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CHAPTER ONE: SETTING AND CONTEXT OF STUDY 
A. Introduction 

Molson Inc. ("Molson") has been in the brewery business since 1786, representing one of 

Canada's oldest consumer brands. Ending a period of diverse corporate holdings, 1998 

saw the retum of the organization to its core business following the sale of other 

unrelated holdings, The Molson 1999 Annual Report (fiscal year endhg March 3 1, 1999) 

boasts 3,850 ernployees and seven brewexies across Canada, including the subject of this 

paper, the Molson plant located in Barrie, Ontario, approximately 100 kilometers north of 

Toronto ("Molson B amie"). 

The 1990s were for Molson a time of continuous corporate change and restructuring 

dnven by the necessity to meet the pressures of a world economy that was rapidly 

changing on cornpetitive, regulatory and technical fronts. At the micro-level, these 

changes were playing themselves out at Molson's brewery plants, al1 of which are 

unionized. For histoncal reasons, each of these Molson plants is represented by a 

different labour union, the one exception being two plants, one in Ontario and one in 

Newfoundland, which are represented by the CAW. 

MoIson7s plant in Barrie, Molson Barrie, is represented by the Canadian Auto Workers 

("CAW), whose national office is situated in Toronto. The Molson Barrie workers are 

members of CAW Local 306. In the 1993/94 penod, relations between union and 

management at this plant reached a crisis when a worker committed suicide after a work 

related incident and the workers cornmenced a wildcat strike. The negotiated resolution 



brought an agreement by both parties to enter into a preventative mediation program 

known as Relationship by Objectives ("RBO"), a program designed as strong medicine 

for a union-management relationship in crisis. RB0 bnngs together representatives from 

union and management in an intensive three-day, off-site, meeting with the goal of 

improving the relationship between the two parties. Once a level of trust, openness, and 

cornrnitment is achieved, the parties then begin to set cornmon objectives aimed at 

improving their working relationship. The RB0 program and process is described in 

greater detail in Chapter Two. 

Over time, the cornmitment to the process remained strong with both union and 

management and many of the central initiatives became institutionalized iato the daily 

organization of the plant. Within two years, at the next collective bargaining negotiation, 

terrninology and structures derived from the RB0 carne to be embodied within the 

structure of the collective agreement. This collective agreement, c o v e ~ g  the penod 

1997-1999, contained in its preamble a "Purpose and Values" statement (Appendix A), 

defining the new and productive relationship between union and management, based on 

open and equal communication and setting forth Molson Barrie as the "benchmark of the 

Molson Organization" (Collective Agreement, 1997-1999, 1). 

The results of the committed effort of their membership to work together with 

management were apparent to al1 levels of the CAW. The Molson Barrie plant always 

had a good record and by the end of the 1990s, within the Molson chain of breweries, it 

was the most profitable, the most productive, had the lowest absenteeism, had the best 



health and safety record, and the production per person was the highest. (CAW Website) 

The CAW believed that their plant stood above ail the other plants in the chain, many of 

which they perceived to be fraught with labour problems and production diffkulties. 

However, the end of 1999 saw a huge shock for the workers at Molson Barrie as they 

were informed that the plant would b e  wound down and ciosed by September 1,2000, 

and there would be no provision for job transfers to other Molson plants. 

Molson management cited the closure as being the result of over-capacity across its entire 

production system, increased cornpetition, technology changes dowing them to make 

more beer with fewer people, and a trend decrease in beer consumption in the general 

population. Aithough they did not provide specific information as to terms of severance 

and adjustrnent, Molson was clear in its position that no employees would be transferred 

to other Molson plants. Although they considered the ernployees at Barrie Molson to be 

very valuable, they would not be needed at any of their other facilities as it was their 

intention to increase capacity through technological changes that would in fact reduce 

their demand for labour. 

This announcement came seemingly out of the blue, especially since the CAW believed 

that they had received assurances that the plant was not slated for closure in the near 

future. In recent months, each time the issue had been raised publicly, Molson had 

denied any immediate plans for ciosing the plant. (Simcoe County Online, 1999) Indeed, 

local and national union executives were on a retreat prepaMg for early bargauling of the 



next collective agreement when they were caiied back by Molson management to hem 

the news. Local rnembers of the union met the news with disbelief and shock. Although 

many had lived with the possibility of the plant closing for many years, the additional 

news that there would be no opportunity for transfers came dtogether as a severe blow. 

In Iate 1999, the average age of Molson Barrie employees was 46, average seniority was 

20 years, with the average wage in the $25.00 per hour range. 

The impending plant closure in Barrie was front page news daily in both of the city's 

newspapers. Since Molson began operating the brewery in Barrie in 1972, it had worked 

hard to make its brand a significant part of the community. They had developed a Iarge 

private park for the use of community, charitable and private groups that had become a 

venue for many notable events in the region. They had made substantial and prominent 

contributions to charitable and community causes. Over the course of the next few 

weeks, most everyone in the community would corne to have an opinion as to the cfosure 

of the plant. 

Forma. meetings were set up between the two sides to discuss the situation and the terms 

of the closure. The CAW, for their part, pushed back Unmediately and hard. Molson 

found their position untenable and unacceptable. Tensions and tempers escalated rapidly 

as it became very clear that the objectives of each side were very different. The enviable 

relationship that had been established through years of cornmitment and work beginning 

with the R B 0  program evaporated as each side reverted into the adversarial roles 

traditional to a union-management relationship. 



Things went from bad to worse as a protracted, harmful and expensive conflict ensued. 

The conflict escalated becoming increasingly protracted. Debates between the parties 

were carried on through the media, and a three-week occupation by Molson employees 

stopped production for nearly a month. It took an organized boycott against Molson by 

the national CAW office before the two sides could reach a final negotiated agreement 

for closure and adjustment that was acceptable to both Molsoo and the CAW Local 306 

members (accepted with a vote of 9 1 % in support). 

B. Central Question 

The central question to be addressed by this paper is the foilowing: 

Is the Relationship by Objectives ("RBO") program appropriate to the union- 

management setting ? 

Despite the development and establishment of a strong and cornmitted relationship 

between union and management at Molson Barrie, in a blink of an eye, the relationship 

was destroyed and the conflict escalated to heights before unseen in the plant. Why 

wasn't the relationship strong enough to prevent an expensive and escdated conflict? 

The ultimate issue, of course, was the complete closure of the plant. Yet when the issue 

of plant closure was raised, Molson, in complete control of the situation, chose not to rely 

on any of the noms that had been estabLished in their relationship. These were such 

noms as open conimunication and full and complete disclosure. As discussions were 

carried on within senior management that eventually Iead to the closure of the plant, 



union officiais were kept in the dark, only made aware one hour 'before the general 

populace of the plant came to hear the news. Did Molson act within the expected 

behaviour of the relationship estabLished between the union and management, and if no, 

why not? 

In the opinion of one CAW national representative, the R B 0  program hnd in fact 

weakened their position as a union, ailowing the CAW to be madpdated by Molson 

management. The decision to close Molson Barrie was the act o f  a corporation with no 

concern for the cornmitment and skill of their employees; a corporation that saw their 

em7loyees as numbers and statistics to be managed. Does this perception account for the 

reaction of the CAW to the closure of the plant? 

There is much written about the positive attributes that might but cannot exclusively be 

attributed to an organization embarking upon a cooperative initiative such as the 

preventative mediation program known as RBO. Failures and short-comings of RB0 are 

not w e l  documented, leaving the potentid user with few critical discussions on the limits 

and expectations that might be applied when potentiaiiy taking orn an R B 0  system. The 

question often raised, but never fuily explored, is the extent to which the failures rnight 

be attributed to an inherent problem with the methods utilized, t h e  ability of those 

involved to commit fully to the process, or to the fundamental power differences between 

ucion and management. 



This paper wili seek to explore some of these issues within the context of the R B 0  

prograrn that was instituted at Molson Barrie. The next chapter wiii proceed by 

describing the RB0 process, its philosophy and origins, foflowed by an in-depth review 

of the circurnstances and players that were central to the situation. Lastly, 1 wiii conclude 

the paper with analysis and conclusions regarding this particular case study, addressing 

the central question. 

This paper looks at how an RB0  program fits into the greater dynamics of a union- 

management relationship, seekùig to detennine if it is appropriate within this context. In 

doing so, this paper articulates the benefits and limitations that rnight be appropriately 

attributed to an RB0 and the corresponding relevance to parties considering the 

utilization of such a prograrn within their organization. 

C. Research Methodology 

The research for this paper comprised of a cornprehensive literature review, including a 

review of publicly available documents (newspapers, newsletters, annual reports, press 

releases, etc.) regarding the conflict and the stakeholders involved. A review of 

documents interna1 to the CAW at the local and national levels was d s o  conducted. 

Information has also been coilected through a senes of interviews with various parties, 

three in-depth interviews with members of the CAW at the local, national and executive 

levels and one in-depth interview with a senior Molson vice-president with direct 



knowledge of the circumstances at Molson Barrie. More specific questions were asked of 

an independent indus try analyst regarding the financial sector' s perception of Molson. 

I see certain limitations of the paper inherent to its scope and methods of research. 

Firsdy, di interviews conducted were substantially after the facts central to the issue 

occurred dowing ample time for the parties, for any variety of reasons, to provide after- 

the-fact rationaiïzations of events and circumstances. Secondly, 1 recognize that 

statements made to and printed by the press are public statements that may have been 

made for a specific purpose and may not necessady reflect the sentiments of the speaker. 



CHAPTER TWO: WHAT IS RELATIONSHIP BY 

OBJECTIVES ('CRBOY')? 

A. Roots of R B 0  

It @BO] assumes that both union and management acknowledge that, away from 
the bargainhg table, there is a mutual advantage in establishing good 
communications, credibility and cooperation in their everyday relationship. 
(Ontario Ministry of labour, undated, 13) 

This sumrnary of the RB0 approach follows a current view that increased consultation 

and cooperation between labour ':ad management should be an objective of Canada's 

labour relations policy. Proponents of this approach emphasize that it is better to expend 

energy on increasing the size of the pie rather than being satisfied with negotiating the 

division of the current pie. (Riddell, 1986) 

Labour-management cooperation is advocated not for its own sake but because it 
may yieid tangible returns, both to those involved in labour relations and to 
society more generally. Increased cooperation, employee involvement in 
planning and decision making, and consultation, although not without some costs, 
c m  yield higher levels of job satisfaction and a more enjoyable environment for 
employees. Greater employee involvement in planning and decision making may 
also result in improved productivity, better product quality and more 
competitiveness. Each of these improvements can benefit both employers and 
ernployees by producing higher profits and job satisfaction and wages, as well as 
more ernployment opportunities. In addition, the need for flexibility and 
adaptability in our economy is more likely to be met in an open Labour relations 
environment. Finally, reductions in labour-management conflict, expressed 
through strikes, lockouts, grievances, absenteeism and so on, cm also occur. 
(Riddeli, 1986,Z) 

There are a variety of mechanisms for achieving a less adversariai labour relations 

environment. The RB0 program is an approach that utilizes neutral third parties at a 

mid-point in the collective agreement relationship. Concentrating more on the prevention 

rather than the resolution of disputes, RB0 seeks to alter the attitudes and perceptions 



that lie behind a conflict. Not to be underestirnated, attitudinal change in a union- 

management environment entails a fundamental transformation in the orientation that the 

two sides take in their joint deaiings, moving fiom a position of conflict to one of 

colIaboration. Frorn a relationship perspective, the characteristically adversarial nature of 

the collective bargainhg system can foster an environment where the parties harbour 

gross distortions regarding each other, which c m  in tum be an obstacle to positive change 

in attitudes and perceptions. (Downie, 1989) 

R B 0  is one of a group of approaches that are centced on organizational development 

(OD) techniques that are directed prirnarily at attitudinal improvements. Within the 

union-management relationship, thïs is achieved through rnechanisms designed to 

decrease inter-group conflict by influencing the behaviour of the parties. One example 

where th is technique is used extensively is to treat win-lose conflict between d e p m e n t s  

in organizations in the "inter-group" lab. This involves trying to induce problem-solving 

relations by cutting through the tension and conflict between two antagonistic groups. 

This type of behavioural science intervention has been impressively successful in 

situations of inter-group conflict outside union-management relations. Downie tells us 

that 

the "intergroup Iab" . . . was frrst applied to union-management relations in the 
United States by Blake, Sheppard, and Mouton; according to reports, perceptions 
and attitudes were changed and therefore labour and management representatives 
adopted a problem-solving orientation. (as cited by Downie, 1989, 269) 

The program carne to be used more extensively within the union-management setting 

after John Popular (1976) of the United States agency, the Federal Mediation and 



Conciliation Service (FMCS), developed a comprehensive federaliy nin program in that 

country. The program utiiized at Molson Barrie was offered and run by the Ontario 

Ministry of Labour from 1978 to 1995 (when it was cancelled as a cost swing measure 

by the Provincial government). It is still offered in many other provincial junsdictions 

and indus tries within Canada, 

B. The R B 0  Process 

Relying on the principles of "communication, credibility and cooperation" the R B 0  

program fosters the development of the attitudes necessary for the rebuiiding of strained 

relationships, a process involving the setting of objectives by the parties. (Ontario 

Ministry of Labour, 1986,58) In a three-day off-site environment, members representing 

union and management work to identify and examine the problems they believe are 

affecting their relationship and then move to develop specific plans for resolving them. 

The format of the program involves a preliminary joint problem-solving exercise. This is 

followed by a senes of seven steps: 

Union and management meet in separate groups and each develop two lisrs: one 
describing what the other group should do to improve the relationship, and the 
other describing what their own group could do to improve the relationship. 
A joint union-management group meeting reviews the four lists and discusses in 
detail the probiems which gave rise to each item on the lists. The representatives 
should agree that the resolution of these problems is the objectives of both parties. 
Union and management groups meet separately to review the objectives which 
have been combined by the mediators into a single List of joint objectives sorted 
into categories. Their review ensures that the problems which they raised are al1 
covered by the revised objectives, and objectives are arnended if necessary. 
The groups meet in mixed tearns to develop "action steps", or specific things that 
can be done to reach the objectives. 
The groups again meeting separately discuss the action steps developed by the 
tearns and agree that they are prepared to adopt and carry them out. 
The groups meet together to c o n f m  the action steps. 



7. Union and management together assign specific persons to each action step to 
ensure its completion and setting of a date for its irnplementation andor 
completion, 

The result of this process is a "road map" which the parties have jointly prepared 
to deai with their relationship problems and which they have jointly committed 
themselves to follow. Success is achieved when the parties take their program 
and put it to work. A follow-up meeting is arranged 60 to 90 days later to ensnre 
that the scheduled progress is being made. (Ontario Ministry of Labour, 1986, 
59-60) 

C. Philosophy and Research behind the Program 

The FU30 program appLies what are known in the OD field as Interpersonal Peacemaking 

Techniques to a union-management conflict, a strategy for change that uses a neutrai 

third party to attempt to change the parties' perceptions and attitudes, and as a result, 

bring about a change in behaviour. (Brett et al, 1980, 199) RB0 relies on the techniques 

of attitudinal and perceptual restnicturing and superordinate goal setting (a cohmon goal 

that supercedes al1 other con£licts and goals). RB0 involves a systematic atternpt to 

reduce intense hostility between union and management so to transform their relationship 

"from one of antagonism to one of constructive problem-solving through intra-group 

image clarification and diagnosis and inter-goup team building." (Gray et al, 1982,27) 

The theoretical basis for the program developed from the Robber's Cave experiments 

conducted at a boys' camp: 

Sherïf divided the boys into groups and generated intergroup conflict by having 
them compete in win-lose situations. Later, Sherif elirninated the conflict by 
having the teams cooperate to achieve a superordinate goal. (Brett et al, 1980, 
r 99) 



Brett et  a1 (1980) argue that an RB0 program is not appropriate for a union management 

setting. They cite a fundamental weakness of the program being that it assumes that the 

causes of conflict are interpersonal rather than econornic, and that this interpersonal 

conflict is pathological and needs to be eliminated. 

The techniques of attitudinal and perceptual restructuring that are utilized in an R B 0  

program are inappropriate because, in the view of Brett et al (1980), they do not effect a 

behaviour change, but rather cooperation of the parties is achieved by providing a 

superordinate goal for the parties to work toward. Attitudinal and perceptual 

restructuring is then utilized in the obtaining of the identified goal, but does not in fact 

change the behaviour of the parties, as the fundamental c o d i c t  regards issues of 

economics and power. They argue that cooperation is only attained so long as the 

superordinate goal remains vital, but should there no longer be a superordinate goal to 

focus their cooperation, the central conflict of the union-management relationship, 

economics and power, remains. 

The superordinate goal setting technique is inappropriate for union-management 
conflict because, while there are some potential superordinate goals in union- 
management settings, there are always goals in conflict. (E3rett et al, 1980,201) 

Given Brett et al's (1980) argument, one rnight expect a reversion of the parties' 

behaviour to traditional orientations once the superordinate goal is removed. 

Brett et al (1980) dso  argue that the assumption that conflict within an organization is a 

negative attribute and needs to be elimuiated is flawed in two respects. Firstly, it ignores 

the logic that conflict is a necessary and unavoidabie element in inter- and intra-group 



performance. Controllable or constructive conflict (Coser, 1956) may be viewed as 

desirable as it can be the cause of effective inter- and intra-group performance. They cite 

the Robber's Cave experiments to iiiustrate this point: 

The easiest way to see this is to consider again Sherif's experiments at the boys7 
camp. The boys were playing tug-of-war and basebail. Interteam rivalry 
stimulated high levels of intrateam performance. It was only when the rivalry was 
uncontroiled - could one argue that the conflict was dysfunctional. (Brett et al, 
1980,200) 

Second1 y, w i thin the union-management context they argue that the underl ying structure 

is one of a fundamentai conflict with respect to economics and power and to assume or 

attempt to eliminate confiict in the relationship ignores thîs basic reality. 

In the view of Brett et al (1980), an appropriate intervention is one that seeks to eliminate 

destructive conflict, yet maintains a healthy level of constructive conflict through the 

design and implementation of new structures by which effective bargainhg and problem 

solving may occur. 

There is, of course, a view contrary to that of Brett et al (1980). Proponents of the RB0 

approach point to the fact that an RB0 program does reduce conflict as measured by 

several defined confict indicators within the union-management relationship (Le. volume 

of grievance activity, perception of plant morale, absenteeisrn, productivity, relative ease 

of subsequent contract negotiations, health and safety record). Gray et al (198 1) reported 

that their study, involving an evduation of five sites, iiiustrated that the RB0  program 

was "worthwhile". After an effective three-day RI30 session, union-management 

cornmitment to the program was recorded as very high and the parties felt that "a certain 



stability in their relations began to occur as a result of the RB0 effort and the beginning 

of a new labor-management association was initiated with the prognm."(Gray et al. 

f 98 1,32) 

This view of the efficacy of the RB0 program looks at the state of interpersonai 

relationships within the organization before the RB0 was brought in and compares it to 

the state of this relationship after the parties have gone through the RB0 process. 

Conclusions are made on the basis of quaiitative interviews with the pmties involved and 

a quantitative assessrnent of defined conflict indicators. There has been Limited research 

surrounding this issue, with most of the studies concluding that the R B 0  program 

affected some improvements in the relationship and ought to be considered worthwhile. 

A significant problem with these few studies, and possibly one of the reasons that they 

are sparse, is the diffrculty of isolating a causal effect between the R B 0  and the change in 

the relationship. This in tum has made it very difficult to properly assess the return an 

organization might gain from the investrnent of time and money into an RB0 program. 

Another observation that proponents of R B 0  have made is with regard to the long-tenn 

effects of an RB0 program. Gray et nZ (198 1) made the following comment in their 

s tudy: 

Although the program was very process-oriented, it can lead to substantive 
improvements in the relationship through contract changes, alternative 
organizational arrangements for negotiating contracts, and more effective 
structural designs for administering labor agreements. (Gray et al, 1981, 32) 



Their conclusions might be interpreted as suggesting that the structural changes in the 

relationship that Brett et al (1980) advocated as a necessary part of an intervention are, in 

fact, a natural product of a mature RBO-based relationship. In the case of a mature RB0 

process, these structural changes arïse through the work of union and management 

together seeking resolutions to conflicts that they have jointly identified. 

Bergman (1988) addressed the criticisms of Brett et al through a review of earlier studies 

and also through a more detailed study of tiis own on the effectiveness of MO. He 

disputed the conciusions of Brett et al, concluding that the RB0 process is suitable for 

labour management relationships. 

Although the process of establishing a cornmon or superordinate goal in union- 
management discussions is not an easy process, it would seem that once a 
superordinate goal has been established, and a willingness to experiment with a 
problem-solving or 'integrative' orientation has been accepted, the parties da get 
past a process orientation. Joint study cornmittees or other integrative bargainhg 
mechanisms are established and the resulting behaviour is changed in direct 
proportion to the success that this mechanism has contributed to the goals which 
the parties value. Where the change in labour-management relationships has 
shown some initial success, the parties move to establish a structure or 
arrangement which has the ability to deal with rnatters of an integrative nature. 
Procedures, rules and structures are established to channel conflict. (Bergman, 
1988,9) 

An RB0 program that has been parlayed into a long-term commitrnent and continuing 

trust between union and management, to the end result of having an impact on the very 

structures that define the relationship by the means of planning and implementing new 

programs and systerns, has been referred to in the Iiterature as an "institutionalized" RB0  

program. An institutionalized RB0 program represents a mode1 of constant cornmitment 

to work to change and improve upon the relationship. Paulozza (1999) tells us that: 



Institutionalizing the change program that results from an RB0 session within the 
Iarger context of the union-management relationship and maintaining union- 
management commitment to the change effort is the most mcult chalienge 
facing the parties. Once the initial gods have been arrived at - or, more serïously, 
once they have been dtered or undermined by more important goals arising from 
changes in the external environment - it WU become more and more difficuit to 
maintain cornmitment to the program over time (Kochan and D yer, 1976, 69-70). 
Thus it is important that the parties are trained to apply the process when new 
areas of conflict arise. It is aiso important that the leaders on both sides find ways 
to periodicaily rekindle the hi@ leveis of commitment that were present at the 
outset of the program. (Paulozza, 1988,6) 

Beraman (1988) argues that in fact a stmctud change does take place. Once an RB0 

relationship has become institutionalized, the process and changes are self-perpetuating; 

once r o i h g  they continue to reinforce themselves. "Parties who manage to parlay a 

three-day semùiar into a permanent change have created a structurai change by which this 

improved relationship can be maintained." (Bergman, 1988, 10) 



CHAPTER THREE: BACKGROUND AND DETAILS OF 

THE CONFLICT AT MOLSON BARRE 

A. History of Union Representation at Molson Barrie 

Workers at the Molson Barrie plant were originaily members of the Canadian Union of 

United Brewery, Flour, Cereal, Soft Dnnk, and Distiiiery Workers, which was formed in 

the mid-seventies after the Canadian members of the U.S. based Internationai Brewery 

Workers Union split upon that union's decision to rnerge with the Teamster's union. The 

Canadian Brewery Union followed a rocky course from its inception with interna1 

disputes and financial instability, seeing 1985 as the beginning of the end when the 

11,000 member union announced that it was no longer fmancially viable and would have 

to be absorbed by another union. (Slotnick, 198%~). Almost immediately after this 

announcement, local chapters of the union began to rely upon an unusual provision in 

their constitution that gave them the inviolate right to disaffrliate (Facts and Trends, 

198%). Several chapters had made a decision to leave even before a convention could be 

organized, and when it was, more were to decide to leave as the voting delegates elected 

to join the U S -  based international United Food and Commercial Workers. This decision 

was made at a time when the Canadian trend was a move to Canadian based unions. 

(Globe and Mail, 1986a) 

It was at this s m e  convention that delegates heard a speech from Shirley Carr, then 

secretary treasurer of the two-million member Canadian Labour Congress, who made the 

following prophecy: "You should be fighting with your employers not yourselves. If 



your employer finds you're split or may be split, it7s not you who wiff win." (Globe and 

Mail, 1986a, A14) 

Her words were to no avail. Dissident unions did not return to the old union and further 

groups made the decision to disaffiliate. The fact that the larger union had been so 

decentralized regionally, gave ample oppoaunity for other large unions to woo the 

brewery Iocals to join them based on the strength and presence that union had in a 

particular region, (Slotnick, 198%) 

In Februacy 1986, the then 265-rnember local of brewery workers at Barrie, Ontario 

voted to disaffiliate from the Canadian brewery union citing as the basis their opposition 

to the proposed merger with the international union. They publicly stated that it was their 

intention to remain independent for a period of time before considering merger offers 

with other unions. (Globe and Mail, 1986b). 1988 saw the first contract negotiated under 

the auspices of the CAW for the Moison Barrie workers, CAW Local 306. (Spratt, 1999) 

The CAW was established in 1985 when the Canadian members of the United Auto 

Worker split from the union on the belief that the U.S. based union was not able to 

adequately look after the interests of the Canadians. Since that time, the CAW has 

pointed itself in the direction of growth and diversification. By mid-1999 it had nearly 

doubled its size from 1985 through mergers and organizing in established and new 

sectors bringing its membership to approximately 220,000. The CAW is the largest 

union in sectors, such as auto assembly, auto parts manufacturing, aerospace, 



shipbuilding, fisheries and in railway transportation, and has a major presence in several 

other sectors such as airlines, mining, electncal products, hospitality, and food and 

beverage. (National CAW, 1999) 

The CAW works from a platform that espouses social unianism, "a unionism that 

considered workers as more than just sellers of labour, that was sensitive to broader 

concerns, and that contnbuted to those in need in the comrnunity and internationdy." 

(Gindin, 1995c) The basic orientation of the CAW is one based on the concept of 

industrial unionisrn, based on the workplace, but its bargainhg strategy focused on a 

sectoral approach. Emphasis is placed on preventing the workers in one workplace from 

competing with or undercutting workers in another workplace within ihe same industry 

(pattern bargaining). More recently the emphasis has expanded to address the increasing 

concern of the workers for not oniy the pnce and tems of their labour but dso  with the 

security of their jobs as well. (Gindin, 1995b) 

At the time that Molson announced the closure of Molson Barrie, the CAW had 

representation in only two of Molson's seven plants, Barrie, Ontario and a plant in 

Newfoundland. The five remaining plants were each represented by a different union. 

To the extent that the CAW favoured a practice of pattern-bargaining within a given 

sector, it would appear to be self-evident that union representation at Molson was at a 

disadvancage generally. In Ontario, where there are two plants, one in Etobicoke 

(Toronto) and one in Barrie, the two unions had previously attempted to bargain together 

but it was reported that this strategy failed as the unions were not able to establish the 



necessary level of cooperation to bargain together. One fundamental impediment that 

was cited for this failure was the fact that each union bnngs to the bargaining table 

substantiaüy different philosophies and perspectives for which no accommodation can be 

realized (for example, the CAW will not bargain concessions in situations of early 

bargaining, whereas another union might be amenable to this practice). 

B. Background of Molson Inc. 

1. Corporate Macro-Perspective 

The 1990s was a penod fraught with uncertainty and change withïn the brewing industry- 

M e r  a high profile merger with Carling 07Keefe in 1989, Molson became Canada's 

Iargest brewing Company in what was basically a duopolistic sector. Rationalization of 

over-capacity as a result of the merger began almost immediately, reducing the number of 

breweries from 16 to 9 by the early 1990s- (Strauss, 1990) 

The external pressures exerted upon Canadian breweries were many. In 1992, the central 

two issues were described as too much capacity existing in the larger brewing operations, 

and declining consumption in the beer segment over a number of years. Ln addition, the 

industry also recognized the need to take measures to be more efficient as pressures took 

on an international dimension. A recent General Agreement on Tariffs and Trade 

(GATT) ruling had given Americans and other foreign beer companies full and equal 

access to the Canadian markets as of September 1993- Scale economies in production 

and lower marketing expenses per unit gave U.S. brewers a significant cost advantage 

over the Canadian industry. Additionally, inter-provinciai trade barriers that had 



prohibited Canadian brewenes from s e l h g  their beer in provinces where they didn't aiso 

make the beer had been recently removed. This would allow the two large brewing 

companies (Molson and Labatt) to concentrate the production of individual brands in 

fewer breweries, lengthening production runs and reducing their costs. (Papoe, 1992) 

Technological change and innovation added yet another dimension, as cornpetitors found 

more ways to decrease costs and thereby be more competitive and profitable. 

Al1 of these factors directly and fuily irnpacted the operation of Molson at ai i  levels. By 

the late 1 9 9 0 ~ ~  Molson continued to grapple with issues surrounding over-capacity in its 

plants. In the financial world it was viewed as under-performing in terms of profit for its 

capital investrnent (retum on equity) and the organization felt vulnerable to take-over for 

this reason. Al1 of this was exacerbated by increased cornpetition within Canada (from 

international brands and domestic micro-breweries), lower-than-forecast sales of Molson 

products outside of Canada, and the declining trend demand for beer. 

1998 was a year of large corporate change at Molson as the company saw a major shift in 

its senior executives and its focus. By this year the company completed a planned 

divestment of its diverse holdings and came to concentrate on a 100% Canadian owned 

brewing corporation. In the 1999 Annual Report (fiscal year ending March 3 1, 1999), 

the President and CEO's message began with the preamble: 

Molson is entering a New Era.. We have reconfigured our asset base and returned 
to our historical core business. We are operating brewers again. We have 
assembled a first-class management team with experience in markets in Canada, 
the United States and abroad, We are poised to realize Our full eamings potential 
by forging a strategy that asserts shareholder value as a core value of Our 
business. We are reinventing Molson. (Molson, 1999,2) 



2. Micro-Perspective: MoIson Barrie 

Having recently cornpleted a plant rationalization from 16 down to 9, Molson ernbarked 

upon an ambitious program of capitd investment to reach a goal of making Molson the 

lowest cost producer in the Canadian brewing industry and improving its cornpetitive 

position in North America (Molson Annuai Report, 1993). At the plant Ievel in Molson 

Barrie, these changes translated into an atrnosphere of constant change with new 

prograns, rnachinery and rnethods being brought into the plant on a unilateral ba is  by 

Molson. This was consistent with the 'Taylonst" model of union-management relations 

under which the plant had traditionaiiy operated, a model that dictated a top-down 

management style. Some changes worked better than others, and tensions and 

frustrations within the plant's workforce were raised. Empioyees became disiliusioned 

and angry with the corporation. Tensions were not eased by the fact that closure of 

another plant always remained a possible solution to Molson's goal of reducing over- 

capacity and lowering its cost base. 

The adoption of the RB0 system was born out of a crisis and conflict that followed the 

suicide of a worker after bis dismissal for a relatively minor incident of theft. Shortly 

&ter management refused to meet with the employee and union representatives to discuss 

the matter further, the employee went home and kiiled himself. 

A wildcat shutdown of the plant began almost immediately as the news of the suicide 

spread and became the focus of the anger and disillusionment of the workers. The 

shutdown lasted a week, after which a negotiated settlement was reached that included a 



cornmitment by both union and nanagement to seek ways in which their relationship, 

viewed by both to be in crisis, might be improved. It was shortiy thereafter settled that 

they would jointly participate in an RB0 program. 

The RB0 process that the parties embarked upon brought about signifrcant changes in 

their relationship. Those interviewed about the program al l  agreed that the process was 

very successful within the plant and developed into what has been referred to as an 

institutionalized RB0 system. The process of intense meetings and discussion of 

objectives and common goals was reported to go on for approxirnately two years as the 

two parties learned more about each other and their objectives. The centre of their 

program carne to be the establishment of the "Plant Management Team/Union Executive" 

cornmittee (commoniy known as the "PMTKJE") which met on a regular basis. Through 

the structure of the PMT/UE and various sub-committees, union and management were 

able to open a dialogue on various issues that were internal to the plant- They worked on 

a three year plan model, discussing where they wanted to be three years hence at each 

meeting. Together they developed new procedures and protocols on grievance 

procedures, substance abuse issues, details and procedure for job selection within the 

plant, procedures on issues relating to quality control including delegating responsibility 

for stopping production in event of a perceived problem down to line workers. Many of 

these changes made their way into the collective agreement for the penod of 1997-1999 

(the fust collective agreement in the Canadian brewing industry to be bxgained early), 

including fonnal adoption of the PMT/UE cornmittee structure. For the CAW, this 

collective agreement was to be one of their more innovative to date, including severd 



provisions that had not previously been put into a collective agreement (Le. PMTNE 

structure, non-discrimination and non-harassrnent provisions, and substance abuse 

provisions) 

The Molson representative telis u s  that the system which evolved came quite close to 

what might be cdied a CO-management arrangement, but could not be cailed shared 

management. In al1 it took about 4 to 5 years before it had r e d y  matured and the two 

parties had developed a strong and committed relationship around a structure that was 

self-perpetuating, through which they could manage issues at Molson Barrie as they 

arose. 

By al1 accounts, the RI30 program and the structures that evolved from it became an 

institutionalized program as envisioned by Bergman (1988), who speaks of a relationship 

change effort becorning a series of sequential events, and through institutionalization, is a 

roUing process that reinforces itselE Bergman (1988) notes that key to such a process is 

the establishment of some form of union-management cornmittee such as the PMTKJE. 

As stated in the introduction to this paper, the success of the relationship between union 

and management showed itself statisticaily within the plant operations. Traditional 

indicators, such as the number of grievances, were at very low levels (less than 10 as 

opposed to being closer to 300 pre-=O). Plant production and profitability remained 

very high. 



Despite dl of this, it should be noted that both Molson and the Union agree that it was 

not the RB0 program that saved the plant, it was the enormous jumb in sales of Molson 

products as the company gained market share in the U.S. This signifiant gain in the sale 

of Molson products in the U.S. occurred a short time after Molson Barrie embarked upon 

the EU30 process. 

C. Decision to Close Plant and Ensuing Conflict 

By the end of the 1990s, Molson continued to grapple with issues of over-capacity and 

Iow retum on capital (the Molson representative stated that their company was highiy 

exposed to takeover during this penod). Right through the surnmer of 1999 it continued 

to seek solutions such as an increase in sales through new markets and fding production 

space by producing for other international breweries. However, by the end of the 

sumrner, at an executive level, Molson had decided that one of their actions had to be a 

plant closure and a redirection of the capital recovered to another plant. Molson 

determined that the logical place to make a cIosure was in Ontario, where MoIson had 

two breweries, Barrie and Etobicoke. Molson decided to close Barrie, it being of 

significantly smaller capacity and technologically more dated than its sister Etobicoke 

plant. Investment in Etobicoke would in total require less to meet target capacity than a 

corresponding investrnent in Barrie. 

Molson States that this decision was made shortly before the announcement was made 

public. It was made at an executive level w i t h  the management structure, and thoughts 

of the relevance of the relationship at the plant level was not in the minds of those who 



both made the decision and gave the directions. The relationship between union and 

management in Barrie was one built on common goals and objectives. In assessing how 

to deai with the issue of closure, management at Molson States that they could just not see 

any comrnon objective or goal by which they could enter into a dialogue given that their 

decision was to close the piant. 

And so it came to October 6,  1999, a morning when Molson employees were arriving at 

the plant anticipating a special Thanksgiving turkey lunch (for which they had each paid 

in advance $7). The employees were aware that their union executive were, that week, 

on a retreat preparing for a session of early bargaining on their next contract. Tt was in 

this relatively festive mood that the 348 unionized employees fast became aware that 

their plant would close September 1,2000. Terms of adjustrnent or severance being 

offered were not yet clear, the intention being that they were to be negotiated between 

union and management in the coming weeks. What was ciear in statements made both 

publicly and privately was that Molson, although they recognized al1 employees at 

Molson Barrie as valuable, would not be offering the opportunity of any job transfers to 

the Etobicoke plant, even though they were going to increase its capacity substantiaily. 

Moison wanted the capital from Barrie to transfer to Etobicoke, but not the labour. 

One of the first meetings of the two sides was between Basil ccBuzz" Hargrove, Nationai 

President of the CAW, and Dan O'Neill, at that time Chief Operating Officer, North 

American Brewing. Reportedly the two parties started with broad position statements 

that were so divergent it became quickly clear that they were without any cornmon 



objective whatsoever. The meeting was reported to have been a "'total bust-up", starting 

out badly and degenerating to the point where the two men took on traditional union- 

management adversarial positions, w hich included s houting, accusations, arguments and 

threats. This set the tone of the relationship for the foiiowing two months. 

The positions of the two sides played themselves out in the press. "Tt seems that world 

class means that you have to throw people out of work, you have to downsize," Hargrove 

said in a public statement, continuing that the plant's "world-class work force" wouid 

'"fight like hell" to stop the closing. (Van Alphen, 1999) Hargrove also made a public 

statement to the effect that the CAW dernanded the plant remain open until ail of the 

employees were re-deployed or pension eligible, be it for two years or ten years. (Lane- 

Moore, 1999b) 

Molson's public statements and press releases reiterated its position and stood firrn, 

adding and building on previous statements with facts and statistics to support and 

elaborate their rationale. This included a compqy statement that it had been criticized 

by the financial sector for not making similar changes as early as 1993, and that Molson 

had plans to also reduce the current size of the workforce in Etobicoke once the 

technological advancements were realized. 

The CAW took the position that it did not accept the explanation of corporate 

rationalization for rejecting the potential for job transfers within the Molson organization. 



A statement by Molson that it would not be appropriate to rnix the workforces from 

Molson Etobicoke and Molson B d e  because of the cultural differences between the two 

groups became an important railying point for the mobilization of the workers. 

(Hargrove, 1999) It was the CAW's perception that the Molson Etobicoke plant was kept 

open because the union at the facility was weaker and more cornpliant toward the 

corporation. The culture Molson wished to bar from this plant was the CAW union 

culture. 

By October 13, 1999, the local papers were reporting that the CAW, about to go into 

formal talks with Molson, had no plans to enter into negotiations to discuss severance. 

The unions only stated goal was to keep the plant open. Ken Saunders, president of 

CAW Local 306, stated to the press, "Severance is one thing, but we are going to fight to 

keep the plant open. Our fust FIght is on closure. (We) can't just lie down and roll over." 

In the same statement, Saunders wondered how Molson could close the plant when the 

Company had such a good working relationship with the employees and the union. 

(Goggïns, 1999b) 

The fust official meeting was short, breaking off after only one hour. (Goggins, 1999c) 

On Saturday, October 16, at a union meeting, membership unanimously endorsed the 

position of jobs not severance, asking Molson to use potential severance to buy new 

technology to produce new jobs, instead of paying people to do nothing. (Price, 1999b) 

The CAW begm to further raise awareness of the issue in the cornmunity. One tool that 



they used was the creation and circulation of a petition for the people of Barrie to sign. 

The petition, entitled, "People Not Profits" stated: 

The members of the CAW Local 306 and members of the cornrnunity of the City 
of Barrie and the County of Simcoe demand that Molson Brewery in Barrie 
remain open. We, the undersigned, support a 'Fight Back' campaign to stop: 
Negative impact on community economy, Le. tax base erosion, loss of part-tirne 
and surnrner jobs and spin-off jobs in the community." (Pnce, 1999b) 

By the end of the fall, the two sides had reached a complete stalemate in their 

nepotiations. On Friday, Novernber 19, 1999, the CAW began to cal1 for a boycott of 

Molson's products after a week of frustrating meetings between the CAW and Molson. 

A deadline was set for November 21 for a deal to be struck or the boycott would go 

ahead. Points of negotiation for the CAW had involved the issues of keeping the brewery 

open, retirement incentives, opportunity for employees to transfer to other Molson plants 

and Molson allowing a Company to purchase the working plant and instailing Molson 

workers in the plant. (McInroy, 1999b) 

As the deadline passed with no movement toward a resolution, members of CAW Local 

306 made a spontaneous vote on November 22 to begin an iiiegai occupation and shut- 

down of the plant. A public statement by CAW Local 306 indicated that they hoped 

taking a stand inside the plant would stop the closure of the plant, but if that was not 

successful, an opportunity to get jobs in other Moison plants was the next best option. A 

group of 30 workers took over and barricaded the plant that same night in an occupation 

that was to continue for tfiree weeks. 



The nationally sponsored CAW boycott of Molson products was commenced and 

continued throughout this period, picking up steam and publicity as the days went by. 

The CAW put substantiai funds into this boycott effort, significantiy more than is 

typically spent on "solidarity" boycotts. Centrai to the boycott was a slogan-covered bus 

that traveled to comrnunities and university campuses throughout Ontario, and a 

campaign of newspaper ads placed in papers across the country. The boycott encouraged 

beer dnnkers to boycott Molson and switch their purchases to its rival, the products of 

Labatt's brewery. The bus was painted the colour blue, the traditional colour of Labatt's- 

When the bus first arrived at the Molson plant, a Molson executive was reported to have 

stated that he bad thought the CAW was bluffing on the boycott issue untii he laid eyes 

on the bus. 

Appearing in Barrie for the fust time on November 29, 1999, Hargrove admitted that 

there was littie the union could do to keep the plant open. Hargrove told the gathered 

group of employees and supporters that winning concessions was possible and that the 

union wanted to negotiate better pay-out packages and retraining programs dong with 

jobs for the younger workers. However, until those arrangements were made, workers at 

Malson Barrie would remain off the job. 

'We've talked with molson] every day,' pargrove] told about 100 cheering 
supporters outside the plant- 'We cail them every day whether they want to hear 
from us or not. There is no alternative for the workers but there is for the 
company. The workers deserve a better response from the company and greater 
respect. This is not about a corporation that is struggling.. .this is simply about 
corporsite greed.' (Seudfeld, 1999b) 



December 3, 1999 brought news that Molson had been able to obtain preferential hiring 

for Molson Barrie employees at the Lakeport Brewery in Hamiiton, Ontario. They had 

sold Lakeport Brewery some of the Barrie equipment, and had also contracted that 

Company to do some botîling and packaging of their products. In disseminating this news 

to Molson Barrie employees, Molson chose to by-pass traditional union routes of first 

speaking to the executive and arranged to have a letter delivered to each and every 

employee at their home. The CAW executive resented the impLications of this move, 

After three weeks of occupation of the Molson Barrie plant by CAW Local 306 and 

continuing efforts to promote a boycott of Molson products by the CAW Nationai 

organization, Molson and the CAW union executives met for the first time on December 

10, 1999. Each side stated that the decision to meet was a joint decision. The CAW had 

offered to cd i  off the boycott of Molson products if they could get back to the bargaining 

table. "We're trying to find a non-combative way to figure out a solution to this," said 

Susan Spratt, National Representative for the CAW. (Lane-Moore, 1999c) 

The occupation of the plant ended on December 12, 1999 when CAW Local 306 

rnembers approved an agreement with Molson with a 91% vote in favour. The agreement 

included preferential hiring for a minimum of 70 workers at the Lakeport brewery in 

H d t o n ,  lowering retirement age to 50 from 55, and severance packages in the range of 

$26,000 to $85,000. Benefits were extended to April, 2001 and the agreement included a 

$750,000 adjustment (job search and retraining) program. There would not be any 

criminal or civil actions against workers or union officiais involved in the plant 



occupation or any other action such as striking, picketing or boycotting. The CAW 

nationally called off the boycott and agreed to print retractions to their earlier CAW 

sponsored statements in the press, Both the CAW and Molson publicly stated that they 

were very pleased with the negotiated settiement. There were no public statements made 

by either party regarding the estimated monetary cost of the conflict. 

After the fact, the CAW and Molson interviewees took the following positions on the 

conflict. The CAW stated that the superior severance package that they received was the 

direct result of their actions and of the boycott and occupation. The CAW believed that it 

had been the intention of Molson to provide them with a relatively srnail package that did 

not inctude preferential job hiring at Lakeport Brewery in Hamilton. Molson denies this 

allegation and States that a sirriilar severance to what was eventually negotiated would 

have been reached through the course of normal negotiations and that Molson had no 

intention of providing minimal severance packages. 



CHAPTER FOUR: ANALYSIS 

A. User perceptions of R B 0  

In Light of the experiences with the RB0 process and subsequent conflict at Molson 

Barrie, the question of inquj r  presented at the beginning of this paper was the following: 

Is the Relationship by Objectives ("RBO") program appropriare to the union- 

management s e ~ * n g ?  

UtiLizuig the RB0 process, union and management at Molson Barrie had created an 

enviable relationship based on comrnitment, cooperation and trust. They were able to 

institutionalize the benefits of the RE30 process, developing it into a long-term 

cornmitment to open communication and cooperation. They worked to create new 

structures within their organization designed to deal with issues and probiems in the 

management of production. By the time five years had passed, the relationship of union 

and management at Molson Barrie approached a mode1 of shared management with 

respect to the management of Molson, Barrie (even though shared management was not 

the goal of Molson and the union). The relationship was faciiitated by a practice of full 

and complete disclosure of al1 relevant facts and issues by each party. The rewards of 

their combined effort were - as the literature promised - a productive and profitable plant 

and a relativeiy stable and healthy workplace for the employees. 

It was when the relationship faced the ultirnate test, the corporate decision to close 

Molson Barrie, that, in what seerned like the wink of an eye, five years of good 

relationship fell away to an acrimonious and costly conflict. This conflict was as 

traditional and adversarial as any union-management conflict has the potential to be, and 



considenbly worse than had been seen in the 15 year relationship between the CAW and 

Molson at the Molson Barrie plant. 

What happened might seem obvious, given that the issue was plant closure with the 

termination of di union jobs. It is clear that the members of CAW Local 306 were in the 

fight for their Lives. However, a relevant question remains unanswered: Why was the 

RBO-fostered relationship not sufficient or able to bring the union and management 

though this ciramatic change without ali the parties bearing the high cost of such a 

conflict? The costs ranged from personal, emotional and financial, to losses of 

reptation, perception of integrity, and goodwill. Talce the example of a Molson worker: 

hdshe has to deal with the emotional stress of the closing and then the protracted confiict, 

financial loss due to the plant occupation, and the possibiiity of having difficulty seeking 

new ernployment after the fact because he/she might have been labeled as a trouble- 

maker. 

These issues raise yet further questions. Was the RBO, in fact, a contributing factor in 

this conflict? Is the fact that the relationship was not able to endure the adversity of the 

plant closure an example of why an RB0 is not suitable for a union-management 

relationship? How did the dynamic created by the RBO-fostered relationship influence 

these events? 

Possibly the answer lies in yet another question: What does RB0 mean to the participants 

in the context of a union-management relationship? Participants interviewed in this study 



each had an opportunity to respond to this question. A total of three different responses 

were received (one participant gave two answers): 

1. "RB0 is about rel ationships" 

2. "RB0 is code for workplace change" 

3. "RB0 is about manipulation" 

The remainder of this chapter explores the relevance and significance of each of these 

three responses. 

1. "RB0 is about relationships" 

Hebdon and Mazerolie (1995) opined that the purpose of an RB0 program ought to be 

quite lirnited, really ody  dealïng withissues of relationship: 

TO minimize or eliminate "unnecessary" conflict, that is, conflict that may be due 
to such factors as poor communications, personality differences or immature 
relationships (Strauss, 1990, 180-18 1) 

There is a view that an R B 0  prograrn is most suitably entered into when a union- 

management relationship has soured to the point of crisis, often a cnsis that threatens the 

very viability of the operation. Sometimes referred to as strong medicine for a sick 

relationship, R B 0  is most often used in situations where it is clear to both labour and 

management that an improved relationship would benefit each of them. An R B 0  program 

is geared toward clarifying the parties7 perceptions of each other, opening lines of 

communication, and setting the parties on a path to a constructive relationship that will 

allow them to nurture and maintain open communication, and finally to continue to 

develop the relationship. 



The real value of an R B 0  process is perceived by some to be attained at the very eariy 

stages of the process as it provides the parties with a means by which they can define 

exactly what their reai confiicts are. The CAW local representative commented on this 

aspect of the process, stating that by the time they had entered into the RB0 program, 

emotions were so high that the parties were not entirely sure what it was they were 

fighting about. The RB0 process ailowed them a non-threatening means by which to 

explore and articulate the red conflicts, and then work toward a process of seeking a 

resolution. 

The idea of an improved relationship between union and management raises a discussion 

on the idea of greater cooperation in the workplace, a concept that has risen in popularity 

as opinion has shifted substantialiy toward the idea that the traditional adversarial system 

is not appropriate to meet the externai and internai pressures and demands of an ever 

evolving economy. (Downie, 1989) The relationship between union and management 

presents an uneasy mix of cooperation and conflict, the central question being how best 

to strïke an efficient and effective balance between these two orientations. Strong 

incentives exist in union-managementrelations for both cooperation and for conflict. 

Cooperation arises because most ernployees, like the Fm's owners and managers, have 

an econornic and possibly emotional interest in the growth and survival of the enterprise. 

However, there is potentiai for conflict over how to obtain these same goals and how to 

share the potential prosperity it bnngs to the organization. (Riddell, 1986) 



It was when organizations began to seek new ways of s W g  a balance between 

cooperation and conflict, r e d y  with an a h  to developing what was believed to be 

untapped potential within the organizations, that programs such as R B 0  were developed 

from an integration of indusnial relations practices and organizational development 

theory. (Bergman, 1988) RB0 seeks to confront the assumptions about conflict between 

the two parties and move the relationship from a posture of confrontation (win-lose 

conflict) to an enduring and committed relationship based on problem-solving 

collaboration. (Beraman, 1988) 

This returns us to a discussion of the fundamental weakness that Brett et al (1 980) 

perceived in an RB0  program, narnely that it assumes that the conflict between union and 

management is rooted in problems with the relationship between the parties. Brett et al 

argue that addressing relationship issues alone does not and wiLI not address the real 

issues behind the conflict, which are grounded in the fundamental dynamics and 

irnbalances of economics and power which are inherent to a union-management 

relationship. Brett et al advocate that an intervention should invoive structural changes in 

order to address some of the root issues of conflict and argue that RB0 does not 

incorporate such changes. Hebdon and Mazerolle (1 995) found in their study support for 

Brett et al's position that R B 0  techniques are less effective in a union-management 

setting due to the conflicts of interest that are inherent in that relationship. They found 

evidence of a "half-life effect" for RB0 programs, since long-run confict scores 

(measured through various indicators selected) tended eventudy to return to pre-RB0 

levels. Interestingly, Hebdon and Mazerolie found that the control groups generally 



experienced the same steady level of conflict whereas the RB0 program groups conflict 

indicators started at a high level and then dipped during the RB0 program, retuming to 

the s m e  high level over the course of tirne. 

Brett et al argue that any intervention requires the aitering or addition of structural 

changes in order to manage the fundamentai conflict (over power and economics) more 

effectively. Others have countered this position arguing that the R B 0  process does create 

this type of structural change over time when two parties commit themselves to an 

enduring problem-solving relationship, the inevitable result being structural changes 

being developed and instituted within the organization. Thus the R B 0  program has the 

potential to alter and create structural changes as part of the naturally evolving process of 

institutionalizing an RBO. 

2. "RBO is code for workplace change" 

The 1980s and 1990s saw the beginning of the cunrent state of rapid economic 

restructuring that brought traditionai employment systems under severe pressure to 

change in order to accommodate and adapt to the realities of new advances in technology, 

freer flows of goods and services across national and provincial boundaries, and 

deregulation. At the corporate level, al1 of this translated into the need to produce goods 

at a lower price in order to remain cornpetitive and viable as an organization. For the 

worker, this had the effect of changing production systems, ski11 requirements and 

employment market structures. 

The cumuiative effect of incremental, year-to-year, environmentai changes 
require the actors in the employment system to make adjustments in their outlook, 



policies and strategies in order to make the organization and employment system 
work within a changed macro-environment. (Verma and Chaykowski, 1999a. 3) 

Historicaily, union-management relations reLied on workable trade-offs to accommodate 

conflicting interests which might be described essentially as management's need for 

flexibility (efficient y) and unions' need for job security (equity) . (Betchermm, 1999; 

Verma and Chaykowski 1999a) The traditional mode1 saw the union chiefly responsible 

for codiQing management practices but with Little or no hand in choosing work methods 

or work organization. (Verma and Chaykowski, 1999a) Fairly rigid boundaries were 

created between the activities associated with the application of an existing collective 

agreement and the negotiation process by which the employrnent contract and rules 

goveming the workplace could be adapted to the changing environment. The on-going 

and far-reaching transformation processes confronting many firms in the 1980s and 

1990s was ill-matched to this relatively rigid system that operated more effectively in a 

slowly evolving environment. Finding a new balance between these conflicting interests 

has been difficult in the 1990s and beyond, and it is not yet clear that any emerging 

system has yet embodied an effective balance. (Betcherman, 1999) 

Many Canadian corporations did not seem to respond to these stresses and issues until the 

early 1990s. (Betcherman, 1999) Molson appears to be no exception in this regard. 

Their atternpts at unilateral workplace change at Molson Barrie in the early 1990s 

degenerated into a wholly dysfunctionai relationship with the union and the workers, 

resulting finally in a complete crisis and a shutdown of production. At this point, Molson 

and the CAW agreed to embark on an RB0 relationship building process. 



The Molson representative whom 1 intemiewed was clear that the expectation of 

engaging in an RB0 process was that it would lead to a process of workplace change. Ln 

essence, Ri30 was a means by which to start the change process. The RB0 would create 

a "road rnap" (Ontario Ministry of Labour, 1986,60) by which union and management 

could work together to bring into the workplace effective and efficient "high performance 

practices" (Betcherman, 1999,32) as part of an effort to create positive performance 

outcomes for the plant. Such "high performance practices" may corne in the form of 

increased employee discretionary practices, enhancernent of employee skili levels, the 

provision of incentives for innovative behaviour, and stren-ghened organizational 

cornmitment. (Betcherman, 1999,32) Molson had d s o  entered into RB0 programs in 

several of their other plants (including Molson Etobicoke) with the same goal. 

According to the Molson representative, Molson viewed the RB0 program at Molson 

Barrie as being very successful, delivering to them workplace change together with the 

hoped for benefits. They were able to reach high levels of cooperation and commitment 

from the union and the workers, and the plant proved itself with a record of high 

productivity and bigh profitability. 

Support for Molson's expectation that an RB0 process may lead to a pattern of 

workplace change was found by Bergman (1988) in h i s  stody of 48 sites that had been 

through the RB0 program offered by the Ontario Ministry of Labour between 1978 and 

1985. Bergman concluded that this relationship improvement effort moved the parties 



away from the conflict mode and toward an accommodation rnodel. The 

institutionalization of the R B 0  system into a system that utilized labour-management 

cornmittees (such as the P M T m  system at Molson Barrie) represented a structural 

change in the relationship. The union-management committee provided the parties with 

another vehicie by which problems that emerged over the lifetime of the collective 

agreement could be resolved. The problems that tended to be resolved in the process of 

the labour-management cornmittees were those problems that related to integrative 

issues. Thus the institutionalized RB0 system created a means by which the two parties 

could develop and seek resolution to problems of an integrative nature, those problems in 

which the goals of each party cm only be reached through some form of cooperative 

effort (i.e. issues of efficiency and equity). Thus Bergman found that the institutionalized 

RB0 effected a means by which changes to the structure of the workplace could be 

explored and initiated. He observed that distributive issues (Le. how to apportion wedth) 

often began on the agenda of the labour-management committee together with the 

integrative issues, to be later relegated to the collective bargaining fgrum if necessary, the 

decision being primarily that of the union. He found that the traditional adversariai 

orientation taken by union and management was aitered within an institutionalized RB0 

as the boundaries between the application of the existing collective agreement and the 

collective bargaining process blurred. Bergman concluded that the cooperative system 

created by the institutionalized RE30 was not distinctly separate from the collective 

bargaining system 



Hebdon and Mazeroiie (1995) published a study that they believed to be the most 

comprehensive quantitative study to date on the RB0 process, Linding a rare oppoaunity 

to study numerous RB0 programs with a great homogeneity of variables within the 

Ontario school board system. Their study, as weli, found some support for the 

proposition that the R B 0  process positively affects the labour-management relationship 

by creating new structurai arrangements within the organization, particularly for the 

resolution of disputes as to contract language, contract negotiations and grievances. 

Workplace reorganization, in ail of its forrns, and the larger process of economic 

restmcturing have posed difficult dilemmas for Canadian unions. In the early 1990s 

when many corporations began to push to introduce new programs, unions were 

unprepared for many of these debates, which involved issues traditionally outside their 

expertise. (Betcherman, 1999; Kumar, 1995) The CAW has been quite clear that its 

position was to not "reject all workplace changes, but to reject the notion of partnership 

and the false equdity it impiied." (Gindin, 199%) This position of the CAW is dso  

clearly stated within the materials that were part of the RB0 program at Molson Barrie 

(Molson Interna1 Memorandum, 1996). The CAW takes the view that many forms of 

workplace change are, in fact, an attack on their working conditions and that each 

initiative must be chailenged and negotiated so as to preserve the rights of the worker. 

The integrity of the colIective bargaining systern must be maintained and kept separate 

from cooperative initiatives so to be able to deal with clear conflicts. At an ideological 

level, the preservation of the distinctive roles of union-management is an element that 

helps shape the ever continuing negotiations and dialogue between the two parties. 

Suffice to say that the CAW did not take the position that an R B 0  program is code for 



"workplace change". However, the CAW was clearly pleased and proud of the 

irnprovement in the dynarnics of the Molson Barrie union-management relationship that 

the RB0 process had produced. 

The realistic concems of the unions centre around the notion that one possible outcorne of 

the restructuring of industry might be the senous weakening of unions and the system of 

collective bargaining - leaving the shareholders better off, but rendering the workers 

much worse off at the same time. (Betcherman, 1999) Union leaders f e u  that more 

worker involvement in workplace issues would lead to the CO-opting of workers into a 

managerial agenda and a general weakening of worker militancy, with a consequent 

adverse effect on collective bargaining and the labour movement itself- (Verrna and 

Chaykowski, 1999a) The appearance rnight also be created of redundancy or irrelevancy 

of the collective bargaining system, as the perception of conflict or dichotomy of position 

decreases. 

It is interesting and relevant to note that, on the issue of workplace change in Canada, 

acadernics have observed that organizations tend not to go the distance and push for 

larger or more ambitious programs geared toward workplace change within the Canadian 

union-management systern. Rather, many organizations will try srnailer programs, 

electing for the option of closing the production line or plant, or even to move the 

production to a location outside of Canada, often to where wages are much cheaper. 

Perceived union intransigence is factored in as an additional (and possibly expensive) nsk 

in implernenting an extensive change program. (Verma and Chaykowski, 1999b) 



This phenornenon rnay explain one union representative's perception that an RB0 

program is many times a precursor to the closure of a plant. ~ h e  reality may be that the 

RB0 program does not create suscient meaningful workplace change to satisfy the 

perceived needs of the organization for efficiency and profitability, rather than being a 

calculated effort to brhg about the closure of a plant. 

3. WB0 is about manipulation" 

The perception that a cooperative relationship, such as rnay be the end-product of an 

institutionalized RB0 program, is a means by which management rnay manipulate 

workers and the union is not at all uncornmon in the literature. 

Critics of the system argue from a union perspective that CO-operative progams 
are attempts by management to manipulate the workforce in order to attain higher 
productivity. These critics also da im that some employers use the prograrns to 
destroy or weaken unions. (Downie, 1989,262) 

Unions find themselves in a weakened position as extemal forces and technological 

change threaten the very frarnework of the traditional union management system. They 

feel compeiled to enter into corporate initiatives that seek to improve the cornpetitive and 

economic conditions of the f m s  and therefore preserve their own jobs, Such initiatives 

challenge the traditional adversariai mode1 that maintains the right of management to 

con301 the work place in exchange for bargaining wages and benefits with labour. Once 

this Iine becomes blurred, unions perceive that their traditional power is decreased and 

the ability of management to manipulate the situation increases. 



Behind every innovation for workplace change is the subtle threat by the corporation that 

capital investment andor jobs wili be removed from the systern. The reality of the threat 

is bom out in the tendency of Canadian fîrms to relocate production outside of Canada 

when faced with a production situation where they perceive that they have low return on 

equity or high unit cost of production. 

One union representative expressed their sense of being manipulated in terms of their 

reliance on the principIes of openness that had been established, such that they had an 

expectation of fuIl and complete disclosure of d l  facts relevant to Molson Barrie. This 

situation betrayed itself when it became apparent to the union that Molson was 

withtiolding information vital to the very survival of their organization, CAW Local 306. 

From the corporate perspective, the concept of manipulation is portrayed in a somewhat 

different iight. The MoIson representative indicated that the reality of Molson's brewery 

plant system forced the various plants to cornpete with one another. He believes that this 

was a dynamic (in which each plant was in a constant state of cornpetition) that the CAW 

was fully aware of. This was easily achieved in the circumstances of the Molson 

breweries as each plant was represented by a different union across Canada (note that the 

CAW does represent two plants that are geographicaily very distant). Hence, the RBO- 

type program in place at each plant became an enterprise agreement with the plant 

workers to seek ways to improve the performance of their operation. The goal was to 

stand out as  the more productive and superior plant at the time when corporate 



rationaiization decisions were made. In the view of the Molson representative, superior 

productivity always speaks out when workùig in industry. 

Molson agrees that the Barrie brewery was a highly productive plant, a definite success. 

It would appear that the CAW played on this dynamic as weil, citing the success of the 

plant as a reason for why it should not be closed, and this fomùng a major portion of their 

platform in their confiict with Molson. Verma and Chaykowski (1 999a) tell us that this is 

not uncommon behaviour in the union-management setting. The union may attempt to 

take its mernben out of the cornpetition by participating in cooperative initiatives to 

elevate productivity and profitability. In the end, Molson States that Molson Barrie was 

greatiy handicapped by the inherent nature of what it was: a too small plant with dated 

technology. Hence, it lost out to its main cornpetition, the Molson Etobicoke plant in 

Toronto. To the extent that the workers at Molson Barrie perceived that they had worked 

hard for their organization, they must have felt a keen sense of betrayal when the 

announcement came that Molson Barrie would be shut down. 



CHAPTER FIVE: CONCLUSIONS AND SUMMARY 

A. Influence of R B 0  on Conflict after Closure Announcement 

Canadian industry has been slow to undertake cooperative initiatives within unionized 

workplaces as they run contrary to the strong adversarial system that is traditional to the 

union-management workplace. At Molson Barrie, it was crisis within the plant that 

brought the two parties into the cooperative initiative known as Rehtionship by 

Objectives (RBO). RB0 is a program designed to develop the relationship between the 

parties through the identification of superordinate goals (a cornmon goal that supercedes 

ail other conflicts and goals) followed by the development of strategïes for the 

achievement of these superordinate goals. It is a program designed to increase the parties 

trust and cornmitment toward one another so to develop a relationship based on 

constructive practices. 

The superordinate goal that was identified by union and management at Molson Barrie 

was one that looked to maintaining and increasing the economic viability of the plant. 

The Molson organization looked to the development of the labour-management 

relationship in order to foster communication and cooperation so to effect changes 

necessary within the plant to heighten3s economic viability and ensure the relevance of 

the plant within their greater organization. The union entered into the sarne relationship 

improving exercise also with the goal of maintaining the economic viability of the plant 

but with an aim of improving working conditions and increasing job security for their 

workers. The two parties had a common objective overall, although with different 

underlying reason and rationale for pursuing that goal. 



Production and profit results at Molson Barrie were indeed very positive subsequent to 

union and management embarking upon the RB0 process and adopting practices based 

upon their joint sessions. Whether it could be attributable to the R B 0  process or not, 

Molson Barrie continued to maintain its competitive edge within the Molson 

organization, showing itself to be a highly productive and profitable plant. 

However, changes in regulations, international treaties and other extemai econornic 

forces continued to exert themselves upon the Molson brewing organization. Subsequent 

to a substantiai restructuring of the Molson organizationai structure and change of guard 

at the executive officer level, a decision was made that Molson Barrie would be closed. 

Aithough productive and profitable as a plant, Molson Barrie, in the eyes of the 

organization, was small and technicaiiy dated. It was viewed as an expensive prospect to 

bring up to the mode1 plant they envisioned in Ontario when compared to Molson 

Etobicoke. To the extent that Molson had carried on a practice of pitting the plants 

competitively against each other, Molson Barrie had lost to Molson Etobicoke. In the 

words of the Molson representative, the employees of Molson Barrie were working with 

a Volkswagen and the employees of Molson Etobicoke were working with a Rolls Royce. 

In the circumstances, it certainly seems natural that the union would feel that they had 

been manipulated by the Molson organization. From their relatively weak position, one 

that stemmed from extemal economic pressures, fragmented union representation across 

the industry, and the inherent physical limitations of the plant, the rnembers of CAW 



Local 306 had endeavoured to mainth their relevance and power within the Molson 

organization by making themselves invaluable as a workforce. They believed that they 

had achieved this goal through adopting clear communication practices with management 

in order to resolve workplace conflicts as expeditiously as possible, and by working to 

the highest standards possible. Having successfully made their contribution to the 

continuing success of Moison Barrie, it is certainly understandable that the workers felt 

that they had been betrayed and abandoned by the corporate decision to close the plant. 

The local union representative cornmented that the occupation of Molson Barrie by the 

workers was as much a last stand and c a t h d c  release for the employees at the plant as 

anything else. Several public statements were made to the press by union executives and 

rank-and-file members to the effect that Molson wanted Moison Barrie to f d ,  not having 

instailed in the plant the upgrades necessary to make it technologicaily more relevant. 

With the announcement of the closure of the plant, the superordinate goal of superior 

production and profitability identified by the union and management becarne irrelevant, 

And, as different as underiying reasons of union and management for pursuing this goal, 

so to was each of the parties' flexibility in options and actions once the goal had failen. 

For the Molson organization, Molson Barrie is one of many plants; representing excess 

capacity that could be utilized at anytime necessary for the Company. In other words, 

Molson Barrie had its uses but was not the sole interest of the organization. Once the 

plant was shut down, the organization could seek its production and profit needs in its 

other plants across Canada. CAW Local 306 was in quite a different position, dmost 

entirely inflexible in the movement of their goals, and possessing one concern; the 



continued existence of Molsoa Barrie as a viable plant in order to preserve incomes and 

jobs for their members. This became even more true when the option of job transfers to 

other Molson plants was deemed impossible. 

Upon the fall of the superordinate goal, Molson Barrie witnessed an almost instantaneous 

reversion to traditional labour-management adversarial roles. Looking at this from the 

perspective of the tn ist  element that was developed under the RBO-fostered relationship, 

it is evident that the relationship between the CAW and Molson had developed to a 

highly cooperative level based on the prïnciples of trust and open communication. The 

level of tmst within the relationship might be characterized as a calculus-based trust, 

described by Lewicki and Bunker (1995) as a trust based on consistency and deterrence, 

where the other's consistent behaviour is ensured through costs or penalties laid in for 

inconsistency. "Behaviour control is central to this form of tnist; actions are designed to 

get the other to do what the actor wants." (Lewicki and Bunker, 1995, 153) 

In these relationships, parties are careful about the degree of risk and build in 
safeguards to protect themselves. If there is a violation, the relationship can 
quickly drop down the chute back to zero. [Calculus-based relationships] may be 
either shoa or long term. The parties stay in them as long as the mutual payoffs 
are satisfactory and the rewards and sanctions produce consistent behaviour. 
(Lewicki and Bunker, 1995, 163) 

A calculus-based trust relationship is rarely set in any legally binding form. Lewicki and 

Bunker (1995) tell us that the injury to the parties, should the trust collapse, c m  be 

tempered if the parties have not invested too much into the relationship and can stand to 

lose that investment. Alternatively, they rnay have established legal safeguards to protect 

themselves. At Molson Barrie, circumstances balanced the two parties' investrnent in the 

relationship at different levels. The Molson corporation had many options; the local 



union had few. This reality might have very well have influenced the behaviour of each 

of the two parties once the tmst  was broken. 

An explanation for the behaviour of the two parties Lies within the perspective taken by 

Brett et al (1980), who argue that the techniques of attitudinal and perceptuai 

restnictunng that are utilized in an RB0 program do not effect a behaviour change in the 

parties. At Molson Barrie, the EU30 program did not change the behaviour of the two 

parties so much as it affected the choices they made as to how to behave and acr toward 

one another. So long as each of the two parties were able to identiw the benefit of acting 

in and responding in a certain behavioural pattern (here a constructive and 

accommodating one) they were willing to continue to participate in the cooperative 

relationship. This participation included the development of structurai changes within the 

relationship to further improve communication and further promote the parties' 

superordinate goal, as was observed by Bergman (1986) in his study. 

However, as was witnessed in late 1999, upon the announcement that Molson Barrie was 

to be closed, the identified superordinate goal of plant viability was gone. Union and 

management both chose to revert immediately into traditional labour-management 

behaviour, each believing that this would be the best means by which they couid achieve 

their respective, aibeit revised, individual goals. 

As labour and management each pursued their separate goals, the conflict that ensued 

was costly and prolonged. An appropriate question that is raised by these events is 

whether or not the parties might have been able to avoid this acrimonious conflict. Such 

an outcome would have required union and management working together to identiw a 



new superordinate goal that might have focused the behaviour of the parties in another 

direction. Could Molson and the CAW not have found some common goal grounded in 

issues such as loss of goodwill, reptation, or the potential cost of a destructive conflict? 

On a rational level it would seem that Molson might have responded to such identified 

goals, but this would likely be because such goals would be to their benefit done. The 

CAW Local 306, on the other hand, has almost no flexibility, the central stmggle being 

its very existence. For the CAW, any goal that involved an agreement to wrap-up the 

plant would have been seen as a complicit act, an admission of defeat. This was 

something that the CAW did not wish to do either on a local or a national level. For the 

CAW, frequently referred to as "Canada's most aggressive and largest private-sector 

union" (Stevenson, 2000, A7), the issues at stake were animated as an d I  or nothing 

fight. 

In determining the actions of the corporation, the Molson representative coaceded that 

Molson possibly poorly managed elements under their control in two regards. Firstly, the 

open and constructive relationship between union and management at the plant level had 

little relevance to senior levels of the corporation. The decision was made that the piant 

would close and it was quite clear to executive management that the union was not going 

to support the decision. Given that no joint goal could be identified, Molson management 

deterrnined that it was better to revert back to traditionai adversarial behaviour than to try 

to utilize the RBO-fostered relationship in any manner. Xt is clear that the choice to break 

away from the RBO-fostered relationship was made early on in the process. This 

explains, in part, why it came to be that information regarding the f'uture of Molson 
C 



Barrie, information that the union would previousiy have been privy to, came to be 

withheld from the CAW. The Molson representative States that Molson executive 

management felt that the CAW had also made an early decision to revert to an adversarial 

position in the event of plant closure. He reports at least one aggressive and adversarial 

communication received from a senior union official several months before actual plans 

to close Molson Barrie were made and indicates that this communication had some 

influence on the behaviour of Molson. 

Secondy, the Molson representative acknowledged that they wholiy underestimated the 

impact of the decision to offer no job transfers to other Molson plants corresponding to 

the plant closure. He stated that this error becarne immediately evident when the 

announcement was f ist  made, a sense of inevitability regarding the ciosure, anger and 

tears regarding the news that there would be no transfers. The Molson representative 

stated that he believed that a better strate,ay might possibly have been to have it made 

known across the corporation as early as possible, that any decision to close a Molson 

plant would mem that there would be no job transfers to other plants. This, he bebeved, 

rnight have had the effect of better mmaging the expectations of the workers when a 

decision was made to close the plant. 

However, it was the decision of Molson executive management to close Molson Barrie, a 

decision that was kept secret until the day it was announced, that ultimately and wholly 

destroyed the reIationship. Once the tmst was broken, the dynamics of the situation at 

Molson Barrie took the parties into a highly acrimonious conflict over issues of 



economics and power. Brett et a1 (1 980) had warned that one can work at changing the 

behaviour of the parties toward one another as much as you want, but this does not 

necessariiy address the centrai issues of economics and power. It was this central conflict 

that defined the histoncai evolution of the relationship between labour and management 

as an adversarial one. 

Impiicit in the decision by Molson executive management as to how to manage the 

closure of the plant was the expectation that a reversion to an adversarial role would be 

less costiy than an alternate course of action. However, it would seem fair to say that 

Molson underestimated the potential of the emotionaiiy charged response of the union to 

the announcement of the planned shutdown of Molson Barrie. Furthermore, it is apparent 

that Molson underestimated the CAW ability to harness and mobilize that emotion across 

the entire structure of the organization. The union proceeded to engage in a community 

awareness campaign (petition), a national media campaign, a three-week plant occupation 

and a national campaign to boycott Molson products, in an effort to raise the stakes to a 

point where concessions could be won frorn the corporation. It would seem reasonable to 

conclude that the dynamics surrounding the RBO-fostered relationship and the reasons 

for its fall could have only have contributed to the escalation of emotions on the part of 

the CAW membership. It is probably ïn this dynamic that the influence of the RBO- 

process upon the conflict can best be seen. 

B. Surnmary 

So, finally, returning to the central question of the paper: 



1s the Relationship by Objectives ( "RB0 ") program appropnate to the union- 

management setting? 

The appropriateness of an RB0 depends greatly upon the particular labour-management 

situation and the expectations of the parties involved. RB0 can be useful, within limits, 

so long as a superordinate goal can beïdentified. However, the superordinate goal will 

not always be there given the economic realities and structural imbalances that are 

inherent in the labour-management relationship. This reality must be recognized by the 

parties embarking upon an R B 0  process. 

The expectations of the parties involved is key to the appropriateness of an R B 0  systern. 

If the goal of the RB0 process is Lirnited to issues relating directly to the more superficial 

nature of the relationship (i.e. seeking to establish a constructive relationship between the 

parties), without seeking long-term structural changes, then the participants should not be 

surprised if conflict returns to previous Ievels at some point in the future as elements 

detennining the relationship change over time. Additiondly, those who seek to limit the 

influence of an R B 0  to relationship issues only, ought to be aware that great potential 

exists for the R B 0  to effect long-term structural changes, especiaily where the RB0 

endures to become institutionaiized within the relationship and the organization. 

If the parties take a wider view, acknowledging that some structurai change will be a 

likely inevitable product of a developed and institutionaiized RB0 relationship, then the 

parties should expect to participate in these structural changes in the expectation of 

gaining some benefit. Such benefit will corne in the f o m  of being better able to better 



realize the identified superordinate goal through the utilization of these stmctural 

changes. The existence of the superordinate goal has the effect of controlling the 

behaviour of the parties toward one another in the expectation of obtainuig the benefits of 

that superordinate goal. This wider view corresponds with the notion that an RB0 is 

about relationships and workplace change. 

n i e  limitation of an R B 0  program is rooted in its inability to effect change upon the 

structural conficts of economics and power that are inherent to a labour-management 

relationship. Those embarking upon an RB0 must recognize that they are operating 

under the ceiling that is created by this limitation. Although this, in itself, does not limit 

the ability of the parties to effectively develop organizational structures under this 

ceiling, the parties must recognize that the cooperative, trust-based relationship t hat is 

created by the =O is one dependent on the common pursuit of the superordinate goal. 

The superordinate goal identified by the parties rnight be instantly rendered nul1 and void 

by superceding issues relating to the fundamental confict regarding issues of economics 

and power. It follows that once a superordinate goai is no longer identified, then the 

parties rnight expect a return to confict at a level equal to (or possibly greater than) 

previous conflict levels. 

This last point might shed light upon the perceptions of the Molson Barrie workforce of 

manipulation within the situation at Molson Barrie. The process initiated by the R B 0  

program was one that involved, at the plant level, hard work by aL1 of the parties with the 

expectations that the superordinate goal and corresponding reward would be obtaïned. 



The fact that maintenance of the superordinate goal and the ultimate outcome was, in 

reality, out of the control of the local management and the union could only contribute to 

the perception that the union was being manïpulated to work harder for no matenal gain 

(or in this case, for a material loss). 

Overall, it is quite clear that neither labour nor management should be under any illusions 

that an RB0 prograrn eliminates or resolves the deeper structurai con£iict based on the 

imbalances of econornics and power that are inherent to their relationship. Union and 

management might cooperate over how to attain higher productivity, but still fight over 

how to distribute that productivity between wages and profits. A plant might be 

productive and profitable yet management always holds ail the power regarding crucial 

investrnent and empfoyment decisions. So long as this is a reality, it would seern 

apparent that adversarial conflict and managing processes will remain a part of the 

labour-management relationship. 



Appendix A 

Purpose and Values 

Collective Labour Agreement Between: 

Molson Breweries, a Corporation organized and existing under the laws of the Province 

of Ontario, and having a plant in the City of Barrie, Province of Ontario, 

hereinafter called "The Company" . 

The Party of the First Part 

and 

C.A.W. - Canada and its LOCAL 306, 

hereinafter caiied "The Union". 

The Party of the Second Part 

PURPOSEANDVALUES 

The Barrie Plant wiil become the benchmark for the Molson Organization. We the 

mernbers of the Barrie Plant, strive for excellence in service to our customers through the 

talents and cornmitments of Our people and the use of modern processes and practices. 

We will establish and maintain a heaithy and safe workplace that fulfils individual needs 

for mutual trust, personal growth, and appreciation of effort. The Barrie operation will be 



recognized as having employees that are willing to leam, to change, and to act quickly, to 

maintain a leading edge position in a constantiy changing and challenging market 

environmen t. 

To realize our goal of becoming the benchmark of the Molson organizatioon requires the 

combined efforts of the Company, Union and employees. Therefore, d l  employees (both 

mangeriai and bargaining unit) WU: 

Meaningfuily participate in the decisions that effect them. 

Work and assume dl tasks for which they are quaiified. 

Develop and maintain a high level of technical skiil. 

Work toward the satisfaction of interna1 and external customers needs. 

Promote efficiency, quaiity and waste reduction. 

Support initiative, new ideas, trust, mutual respect, equitable treatment and 

cooperation. 

Cornmunicate information promptly, accurately and completely. 

Assist in training other employees. 

Take pride in their work and promote and adhere to the highest standards. 

Provide suplport to those employees who have difficulty adapting to change or 

leaming new processes. 

Willing to do any task which they are capable of performing safely and responsibly. 



Both parties agree that their cornmon objective is the desire to make the operation more 

effective, to enhance the job secunty of ail employees. The parties believe that these 

objectives c m  be met through planning, monitoring and guiding departments, in their 

efforts to bnng lasting changes to oved i  performance. 

Both parties agree to define long terms specific objectives for the Barrie PIant. TO 

achieve these objectives, an implementation program will be jointiy developed and 

presented to al1 employees. 

Both parties agree to maintain the current PMT/LrE (Plant Management T e W n i o n  

Executive) structure in place. 
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