unlearning. 

Unlearning is about letting go of what you think you know and rediscovering what 

you don't know. In the words of Vaill(1996): 

Leadership is a moment-to-moment process of grasping (leearning) the needs 

and opportunities for influence that are found in situations and realized in 

(learning) what purposeful things one can do there (p.148). 
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APPENDIX A 
MEMORANDUM OF AGREEMENT 

BETWEEN 

WEYERHAEUSER CANADA 
KAMLOOPS PULP DlVlSlON 

(Hereina fter re ferred to as the "Cornpan y 7  

AND 

PULP, PAPER AND WOODWORKERS OF CANADA 
LOCAL 10 

(Hereinafter referred to as the &Union") 

Agree that this Memorandum of Agreement for the renewal of the 
Labour Agreement is a complete resolution of a// issues between 
the parries and wi// be recommended to the membership by the 

bargaining cornmittee. 



1. FLEXIBLE WORK PRACTICES - New Article 

Add new Article: 

"Flexible work practices will be implemented consistent with the Letter of 
Understanding attached to this Agreement." 

Letter of Understandine - Flexible Work Practices 

1, The introduction of flexible work practices is designed to improve productivity, 
improve product quality, reduce downtime and lower costs while ensuring that the 
work is completed in a safe manner. The efficiencies that result from flexible 
work pratices are also intended to assist in fulfilling the intention of Article 
XXIlI of the Labour Agreement- 

2. The parties agree that this letter on flexible work practices recognizes that the 
pnmary responsibility for the operation of the mil1 will remain with operators and 
the primary responsibility for maintaining the mil1 will rernain with trades persons 
and steam plant maintenance emplo yees. 

3. It is understood that the intent of this letter will supersede local practices, and 
verbal and written agreements, which would impair the implementation of 
flexible work practices. 

4. Al1 work will be performed in a manner consistent with safety articles of the 
Labour Agreement as well as the company's safety rules and the regulations 
issued by the Workers' Compensation Board of B.C. It is recognized that some 
tasks can only be performed by employees who possess certain government 
certifications and in that instance, the work will only be performed by employees 
who possess the required governent certificate. 

5 .  The intent of this agreement is to provide that al1 employees will safely utilize al1 
of their existing skills and maximize their productivity and learn and use new 
skills to enhance their effectiveness. 

6. The Company and the Union will meet to discuss a module-based training 
program that will enhance the existing skills of employees. They wi1I also discuss 
the option of using trainers fiom the bargaining unit to assist in the design and 
delivery of the training modules. The Company will design and introduce new 
training programs to facilitate the implementation of and evolution of flexible 
work practices. 

7. Al1 employees will be required to complete training programs as prescribed by the 
Company and utilize new skills acquired as a result of training. Training will be 
consistent for al1 employees in each job classification. 

8. The parties recognize that the acquisition of new skills that facilitate the 
implementation of flexible work practices is an ongoing process and will continue 
over time to support the changing needs of the business. 



A-3 

9. The following payments will be made for flexible work practices: 

Maintenance ernployees $.95 per hour 
Operations employees$AO per h o u  

To be impiemented as follows: 

Upon ratification of the collective agreement, $.45 per hour for 
Maintenance employees and S.20 per hour for Operating 
employees. 

Immediate utilization of existing skills that may not have been 
previously used due to restrictive work practices. 

Ernployees assisting each other regardless of department or 
occupation. 

$.25 per hour for Maintenance employees and $.20 per hour for 
Operators upon successful completion of each modular training 
program and utilization of skills acquired as a result of this 
training. There will be two training modules for Maintenance 
employees and one training module for Operations employees. 

Apprentices will be paid the maintenance premiums in the usual 
proportion. 

The same delineation which defines who is an operator and who is a 
Maintenance ernployee shall apply to the payment of prerniums. 
Maintenance employees will include d l  joumey persons, apprentices and 
lubrication mechanics. 

The parties agree that there will be no pyramiding of credits under the job 
evaluation plan for duties that are being compensated for under the 
flexible work practices agreement, uniess the changes constitute new 
regular job duties added to their classification as defined by the job 
evaluation plan. These new regular job duties must result from either new 
or changed procedures\equipment or from the permanent reassignment of 
duties from another job classification. 

10. Training programs implemented under Point (6) are not intended to force 
qualification in another trade. 

11. The Company agrees that no employee will lose their employment with the 
Company as a direct result of the implementation of flexibility initiatives under 
this letter. This provision applies to only those employees employed at the date of 
ratification of this agreement. 



12.No trades person or apprentice will be invoIuntady displaced corn their 
respective trade on a permanent basis as a result of the implementation of flexible 
work practices. 

13, It is not intended that flexible work practices shall result in a trades person being 
assigned to a nomades classification when someone outside of his trade is 
performing his trade core duties. 

14. The Company agrees that no employee's regular job rate will be reduced when he 
is assigned to perform work under this work place flexibility agreement. This 
does not apply to an employee who is lâîd off or whose job is temporarily 
curtailed and is recalled or works in a dflerent job category on the basis of mil1 
seniority. 

15. The Company commits to maintain apprenticeship agreements. 

16. For the terrn of the renewed Labour Agreement, the Company and the union agree 
to establish and participate in a Joint Cornmittee which will meet quarterly to 
discuss issues related to productivity, morale, profitability, work opportunities, 
market conditions, any alIeged discrimination, the ongoing effectiveness of 
flexible work practices and any other problems related to fiexible work practices. 

The committee shall consist of: 

The President of the Local Union 
The Mill Manager 
Members of the local union as designated by the Union 
Members of mil1 management as designated by the employer 
The President, PPWC or designate 

17. The parties agree that disputes relating to the impIementation of this letter shall be 
reviewed by the Joint Cornmittee which will rnake every effort to resolve these 
disputes in accordance with the spirit and terms of this letter. 

2, CONTRACTING - ARTICLE XXIII 

Amend Article XXIU - Contracting, as follows: 

(b) (iii) To do the job of a displaced employee working outside his job category. 
(c) It is not the intent of the Company to replace its regular work force 

through the use of contract firms. 

For greater clarity, it is agreed that: 

(a) The changes which provide that is not the intent of the Company to 
replace its regular work force, through the use of contract fims, will not set 

aside existing external work arrangements and practices. 

@) Working under the flexible work practice provisions does not mean that 
an employee has been displaced and is working outside his job category. 



3, TERM OF AGREEMENT - ARTICLE XXIX 

The term will be to and until A p d  30,2003. 

4, PENSION PLAN - ARTICLE XVL 

The contribution levels will be as follows: 

January 1, 1999 Employer 10% Employee 2% 
January 1,2000 Employer 1 0% Employee 2% 
January 1,200 1 Employer 1 0% Employee 2% 
January 1,2002* Employer 10% Employee 3% 

*During the last year of the Labour Agreement, a review will be conducted to 
determine if the flmding can be reduced at the expiry of the Labour Agreement 
without compromising the benefit objectives of the trustees- 

Pension Plan - Banked Overtime Hours 

The employer agrees to submit a letter to the Pension Plan Tmstees recommending 
that banked overtirne hours earned, when taken off the folIowing calendar year, will 
be treated in a like manner to banked overtime hours taken off earned before the 
employee reached the 2080 hour cut-off. 

Bridging is paid directly by the Company to employees aged 61 or older who opt to 
retire early. 

1. Effective May 1, 1997 the company will provide a bridging supplement of 
$20 per month per year of service. Bridging will not be payable beyond age 
65. 

2. That subject to the foregoing amendment, the t e m  annuity benefit be 
renewed. 

6. HEALTH AND WELFARE BENEFITS - EXHIBIT 'B' 

a) Group Terrn Life and AD.&D. Insurance Coverage 

Amend coverage as follows: 

I I I r I l  
1 Mav 1.1997 1 Q58.000 1 $68.000 1 

1 Mav 1.2000 1 $76.000 1 $76.000 1 

iI -, 

May 1,1998 
May 1,1999 _ 

Accidental Death and Dismemberment coverage schedule to reflect current insurance 
carrier's benefit levels. 

$71,000 
$74,000 

May 1,2001 
May 1,2002 

b) Accidental Death and Dismernberment Coverage Revise coverage for 
accidental death and dismemberment insurance to provide coverage for quadriplegia, 
paraplegia and hemiplegia at 200%. 

$71,000 
$74,000 

$78,000 
$80,000 

%78,000 
$80,000 



c) Extended Health Benefits 

Revise coverage under the extended health plan as follows: 

1. Foot orthotics to $250 per person per calendar year. Orthopedic shoes 
provision to remain as per curent Labour agreement. 

2. Hearing aid coverage increased to the maximum benefit payable 
during a three calendar year period is $600.00 per child. Payment will 
be made for maintenance, batteries or recharging devices or other such 
accessories. 

3. Increase physiotherapist and massage practitioner maximum fiom 
$250 to $350. 

4. hcrease clinical psychologist maximum from $250 to $350. 

5. Increase acupuncture treatment maximum from $100 to $150. 

6 .  Increase vision care coverage as follows: 

January 1, 1998 increase to $300. 
January 1,2000 increase to $350. 

d) Weeklv Indemnitv Benefits 

1. The weekly indemnity benefit scale will be extended as follows: 

Effective May 1, 1998 

Effective May 1, 1999 

Effective May 1, 2000 

Effective May 1, 200 1 

$25.50 but less than $25.75 $620 
$25.75 or over $625 

$23 -75 but less than $24.00 
$24.00 or over 
$24.00 but less than $24.25 
$24.25 or over 
$24.25 but less than $24.50 
$24.50 but Iess than $24.75 
$24.75 or over 
$24.75 but less than $25.00 
$25.00 but less than $25.25 

Effective May 1,2002 

2. Weekly Indemnity - Attempted Suicide 

$25.25 or over $615 
$25.25 but less than $25.50 $6 i 5 

Amend Weekly Indemnity Plan to provide for benefits for loss of time as a 
result of attempted suicide under the plan provisions covering other mental 
illnesses. Coverage shall also include injury disability arising from attempted 
suicide. 

3. Weekly Indemnity - Waiting Penod 
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Only one (1) waiting period will be required for serious illnesses 

which require kidney dialysis, chemotherap y, radiation or other smilar 

recurring treatments. This WU provide benefits, after the initial waiting period, 

for any subsequent lost time. 

4. Weekly Indemnity - Subrogation Agreement 

Add the following in Section 2: Coverage and Benefits 

(c) Non-Occupational Accident and Sickness Insurance 

Benefit payment will not be made beyond age 65 and in ail cases, will cease 
upon recovery. Where the employee recovers an amount fiom a liable third 
party for loss of income as a result of the same accident or illness, they must 
reimbune the plan once they receive 100% of their loss. One hundred percent 
(100%) of their loss includes gross wages lost. 

The premium structure for coverage of an employee over the age of 64 will be 
as follows: 

Fust three months 75% of normal premium 
Second three months 50% of normal premium 
Thkd three months 25% of normal premium 
Last three months No premium 

e) Dental Care Plan 

1. Amend Plan A reimbursement to 85% - May 1, 1998 
Amend Plan A reimbursement to 90% - May 1,2000 

2. Increase orthodontic coverage fiom $2,500 to 3,000 - 
May 1, 1998 
Increase orthodontic coverage fiom $3,000 to $3,500 
May 1,2000 

f) Surviving Spouse Coveraee 

Increase coverage to six (6) months. Improvements in the health and welfare 
coverage will become effective the first of the month following 
ratification unless othenvise noted. 

7. LETTER OF UNDERSTANDING - LONG TERM DISABILITY 

1) Insert the following Letter of Understanding - Long Term Disability into 
Appendix "1" Long Term Disabiljty Plan: 

"Effective May 1, 1997, an employee who is under 60 years of age and has 
previously reached hisher 5 year anniversary on long term disability, will have 
hidher fuhire disability benefit recalculated using the greater of hisher existing long 
term disability benefit or a recalculation using the base rate effective on 
May 1, 1997. 



An employee who reaches a subsequent 5 year anniversary (i-e. 10 years 15 years, 20 
years, etc.) on long term disability and is under 60 years of age will have his/her 
future disability benefit recalculated using the greater of hislher existing long term 
disability benefit or a recalculation using the base rate that is in place on that date. 

The recalculated weekly benefit when combined with al1 other disability incorne 
which the disabled employee is receiving will not exceed 70% of 40 hours multiplied 
by the base rate in effect at the time of recalculation. 

2) Arnend Exhibit 'W7 - Welfme Plan by replacing the wording in Section (g) 
with the following: 

(g) Long Term Disability Plan 

The Welfare Plan will include a Long Term Disability Plan 
sumrnarized in Appendix "1". 

3) Insert Appendix "17' (attached) - Pulp and Paper Industry Long 
Term Disability Plan Summary. 

8. COMPLETION OF FORMS 

Provide that the weekly indemnityüong term disability plan will assume al1 costs for 
completion of forms required by the carrier. 

It is agreed that the cost for completion of forms will not exceed $25.00 for each 
form. 

9. HOURS OF WORK - ARTICLE VI 

1.  Amend Article VI - Section 3 (a) as follows: 

Relief employees, employed to provide relief of employees who follow 
regular schedules, will be scheduled when required for coverage. The 
Company will designate regular, periodic days off for ail other employees and 
will not change such designation without notice except in the case of 
breakdown. The Company shall use its best efforts 

(a) to schedule days off for relief employees on a consecutive 
basis; and 

(b) to provide established schedules for relief employees. 

2. Amend Article VI, Section 2 (1) Day Workers and (2) Tour Workers by 
adding a new (e) to each subsection to read: 

(e) The Company agrees that employees may carry over Sunday Letter 
and statutory holiday tirne earned when sufficient straight-time hours 
are mavailable that week. The hours may be carried over aRer the 
week in which they are earned provided a regular work schedule is 
being followed. 

3. Amend Article VI, Section (3) - Days off and Schedule of Shifts by adding a 
new sub-section (d), as follows: 



(d) The Company will cooperate with any day worker called in after 
twelve midnight to ensure that this work does not preclude him 
working his regular eight (8) hour shift the following day. This may 
be accomplished by altering the hours of work to the mutual 
satisfaction of the employee and his supervisor. No penalty shall 
apply to the Company as a result of such arrangement. 

4. Amend Article VI - Section 2: Overtime, as follows: 

1) Day Workers 

(b) For al1 work in excess of eight (8) hours in any one day or 
in excess of eight (8) consecutive straight time hours. 

2) Tour Workers 

(b) For al1 work in excess of eight (8) hours in any one day or 
in excess of eight (8) consecutive hours except: 

10. STATUTORY HOLIDAYS - ARTICLE XE 

Amend Article XTI - Section 3 as follows: 

(a) The Company will provide the Union with not less than 30 days notice of the 
general scope of operating andor maintenance pIans on statutory holidays. 
Unanticipated weather conditions or maintenance requirements may alter 
those plans. 

(b) On Christmas Eve, Christmas Day and Boxing Day, operational and 
maintenance manning required will be identified on a scheduled crew basis. 
Any employee scheduled to work who wishes to be excused fiom working on 
a particular statutory holiday will be accommodated provided a request for 
Ieave is requested 7 days in advance of the statutory holiday and provided that 
a trained volunteer cm be found to replace him for the shift. If no trained 
volunteer is found, the employee will be required to work the shifi. 

(c) Employees who work at Christmas shall be paid double time 
for working during that period identified in Clause (b). 

11. SPECIAL (PERSONAL) FLOATING HOLIDAYS - ARTICLE XIII 

Amend Article Xm - Section 1 : Floating Holidays as follows: 

There shall be granted annuaHy five (5) Special Personal Floating Holidays with pay 
to regular full-the employees, such special holidays to be arranged at a time suitable 
to the empIoyee and the Company, during the contract year, so that there will be no 
loss of production. 

Effective May 1, 1998 there shall be granted five (5) Twelve Hour Special Personal 
Floating Holidays to those employees who are defined as Tour Workers. 

Note: See determining eligibility for 12 hour persona1 floating holidays - Appendix 
2 attached. 



12. VACATIONS 

1. Effective May 1, 1 997, arnend Article XI  Vacation Entitlement to: 

2 weeks after 1 year 
3 weeks after 2 years 
4 weeks after 7 years 
5 weeks after 14 years 
6 weeks &er 23 years 
7 weeks after 29 years 

2. Amend Article XI - Vacations - Section 4 (g) as follows: 

Tirne lost as a result of an accident recognized as cornpensable by Workers' 
Compensation Board, suffered dunng the course of employment with the 
Company, shall be considered as time worked for the purpose of calculating 
entitlement upon return to work 

3. Arnend Article XI - Vacations - Section 4 0, by adding the following 
sentence: 

Time exceeding (1) year shall be recognized as uninterrupted service for the 
purpose of estabIishing vacation time ofS upon r e m  to work. 

13. WAGE RATES - ARTICLE VII & EXHlBIT ''A" 

1. Amend Exhibit "A" to provide the following wage increases: 

Effective: May 1, 1997 0% 
May 1, 1998 2% 
May 1, 1999 2% 
May 1,2000 2% 
May 1,2001 2% 
May 1,2002 2% 

2. Effective May 1, 1998, al1 employees (excluding probationary 
employees, surnmer students and employees receiving LTD benefits) will be 

given a signing bonus of S2750.00 with an RRSP option. 

3. Effective May l,l997, Amend Exhibit "A" - Ticket Bonus System as 
follows: 

Employees holding a 4th Class Certificate, where no certificate is required, 
will receive ten (10) cents per hour over their job rate. 

Employees holding a 3rd Class Certificate, where a 4th Class Certificate is 
required, will receive twenty five (25) cents per hour over their job rate. 

Employees holding a 2nd Class Certificate, where a 3rd Class Certificate is 
required, will receive thirty (30) cents per hour over their job rate. 

Employees holding a 1st CIass Certificate, where a 2nd Class Certificate is 
required, will receive forty (40) cents per hour over their job rate. 



Note: Only one of the above bonuses is applicable - no stacking. 

4. Amend Article VIT - Wages - Section 2: Shifk Differentials as follows: 

(a) Tour Workers 

il Tour Workers following compressed work week schedules shall be 
paid the following shift differential in addition to the hourly rate for all 
work performed as follows: 

ii) Where tour work is scheduled 8-4,4-12 and 12-8, the following 
shift differentials will be paid in addition to the hourly rate on al1 
work performed: 

7:00 a,m. to 7:00 p-m. 
7:00 p.m. to 7:00 am. 

iii) Tour Workers not employed on a 20 or 21 shifts per week schedule: 

1998 (% of base rate) 
2.25% 
4.00 % 

8:00 am. to 4:00 o.m. 

2000 (% of base rate) 
2.50% 
4.25% 

(b) Day Workers 

1998 (% of base rate) 
1.75% 

4:00 p-m, to 12:00 a m .  
22:OO am. to 8:00 a-m. 

Day Workers scheduled in advance to work on other than their normal day 
shift wiII receive shift differential in addition to the hourly rate for al1 work 
performed as follows: 

2000 (% of base rate) 
2.00% 

1998 (% of base rate) 
2.00% 
3.00 % 

Note: Day Workers norrnally scheduled in excess of 8 hours in a day will 
receive the appropriate shif? differential for al1 hours in excess of eight (8) 
hours as outlined above. 

2000 (% of base rate) 
2.25% 
3 -25% 

4:00 p.m. to 12:OO am. 
1200 a.m. to 8:00 a-m. 

(c) Al1 Employees 

The Company shall not include the shift daerential in any employee's wage 
rate for the caIculation of overtime. 

1998 (% of base rate) 
2.00% 
3 -00 % 

2000 (Yo of base rate) 
2.25% 
3 -25% 



14. FTRST AID CERTIFICATES - ARTICLE XVIII - LEAVES OF ABSENCX 

Amend Article XVïll - Leave of Absence - Section 5: First Aid Certificates as 
follows: 

"A First Aid Attendant authorized by the Company to attend cIasses o r  write 
examinations for obtaining, renewing or upgrading a first aid ticket will be 
compensated for lost earnîngs. The duration of the course shdl include graveyard 
shifis on the day ùnmediately preceeding the day the course\exam begins and the day 
the course\exam finishes- The Company shaII compensate the first aid attendant for 
travel each way for training at the straight tirne hourly rate. 

The maximum travel time shall be four hours for traveling to the course and four 
hours when returning fiom the course - if held outside the Kamloops area." 

15. LEAVE OF ABSENCE - ARTTCLE XWlI 

Section 3: Jury or Witness Duty 

(a) Wage Compensation 

Any regular fiill-time employee who is required to report for Jury Selectioq Jury 
Duty, Coroner's Inquest or who is subpoenaed to serve as a witness in a court action, 
save and except actions involving the Company or Union, unless subpoenaed by the 
Crown, on a day when he wouId normally have worked, will be reimbursed by the 
Company for the difference between the pay received for such duty and his regular 
straight time hourly rate of pay for his regularly scheduled hours of work necessarily 
lost. It is understood that employees will be reimbursed by the Company for the 
difference between the pay received for such duty and his straight tirne rate of pay for 
his regularly scheduled hours of work in that week. The employee d l  be required to 
fùrnish proof of perforrning such service and such duty pay received. 

(b) Holidays and Overtime 

Hours paid for such duty wiil be counted as hours worked for the purpose of 
qualifying for vacations and for recognized paid holidays, but will not be counted for 
hours worked for the purpose of computing overtime. 

16. DISCIPLINARY ACTION - ARTICLE XXVll 

1) Amend Article XXVI 1 - DiscipIinary Action to read as foliows: 

"The Company has the right to discipline or discharge employees for just and 
reasonable cause. 

The disciplinary record of an employee, including letters of reprimand, warnings or 
decision of making leaves, shall not be used against hirdher at any time after twelve 
(12) months. 

In cases involving suspension, the disciplinary notice will remain on the employee's 
file for twenty-four (24) months and not used after that period provided no other 
discipline has occurred dunng that time. 

The presence of a Shop Steward is mandatory unless waived by the employee at any 
meeting during which the employee is disciplined." 



17. STEAM PLANT VOCATIONAL IXAVE - EXHIBIT 'D' 

Amend S t e m  Plant Vocational Leave - Exhibit 'D' to provide Third Class certificate 
- six (6) weeks leave of absence with pay. 

18. JOB CREATION AND WORKING IIIRIE - LETTER OF UNDERSTANDING 

Cornmitment to Emdovment 

Protecting and enhancing employment in the pulp and paper indusv  is a joint 
commitment of the Company and the Union. The Company and the Union agree that 
stable employment must be based upon economically viable operations, a hi& level 
of labour productivity, and quality production. 

To this end the parties will continue to discuss means to preserve and enhance 
employment during the term of the Agreement. 

1. The Company and the Union shall establish a joint committee on 
apprenticeship and employment. The joint committee will be made up of 
local Union representatives, mill management representatives and 
representatives of the P.P.W.C. National Union and the Company. 

2. The joint cornmittee will consult with Mr. Gary Wouters, the B.C. Jobs 
Advocate named by the provincial government under the Jobs and Timber 
Accord, and through the Advocate inquire into available provincial 
govenunent support for apprenticeship and employment initiatives. 

3. The joint cornmittee will examine ways to enhance the apprenticeship 
program and discuss the enhancement of employment opportunities through 
new work arrangements, including reduced overtime and workïng tïme 
alternatives. The Company agrees to provide the joint committee with 
relevant information to ensure an informed discussion of these issues. 

4 The joint committee shall make recommendations to the parties on an 
enhanced apprenticeship program and make other recornmendations no later 
than October 1, 1999. Should the joint committee be unable to agree on joint 
recomrnendations, the Union and the Company will each provide separate 
recommendations on these matters. 

5.  Joint Cornmittee recommendations will not be binding on the Company. 
However, both parties undertake to give active consideration to al1 
recommendations. 

19. SENIORITY - ARTICLE XWI 

Amend Article xvii - Seniority, Section 4 (e): Training as follows: 

Where a layoff results fiom a permanent partial plant closure or a teinporary closure 
in excess of one hundred eight (180) days, the Company will participate in a program 
of training or retraining for another job within the operations to facilitate the 
exercising of mill seniority, recognizing there will be limitations where special 
qualifications are required. Phasing in arrangements to implement the program will 
be discussed by the Company and the local Union and shalI not exceed three (3) 
months fkom the date of closure. 



20, JOB SECURITY AND JOB ELIMINATION - LETTER OF UNDERSTANDING 

In the event that downsizing occurs under the Job Security and Job Elimination 
articles of the Labour Agreement, the Company undertakes to discuss the application 
of the severance pay provisions with the Unions. 

21, JOB SECUIUTY - ARTICLE XX 

Amend Job security - Article XX - Section 6, as follows: 

1 st Ten Years 2 weeks or 4% 

22, PERMANENT MILL CLOSURE - ARTICLE XXI 

1) Amend Article XXI - Permanent Mill Closure - Section 1 : Notice, as 
follows: 

An employee terminated as a result of permanent plamed closure of the mil1 
&ail be given a minimum of sixty (60) days notice of the closure. 

2) Amend Article XXI - Permanent Mi11 Closure - Section 2: Severance 
Nlowance, as follows: 
For the first ten years of ernployment Two week pay per year 
For the subsequent years of employrnent One week pay per year 

23. JOB ELIMINATION - ARTICLE XXlI 

1) Amend Article XXII - Job Elhination - Section 3 : Notice as follows: 

The Company will advise the Standing Cornmittee at least forty five (45) days 
pnor to such job elimination. Crew reduction will be in accordance with 
Article XVII - Seniority. 

2) Arnend Article XXII - Job Elimination - Section 5: Severance Allowance, as 
follows: 

1st Ten Years 2 weeks or 4% 

24. APPRENTICES & GOVERNMENT SUPPORT - LETTER OF UNDERSTANDING 

The Company agrees to the establishment of a cornmittee composed of management 
representatives and appropriate representatives of the Union to explore the possibility 
of working with govemment and community colleges with a view to enhancing 
apprenticeship opportunities within the province. 

The parties understand that such a prograrn would be based on the pnnciple of cost 
neutrality to the Company and there would be a requirement for joint representation 
to Govemment to access tiinds for this purpose. 

This commîttee will be estabfished within three months fiom the date of ratification 
of the new labour agreement. 



25. LETTER OF UNDERSTANDING - APPRENTICESHIP 

The letter be revised to provide a payment of $30.00 per school day attended. 

26. LETTlERS OF INTENT AND LETTERS OF UNDERSTANDING 

The renewal of Letters of Intent and Letters of Understanding as indicated below. 
1. Out of town expenses - apprentices\steam plant 
2. Re- hiring 
3. Sending out of equipment 
4. Employee Medical Information 
5. Kamry Digester - Part (e) 
6. Future Energy Project s 

27. HARASSMENT - ARTICLE 1 - GENERAL 
The Company and the Union recognize their respective obligations and 
responsibilities to provide work environment free fiom sexual and persona1 
harassment- 

28, ENVIRONMENTAL PROTECTION - ARTICLE XJX 

Amend Article XIX - Environmental Protection by adding a second paragraph, to 
read as follows: 

The purpose of the committee will be to receive information, review problem areas 
and make appropriate suggestions regarding cornpliance. 

29. EXPEDITED ARBITRATOR 

Mr. =nce Ready shail have jurisdiction as an Expedited Arbitrator to make binding 
decisions with respect to the application, interpretation and implementation of items 1 
to 29 in this memorandum agreement. 

BULL SESSION AGREEMENTS 

1) A.9 Twelve Hour Shift Memorandum of Agreement 

* Add to Section 2 1. 

Note: - For those tour workers who work night shift on Decernber 3 1st and are on a 
scheduled day off on New Year's day; their work week will be reduced by the 
number of hours worked and the statutory holiday hours. 

2) F. 1 Meal Tickets 

The meal ticket value will increase to $14.00 - May 1, 2000 and $14.50 - 
May 1,2001. 

Local 10 - P.P.W.C. Weyerhaeuser Canada 



APPENDIX B 
1997 Labour Agreement 

between 
Weyerhaeuser Canada Kamloops Pulp Division 

and 
P.P.W.C., Local 10 

Noies of clarification regarding flexible work practices. 

These notes are an understanding between the P.P.W.C., Local 10 and Kamloops Pulp on the 
intent and implementation of flexible work practices at Kamloops Pulp- 

The c&npany and the union are cornmitted to implement flexible work practices in a 
s d e  and common sense manner. 

The company and the union will work together, collectively and individually, to 
identie and seize the benefits flexibility is intended to provide. By so dohg we will 
enhance the viability of Kamloops Pulp which should improve employment secunty. 

Upon ratification of this agreement each employee d l  utilize all of their existing 
skiils as well as: 

3.1 those which have been tau& in the apprenticeship program and have been 
restricted by past practice and may require refiesher training. 

3.2 those which can be passed on by hands on instruction and those which c m  be 
developed without extensive training. 

3.3 those skills acquired while assisting each other, regardless of department or 
occupation. 

3.4 employees having muIti TQ's will be expected to utilize aU skills of their 
qualifications while respecting the individual's core trade. 

Employees will leam and utilize new skills to enhance their effectiveness. New skills 
will be acquired through the delivery of Module training and ongoing training. It is 
the responsibility of the Company to provide the training. The company and union 
should work together in the identification, development and delivery of the training 
material. 

The company will endeavour to deliver Module 1 training within twelve months of 
ratification and the second maintenance module within twenty-four months of 
ratification. Shodd the company fail to provide an employee's training for reasons 
beyond the employee's control the flexibility compensation for that module will be 
paid d e r  the 12th or 24th month, as applicable. Employees failing to cornplete the 
training for reasons outside the company's control (e-g. illness' eamed time off, 
failure to dernonstrate competency, etc.) will not receive flexibility compensation 
until the 



training has been completed. Specid cases may be referred to the joint council. Should an 
employee be unable to attend a scheduled module training session for reasons beyond his 
control the company will make every reasonable effort to reschedule the employee for 
training upon the emplo yee's return to work 

5.1 Wherever possible, module based training will be assigned by seniority. 

5.2 The prernium associated with each module will be paid upon successfil 
completion of the module by that individual. Successful completion will be 
detennined by demonstrating competency and ensuring that the employee 
understands the materials taught. Skills acquired in the modules will not be 
utilized until the wbole module is completed and/or the module prernium is 
paid on an individual employee basis- 

5.3 At the end of the modular training al1 rates within a given classification will 
be the same, 

6 .  The length of time that a maintenance employee will be assigned work outside of 
their classification will depend upon the circumstances in the terms of productivity, 
safêty and capabilities. The company maintains the right to eliminate trade categories 
through attrition. However, based on the current understanding of the work 
requirements, the company does not believe there will be a need to elirninate any of 
the existing trade categories during the term of the Agreement. Tasks will be 
assigned in a fair manner. 

7. In operations, an operator c a .  be assigned work outside his line of progression while 
his equipment is operating if it makes good comrnon and business sense. Control 
room operators will not be assigned such tasks unless alternate arrangements have 
been made to cover their duties. Under normal circumstances, for work outside the 
line of progression, the junior person will be assigned the task unless his work 
requirements prevent it. In this case, the next junior person will be assigned. 1t is the 
intent of the company to utilize current practices of filling vacancies that are 
scheduled in advance in the Iines of progression. Tasks will be assigned in a fair 
manner, respecting lines of progression and seniority. 

8. It is every employee's responsibility to ensure that the economic value of flexibility is 
achieved. 

9. Wherever there is a work requirement that is govemed by regulations or legislation, a 
person with the appropriate certification will do the work. It is recognized that not al1 
aspects of such a job needs to be done by a person with appropriate certification. 

10. The company and union believe that flexible work practices will enhance Our 
employees abilities and are intended to assist in reducing contracting out of work. 



APPENDIX C 
PROFILE OF RESEARCH PARTICIPANTS 
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APPENDIX D 
RESEARCH QUESTIONS 

Questions 

1. How would you describe past attempts a t  implementing fiexible work 
practices? 

2. Prior the current agreement did the organizational stnicture & leadership 
style, have an affect on workplace flexibility? 

3. What type of flexible work did employees do before the current agreement? 

4. What effect does de-centralized bar gaining (patterned) have on 
impf ementation? 

5. Before the current agreement, how did you supervise your crew? 

6. At the present time what do flexible work practices mean to you? 

7. How would you describe the culture at Kamloops Pulp? 

8. Currently what evidence is there, that hourly employee's work using the 
team concept? 

9. What type of work practices are employee's performing under the current 
agreement? 

10.How should management approach implementation (Le. schedule tasks etc)? 

11. What are the current roadblocks to implementation? 

12. What can be done to install pride, ownership and cornmitment within hourly 
employees? 

13.At the current time what is the involvement of the site lead team, in flexible 
work practices? 

14. Under the current agreement has the labour/management relationship 
changed, in relations to flexible work practices? Why/why not? 

15.At the current time how is flexible work practices being monitored/measured? 

16.1s there any evidence of a gap between the contract language on fiexibility 
and the interna1 negotiations between supervisors and hourly workers? 



D2 

1% What is the current role of a supervisor, in relations to flexible work practices 
and is there opposition fkom supervisors to implement full flexibility? 

18.VVhat is your future vision of work practices for Kamloops Pulp? 

19.How should F/WP's results be measured during the life of the agreement? 

20. What will be the roadblocks to successfidly implement the vision? 

21. What type of leadership will be requîred to achieve the future vision? 

22. What type of union leadership will be required to achieve the future vision? 

23. What laboudmanagement approach wlZl be required to achieve the vision? 

24. With the change in organizational structure, based on the team concept, what 
methods can  be used to engage hourly employees in the process? 

25. What other organizational changes would need to take place to achieve the 
vision? 

26.Do you think work practices should be a separate or integrated process (ie. 
process reliability, work systems etc.? 

27.The current agreement refers to continual learning as a means to implement 
work practices. What should be the training focus and what other learning 
opportuaities should be offered? 

28.Do you believe employees want more overall responsibili~/autonomy over 
their work? And if so, what type of work practices could be used to broaden 
employee responsibility/autonomy? 

29.Do you agree with the concept of multi-skiUing, and if so, what would this 
look like at Kamloops Pulp? 

30.Do you think there are benefits to reducing the number of job (trade) 
classincations, and if so what are they? 

3 1. Do you agree with the concepts of job rotation and job grouping, and if so 
what are the benefits? 

32. Would a Merent  compensation or reward systems enhance the acceptance of 
flexible work practices, and if so, what would it look like? 



APPENDIX E 
CONSENT FOR RESEARCH PARTICIPATION 

Creating organizational effectiveness through flexible work practices. 

Investigator: Larry Phillips 

This consent form, a copy of which has been given to you, is only part of the process of 
informed consent. It should give you the basic idea ofwhat the research is about and what 
your participation will involve. Please carefully read this fonn and accompanying 
information, and be sure to ask any unanswered questions. 

The research project has been designed to explore the type of flexible labour practices that 
will work and be supported by the major stakeholders at Weyerhaeuser, Kamloops Pulp. The 
tenn "flexible labour practices" refers to the recently negotiated agreement between 
Kamloops Pulp and the PPWC. The tenn "major stakeholders" refers to Weyerhaeuser 
Company, Kamloops Pulp employees and the PPWC. The assumptioo made d u ~ g  
collective bargaining is that by introducing flexible work practices Kamloops Pulp will, 

"improve productivity, product quality, reduce downtime, and lower costs while 
ensuring that the work is completed in a safe manner" cet ter  of Understanding). 

You have been selected to participate in this study because of your knowledge and 
understanding of work practices, labour management relations and your overall 
understanding of the current business environment. The research portion of this project will 
include i n t e ~ e w s  and focus groups. Participation in the interview process will take 
approximately sixty (60) minutes. The i n t e ~ e w  consists of a variety of questions 1 would 
like to ask. The focus group process will generate more data and involve participants, who 
are not necessarily the same participants as previously interviewed. The focus group wiIl 
analyze the findings, not the data, fiom the interview process and generate more data, which 
will also be used in the study. Some of the questions in this study relate to 
laboudmanagement relations in the mill, and some of them relate to your personal 
experiences with various forms of flexible labour practices. There is no remuneration for 
your participation in this study. 

The interview will be taped and notes will be taken. However, al1 data that is obtained, as a 
result of the interview will be coded to ensure anonymity, the names of participants will not 
be recorded. Because of the size of the leadership team, it may be dificult to ensure 
unanimity or protect your identity, so you should not Say anything that may cause h m  to 
yourself Tape recordings obtained during the i n t e ~ e w  will be destroyed upon competition 
of the data analysis. Al1 data collected for the research program will be physically destroyed 
once the final report is completed. Until that time, al1 data will be securely stored, in a 
locked cabinet in the researcher's office off-site. Your signature on this form indicates that 
you have understood to your satisfaction the information regarding participation in this 
research project and agree to participate as a subject. In no way does this waiver your legd 
nghts nor release the investigator, sponsor, or involved institutions fiom their legal and 
professional responsibiiities. 
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Your involvement or non-involvement in this study is no way related to your employment 
contract and you are f?ee to withdraw &om the study at any time. Your continued 
participation should be as informed as your initiai consent, so you should feel free to ask for 
clarification or new information throughout your participation. 

If you have krther questions concerning matters related to this research, please contact: 

Dr. John Bratton 
University of Calgary 
Phone (403) 220-2527 

If you have questions concerning the ethics review of this project, or the way you have been 
treated, you may aiso contact the ethics review chairperson, Gerry Nixon at Royai Roads 
University (250) 39 1-25 1 1. If you have concems about the project itself, please contact the 
researcher. 

Participant Date 

A copy of this consent form has been given to you for your records and reference. 




