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ABSTRACT

Union literature on the activities of union stewards is sparse beyond the subject
of the handling of grievances. The present study is a comprehensive examinaton
of the role of the union steward. It examines the various duties, responsibilities,
skills and qualities associated with the role the steward. Ia addition, it examines
the views across the various segments of the union hierarchy; rank and file
members, unton stewards, and the Executive Members and Employee Relations
QOfficers at the Uniop Head Office. Data from the subject matter experts was
collected using Flanagan's (1954) critical incidents technigue, questionnaires,
focus group discussions, and interviews. Results supported previous findings that
stewards’ primary duties are listening to and addressing rank and file members
concerns in the workplace, which are often precursors to the grievance procedure
being activated. A job description of the union steward position is presented,
developed from the data collected and from information contained in the
NSGEU's stcward's handbook. A consistent view on all refated topics associated
with the role of union steward was mainiained across all groups of subject matter
experts. Differences in the level of militancy expressed by Trade Union Act

stewards and Civil Service stewards was not supported.
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A job analysis of trade union and

civil service unien shop stewards

Relatively little rescarch has focused on union activities and
membership in Canada. This is surprising considering the extent of union
affiliation. Between 1933 and 1990, Canadian union density rose from 33.7%
to 36.2% (Thomason, 1994). Since such a large propertion of the workforce
is associated with some type of union. one would expect that researchers
would be interested with the extent of individueals involvement in umon
activities, the roles they occupy, the duties they perform, and their perceptions
and attitudes. However, this has not been the case. Barling (1988) notes that
in four of the leading journals pertinent to industnal/organizational
psychology. union membership is virtually ignored. This is based on the
content of articles throughout the years 1980-1986.

Gordon and Burt (1981) agree that industrial psychologists have not
readily become iavolved in rescarch dealing with umions. They attnbute the
neglect of the area to two reasons; distrust of industrial psychofogists by
labour leaders, and rescarchers pursuit of the course of least resistance. They
contend that union leaders distrust industrial/organizational psychologists due
to their association with groups that have been opposed to union actuvity. As

well, I/O psychologists have histciically aided management in solving human



resource problems (Gordon & Bart, 1981).

Secondly, Gordon and Burt (1981) assert that there has been little
psychological research due to the fact that /0 psychologists have chosen the
path of least resistance. Management demand for psychological research and
services has been profuse, therefore, those seeking to provide such services
have never felt the need to convince unions and/or union lcaders of their
value.

Integral to the area, and present in any union is the shop steward. If
one constders the lack of umion research in Canada, the research on the more
specific leadership role of shop steward is virtually nonexistent. The two
major studies in the area were published during the 1960's, and there has
been little since.  The majority of existing information deals with shop
stewards in Britain. Nash (1977) reiterates that even in the United States, little
information about shop stewards has been published since 1963. Itis the
purpose of this paper to investigate (. : role of the shop steward, and to
qualitatively describe the stewards duties, responsibilities, and rok as union
representative.

Histoncally, the word "steward” comes from feudal times, when it
represented the individual who managed a large housechold or estate. Their

duties included the supervision of servants, the collection of rents, etc. In



England the term steward was used loosely in the coal mines to describe
responsibilities (Nash, 1977). The term "shop steward” is not universal in its
application; regardless of the term used, their function is generally vicwed in
a consistent manner across nations (Barling, Fullagar, and Kelloway, 1992).
For the purpose of this paper, the terms "unton steward” and "shop steward”
will be used interchangeably. In the United States the role of umon steward
can be deftned as follows:
* Union representative of a group of

fellow workers who carries oul union

duties in the plant; e.g., handles grievances,

collects dues. Elected by union members in

the plant or appointed

by higher union officials. (Nash, 1977, p.1)".

These are the duties that have generally been perceived to be performed
in fulfilling the role of shop steward in the union. As Clark (1988) points out,
very little academic research addresses duties of the steward other than
grievance handling. The steward is percetved to be a supperter of the union,
and his/her function would also include the encouragement of union support
and participation in the rank and file. Kahn and Tannenbaum (1954) support
the influential role of the union steward by stating th~t he/she can be

instrumental in either promoting or weakening union democracy.

If the union steward does in fact play such a pivotal role in the



4
influence of the attitudes of the rank and file, it is useful to examine his or her
role to a greater extent. Research on the Canadian shop steward is virtually
nonexistent, and examination of the role of union steward in some depth has

both academic and practical value.

Historical Ovesview of the Origins of the Shop Steward

The origins of the union steward can be traced to the “primitive”
workshap organization; which were the beginnings of rank and file union
leadership. In advent to the implementation of craft unions or the development
of centralized organization on district or natona! levels, workers organized on
a shop basis. Shop employces weuld elect a representative to take their issues
ard communicate them to the employer. As time progressed, union
organization evolved from this simplistic form of communication as a result of
several vaniables. Expanded productivity, the emergence of the manufacturer
as the dominant ecopomic force, and technological revolution all had a major
impact on the evolution of union organization (Peck, 1963).

There are two examples that stand eut in relation to the source of
organization in the workplace. The first is the chapel organization in the
printing industry. This likely holds the title for the oldest form of a

recognized workshop committce. Skifled journeymen printers organized



themselves on a shop basis in an effort to control their conditions of work
(Peck, 1963).

The second origin of workplace organtzation is in the mining industry
via their pit committees. Such committees have retained their presence and
status through the years and are recognized both by management and unions
(Peck, 1963).

The majority of workshop organization did not occur until the onset of
World War 1. In England, forms of workshop association were already in
place, predominantly among skilled factory workers; in the form of piece-rate
committees. Since payment was on a piece-work rate, such unofficial
committees were formed in an attempt to represent worker concerns. These
cominitiees were not looked upon favourably by union leaders, who bitterly
opposed their efforts. During this period, shop problems were widespread.
Demands existed for increased productivity, compulsory enlistment for military
service, and an increase in the cost of living. As well, dilution existed, which
involved the substitution of a proportion of unskilled workers for skilled
workers (Peck, 1963). All of these factors influenced a greater impetus

towards official recognition of workshop organization.



*This spontancous upheaval of the British
working class over the firm resistance of employers,
government officials, and trade union officers
is referred to as the "shop steward movement” (Peck. 1963,
p.26)."

The goverament was the first to react to the workers demands and
granted recognition to the plant committee and departmental steward. The
national trade unions did not reduce their opposition uatil shortly after the end
of the war, at which time the shop steward system was incorporated as a

component of trade union organization (Peck, 1963).

Rale of the Shep Steward

The shap steward is the union representative in the "local™ or division
of the plant or organization. Historically, the workplace was an industrial
plant, but in the present day and age includes a broad spectrum of workplace
settings, from effice environments, to hospitals, to schools and universities.
As defined by Labour Canada, the union steward is a:

* Union member ordinarily elected to
represent workers in a particular shop

or department. His or ber function may
include collecting dues, soliciting for



new members, announcing meetings, receiving,
investigating, and attempting the adjustment
of grievances and education (Labour Canada, 1984,p.23)".

Peck (1963) identifies the shop steward as the rank and file union
representative. The steward serves as the closest link between the individual
member (ron-officers) and the union. The steward has the function of being
the closest link to the union in the workplace; thereby, the steward shoutd
reflect best the concerns of the people in his/her department. The steward
must represent the workers both to management and to the union. Often this
position may be difficult as the steward may tend to be the “man or woman in
the middle™ as he/she can be subject to three different social milieus: the
union, the casployer, and the departinental work group. A steward must
express and defend actions not only to the union, but also 10 the people he/she
works with, and to management. The steward is often the buifer between the
union and its members on issues that involve grievances, union dues, political
preferences, etc. (Nash, 1977). Therefore, the steward can be pressured from
various conflicting areas when views are not shared.  As an employee, the
steward may be bound by certain tules which he/she may find unfair, as well

as the peolicies outlined in the collective agreement (Nash, 1977).



Dutics of the Shep Steward

What duties does the shop steward perform on a regular basis? How is
the time spent per week allocated (o these duties? The existing iterature
specifies that the main responsibility of the shop steward is the harndling of
grievances {Nash, 1977; Peck, 1963). It is estimated that a shop steward in
the United States Steelworkers union spends 50% of his/her time on
grievances; this rises to 75-80% for a steward in the International Union of
Electrical Workers (Nash, 1977).

Clegg, Killick and Adams (1961) found that the most time consuming
duty of the steward is negotiating with foremen and managers. Shop stewards
rated regotiation, grievance handling, and discussions with union members to
be the most important facets of their work (McCarthy, 1966). In fact, the
only components that many shop stewards mentioned was negotiation with
foremen and managers, and discussions with constituents. The conclusion was
that in general, stewards spend most of their time talking, not writing
{McCarthy, 1966).

In an examination of the Danish shop steward system, Lund (1963)
asked workers, shop stewards, employers and supervisors an open-ended
question in regard to the most important duties of the si op steward. Both

workers (43%) and stewards (58%) mentioned wage questions te be the



foremost in importance. This was followed by contact between worker and
employer which was the most freguent reply from employers and supervisors
(Lund, 1963).

The importance given to contact between worker and employer is not
surprising given the fact that it was stipulated in the collective agreement that
govereed these workers. However, information gained from the interviews
indicated that the objectives of this task is viewed differently by management
and workers. The workers view the comsnunication as a means to achieve
better wages, working conditions, etc., while management views healthy
communication as a means of presenting their opinions, thereby preventing the
workers forming untenable demands (Lund, 1963). Again, this reiaforces the
dual role of the shop steward, as both regotiator and mediator. The steward
must present both the view of the workers to the employer, and vice-versa.

Overall, the main tasks performed by the shop steward in Lund’s
(1963) study were identified as: developing cooperation between workers and
management, acting as a spokesperson for the workers, faking part in
discussions on prodiuction matters, representing and communicating with the
union and offering advice on personal problems.

Shuller and Robertson (1983) looked in depth at the contact between

union member and shop steward and found that the majority of their time was
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spent dealing with the individual's problems or with the quandaries of the

immediate work group. This activity, on average, took 40 minutes of their
time per week. In contrast, less than 5 miautes per week was spent in the
discussion of union policy. The workers feit that it was the steward’s role to
take to management complaints that an individual worker would be afraid to
express. Therefore, a large majority of the shop steward's time was spent
handling individual’s grievances with minimal discussion of union policies
¢(Shuller & Robertson, 1983).

The shop steward also plays the role of administrator. As nroted
previously, union policies are rarely discussed, as stewards concentrate
primarily on the administration, rather than the negotiation of agreements
(Shuller & Robertson, 1983). Although manay setilements with respect to
wapes and working conditions are outlined on a national level, the shop
steward inay be involved in the negotiation of local arrangements based on the
national agreements. He or she may be responsible for the administration of
these policies as well as the handling of grievances (Warr, 1981). Collective
bargaining forms only a very minute part of the shop stewards activities
(Kessler, 1986). The other two prominent duties were: dealing with
individual grievances and disseminating information.

Dalton and Todor (1982) confirmed that stewards play an important



it

role in the grievance process procedure. The steward often acts as a mediator
and the nature of the steward’s intervention may have a tremendous impact on
the resolution of the gnevance.

Those who work en the shop floor and those in union staff positions
may hold different perceptions of the steward's role (Batstone, Boraston &
Frenkel, 1977). Fifty percent of staff cited the function of serving as a
communication channel for the union member in contrast with 16% of the
shop floor stewards. One hundred percent of the shop floor stewards cited
protection of members, improvement of wages and working conditions, while
only 31% of staff representatives believed this was a function of the shop
steward role. Stewards were expected to promote socialism, trade union
principles, to maintain unity and union organization, and to ensure harmony
with management. Thirty-eight % of the sample of staff stewards cited this
last duty versus 19% of the shop-floor stewards (Batstone et al., 1977). This
suggests that there may be differences between trade and white collar stewards
in their perceptions of their role and duties. Shop stewards may also be
involved with political activities, collection of dues, community services, and
educational werk (Nash, 1977). The role and dutics of the shop steward
present a conflicting and ambigueus picture. The range of duties varies both

across and within organizations (Barling et al., 1992).
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Election and size of constituency

As defined previously, the shop steward is generally an elected
representative of the union. The literature supperts the notion that in the
majority of situations, the steward may come into the position unopposed, or
because no other inatvidual desires the post. This is understandable when one
considers that the role of shop steward is not the envy of others as he or she is
often placed in a stressful position due to conflicting views from the varicus
entities that one is in communication with.

McCarthy and Parker (1968) concluded that two-thirds of the shop
stewards they studied were either the only candidate for the positios or were
granted their position in abserce of any form of election. Rarely, were any
shop stewards defeated in elections. Similasty, Shuller and Robertson (1983)
found that 70% of their sample of 86 stewards entered the position unopposed.
They note that a formal election is not the sole method of choosing a
representative.  There may be an individual that is the obvious choice or the
selection n:ay be achieved informally before the election date; thercby,
resulting in the nomination of only one candidate.

Opposition to the appointment of a shop steward is often minimal. In
fact, many stewards were unprepared fo take on the position and had not

sought the position. Moote (1980) examined one hundred shop stewards from
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a wide range of occupations; 38% were reluctant to become stewards and an

additional 31 % had not actively sought the position. Several had previously
refused to accept the position of union steward,

This lack of opposition, lack of formal approval, and reluctance to take
on the role of steward may result in a shop steward's lower level of self
confidence, ard may affect dealings with both management and workers
(Shuller & Robertson, 1983). The steward may feel more comfortable
associating with union members whose union suppert in well-knowae,
particularly in situations where the shop steward is required to promote branch
or national union policy (Shuller & Robertson, 1983).

The amount of time a shop steward spends on union dutics depends on
the number of members that are represented.  This may vary with the type of
occupation. Clegg, et al. (1961) sterdied shop stewards in Britain who
occupied a variety of occupations. These ranged from the printing industry to
shipbuilding, to mining, to civil service. Although the white collar stewards in
their study were excluded because of a small sample size (n=12); the average
constituency consisted of approximately fifty members. Shuller and Robertson
(1983) found that the average consistency of their stewards was 30 members.
Kessler (1986} also found a wide variation in the size of steward

constituencies, which ranged from six to one hundred and cighty-one.
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There appears to be a degree of apathy on the part of many workers 1o
become involved or to take interest in, union activities. This is demonstrated
by the reluctance of many to seek the shop steward pesition, and the minimal
apposition they encounter in assuming office. Moore (1980) states several
reasons for this situation.

To begin, the steward is paid by one party (the employer) and spends
time representing another group (his/her constituency), which is unpaid. The
work is voluntary, and holds dual status; high as trade union representative,
and tow as rank and file worker. Although an official of the union, the shop
steward has little contact with the untoa. The shop stewards relationship with
the union is poorly defined and is interpreted in many ways, at times
controve sial.

The final reason presented by Moore (1980) is that unlike the majority
of volunteer workers, the shop steward does nrot garrer any respeci or
sympathy from the general public. Nicholson, Ursell, and Blyton (1980)
corcluded that white collar shop stewards expenience a lack of familiarity in
the duties associated with the role, increasing role ambiguity. They also often
feel the lack of support of the members of their constituency and perceive

imore conilict to exist ameng the workers. They have difficulty in resolving
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industrial relations problems and, more often than rot, consult with other
stewards before making their own decistons.  Although common attitudes
existed between white and blue collar stewards. they differed in thewr attitudes
toward militancy, union identification, rules orieatation and apoliticism

{Nicholson, et al., 1980).

W iv.

Given the characteristics of the shop steward position, what motivates
or induces these representatives to hold office? Moore (1980) found that the
most influential characteristic was that stewards stropgly disliked the stress and
disorganization that resulied from nonexistent or incompetent leadership on the
shop floor. Maotives such as the desire for power, the use of the position as a
political basis, or promotion were not apparent {(Moore. 1980). Stewards feel
not only a sense of responsibility to oneself, but 1o others. As well, the
stewards want some responsibility and a sense of control over matters that are
of imporiance to them in the workplace.

The interest in the improvement of the workplace atmosphere dates
back to the seminal research of Lund (1963) who found that the primary
reason shop stewards accepted the position was their inlerest in seeing

problems resolved. Other positive features of holding the position included
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helping other workers; insight into the company and trade union work;
recognition; and better senjority. Interestingly, 24% of shop stewards believed
that there were no attractive features to the position. Sheop stewards were
more likely to have come from a family whose members were in trade unions
and te have been a member of some type of association in their youth. They
also had more contact and enjoyed communication with their fellow workers
(Lund, 1963).

Batstone, et al. {i977) found differences in reasons for becoming a
steward between shop floor stewards and staff stewards. Commitment to the
trade union movement, the protection of the members, and the improvement of
wages and conditions were the reasons given by the majority of shop floor
stewards. In contrast, 82% of while collar stewards stated the need for
someone to represent the members:

® The department is not union minded,
but every department must have a steward.
You've got to have 2 communications man 1o
put the case, a link man. We had ro rominations
for steward. I didn’t want to take it, but
since 1 eare about people having a fair say in
day-to-day problems we couldnt afford to be
without a steward. So I stood up and was voled
in unanimously (Batstone et al., 1977, p.24)".
Both shop floor and staff stewards stated equally that the steward

position provided personal interest or an opportunity 10 use their talents
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(Batstone et al., 1977). This research. on the whole, supports attitudinal

differences between shop fleor and white collar union stewards.

In ction to the nt stod

The need to examine the role of the shop steward in greater depth is
apparent. Shop stewards occupy a key role, as decision-makers and leaders,
and as facilitators of rank and file involvement (Nicholson et al., 1983). The
position of union steward is aot a rarity. Unionized eavironments are not
uncommen in society; in Nova Scotia alore there are over 100 thousand
unionized employees (Department of Labour. 1992). In each depanment, a
union representative exists in the form of a shop steward. At one time,
unionized organizations were predeminantly blue-collar or trade workers.
Today. white-collar unions are common. Warr (1981) reports 39% of all
white-collar sectors are unionized.

The role of the shop steward is an ambiguous one. as discussed carlier.
Steward's duties are not clearly defined and, as Moore (1980) asserts, the
steward’s retationship with the union is poorly defined and inconsistently
interpreted. The individual that accepts the position of shop steward is often

uninformed and vnsure of the steward’s duties. This role ambiguity may be a
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cause of the lack in the number of individuals who seek the shop steward

position.

Job Apalysis

From the human resource or personnel psychology perspective, job
component information gained from job analysis has applications which spiil
over into virtually all areas of human resource planning. In particular, the
areas of personnel selection, training and development, and performance
appraisal are all based on job analysis data.

Job analysis describes the important aspects of a job that set it apant
from other jobs (Lent, 1989). Boydell (1970) defines it as a analytical study
of a particular occupation. Job amalysis breaks a job down into its
components: duties, tasks, and responsibilities. It specifies the behaviours
and incidents that occur. This information can determine the knowledge,
skills, and abilitics needed to perform the job (Levine, 1983). The job
analysis is the first phase of job information and application in a greater
human resource model. It is a means to an end, it assists in the provision of
information to a litany of applications, and to the success in the consequent

steps in the systematic approach to training.
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Job Analysis Applications

The job analysis information is generally used to develop 2 job
description.  Other purposes include: job design and restructuning,
performance appraisal, efficiency and safety, legal requiremens, job
classification, and job evaluation (Levine, 1983). Two other uses of job
analysis information are worker training and personnel requirements and
specifications. These have direct applications to the study at hand. A job
analysis of the shop steward will clarify the duties, tasks, and respensibilities
of the post. It will rote both the positive and negative behaviours inhereat in
the position. This krowledge can prove valuable in the assessment of training
reeds. The union under study presently holds training programs for both shop
stewards and members. Courses on stewardship and general membership are
given. Half-day workshops are held pertaining to: occupationat health and
safety matters and collective bargaining, while week long courses are offered
on leadership skills and political ecoromy, as examples.

Presently, workshops are designed by management, based on their view
of what is important. A job analysis of shop stewards will develop an overall
descriptive profile. At present, expectations from management, union, rank
and file, and the shop stewards may differ. Each may have a unique view of

the role of the union steward position. The analysis will be uscful in the
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evaluation of and development of suitable, practical training workshops.
Shuller and Robertson (1933) found that training needs for stewards included:
communication skills. the ability to explain how the union was organized, and
the functions it performed.

The shop steward is an elected position, a job analysis will identify the
knowledge, skills and abilities that are necessary to perform the job. This will
allow the rank and file the opportunity to assess candidates for the position
during elections. [t could also result in candidates self sclection, individuals
might recognize that they are suited for to the position. People will also be
more informed about the job when assuming the position; this should reduce
role ambiguity. Martin and Berthiaume (1993) propose thai training should
focus on the role expectations of the stewards and on the clarification of their
role. They endorse steward training as a2 means to cnable the steward to better
balance the conflicting demands of the position. The present study should help
to clarify the steward’s role by examining the specific components that
comprise the job. K should help to reduce the role ambiguity that exists, as
well as providing useful information on the role of the union steward in
Canada, today. The present study is a comprehensive examination of the job
related behaviours of the shop steward from several perspectives. Union

Exccutives, the stewards, the rank and file may afl have different views on the



steward's role. [t is imperative to include information from cach of these

sources in a review of the steward position.
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Method

Sctting

The Nova Scotia Government Employees Unton (NSGEU) is a
relatively young union, having signed its first labour contract in 1969. It
works to improve the rights of government employees; its current objeciives
are to promote the common interests of all members, to foster higher standards
of service, to gain greater job protection, to gain free and full Collective
Bargaining rights for all NSGEU members, aad to provide a fair standard of
tiving for NSGEU members. The NSGEU represents over 14,000 members
province-wide and comprises 24 locals and 4 affiliated locals.

Approximately two-thirds of the members are represented under the
Civil Service Bargaining Act and the remaining one-third under the Trade
Union Act, as detesmined by their occupation. The primary difference
between the two groups is that the members represenied under the Trade
Union Act have the right to strike.

The unton steward is the official representative of the union in the
workplace and is a key factor in the strength of the union. The steward plays
a pivotal role in the workplace, having the means to promote understanding

and interest in union activities. The steward is the primary contact with union



members in the workplace. The steward is elected or appointed by fellow
members and/or by local presidenis. Each steward can contact an Employee
Relations Ofiicer, a paid N.S.G.E.U. staff person at the Union Head Office
for assistance with problems, grievances and questions. The degree of
involvement of the steward in handling problems and grievances depends on
the Ievel of involvement of the steward’s Employee Relations Officer (ERQ).
As well, stewards often approach Executive Committee Members for

assistance.

Farticipants
Thirty-five stewards, rank and file members, Employee Relations

Qfficers and Executive Commitice Members at the Nova Scotia Government
Employees Union served as subject matter experts (SME's) for the study. The
sample contaired 18 males and 17 females.

In terms of representation the sample was composed of 8 civil service
stewards, 7 trade stewards, 8 civil service members, 4 trade members, 4
Employee Relations Officers, and 4 Executive Committee Members. The
Executive representation consisted of the 1st Vice-President, 2nd Vice-
President, 3rd Vice-President, and Secretary-Treasurer. The average age of

the SME's was 41.20 years, ranging from 27 to 60 years of age. As shown in



24

Table 1, civil service stewards had served as a steward. on average, for 8.63
years, and trade stewards for 5.43 years. The vast majority of civil service
stewards (87.5%) and trade stewards (85.7%) were the sole candidates for
their steward position. All rank and file participants had compileted the
general membership course offered through the education program of the Nova
Scotia Government Employees Union. The civil service members had
belonged to the union, on average for 15.13 years, and the trade members for
3.50 yeurs.

All participants were contacted by the Education Officer of the
NSGEU. Upon their agreement to participate in the research, they received
paid time off from their jobs. These costs were covered by the NSGEU,

which is a standard practice for any research or training projects it sponsors.

Procedure

The job analysis research involved focus groups and individual
interviews. All SME's were informed that their participation was volumtary
and that all information gathered was anenymous and confidential. AH were
aware that the study would serve as the basis for a research thesis.

a) focus groups

Four focus groups were held over a period of 2 days. Moming



Table 1. Demographics of the subject matter experts
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$roup Age Unton Position
Tenure Tenure

M M, M.
(S,D.) 8.D.) 3.D.)

Civil service stewards 43.25 14.75 8.63
9.24) {6.94) {5.21)

Trade stewards 40.29 50 543
(7.32) (3.35) (1.72)

Civil Service Members 40.75 15.13 N/A
(6.36) (5.41)

Trade Members 30.00 3.50 N/A
(3.46) {1.73)

ERQ's & Executive 46.00 20.63 13.88
(7.96) (9.24) 18.46)
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sessions were scheduted from 9-12pm, and afternoon sessions from 1-4pm.
All focus groups were held at the NSGEU Head Office. The first day
consisted of representatives from the civil service sector, the stewards in the
morning session and rank and file members in the afternoon. The second day
the groups were composed of stewards and rank and file members from the
Trade Union Act sector in the same order as the previous day.

To begir each session, the researcher and advisor introduced
themselves to all present, explained the purpose of the research and obtained
their informed consent. Each participant also introduced themself and their
place of employment.

izach focus group followed a similar format in the gathering of
information. Participants completed the demographic questionnaire for civil
service stewards (see Appendix A), for Trade Union Act stewards (see
Appendix B) and for rank and file members of both sectors (see Appendix C).

Secondly, each group completed a set of written questions for stewards
(see Appendix D) and for members (see Appendix E). Subject Matter Experts
were asked to discuss the steward’s duties and responsibilities, qualities and
skills of an effective steward, barriers to a steward's effective performance,
motivation for being a steward, and steward training needs. The written

responses were then used fo stimulate discussion on the varsious topics. A



coffee break followed the discussion period.

The next segment of the focus groups entailed the generation of specific
behavioural examples using Flanagan's (1954) critical ircident technique. A
behavioural exaniples handout was provided for the participants reference (see
Appendix F). The key charactenistics of behavioural examples, as well as
poorly written and well written samples were illustrated and explained.

Next, participants generated examples of particularty effective
performance of union stewards, followed by ineffective examples op sheets
that were provided (see Appendices G and H). The stewards and members
were asked to chronicle as many examples as they : ould recall.

The focus group sessions concluded with a second opea discussion cn
issues relevant to stewards along with discussion on how to encourage athers
to become stewards, and the benefits associated with the stewards role (see
Appendix I). The rank and file members’ open discussion questions also asked
about their relationship to their steward (see Appendix J). All dicussion
sessions were tape-recorded with participants permission to aid in obtaining
accurate and concise information. All participants were thanked for their
participation.

b) interviews

Eight individual interviews were arranged with four Employee



Relations Officers and four members of the Nova Scotia Government
Employees Union Executive. The interviews were conducied on the three
days following the focus group sessions. [Interviews were up to one and a half
hours long and were conducted at the NSGEU Head Office.

To begin, participants completed the same demographic questonrnaire
given to stewards. The interviews were structured and followed a protocol
based on the questions posed in the focus groups (see Appendix K). Executive
Members and ERO's generated critical incidents, orally. In addition, they
were asked to comment on the current steward program and the steward's role
in relation the Employee Relations Officer’s work. All interviews were
recorded on tape with participants permission. Participants were thanked for

their time and participation.

Results

Critical Incident Data

A total of 51 critical incidents were generated by the four focus groups
and 13 additional examples were produced by the Employee Relations Officers
(ERO’s) and Executive Members. These incidents are presented in Table 2.

A fairly consistent theme emerges across the examples given by the members,



collective agreement/contract interpretation
orientation of new members
gricvance handling
les of ineffective inci
collective agreement issues
grievance handling

Civil Service Members

collective agreement iSsues
member orientation/education/involvement
grievance handling
les of ineffective incid
N/A
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enforcement of collective agreement
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grievance handling
collective agreement issues
job reclassification
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Exccutive Members & ERO's
tes of effective incid
collective agreement issues
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collective agreement issues
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stewards and executive officers. The majority of incidents deal with collective
agreement issues and grievance handling. Both civil service and trade union
members identify incidents concerning collective agreement issues, grievance
handling and the orientation of new members.

Trade union stewards identify incidents regarding grievance handling
and the enforcement of the collective agreements. Civil service stewards cited
both these types of incidents but also added incidents involving job
reclassification. The Union Executive Members and ERO's cited only
incideants dealing with grievance handling and colfective agroement issues. All
of the critical incidents generated by members and stewards are presented in
Appendix L. All examples could be sorted into four categories: collective
agreement/coatract interpretation, member onientation, grievance handling and
job classification. Examples representing cach category follow:
collective agreement: the required 4 weeks notice was not given for a shift
change. The steward approached the manager with the breach of contract
which resulted in the implementation date being changed to allow the required
notice.
gocvance handling; a casual worker was given hours before an employee with
higher seniority. The steward belped the employee write the grievance, submit

it at the appropriate time, and the individual won the grievance.
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member onentation/education/involvement: members in the workplace were
not attending local meetings, union courses or other union activities, The
steward kept the members informed and continuously encouraged participation.
This resulted in several members increased participation, some very actively
while others sporadically. However, an overall increase in the level of union
participation occurred.
job reclassification: a group of secretaries had been promised a
reclassification by the civil service commission. Little action had occurred on
the matter so the steward was contacted. The steward got involved, explained
the process, and supported them throughout. The secretarics recetved their
reclassification as well as back pay.

Focus Group and Interview Data

The questionnatres. focus group discussions and interviews on the
steward's role produced consistent information. Due to the extensive database
that was amassed, the results are organized and discussed according (o topic,
rather than the research tool used to obtain the data. However, for source
identification purposes results are also presented in tabular form. Tables 3-8
present data obtained from questionnaires and interviews. Tables 9-11, and 13
present focus group discussion data, and Table 12 presents focus group

discussion and interview data.



-representation of members at work, at local union meetings and to manzgement
-collective agreement interpretation

-grievance handling

-communication channel between union and member
-to promote union involvement of members

Civil Seryice Members

-communication link to members

-to inform members of union rules and employee rights
-information source and resource parson

-represent members at meetings with management

-to listen to members concerns and attend union meetings
-source of support in conflicts with masagement
-primary contact re: problems/concerns

-contract interpretation/negotiation/enforcement

-to make themselves known and available to members

Trade Stewards

-collective agreement enforcement/Contract interpretation

-represent members concerns/grnevances

-represent members in disputes with management

-haison between member and NSGEU

-scrutinize management

-self-education to competently handle duties

-to be responsive to members, to be exact and complete in handling grievances

Civil Service Stewards

-assist employees with contract problems
-assess/investigate/foitow-up problems/gricvances
-0 represent the wnion in the workplace

-funnel infonmation to/from ERQ's and local

-an effective liaison with members

-maintain a stable work environment

-contract interpretation, file grievances

-to advocate on behalf of the membership; listen to their concerns, kinow the contract

-to defend the rights of the members
(table centinues)
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Table 3. Perceived Duties and Responsibilities of Stewards

Civil Service Stewsrds (continued)

-ensure the contract is not violated

-information source for members

-mediate in non-contractual difficulties; provide insight
-attend focal meetings

Executive Members ang ERQ’s

-to take the concerns, violations of contract from the member to the first level of grievance

-to make themselves known to member; create the presence of the union

{0 deal with grievances

-a counsellor

-t0 assist in collecting information on a gricvance/concern/compiaint

-to post notices within the workplace, keep members informed

-t0 handie the problems of the workplace

-2 contact person

-to be the voice, contact, ambassador of the union

-to protect the integrity of the collective agreement

-to introduce rew members to the role and functions of the union ard to encourage them to
become active participants

Source: questionnaire and interviews (Executive Members and ERO’s)



-strong-willed, tactful, responsible, trustworthy
-approachable

-respected by fellow union members

-goad listerer, good communication skills
-available to all employees

-a motivatar

-strong leadership abilities

-good memory, good writer, good speaker
-someone who can talk to people and cares
-able to stand up for what is right

Civit Service Members

-knowledge of union faws and rules

-gble to be a good sounding board

-able to get to the bottom of things quickly

-know the contract

-a people person

-well-informed, good listener, good speaker, dependable, trustworthy
-respected by others; above reproach

-approachable, objective

-caning: a good communicator; non-confrontational

-understands the contract, urion legislation, structure of the union
-successful/competent in his/her job

-a leader, assertive, sense of fairness

Trede Uniep Stewards

-good listening, communication, presentation and writing skills
-good understanding of the union movement {philasophy, history)
-good understanding of the collective agreement and the grievance process
-gbjectivity; diplomacy; ability to grasp the real situation
-leadership; tenacity; dedication; people skills; common sense
-sound knowledge of the contract

-perceived as accessible to members

-good rapport with management

-able to be fair and recognize personalities and traits
-seli~confidence, motivated, able to face management

{table continues)



Table 4. Perceived qualities and skills possessed by competent stewards

-genuine concern for the well-being of others
-firm belief in the labour movemem

Civil Service Stewards

-good listening skills, geod judgement
-knowledge of the collective agreement

-ability to listen, analyze and remain ealm

-able to persevere, contact ERO’s

-personable. nosy, asseftive

-communicator, facilitator, referee

-know where to go for assistance

-leadership, self-confidence. assertiveness, fairness, Kindness, compassion. truthful
-able to interpret contract effectively

-alert to situations in the workplace

-able to keep confidences

-ability to remain calm during stressful situations
-educated: bold: able to deal with people
-intetligent. sincere, good mediation skifls
-fearless in the face of intimidation

Executive Members and ERO's

-ability to deal just with the issue. objectivity; able to look at both sides of an issue

-calm, level-headed, a mediator

-personable. polite vet straightforward

-have the trust of the members; confidentiality

-must believe in the cause of the unton

-the ability to decide whether or not someene is telling the truth, know the difference between
fact and fiction

-does not take sides; consistent; up to date on collective agreements

-rational, reasoning skills, able to hsten. put yourself in their shoes

-able to tell a member when they do not have a grievance, but will check with others just to
be sure

-dedication, stamina, able to stand up to the employer

-a people person, clear thinker, not easily intimidated

-must have the confidence of the members

-communication skills, listening skills, orgamzational skills, public speaking skills

-ability to compromise

-honest, self-assured. confident

Source: questionnaires and interviews



6

-caseload from his/her other job(s)

-availability at the wotkplace

-time restraints; v “7X situations make it difficult for steward to leave assigned work area and
meet with other members regarding problems

-steward represents. a large number of people, many under different managements

-indifference to belonging to a union, negative attitudes towards unions by fellow employees
-lack of trust in steward; outspoken about other problems of no concern

Civil Service Members

-our workplace tends to isolate us from other employees during the workday
-pone; other than lack of interest on his part
-shift work; taking on too many other roles

Trade Stewards

-geographical area. poor coatract, intimidated employees, low morale

-the unwillingeess of management to deal with the truth

-the time involved to act on a situabion and work through to resolution

-lack of time on jobsite to perform duties

-knowledge required is forgotten afier years following steward education process

-today's economy, management, lack of employee’s interest in job security

-poor wording of coatract clauses

-unrealistic expectations from uninformed union membership

-weak or false information from membership when representing them in a dispute

-lack of knowledge by the employer/supervisor of the collective agreement

-unwillingness of member to pursue violations of the collective agreement

~union member’s fear of management reprisals in contract violations and other workplace issues
-sufftcient time between wotk duties and union duties

-ensuring all stewards obtain sufficieat training and this assume full responsibilities for their role
as steward

-assigning stewards specific duties aside from traditional steward roles

-amti-union bias from management

-lack of support from rank and file for anyone else’s problems but their own

-represeniing a group or department in our organization that 1 have little knowledge about
-not being able to use the telephone service at work, cost of calling members long distance
-the fact that members are spread throughout the entire county

{table continues)



37

Civil Service Stewards

-difficulty in getting time off work for union business, organizational requirements

-apathy of coworkers

-coworkers are uninformed about the contract

-informed coworkers not willing to "make waves”, stifl willing to do things management’s way

-members have a low or negative attitude towards the union. do not have faith in the union’s
ability to help them

-lack of knowledge of other stewards: lack of confidence and inability to attend all levels of the
steward’s program

-poor management practices

-F have management support, work and time is self-directed so not experiencing difficulties,
change or crackdown in maragement could change this

-employee-employer contract interpretation

-time avaitable for investigating problems: busy schedule. expected to be at my desk

-job stress: coworkers uninformed, unwilling to stand up for their rights as defined in collective
agreement even when informed of those rights

-y supervisor is a union member, | find this 2 conflict

-management’s ability to block you're feaving the workplace to take care of situations wheo
necessary

-people leamn of your ability and all want attention at once

<hquish groups that attempt to undermine your efforts

-two-faced managers

-public service makes it hard for members to appreach me

-coworkers do not inform steward of actions that take place that are contrary to contract

Executive Members ERO*

-in many cases the supervisor of employer is anti-union to begin with

-environment in the workplace

-people that make it difficult, in some cases people may be intimidated by megt.

-in most cases, stewarnds are targeted. looked upon as troublemakers

-may be close to the person involved; or be biased towards that person

-may be situations where the steward does not feel competent to handle the sitvation

-areas where confidential; harassment; sick leave; medical confidentiality

-need stronger contract language to allow them time to deal with the issues

-difficult supervisor; some work areas supervisors allow them the time to deal with issues, others
do not

-roadblock everytime you turn around, can't get time off, no flexibility

-the marrowmindedness of some stewands; they’ve already made up their minds

-complete acceptance in this union that members should be calling head office directly
-stewards are not always informed of a problem

-harassment from employer; intimidation: veiled threats, being given dirty jobs

-their biggest problem is being able to leave their workstation or work area to conduct
grievances ot investigations. Employers handcuff their access to the employees

Source: questionpfaire and inferviews
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-the move by most governments to privatize esseatial services

-disseminating information to the union membership

-1 feel the steward does an excellent job; however I am rot sure if this is the feeling
throughout the entire workplace

-training new members when they first become members; a basic understanding of where the
union dues are going and how it works

-when to go to a steward? knowing what we can or can't do as a member; our
responsibilities

Clvil Scrvice Members

-finances; address how union spends dollars

-contract negotiation

-all arcas; individual doesn't even attend local meetings

-we have a situation where employees have avoided the steward; steward should work at
educating those at our workplace re: his duties and responsibilities

-steward is unavailable, whea steward is approached usually has fast answer to put you off

-steward never gets back to you re: your concerns

-steward does not seem to bave much knowledge, never has the answer

-assessing safety at the workplace

-reduction of staff

-be more visible

-getting more information correctly across and to make sure staff sees union people are
working hard for them

-gelting union information across to fellow employees

Executive Members and ERO's
-more ticne and effort spent introducing rew members to the workplace

-up to the steward in the workplace to get or keep the momentum going, get other people

involved in the union
-when they go to a steward’s course they can go back to the workplace and tell people what

they've learned, encourage involvement

Sousce: questionnaire and interviews



Trade Members

-believer in the union and what it represents

-ability to demonstrate leadership better than others

-positive attitude/self-esteem

-2 motivator

-someone who enjoys people and representing their problems

-striving for a better, more fair and consistent workplace

-wants to protect union members rights under the collective agreement
-someone who cares about their job and wants to be able to have a say in how things are
done

-a person might think they can do a better job than the incumbent

-for knowledge

-for pratection for himself and his feltow brothers in their workplace

Civil Service Members

-to know more about the union

-to be helpful to their fellow employees

-no information from union reps getting to staff

-interest in union affairs

-dissatisfaction with present steward and thinks he/she can do a better job

-a desire to be of service to fellow member: to be more involved in the vnion

-a desire to learn more about how a union works

-concerns re: the workplace and feeling one would be able to make a difference or at least
fill the role

-to be helpful and to try to make positive changes in the workplace and union

-my steward took the position 1o get time off work for courses and after the first few were
completed lost interest ad stopped representing the members

-there are staff that do have problems, to be there for support

-see that people are being treated fairly

-an awareness of the possibilities of not being treated fairly by management

Trade Stewards

-consistent and obvious abuse of my feliow workers

-policies and procedures which are directed at putting labour back into the dark ages
-to bring fairncss and equality throughout the employee group

-when you see your coworkers being taken advantage of

-knowing that you were able to help someone

-keen interest to see that collective agreement is being followed by management
-helping pecple who can’t help themselves

-2 natural dislike for injustice in the workplace

- don't like people making decisions for me without kpowing what 1 want
-social justice; ensure fairmess and equality in the workplace

(table continues)
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Tahle 7. i vation
Civil Stew;

-tired of being screwed by management who would have you believe that whatever they say
is the truth and should be believed

-to help others work in a fair and equal environment

~desire to change/improve work conditions and an armogant sense that 1 can speak well for
my members

-what yau can do to help others. will also benefit yourself

-injustice; 1 hate injustice

-fairmess

-f want to know what is happening in my workplace, want to know I'm being treated fairly
and want fair treatment practised o all

-I believe in fighting for our rights, without a union we would be modem day slaves

Executive M ¢ ERQ’

-seeing unfair actions,instead of sitting back and complaining, doing something about it
-if you do something to help the situations, you become healthier, the union becomes
healthier and everybody benefits from it

-union involvement, involved with their fellow workers

-person that wanis to see injustices corrected

-get involved by filing a grievance, positive outcome, spurs involvement

-ustally people won't get involved until there's a problem and then they find out what the
union can do for them

-others come from a position where there was a union, so when they join the civil service
they want to get involved in the union

-dissatisfaction i the workplace; somebody’s got to do it

-just to get the weekends in Halifax, not necessarily a large number of people

-peesenal push from within, see the inequities going on around them

-tesire to do the right thing is what keeps people in it for the long nun

-those on a power trip usually do not last long

Source: questionnaires and interviews
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-mandatory progression with time limits

-some type of performance appraisal with individual program developntent plans

-more training before you become a steward, should have to take the courses before you
actively start the job

~more contract interprelation seminars

-more communication and leadership courses (not just weeklong but one day things)

-stewards should be on as many committees as possible so they can see other active members
at work and draw on the positive atmospheres, to make the gereral membership aware of
why the union needs strong willed people to keep the fight ongoing

~yearly "refresher” for peaple who have completed Level 3

-semi-annual contract interpretation education sessions with stewards and ERQ's

-study their own contract; steward courses; communication; leadership

-counselling course almost a necessity

~leadership

-increased quantity and quality of workshops with conceatration and serious role playing -
enabling the individual to apply the krowledge accumulated in the proper way at the proper
time while created in a controlled manner 10 management pressuse

Civil Service Stewnrds

~fabour law (hasics)

-more workshops on understanding contract language

-basic management skills so that we may better understand where they are coming from

-ipsist on leadership/communication

-mediation abilities; updating in skills on a yearly basis

-more hands on training in arbitrations

-more confidence building seminars by union head office

~communication and people skills

-the workshops dealing with contract interpretation have been the most useful

-steward-manager conflicts/personalities

-teach a steward about being more “professional”, how to handle their stewardship ard not
use it as a power trip

-some traiping on doing group work; runniog a group and how a group of coworkers cap act
as support to one another

-stress management

Executive Members & ERO’s

-training offered is excellent

-I don’t know that the civil service stewards are taking their excellent training and using it
-there are no areas that are not being addressed in the training workshops

(table continues)



-refresher course should only be given to those stewards that are active, because that is
money well spent

-afl in all the workshops are working very well; structured, also bning in other people with
expentise in health and safety

-I'm not aware of what's in the workshops, it's been a while since I took them

-re: athitration; cost involved, generally pass the information along step 2 & 3 to the steward
involved; as well as a summary to chief stewards

-after a person has gone through all the levels, what we've been doing is having a general
steward's workshop 2 years after they've finished all the levels, this brings people up to date
-it’s the same program for excellent stewards as for the lousy stewards, therefore the content
is not a problem

-nothing missing; maybe a graduated steward program, put the knowledge to use before
advancing to another level; however, this is said with reservation

-stewards seem 1o enjoy the courses, the socializing, the content, listening to what others
have to say

-shop steward training for ERO’s would be good; would have no expectations of what
stewards should be doing if you had not come up through the ranks; although ajl of the
present day staff did have involvement in the union before assuming ERQ position

-many take the training and sit on it, they have never processed a grievance, dealt with
management on any of the concemns that employees have had.

-re: refresher course, valid suggestion, if it was one of my stewards I could gel together with
them one on one for a couple of hours and go over things

-generally the different aspects that they cover are useful, the program is there, the difficulty
is making them acl as stewards

-some people do not even want the ERO’s opinion, they want a legal opinion

-it's excetlent, it's second to none, Norm does an excellent job

-the levels are graduated in such a way that the information firds it's way home perfectly,
you're not overwhelmed at the first level, and not overwhelmed at the 2nd level, they're
built perfectly

-we may need to add some things because of the issues happening in the workplace, may
have to deal with things like layofts in the workplace; people having their positions declared
redundant

-re; refresher course; certainly a good idea, may not be applicable to everybody

-the steward workshops are the best I've seen, I've been involved in a aumber of unions

-it takes a long time to get a person to where they are comfortable in the role of steward,
riaybe we should expose them to more situations, more arbitrations (chief stewards), show
them how to prepare for arbitration (cut down on legal costs)

-have o demystify the process, give them more knowledge (arbitration)

Source: questionnaires and interviews
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-go between the employee relations officer und the member
-represent the jocal at union meetings
-all ather responses word for word from questionnaire

Civit Service Members

-I'm very ureducated when it comes to stewards, [ believe the steward should be there to
become involved with the concerns of employees. That's what I believe but not what I've
experienced on the job

-to listen to the union members corcerns and complaints, to motivate other members to be
active in the union

-to keep other members informed of union happenings

-to teli the members their rights

-a fesource person, a stepptng stone, a person to g0 to when you have quesuons about sick
time, contract interpretation

-any information she gets, she puts up on the bullctin board

Trade Stewards

-to represent the worker in the workplace, key person e the membership re: collective
agreement

-to be respensive 10 members in your area. location; be accurate and complete in handling
their problems and concerns

-tnvolved in continuous scrutiny of management

-gbligated to educate onesclf to a level to handle the commitment you've made

-the liaison between the workers 1 represent and the ERO

-responsible for interpreting the contract as best | can, and then | am the connection to the
ERO. 1 see myself assistiog in the grievance procedure not performing it

-1 think the duties and responsibilities of the steward are really a reflection of the local itself,
in the last 8 years that I've been active as a steward, there have been 3 grievances: how can
you be good at something if you don’t have the experience. I is a very inactive local.
They don't want to file grievances

~counsellor

-egch steward is a big part of communications; they are responsible for getting information to
every workplace in their area

Clvil Service Stewards

-to make sure that the collective agreement is not being violated
-to represent the union in the workplace

-to be the funnel between the membership and the union

(table continues)
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-contract interpretation, you get alot of people stopping by to find out what it means, that
sort of thing

-standing up for the nghts of the members, if the contract is being violated

-leadership

-once people find out you're a steward they come to you with the least little problem

-you become a counselior, work-related probwems that have nothing to do with the contract or
union

-have to waich for people making deals with management

-sometimes they call you to find out how to get around the contract, to get the o.k. from
you, and how much trouble they will get tn if they do

-1 get alot of people coming 10 me with personal problems

Source: focus group discussions



Trade Members

-good writer. good leadership ability

-good motivator, most people are indifferent, so if they can get them interested in the union,
get them invoived

-tactful

Civil Service Members

-need someone cutspoken. that is not going to back down
-confidentiality and a moral person

-F'm totaily baffied. I don’t know what a steward does

-1 think people only get involved and find out whe people are

Trade Stewards

-respect of their members, very hard for members to come up fo them and tell them their
probiems if they don't have that respect.

-can communicate, and common sense

-knowledge of their contract

-good communicator

-self confidence, motivated

-response is very important, you do as much for the person in another workplace as you do
for the person sitting next t¢ you

-always be respensive

Civil Service Stewards

-listening skills, communication skills

-I see people with communication skills but if they don’t have the self confidence it is a
waste of time

-asseftiveness/aggressiveness

-fearless in the face of intimidation

-have to know the games because they play a lot of games (management). one minute they're
your best friend, the rext minute there’s a memo contradicting everything they just said to
you

Source: focus group discussions
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-indifference to the union and negative attitudes

-f can't think of anything the employer does to make it difficult

-because of weork situation my steward is in an enclosed area, so is rot in contact with alot of
peaple, there may be problems brewing but because of distance may not hear about them or
get the whole story

-a good knowledge of the union and the purpose of the union

Teade Stewards

-most of our stewards are in locations where they are alone, some of our steward do not
want to make waves because they are there alone, and they have administrators, supervisors
around them all the time, the intimidation can get to you

-we have over 100 workplaces in the county that we're responsible for, some only have one
member, the steward might be responsible for 20-25 of those workplaces

-always running a little bit faster to keep up; when we joined there was a meeting where the
siewards pames were put in large letters on a blackboard as the ones to target. It’s awfully
hard to get a promotion. People are aware of that and are not apt to make any type of
controversy with the employer until it reafly hits them hard

-there are staff in the workplace that if you wrote up a job description for them it would be

"union buster”

-in our workplace the steward gets more respect, they look at you and say this person has
strengths and assets and look at you with respect. In fact, if you want protection you
become a steward tn our focal

-you are labelled as “the union guy”

Civil Service Stewards

-coworkers are not informed, or if they are informed they're not willing to make waves;
even if you go to them and point out a contract violation, it won't even get to a grievarce
where they sign something becavse they're not willing to push it; pecple are scared

-management and supervisors that think just because it comes out of their mouth it's gospel,
people that try to intimidate

-conflict because my supervisor is a union member as well, wanted me (o use overiime for
coming here today, she does my performance evaluations, denies me pay inCrements

-members who do not file grievances

Source: focus group discussions
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-you know maore about what's going on from attending union meetings

-you are in closer contact with the presidemt so you get information, and talk to other shop
stewards

-satisfying in itself, making it a better, fairer workplace

Trade Stewards

-it’s being able to help people who can't help themselves

-more of a counsellor than anything, and that makes me feel good

-self satisfaction from not being walked on

-I have the respect of my employer, they'll call me for my isterpretation of the contract

-I appreciate the learning process, the education that | can give, more aware of what your
rights are, a social justice type of thing

-respect of the support services, the management people would rather shoot me than see me
-you don't get involved in this for selfish reasons because if you do it’s the wrong place to
be

-the initial reason was that if I'm paying dues, I'm going to know where they’re going, and
after that people were so uninvolved. People appreciate the fact that you're involved to help
them, that you're serious you’re not afraid of management

-respect from your members

-gives you the opportunity to see that the glass is not only half empty but half full

-you get to communicate with others like today, to see that it’s not only gloom and doom, to
give you a boost

-just the ideas of coming to this session today brought a whole lot of other ideas to mind, got
a lot of communication within our own group, how they handle things and it was positive

Civil Stewards

-seif satisfaction

-got involved because 1 was tired of being lied to and 1 wanted to find out myseif what my
rights were

-self interest

iv

-to see that coworkers are being treated fasirly within the contract

-the knowledge that you learn of your own contract

-become a leader where others look to you for advice

-become more involved

-1 don't think there are benefits

-it is great training but you take a lot of flak when you're in the position
-1 don’t know that there are any benefits

(table continues)
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Table 12. Rerecived benefits of the steward role
Executive M d ERQ"

-personal satisfaction when they resolve a situation

-gives them the feeling of a little bit of power within the workplace

-*if I've got there's po one who can express that problem better than I can myself”, that's
what got me involved

-acquired training

-people that are really involved get alot of personal satisfaction

-my membership is 90% female, they've felt the need to do something for a long time; men
moreso like to prove a point, whereas women just want the siteation to be remedied
-possibility of career change. advancement

-self satisfaction, krowledge, well informed, know what's expected of me, what's involved
-opens a door, education, world of opportunity as far as what one can learn, advancement
-can get out of it what you put into it, you learn about your employer, the law, endless
possibilities

-an entry level to the union

Source: focus group discussion and interviews (Executive & ERO's)
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-there’s no follow up after level 3, unless you are in a very active local where there is a lot
of grievances, you need 3 refresher course of some type
-f agree, there should be an annual refresher course/workshop, where you see the person stili
has potential (i.e. but does not file grievances because of intimidation). I would like to see
in these workshops more role-playing and insistence that these people get involved

-within the local a semi-annual contract interpretation education session, where the ERQ
comes out and sits down with the active people and stewards, throws out siuations that we
have to look at the contract and see if it’s a grievance or not.

-the one flaw in the whole results from the workshops was that there's still an inability of
people to react to management. The area is not serious ercugh. When you're in the role
playing and you convince the steward that this is a serious situation and that he better act
accordingly then you'll get the necessary response.

-after workshops I"ve scen both extremes happen in the action of stewards; some go back and
do not react when intimidated by management whereas others overreact
-there should be something instituted into the workshops so that people essentially will react
automatically, as they should.

-maybe a chief steward workshop, so that you can teach them the correct reaction, since they
look to you for advice, guidance
-if they are going to preach restraint thea at the very least have a chief steward workshop
which will prepare you to put on a infocal workshop as a refresher sitwation. Give them
{chief stewards) rot only the information but the tools to do it
-week long workshops in Antigonish I strongly recommend for stewards, but one thing they
don't have is a weeklong course for stewards, they cram everything into 2 days. The
weeklong political economy couese for example
-would like to see workshops with case histories that deal with everyday issues, possible sead
out a survey to see what are the most common problems that stewards have to deal with,
whether it’s sick leave abuse or whatever and have some case histories available to
discussion and some reasoning as to why it went this way or that way, i.c. due to
geographical location or different labour laws in the province, the whole works. it's
surprising when you go to arbitration how ofien case history comes up. Personally, 1 would
like to be more educated on this stuff

Civil Stewards

<o not help confidence (consensus)

-workshops are informative, get good practice, you learn from them but they do not help you
understand what you're up against

-need to deal more with role playing and situational examples

-most things come up as surprises and are more difficult to deal with than if you're prepared
-in the role playing; show the right way and possibly the wrong way to handle the situation.

{table coutinues)
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-Although we changed roles te. employer. steward. employee. we didn’'t know which
situation was right and it was hard to telt which was the best way

-you also have all the people that are beginning stewards, none of them know the role they're
playing; of manager. they're not familiar with grievances, so you've got a role play sitation
where they don't have the expertence of what they ‘re doing

-have experienced stewards come in and act as management <0 they Know the kind of
presentation that one woukd deal with, as opposed te novices who have no experience

-in alat of stewards, they are stewatrds because they've applied to be stewards. they don™t
have any skibl as such, they just think they'd like to do it, or someone has coerced them. 1
think what we as active stewards have o do is screen people, so that they realize there's a
jub invelved, one that needs to be done relatively well

-have to address the isste of confidentiality at workshops, it's mentioned but not stressed.
People don’t seem to realize the imporiance of confidentiality. or the tack of and people
can’t secem to put themselves in the position of the griever. They don't see their position as
ene of trust ard if they violate that people won't come to them with problems

-} feel that after a chief steward has finished the level 3/level 4 there should be another level
that is similar or close to what ap ERO does because [ think that all chief stewards should
have the ability to deal with grievances right up to level 3. If we do that we will find that
stewards are more confident, especially stewards in areas that don't have a lot of grievances,
don’t get exposure to wriling grievances, they tend to get stagnamt. A course that gives a
bit more and better understanding of the grievance process.

-} think there should be refresher, it's probably been five years since I took the level 3, a
refresher to remind us of what we're out there for

-if you don’t file gricvances, you lose that ability, how to find the clauses and how to file
and write up that grievance. If we do that (course) it gives us a bit more confidence

-there should be a way to communicate with stewards more often between the union and the
steward.  Let us know where the union is going, ie. travel allowance, those are the nuts and
boits types of things that people want to know about

-the steward program is good for receiving information but the practicality in the long un is
not working out because you're not getting enough people involved in the process

-1 think it ts nuts and bolts, but it doesn’t tell you how to drive the car

-workshops should present the real situations that you'll be up against as a steward

Trade Members: general membership course

-1 found it good

-very informative

-agree about building a compoenent into the membership course informing us about the shop
steward role

Source: focus group discussions



Duties and responsibilities of the steward

Table 3 presents the duties and responsibilities obtained from the
written responses of focus group members and the mterviews of the union
executive and employee refations officers.  The main duties identiticd by both
trade and civil service stewards were contract iterpretation, filing grievasces,
representing members concerns in the workplace, acting as a liaison between
the members and the union, and the dissemination of union information to
members. The focus group discussion reinferced those duties and
responsibilities (see Table 9). As well, siewards remarked that members often
came to them with personal problems, requiring them to act as a counsellor.
Non-contractual difficulties often required stewards to act as mediators
between a member and management.  Stewards, generally, represent the union
at any disciplinary mectings for members. Both groups of stewards also
believed that it was their duty to enforce the Collective Agreement in the
workplace; that is, to watch for actions contrary to the Collective Agreement.

Some civil service stewards cited a need to watch for illegal deals made
between management and individual members. and for intentional violation of
the Collective Agreement by members (see Table 9). However, this issue was
a greater concern for the wrade stewards. The trade stewards described a need

for the continuous scrutiny of management, 10 act as a "watchdog” on behalf



the members, and to “police” the Collective Agreement.

Trade members believed that the primary responsibilities of the
stewards (see Tables 3 and 9) were to represent members in the workplace and
at jocal union meetings, interpretation of the Collective Agreement, lo promote
union invelvement, and to serve as a communication channel between member
and union. Civil service members identified similar duties and responsibilites.
In addition to those duties and responsibilities cited by the trade members, the
civil service members cited the need to listen to members concerns and
problems, to be a source of support in conflicts and to represent the member
in meetings with management (see Tables 3 and 9).

Executive Members and ERO's provided similar duties and
responsibilities of the steward (see Table 3). These included contract
interpretation, dealing with members concerns, disseminating information to
the members, encouraging union participation, and acting as the union contact
to members. Grievance handling was mentioned frequently and most feit that
stewards should handle the grievance at least to the first stage including
determintng whether a violation of the Coliective Agreement has in fact
occurred. If so, an atiempt to remedy the issue through a meeting between the
member, the supervisor, and the steward should occur, If the pgrievance was

not resolved at the meeting, then the steward would be responsible for putting
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the grievance into writing. Most maintaired that the stewand should be

involved in the grievance process up to this stage. Some believed a competent

steward should be involved 10 a greater extent in the process, beyond the first

jevel.

Bath the trade and civil service stewards concurred that a competent
steward should be a2 leader, 2 communicator, a facilitator and a mediator, as
well as being knowledgeable about the Collective Agreement and grievance
process (see Table 4 ard 10). In addition, the steward should possess good
listening skills, have an understanding of the urion movement, and have good
judgement and people skills. The steward should be accessible 1o members,
and have their respect.

In terms of personal qualities stewards are expected to be self
confident, tenacious, assertive, fair, and remain calm under duress. The
steward must be capabic of maintaining confidentiality when dealing with
members copcerns.  Stewarnds must be able to grasp the “real” situation, to
deal with various persenality types, and to have good writing and presentation
skills.

The trade and civil service members agreed with the stewards on the
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necessary qualities and skills that a steward should possess (see Table 4).
Civil scrvice members belicved that stewards should have a knowledge of
union policies and rules, the union structure, and the Collective Agreements,
that they should have the ability to resolve things expediently, and to be
ronconfrontational. Members felt strongly that the steward be approachable,
and a good listener, a "people person”. The steward should be caring,
dependable, trustwarthy, fair and objective. A stewand should be able to
recognize a concern and know the correct course of action to take. The
steward should be 2 leader, a communicator, and assertive.

Civil service members added that it is desirable for the stewand to be
outspoken, and to be a person who will not back down from an issue. They
also stress the importance of the steward maintaining confidentiality and acting
in an cthical manner. Some civil service members could not articulate the role
piayed by the steward nor the skills to carry out that role.

Trade members added that the steward should be strong-willed, tactful
and respected by fellow union members (see Table 4). In addition, they
belteved that the steward should be able to face people and fight for rights, be
presentable (i.e. cleancut), as well as being able to motivate others. They also
believed the steward should be a motivator and tactful.

The Executive Members and ERO’s reinforced the skills and qualities
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cited by the stewards and members. They concurred that the steward should

have the ability to look at both sides of an issue, to stand up to the employer,
not be easily intimidated, and to be a "people person”. As well, they also
emphasized communication, listening, organizational and public speaking
skills, along with honesty, self-assurance and confidence, consistency of
action, maintaining confidentiatity and having a knowledge of the Collective
Agreement as desirable qualities.

kn terms of skills, the ERO’s and Execative Members added reasoning
skills, rational thinking, and the ability to compromise. They saw the steward
as being able to distinguish between fact and fiction, between a gricvance and

a complaint, and being able to tell a member that his or her complatnt did rot

constitule a grievance.

Many situations make it difficalt for stewards to do their job (see
Tables 5 and 11). Civil service stewards noted the difficulty in getting time
off work for union business, and the imembers’ apathy. They also cited the
problem that many members appear to be uninformed about their Collective
Agreement ard perfosm actions that are in violation of it. Members also fear

retaliation from management resulting in an unwillingaess to stand up for their
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rights and file grievances. Anti-union attitudes, expressed by both
management and fcliow union members and poor management practices are
also cited as problems. At times, problems resvlt from a fellow steward’s lack
of knowledge and fack of confidence. Job stress arnd busy work schedules also
impede the civil service stewards.

Trade stewards also mentioned the reluctance of members to pursue
violations of the Collective Agreement and they noted the difficulty imposed
by the time restraints and the inability to locate an area where they can talk to
a member in private. As well, many members fear reprisal from management
(see Table 5 and 11). The geographical layout of their constituencies are also
impediments. In some locals, a steward's members are distributed over an
entire county and the cost of long distance calls limits discussion of members
concerns. Poor contract wording, combired with an anti-union management,
creates a difficult sitvation. The trade stewards also state the situation of
poorly or uninformed members and supervisors regarding the subject matter of
the Collective Agreement. Stewards who do not undergo the appropriate
training before taking up their duties place a heavier workload on the more
conscientious stewards. As well, in today’s economy, fear of job loss creates
a sitvation where members are concerned only about their own problems and

are easily intimidated by management. Members also develop unrealistic
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expectations, the stewards are placed in a difficult position wiere they have to
defend individuals who have given weak or false information,

Both trade and civil service members echoed many of these same
concerns. Civil service members cited the isolation of certain workplaces,
shiftiwork, and time constraints as impediments. They also believed many
stewards were not interested in being stewards. Trade members also noted
the steward’s workload as a problem (see Table §5). They also felt that
stewards created many situations which served to undermire the steward's
effectiveness. For example, a steward'’s lack of krowledge about union issues
did not invoke of sense of trust from the members. Stewards who were
outspoken on issues of no concern to the members tended to lose respect.

The Executive Members and ERO’s listed the ability to get time off for
union related duties as a major problem. They also remarked on the anti-
union attitudes of management, and the unwillingness of employers to allow
union business to take place in the workplace. They krew stewards were
subject to harassment, veiled threats and intimidation. Stewards may not feel
comfortable handling certain problems or a personal bias may impede effective
action. As well, member's may not be comfortable taking all issues io the
sieward (i.e. matters of medical confidenniality, harassment). Situations

occurred where the member bypassed the steward completely and contacted the
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NSGEU head office directly.

Al of the trade members worked in close proximity to their steward;
therefore they had good access to a representative in the case of need.
However, they felt that they would benefit from a brief five to ten minute
orientation sessiop when they first become parnt of the unton (see Table 6).
The erientation session would familiarize the new member with the union’s
purpose and objectives, the use of the union dues and the role of the steward.

The civil service members, most of whom were unfamiliar with the
steward's roie felt the sicward should be better promoted within the
workplace. They suggested that the steward should educate the members
about the steward's role. be more visible, be available to members, and attend
local meetings. Some meembers believed that their steward did not address
their concerns, did nat appear to be knowledgeable about the union and never
provided them with answers to their questions about the union (see Table 6).
They wanted a greater effort directed at getting correct information to the
members, and demonstrating that the union is working hard for the members.
They also wanted better representation with regard to the interpretation of the

Collective Agreement. staff reduction, safety at the workplace, and how the
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union spends its members dues.

‘The ERO's and Executive Members believed that it would be useful for
the stewards to spend more time onentating new members to the workplace
and to the union (See Table §6). They feit that the current steward training
workshops adequately prepared stewards fo meet the need of their members in
the workpiace. Most felt that if a steward was active, there was no reed for

special attention in certain areas.

War ivast

The trade union and civil service union stewards had similar motives
for acting as stewards (see Table 7). They desired fairness and equality in the
workplace, to have an input into the workplace decisions, and to put an end to
injustice.

The civil service members felt that stewards were motivated by their
interest in the union as well as their concern about the workplace. They also
believed that stewards desired to help fellow members and to be more
knowledgeable about the union at the workplace. One member thought their
steward assumed the positton to get time off work and to take the courses, and
then lost interest in doing the work associzted with the position (see Table 7).

The trade members felt the stewards were motivated by a desire to
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protect members' rights under the Coilective Agreement and to strive for a
fairer, and more consistent workplace. They alse cited the steward's belief in
untonism, leadership ability, positive attitude, self-estecm, and ability 1o
motivate others as contributing factors.

The ERQ's and Executive Members believed that the steward's
dissatisfaction with situations in the workplace was the primary impetus for
getting involved (see Table 7). Rather than sit around and complata, the
stewards tried to bring about change and to resolve the inequities that existed.
Often, stewards did not get involved untif they filed a grievance; then they
witnessed firsthand the ability of the union to help and to resolve problems.
This firsthand experience led to their involvement with the enion and
wiilingness to serve as a steward, Their desire to "do the right thing”
maintains their long-term, continued involvement. Some individuals may be
motivated to be a steward for the wrong reasons (i.e. free weekends in
Halifax, power), however, these people usually do not hold the position of

steward for any length of time.

Benefits of being a steward
Civil service stewards cited self-satisfaction as a benefit of being

steward (see Table 12). Trade stewards agreed, and also mentioned the



61
education process, the respect, and the knowledge gained from acting as a

steward. By acting as steward, they become more aware of their rights, and
were able to help others who could not help themselves. Interaction with other
stewards was also seen as a benefit. Rank and file members cited many of the
same berefits (sce Tabie 12).

Some of the ERO’s and Executive Members questioned whether there
were any benefits to being a steward (see Table 12). However, most did cite
the information gained by being a steward and the self-satisfaction resulting
from helping coworkers. Ia addition, ERO’s and Exccutive Members also

noted that the steward is an entry level to the union, with possibilities for

advancement into other leadership pesitions.

The Nova Scotia Government Employees Union has fairly
comprehensive (raining programs. A general membership course is offered for
rank and file members. Trade stewards have three levels of training courses;
civil stewards have four levels. In addition, penodic weorkshops are offered on
a variety of topics. Most of the stewards had completed all levels of their
training. Both types of stewards felt that the union workshops were

worthwhile.
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The civil service stewards felt that the contract interpretation aspects of
the workshops were the most useful (see Table 8). However, they did not find
that the workshops built confidence (see Table 13). They cited a need for
additional workshops en communication and people skills, mediation skills,
management skills, contract language, labour law and leadership (see Table 8).
They also thought training would be useful on issues of confidence building
and the nature of arbitration. Many believed a yearly steward’s refresher
course would be useful.

Trade stewards also proposed a refresher course (see Table 8). They
thought the existing workshops could be improved through increased rofe
playing and re-enactments. One individual felt that even after the completion
of the training sessions, stewards were still unable to react effectively o
management (see Table 13). Stevards should take the training courses before
actively assuming the role. As well, there should be a performance appraisal
of stewards that would result in an individualizeg or personalized development
program.

Trade stewards also proposed a semi-anaual contract interpretation
session to be held jointly with employee relations officers, and a yearly
refresher course for those having completed the Level 3 course. They would

also like 1o see one-day communication and leadership courses in addition to
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the weeklong courses that are offered. They felt strongly about the accessity
of a counselling course.

All of the rank and file members had compleied the geacral
membership course. They had found the course (o be very informative and
useful, They suggested adding a component that would provide the members
with information about the role of shop steward (see Table 8).

The majonity of the ERQO’s and Executive Members had completed ail
the available traintag courses. Their overall feeling was that the steward
training program was excellent, second to none (see Table 8). They had high
praise for the Education Officer in charge of training programs. They fell that
the training was very well structured and of immense benefil to the stewards.
They felt that all areas of need were being addressed; however, they were
aware that certain stewards might not utilize the knowledge gained from their
iraining. Some stewards de not appear to put their training into action. They
believed that a refresher course for stewards who had completed all the levels
of training would be worthwhile. One interviewee suggested that such a
refresher course be offered only 1o those siewards who were active, o ensure

that the money was well-spent.



Discussion

The purpose of this study was to gather current information on the role
played by the union shop stewards. It also examined differences, if ary,
between trade union and civil service union stewards. In addition, it evaluated
training/education programs designed for members and stewards.
Critical lacidents

The critical incident technique allowed all patticipants to produce
behavieural examples based on their experience as stewards, or with stewards.
The subject matter experts reported incidents in which they were involved or
had obscrved. Despite the diversity in the perspective of the members,
stewards, E.R.Q.'s and Executive Members, there was a remarkable
consistency in their behavioutal examples, allowing all examples to be grouped
into four general categonies. These categories; collective agreement/contract
interpretation, grievance handling, member onientabon, and job reclassification
illustrate four primary functions in which stewards are involved. They
exemplify the important functions of a union steward and typify the statements
made by the participants in the focus groups and interviews. The relatively
low number of incidents generated by members compared to stewards most
likely reflect their lack of knowledge about the role of steward. They are

ecither unaware of what a steward is supposed to do or they have had little
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contact with stewards. This may identify a problem area which needs to be
addressed in future upion training workshops. Either more useful information
should be provided to members about the role of steward; or stewards should
be given training on how to make their role better known to members.

As can be seen in the examples reported in Appendix L., stewards are
involved in many incidents which affect the daily work life of their members.
Poor or inadequate performance by stewards may lead to foss of benefits and
rights for union members. The incidents also show that stewards devole a
great deal of time and effort in amassing necessary information, setling up
required meetings and doing whatever is necessary for the successful
resolution of various problems.

Taken as a whole, these incidents aptly demonstrate the imporiant role

that the steward plays in the life of the union.

Duties and Responsibilities of (he Steward

The union members, stewards, and Executive Members and E.R.O.’s
identified a commeon set of duties and responsibilitics. The steward is a
liaison, a communication channel between the union and the member. The
steward is both a resource person and a source of information regarding the

collective agreement. The steward disseminates union information and
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represents members in disputes with management. The steward answers any
questions about the collective agreement and aids a member in filing
grievances. The steward encourages the members’ union participation and
education.

Both trade and civil service stewards specifically cite their obligation 0
ensure that the contract is not violated, and to stand up for the rights of their
members. The stewards noted the need for vigilance, to keep tabs on what
management was doing as well as to prevent management making deals with
members. Stewards also felt their duties included counselling members; as
many members came to them with personal, non-union related problems.

These duties and responsibilities are consistent with those reported by
McCarthy (1966) who found that stewards cited negotiation, grievance
handling and discussions with ution members as their primary functions.
Pedler (1974) also noted the steward’s function as a channel of
communications, as an educator, and as a union representative in meetings
with management. Partridge (1978) also reported the steward as a
spokesperson, and as a iwo-way channel of communication between the union
and workgroup. Al of these studies, including this study support Nicholson's
(1976) view that the role of steward is defined moreso by its informal

characteristics, such as communications and interpersonal skills,
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Qualities/Skiils of 8 competent steward

Generally, both trade and civil service members, stewards and the
Executive Members and E.R.O.'s agreed on the qualities and skifls (hat are
n2eded to be a competent steward. These qualities and skills correspond well
with the steward’s outlined duties. The steward must be trustworthy,
respensible, and well informed about the collective agreement and members’
rights. The steward must be approachable, a good listerer and communicator.
The steward is a feader. This view is consistent with the common perception
that shop stewards are the unofficial leaders of work groups (Pedier. 1973).
Steward leadership functions generally fall into initiating action, facilitating
consensus, and providing the “link-pin” with management, other members and
the unton (Pedler, 1973). However, it is an oversimplification to describe the
steward as a leader or delegate, as the role varies greatly with the context and
the members represented (Pedlcr, [1973),

This study also identified ather qualities and skills desirable of a
steward. Stewards must po! be casily intimidated, they must be assertive, have
good “people skills®, be fair and cbjective. The stewards must have the
respect of the members; if the respact is not present, members will not relate
their problems or have confidence 10 the steward. Stewards must respond

consisiently to a member’s corcern. Stewards must be self-confident and also
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decide whether individuals are telling the truth. They must also be able to say

*no” in cases where members do not have a grievance.

The study participants agreed on the impediments to a steward doing a
good jeb. Many of these perceived abstacles are similar to those reparted by
Fisher arxd Reshef (1992) in a survey of shop stewards in a Canadian national
unton. Member apathy, probiems from the dual role of member and steward,
complexity of the collective agreement, member expectations, and pressure
from management are the most cited impediments,

There are many obstacles to being a competent steward. Some of these
are beyond a steward’s control including persoral workload, time restratots
and 3 large member constituency. Many cite the difficulty of widespread
constituencies, which include several different collective agreements and
focales. Civil steward constituencies ranged from 30 to 620 members, trade
steward constituencies ranged from 10 to 550 members. The range in the
aumber of constituents represented is a similar occurrence in other unions.
Pedler (1973} found that the average steward represented a constituency of 73
members, and 62% of the stewards responded that their constituencies were
spread over various locations and included several different groups of

employees. This situation made it necessary for the steward to conform or
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understand the values and norms of each separate group (Pedler, 1973, This
findirg is rephicated in the statements of the stewards in this study.

Some work situatrons make it difficult for a steward to leave their
assigned work areas to meet with their members regarding problems. The
steward may also have to be familiar with different collective agreements and
various managers in representing large groups of diverse members. Isolated
work areas or physical separation impede communication between stewands
and members. Some obstacles relate to the specific individuals who act as
stewards. Some stewards fack knowledge of their collective agreement, others
are not trusted by their members. Seome lose enthusiasm for the job in the
face of indifference or negative attitudes expressed by the members.

The refationship stewards have with their own supervisors and
administeators is important. Some stewards feel inimidated by management
and don't want (0 "make waves”. In some cases, the steward's have the
respect and support of management while in other cases they are labelled as
"the union guy”. Stewards have difficulty in getting time off for union
business and finding the time to address afl the probliems and concerns.

Apathy from union members is a considerable tmpediment to the
steward doing a good job (Fisher & Reshef, 1992). Many members are

unwilling to file grievances, are fearful of management reprisals, have little



interest in the union, and do not inform stewards when violations of the
colfective agreement occur. Many members are unfamiliar with how the union
works and with the collective agreement. Shuiler and Robertson (1984)
reported similar problems in terms of member attitudes. In their study,
members’ uafamiliarity with the functioning of the union affected attitudes
towards stewards; in addition, the members did not strongly identify with the
policies and ideology of their umion. Although the members showed no
opposition to having the steward represent their interests, they feli po

cbligation to actively participate in the union or union activities.

Steward motivation
Given the cbstacles to doing a good job, why do people become

stewards? What motivates people to become a union representative in their
workplace? Mostly a sense of fairness and a need to ensure justice in the
workplace act to motivate union members to take upea the role of steward.
Stewards are union members who have a desire to become more informed
about the union and their rights, to see workers treated fairly under the
collective agreement, and to achieve a better, fairer, more coasistent
-vorkplace. These motives are best expressed in the words of one steward, “i

want to know what's happening in my workplace, want to know I’m being
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treated fairly, and want fair treatment practised to all” (Table 7). Others

wanted to fiave an input in decisions that others made about their work. Thai
is consistent with Broadbent (1989), individuals may become stewards from a
desite to have input, and influence, in the workplace deciston-making process.

Instead of sitting back and complaining, stewards are individuals who
are inclined take action to resolve and remedy the injustice. Some stewards
have become involved when, as members, they filed a grievance, and
experienced a positive outcome which reinforced their involvement in the
union. Clark (1988) supports this point, "... a member's perception of the
grievance procedure plays a very significant part in shaping that member’s
level of commitment to the union. (Clark, 1988, p.6)". Pedler (1973) also
notes that stewards’ motivation derives from bumanttarian/idealistic views such
as helping other members, correcling injustices in the workplace and
supporting the union, or from more achievement-oriented motives such as
enjoying a sense of responsibility and achieving success in disputes.

The findings reported here are consistent with those of Moore (1980}
who determined that the strongest motive for iadividuals to become stewards
was an inability to accept disorganization resulting from ineffective or non-
existent member representation. Members who became stewards had: " a) a

sense of responsibility mainly to self, but partly to others, and b) a desire to



have some measure of control aver the matters which are of immediate
pensonal concern in the workplace (Moore. 1980, p. 97)". The data reported

here echoes these views,

Bencfits of the role of steward

There are not many benefits associated with the role of steward. as it is
inherently stressful (Nicholson, 1976). Nonetheless, Pedler (1973) identified
intrinsic benefits associated with being a steward. These inchuded betag beuer
informed about members rights, the self satisfaction derived from helping
others amxd not being take advantage of in the workplace.  As well. the ability
to bring about a fatrer workplace. was expressed by the trade members. These
facters were also cited hy the participants in the present stady.

In addition. the stewards mentioned the learning process, educational
opportunities, the exchanged thoughts and experiences with other stewards as
henefits.  The Executive Members and E.R.O.'s. most of whom had been
stewards, added that the role of steward provides an entry into other leadership
positions in the union.  They also saw the education and tratning as bepefits.

The position opens a door to a world of opporiunity within the union.



Election & Recruitment of stewards

All but two of the fifteen stewards involved in this study became
stewards without opposition. This 1s aot an uncommon phenomenon as 70%
of the stewards in Shuller and Robertson’s (1983) study were also uropposed.
This lack of opposition is due in part to complacency and apathy among the
membership and the unwillingness of most people (o take on the extra
responsibility and workicad. Many members also do not want to be placed in
a posttion of conflict with management or to be labelled as "the union rep”.

Obviously, there is a need to encourage more people to offer for the
steward position. Participants believed that it would be useful to provide more
detailed information of the steward’s duties, responsibilities and obhigavons, as
well as the amount of time involved in that role. Clark (1988) believed that
sisce e role of steward is generally seen as undesirable. incentives would
have to be used to recruit people ¢ the position. These could include better
compensation either in pay or in time off, greater union staff support, and
increased status of the steward position. Censideration could also be given to
special steward-related apparel, materials, social functions and office space.
Clark (1988) also suggested reviewing the accessibility of stewards 1o the
membership, improving their physical proximity, and increasing the number of

steward representatives as incentives for people to assume the role. All of the
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itformation obtained is this study offers support for these suggestions.

Training Needs / Steward Education program

The steward education program currently in place at the NS.G.E.U. is
highly successful and is integral to increasing the steward’s knowledge and
ability to fulfi) their union obligations. The rank and file membeis found the
general membership course to be useful and informative, however, they
suggested that content he added on the role of the steward and the process by
which ene becomes a steward.

The inportance of training cannot be overlooked. Education influences
the steward’s ability to solve problems (Shuller & Robertson, 1984). Training
also helps stewards deal with conflicting demands faced in the role and in
reducing role ambiguity. Traming should include the role expectations of the
steward position (Martin & Berthiaume, 1993).

Ellinger and Nissen (1984), in evaluating steward iraining asked
trners ke identify the one content area that should be included in any
program: 82% felt the essential topic was the imveshigation, identification and
presentation skills of grievance handling since this was the greatest area of
responsibility for stewards anpd their most imporntant function. Twelve percemt

wentified interpersonat skills, communication, metivation and coping with the



day to day stresses of the steward role (Ellinger & Nissen, 1984, The
stewards in the present study responded similarly when asked about further
training needs. They also felt the need for some type of refresher course,
whether formal or informal. Shuller and Robertson (1984) believed that
regular contact between stewards and reinforcemcent of previously learned
material were necessary for the effective use of skills and knowledge. The
stewarls also felt it would be useful & ome away from the courses with some
type of evaluation of how ihey performe_ in the course, as well as an
individual plan for their future development. The Executive Members and
E.R.Q.7s valued the existing education programs and cadorsed the concept of i
tefresher course.

Job Bescription

The present study amassed considerable data on the role of the union
steward. This information illustrates the steward’s role and function in the
1990°s and 1s consistent with daia from the more recent likerature. One
purpose of job analytic material, like the type presented here. is to develop a
job duscription.  Figure | presents a sample job description based on data from
the present study and material presented in the steward’s manual of the Nova

Scotia Government Employees Usnion, produced in 1994,
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JOB DESCRIPTION

POSITION: UNION STEWARD

Reponting to the Chief Steward or alternatively o the president of the umen local, the
shop steward is accountable for personal commmnication with union membess, enforcement of the
colfecnve agreement, the resolving of complants, processing of grievances, and eahancing the role

of the umon,

Nature and Scope

Thes es enc of scvertl other umon steward positiona reponing to the ciuel stoward/presidem of the tocal. Otkers
mpommg o the president inclede vice-presidents (3) and 8 seorstery-trepsurer. Where e union local in & lage
argenuston of diverse functivasl groups, tocal mb-umits of the of the local may be put inplace. Where (his ovcurs, exch
shath hgve 8 shop steward pontion.

The shop stewend posilen is onc seeped 0 umen tsstory. & was put in plece whea the S unicor were

orgamzed The functrans and suthusity ef the poution bave been cheagsd aver the yoars with the faciioas becoming merne

broad and e suthonty to instipete “wild cat® ankes becoming diminished.  The aced o have excellem communications
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o an nterperonal baes with emploveds i requered  Awareaess of emplosee probliems when they R oo ot be
pumied e umen sieward enrhances the role of tie unwn by amdentinding the problent mnd the emplowee « vewpomnt
then whme effective actma on a ech has

A key function is 1o entoree the oullectnee agreement e vemn stewand munt have Jetaded Anewtodie ol
the clarses and ther muvrpretatmon, particulacdy of those which relate i the corplinces withia ther pndutton

Wod, rolated problenn of the emphnee ot o be endentind with e postion of the cmplinee bomy
adeovated i eprocatation o manzgement W orequested by the emplovee, the vnien stevard man trend decphineny
iRtersewns o advise the emplovee of his of her pghts Other emploves prabienn are i be 2anted M prgrams prowemh
m place of contemplatied  Fhe benefits of pren paricipation are o be commuanated o aew emphueay Speuul
pmgrams are to he put m place o SRcoufige pamerpaion of wactine emplovees 0 omen v

The wnwn steward desclops understanding of sswes, functtons and prachices by 2ieoding seshmar,
workshops. Tameg sesswas. eie Other mentbers 2w alvo encouiaged i aftend appropratie sovmms

Paticies. procedures aad the uman’s ponition on ssues. lgether wiih twaciated resons 4o consauneged
i gmplosess  As well, msoes of concern o emplores are communtcaied o snwn ofticiahy, Alselute conthbenbialin
of emphmee s peponal swuesproblems, etc s mamtaned untess ctherwie duthonecd ty the emphnee Ko b
countenanved on the hasis of coloue. rehigron. ethore ongm clc

Peepuration of reports, the admnnntratin of moords, ey el o carmed cait Pastnulay emplinis o placed
on memberships fecotds. dhe processng of gricsances, fero. ok The woumbenr eclatey & cmplnvess fircenen,
supetsnens and manapement wiermnafly and extematly o waen efficen. negenaiing and other commiiees s well o
vossthants

The magor chatlenpe of thes posthion is 0 represent the membess poubion e manapesent wheo pochiver m

the worlpizoe occur Thes ma be withia tie terms of the collecine ageeement of othersnse

Specific Accountahilities

i Respond t al! complamis. pricvanves and uther saares maned 3y empb ey £oam 2 andenambing of Hir
cophinces positton and advocate thal positor 16 reehoene the preblesn m meohngs w.h maparcment ch

2 \itamn a detatled knowledpe of the Lollectve Jercemeat amd the micrpiclaton of dlaves capoy e i
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whach affect the emplayeza within $ie uoron stew ende regpective jurisdickon  Pulive the sgrecowol ensuring
that &l) clawsea are taplemented.

Process formal gnevanceans par the collective agreemant en o tmely bews, while atemptng resalution st each
stege of level of processng.

Meet with and introduce new coployess to ether erion members, satisl 1 their integmoos sihin the union
with sssocistad unicn cands heing signed.

Generste new progrems end utilize exrting anion progrems to edvance participation by uoico members. Special
emghasis is to be pleced ap inachive and new mMembers. The atendance st reguier mecongs, educational
workeope, teounars, uninging seerrons, etc . ik to be promated.

Maireein end cahence good inerpersonal communications with employees, withow bies. Provide msisence
o sarbve therr probiems winle mainteiring necersary confidentinlity. Communicateunionpoly end the puniion
oa tnsuee with underiying seatons to the membership  Distribute publications, informenon reloases, sic. using
bulistin boends, unien meetings and individual contece.

Ensure that urren memesls, repons, forma, files, eic. sre mainisiged on o consinient basis  Filea on
camplaints, gricvances and their reselution are to be preparsd and acted on s timely besis

Perticipatz with sod asssmt the eafl of the vmon, etc |, to sdvance the cawie of the uman withn ds congtitelion

end reguistions.
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Limitations of the study

The principal hmitation of the present study is the representativeness of
the sample. The stewands and members who participated were thought to be
the best representatives of their population. They were not chosen randomly.
However, this small groups provided a great deal of information about (he role
of the union steward. All had taken the general membership course, indicating
some interest in the unton, however, several did not have much personal
contact with their steward or a good understanding of the steward’s role.
Therefore, some qualifications must be given to the data obtaired from the

rank and file members.

Future Research Considerations

This comprehensive examination of the role of unton steward suggests
many areas for future research. It would be useful to replicate the present
study with a larger sample of stewards and members, in order to further
validate the general pature of the findings. Alternate research techniques such
as log books or diaries could also be used. Along this line, greater atiention
should be given to the spectiic arcas addressed by stewards and the amount of
time devoted to specific duties.

The leadership function of the steward was not examined in great depth
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in this study. Stewards do not generally tend to be “natural leaders™ (Moore,

1980). Future rescarch should explore this avenue of stewardship.

Conclusions

The union steward occupies a key position as the union representative
in the workplace. The steward acts as decision-maker and facilitator to rank
and file membership activity (Nicholson, Ursell & Blyton, 1980). The steward
has a critical impact in the gricvance process (Dalton & Todor, 1982). The
action and comporntment of the steward in the gricvance procedure plays a role
in a member's perception not onty of the process uself but of the union in
general.

The steward’s handling of a grievance also plays a significant role in
shaping the member’s degree of union commitment (Clark, 1988). A great
deal of grievance handling takes place informally and may of may not result in
a grievance being filed {Broad, 1983). Many of the dutics of stewards involve
answering questions in regard to the collective agreement. Questions are often
the first stage of a grievance procedure, determining whether violations of the
collective agreement have, in fact, occurred. The steward's approachability
and accessibility are critical elements in this process.

 is difficuit to clearly define the role of steward due to the diversity of
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contexts in which a steward operates.  Broad (1983) stated the need for

stewards to be flexible in their leadership and to have the ability to adapt to
the situation and context. What is noteworthy in the present study is the
consistency in views about the role of steward obtained from rank and file
members, stewards and the Executive Members and Employee Relatrons
Officers. This consistency was maintained across the data collection
techniques, further validating the accuracy of the obtaired tnformation.
Interestingly, there did not appear to b any significant differences
between the civil service and trade union stewards. Both contexts mcluded
managers who were suppostive and respectful of the steward, and others who
expressed anti-union attitudes. Overali, a consistent picture of the role of
steward emerges acress all groups studied. The job description presented in

Figure 1 represents this view of the steward.
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Please answer the following questions. Please do not put your name anywhere on this page.

All information is anonymous and cenfidential.

i. Famamale _ female

2. Myageis ___ years.

3. I have been a member of the NSGEU for ___ vears.

4. (If applicable) I have beld a union leadership/shop steward position for _ vears.
§. (If applicable) In my role I represent ___ (number) of people.

6. I have participated in the following training werkshops/courses: Please circle and
indicate how useful you found cach workshop. 1=very useful 3=somewhat useful S=not
very useful

YES NO a. LEVEL 1 1 2 3 4 L
YES NO b. LEVFL 2 i 2 3 4 3
YES NO ¢. LEVEL 3 1 2 3 4 5
YES NO d. LEVEL 4 ) 2 3 4 s
YES NO e. Intecal workshap-centract

clause pegotiation 1 2 A 4 s
YES NO f. NSGEU weeklong schoal;

cemmunication 1 z 3 4 L
YES NO g- NSGEU weeklong scheol;

leadership skills L 2 3 4 s
YES NO h. NSGEU weeklong schook

pelitical ecanamy i 2 3 4 8
YES NO i. ARLEC £ 2 3 4 8
YES NO J. Labour College of Canada H 2 3 4 5
YES NO k. Labour Council Werkshaps 1 2 k) 4 3
YES NO L. NS Fed of Labour Weorkshops H 2 3 4 5
YES NO m. Labour Coiuncil; vnfon

counselling program 1 2 3 4 s
YES NO . Other 1 4 3 4 5

7. Do you expect to offer for any NSGEU position in the future?

yes no  (please circle)
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Please answer the following questions. Please do net put your name anvwhere on this page.

All information is anenymous and confidential.

L. lamamale __ female

2. Myageis __ years.

3. I have been a2 member of the NSGEU for _ years.

4. (If applicable) I have held a union leadership/steward position for __ years.
5. (if applicable) In my role I represent _ (number) of people.

6. I have participated in the following training workshops/courses: Please circle and
indicate how useful vou found each workshop. I=very usefid 3=somewhat useful S=neot
very useful

YES NO 3. LEVEL } 1 2 a 4 s
YES NO b. LEVEL 2 i 2 3 £ 3
YES NO c. LEVEL 3 H 2 3 4 8
YES NO d. Infocal workshop-contract

clruse negotiation I 2 3 4 5
YES NO e. NSGEU weeldong school;

communicition 1 2 3 4 s
YES NO f. NSGEU weeklong schoot:

leadership skills ] 2 L} 4 5
YES NO g. NSGELU weeklong school;

pelitical econemy t 2 3 4 5
YES NO h. ARLEC i 2 3 4 5
YES NO i. Labour College of Canada ! 2 3 4 5
YES NO J. Labeur Cauncit Workshops 1 2 3 4 5
YES NO k. NS Fed of Labour Worksheps i 2 3 3 5
YES NO L. Labour Council; unien

caunselling program 1 2 3 4 5
YES NO m. Other H 2 3 4 5

7. Deo you expect to offer for any NSGEU pesitien in the future?

yes po (please circle)
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Please answer the following questions. Please do not put your name anvwhere on this page.
All information is anonymous and confidential.

1. Tamamale  female

2. Myageis __ years.

3. I have been a member of the NSGEU for __ years.

4. (If applicable} I have held a union leadership/shop steward position for ___ years.
5. (If applicable) In my role I represent _ (number) of people.

6. I have participated in the following training workshops/courses: Please circle and
indicate how useful you found each workshop. 1=very useful 3J=somewhat useful S=not
very useful

YES NO a. GENERAL MEMBERSHIP COURSE 1 2 3 4 s
YES NO b. OTHER ! 2 3 4 5
YES NO ¢. OTHER 1 2 3 4 5

7. Do you expect to offer for any NSGEU position in the future?

yes RO
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GENERAL QUESTIONS

i. What do vou feel are the main duties/responsibilities of the steward?

2. What situations make it difficuit to do your job effectively?

3. List qualities and skills that a cempetent steward possesses.



4.

What qualities/situations in the workplace prevent you from deing your job well?

Approximately how much time do you spend per week on steward duties?

What changes would yeu like to see in the workplace that would make the steward's
job easter?



List any training areas/skills that you would like to see offered for stewards to
improve ene's ability to do the job.

What motivates you to be 2 steward?

Did vou come into the role of steward unopposed? yes no

If yes, why do you think yen were the enly person to offer for the position?
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PEN AND PENCIL QUESTIONS

What de vou feel are the main duties/responstbilities of the steward?

Approximately how much time do you think your steward spends on union duties
per week?

List qualities/skills that you feel a competent steward possesses.



What qualities/situations in the workplace prevent your steward from being as
effective as he/she could be?

List any situations/areas that you would like your steward to spend more time/effort
on.

What do vou think motivates an individual to assume the role of steward?
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BEHAVIOURAL EXAMPLES HANDOUT

What is a behavioural exanple?

A behavioural example is a specific and memorable action or behaviour that recently
occurred which serves as a good example of a specific idea or concept. Behavioural
examples provide an excelfent means of illustrating key concepts in specific terms.

Key Characteristics:

1. A behavioural example is specific. It portrays in sufficient detail an event so
that several people knowledgeable in the area can easily picture the
incident in the same manner.

2. A behavioural example focuses specifically on behaviour. It should describe
in concise detail what a person did. The focus of the example should be on
what a person did, preferably in terms of observable actions, in a certain
situation.

3 An example must briefly describe the context within which the behaviour
aoccurred. A limited description of the circumstances helps in understanding
whether a behaviour was effective or not.

4, The behavioural example should briefly describe what consequences occurred

as a result of the action. The effectiveness of a specific action is often
determined by the consequences that result from the action.

ILLUSTRATIONS OF BEHAVIOURAL EXAMPLES:
- A poorly written behavioural example

"The union steward studied the section on grievance procedures a lot while attending a
union course. As a result, he passed the union steward training course.”

- A well written behavioural example:

"The union steward spent a whole night studying the section on grievance procedures while
attending a week long union course. At the end of the course the steward could
competently discuss grievance procedures and regulations. As a result, he was in the top
25% of those whe passed the union steward training course."
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EFFECTIVE PERFORMANCE INCIDENT

A. What were the circumstances leading up to the incident?

B. What did you observe the steward doing?

C. What was the outcome of what the steward did?
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INEFFECTIVE PERFORMANCE INCIDENT

A. What were the circumstances leading vp to the incident?

B. What did you observe the steward doing?

C. What was the outcome of what the steward did?
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4.

5.

6.

9.

10.

OPEN DISCUSSION QUESTIONS FOR STEWARDS

How do you perceive the effectiveness of the steward program?

Aslde from the educational components, what other forms of
support can the union provide to make yeur job easler?

a) steward meetings
b) additional training - what king of training: skills, knewledge,
attitude

How would you like to sce the steward role expaaded?
i.e. the grievance handling process

In what role do you sece the chief steward as a support mechanism:
What should be their role in enhancing your pesition as steward?

How frequently should stewards meet?

What should be the purpose of steward meetings?

Op what issues do yen spend the majority of your time?

How do you feel the warkshops have impacted or centributed to your
confidence and commitment?

a) What are your cpinions ¢n the fornat of the werkshops?
b) of the Friday/Saturday format

What do you feel can be done to encourage individuals to take on the
role of steward?

What are the benefits associated with the steward role?
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OPEN DISCUSSION QUESTIONS FOR MEMBERS

What is your relationship Hke with your steward?

Do you know the name of your steward?

Do you feel your steward does his/her best to reflect your concerns?

What do you feel can be done to encourage people to take on the role of steward?
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kR

4.

0.
|} B

12.

13.
14,
ls.

16.

INTERVIEW QUESTIONS FOR ERO’S & EXECUTIVE

What do you fee] are the main duties/responsibilities of the steward?
-difference between civil and trade unlon secters

Approximately how much time deo you think stewards spend on uaion dutles per
week?

In your opiolon what gualities and /or skills do you feel a competent steward
pessessesT

What qualities/situations do you feel exist in the workplace that may impede your
stewards fram being as effective as they cauid be?

What are situations or aress that you wonld like your stewards to spend more
time/effort on?

What do you think motivates an individual to assume the role of steward?
What is yeur opinion of the NSGEU steward program?

How effective do yeu feel the steward program Is in terms of steward
development? What are the shortcomings?

In erder to get a representstive view of the steward’s job, it Is important to
have specific behavioural examples of stewards’ actions. Try and think of situations
where a steward’s actlons were particularly effective.

-What were the circumstances leading up to the incident?

-What did you observe the steward dolng?

-What was the entcome of the steward’s actions?

b) Now try and recall sitvations were the steward’s performance was particutarly
ineffective {cover same arcas as above)

Do yveu think stewards should meet ¢n a frequent basis? How often?

Shauld these meetings take place during office hours?

What do you feel can be dene to encounrage individuals to take on the role of
steward?

What are the benefits associated with the role of steward?
Describe your role as ERO (er as appiicable).
How does the steward pregram affect your jeb?

What do you feel the steward should be doing in helping you as related to your job?
Give examples. le. grievance handling
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CRITICAL INCIDENTS

TRADE UMON MEMBERS

EFFECTIVE (1-3)

1. a} the cullective agreement requires an employer to give employees 4 weeks notice as to shift
change. When it became necessary fo extend the hours of operation the employer needed to
change the employees shifts. The new schedule was given to the employees 3 weeks prior to

the planned implementation date

b) the steward approached the manager and stated that the employees could not accept the new
schedute as it stoad because of the fact that 4 weeks notice was not given.

¢) the inpicmemation date was cnanged to allow for 4 weeks notice.

2. a) new employee arriving on the job, pever been a union member. As part of the orientation
process and his steward duties/leadership, the steward recommends a general membership course
to make the employee knowledgeable of the union

b steward signed the new employee up for a day and a half workshop. stating that it would
help himher understand the role of the union. Steward permitied time-off 1o attend this course
because he happens to be the employees boss as well.

¢) The cutcome allowed the new employee to gain good insight and knowledge of the union and
to he more aware of the union.  The employee felt more at ease with this knowledge and where
the unton dues were going and who to approach with a grievance.

3. 2) a casual worker was given hours before an RPT. The coordinator that is responsible for
scheduling hours thought she was afready working that day. She filed a grievance.

B | made sure the grievance was submitted within the appropriate time. [ sat down with her
and helped her write it. making sure all the details were included and that it was worked

properly.

¢} the person won their grievance.



b )
-

4. a) For the first time two union niembers wished to job share.  Due to the fact that this had
not happened before. several meetings took place to lay down the guidelines for job sharing v e,
# of vacation days, refevant deductions, benefits lost and maintained).  Agreement was met in
all areas except long term disability payments.

b) the steward contacted the ERO to clarity the collective agreement interpretation of the mattes

¢) the ERO clarnified the collective agreement and the matier was settled.

5. a) Approx. about a week before we went on strike which was determined by negotiation
falling through the workplace went on a slow down to about 50% | enough to keep us from being
suspended or fired. We then went en strike for a week then returned to wark.

b) a day or 2 tater my steward and I were called into the bosses office. | was being writtep up
and forced to sign the letter. It pertained to the stowdown. 1 didn’t want w sign it but my
steward advised me to and state below disagree

¢} A short while later | found out through my steward that the letter was removed from my file

INEFFECTIVE INCIDENTS (6-7)

1. a) The collective agreement of our local covers all permanemt full-time employees as well
as temporary full-time employees  The collective agreement states specific clauses which do not
cover the temporary employees. A group of temporary employees, after reading the coll agree.
discavered that the health benefits and superannuation berefits were clauses that ! cover
temporary employees. They were not however, receiving these benefits.

b} The steward set up several meetings with very angry employces. She contacted the ERQ for
further advice.

¢} The employees were not satisfied with the unton’s position on this matter so they hired their
own litigation lawyers.

...........

2. a) A grievance was filed regarding a junior person getting hours to work before a senior
person. A grievance was filed.

b) The grievance was poorly written and gave few details about the alleged incident

¢) the grievance had 10 be rewritten by a steward from another store. I do not know the
cutcome of the grievance



CIVIL SERVICE MEMBERS
EFFECTIVE INCIDENTS (8-12)
. a) ! was asked what would happen if a person was on sick leave during an unpaid layoff day
by phoned chief steward and she looked into it

c) call was returned from chief steward and answer was given through the steward to persen
concerned

------- —

2. a) saw a need
b) encouraged an employee to get union education
¢} person accepted the challenge and attended course

3. a) a change in rotation for staffing occurred. [In that change-staff member noted a loss in
shifts (due 1o the turnover in rotation). She actually worked 1-2 more. This was brought to the
attention of the head nurse but did not agree. Staff member took it te steward.

b) steward reviewed the rotations.  Spoke fo head nurse to ro avail. The chief steward was
brought in = no headway. Steward assisted staff member with grievance and accompanied her
10 sessions

€) grievance was won

4. a) staff member requested for more than 2 weeks vacation during summer. Head nurse
refused.

b) arrange to meet with management. Head nurse and director to discuss this aspect of the
contract. Management stand was two weeks vacation only. The chief steward was then brought
in for further discussion

¢} A grievance was not filed. management agieed they would not win a grievance and decided
to grant the vacation time

o e i

8. a) members in the workplace were not attending local meetings, union courses or any other
unicen related activities.

b the steward kept members informed and continvously encouraged members to get involved
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¢} several members bepan getting invelved. Some very actively and others sporadically but
interest was increased.

no ineffective incidents

CRITICAL. INCIDENTS
TRADE UNION STEWARDS

EFFECTIVE INCIDENTS (13-23)
I. a) Ope employee worked when ancther should have, because of sentority list

b) called mgr. involved, advised him he called someone tn to work with less seniority than the
other person, he would have to pay both people, he said he wouldn't pay both people to work.
Then I advised reg. supervisor a grievance was coming in on this.

c) before grievance got there the grievor 10ld me he was getting paid for his hours, a phone call
was made from manager to him.

e

2. 3) employee approached the steward wondering about becoming a term employee or full-lime
emplovee {was currently working as a casual employee)

b) 1/ steward requested pay stubs from previous years 1o determine number of hours worked
2/ reviewed contract clauses (definitions of employees. hours of work, benefits, cic.) to
determine if a violation had occurred
3/ reviewed clauses with employee

¢) I/ set up meeting with manager of employee (informal step)
2/ upon conclusion of informal hearing - contacted mgr. of Labour relations re. outcome and
further attempt to resolve
3/ manager of Labour reiations offered solution
4/ rejected by employee and union steward
5/ moved to file grievance at level 1
6/hearing at level 1 - presented evidence
7t employer responded after hearing - met demands of the employee's grievance for corrective
action

-

3. a) there were increased oceurrences of disciplipary letiers being issued to members reflecting
borderline violation of the contract, member abuse and intimidation by mgt. and emphasizing
varying degrees of discipline towards members which were not indicated at their respective



disciplinary meetings.

by I verified that even though it is not in our contract, case history supports the right of a
member to have a shop steward present at any disciphinary function. I communicated this to the
membership, informing them to avoid hesitation in contacting their union rep when possible. and
where time may not permit, advising management that they are aware of their rights to

represemtationt!!

¢) an increase, possibly in appearance only, of management adherence to contractual
procedures.  An invitation myself by a member 10 a proposed disciplinary hearing, acceptance
by management of my presence, folowed by reasonable disciplinary action, for the situation by
management. as opposed to suspension which had been the norm.

----------

4. ay union member (with health problems) was experiencing numerous sick days.

-employer began harassing employee

-several letter written by supervisor were written to employee regarding attendance and included
in letter were numerous references to specific diagnosis (letters typed by secretary. filed by file
clerk. reviewed by dept. managers, elc.)

-union member felt she was harassed and that confidential health info. was uanecessarily
disclosed to other staff

b) 1. forlevel 1 of grievance, 1 met with the employer/supervisor and union member to request
a) letters be removed from employee file b) future references to specific diagnosis be terminated
cHetter of apology to unton member

2. lfevel 1 kd to level 2 (e, filing of grievance)

-connselling was given to employee regarding her absentecism ie. enforcing union’s
position on sick time abuse; ensuring employee obtained proper documemtation when absent;
advising her of the progress of the grievance

¢) semewhere between Jevel 2 and level 3 : supervisor was negligent in vielating employee
confidentiality in regards to her health information. The employer lacked a structured policy
on I} who should retain heafth info. of employees and 2) where this info should be kept

-a new absentee form was gencrated, consisting of 2 parts; top part would confain general info
{ie. staff name; days ahsent; date of return; dr.’s name) and this would be kept in employee’s
file in supervisor's office. Bottom (detachable) pan filled out by doctor containing confidential
health info. This part would be placed in head office, accessible only to the CEO and his/her
assistant. Letter of apology was sent to employee

- -

§. a) the boss was getting upset with the number of late arrivals for work in the morning. He
said that everyone who was more than 5 minutes late from now on would be docked half an hour
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pay. so we went to the locker room to wait till half past before stacting work. Boss came o and
asked if we were gong to work that day and [ said yes but not till halt’ past since we were not
being paid. He said ok and left. When we went to go to work he calfed us unto his office and
suspended us indefinitely for refusing an order from him to go to work.

b) 1 filed a grievance stating that since he had never given us a direct order 10 go to work the
suspension was wrong

¢} after a step two meeting with the director of operations where I explained my side we were
re-instated and told we would receive our pay. When we got our chegues with the money 3
months later we were paid for a full 8 hours on the day n question.

6. a} overtime was being worked on Wednesday night and (Name), who was a senior man was
working tn another job on this day. He came to me Thursday and asked why he was not
included in the overtime shift (a cost of over 3100 was involved)

b) I went to the warchouse manager and asked him why he had not invited {(name) to work.
He told me he was not responsible for iracking down this person and since the anfivuncement
was made over the PA system, he did not have to worry about it. | told him that since ke bhad
sent this person out of the building that day that he was responsible and this person would have
to be paid or we would grieve.

¢) On Friday morning 1 was approached by a supervisor and told that (name) was going to be
paid.

7. a) employee given written disciplinary letter with respect to poor judgement tn a clinical
sitvation. Steward approached by employee who felt it was an unfair decision by his supervisors

b) H/gathered evidence from employee including writien documents, dates. witnesses, etc.

2/ consulted coworkers re; situation, what they would have done. Put into writing.

3/ reviewed employee’s performance appraisals from previous years, atiempted to identify any
hidden agendas (personal conflicts)

4/ reviewed contract clauses in relation to discipline and hospital policies and procedures into
environmental leave and return to work protocol

5/ reviewed health status of grievor with grievor

¢) 1/ met with supervisor (informal step), agreed to disagree
2/ filed level 1 gricvance

3/ grievance hearing beld-grievance denied

4/ filed level 2 grievance

5¢ involved ERO in process

6/ level 2 grievance hearing held



7/ managements proposal for resolve accepted by grievor and union

——————————

8. a) employer attempted to change schedule/shift changes with only 2 weeks notice (colfective
agreenwent states you must have 4 weeks notice)

-waiting the required 4 weeks would cost the employer lots of $3 in overtime

-pew schedule (with only 2 weeks notice) was posted for staff

b} Level I; spoke with employer/supervisor on behalf of the staff. Both sides of the situation
discussed ie. $$ vs. collective agreement

c) new schedule was enforced by mgt. ; but staff were paid overtime for difference between old
schedule and "new" schedule for the 2 week period

e

9. a) a voluneer was brought into a schoal to do office work (volunteer was a "work
experience stident”) and was given duties for more hours (100%) than the regular secretary
position

b) the steward met with Principal (Ist level} and explained if there was enough work in the
office to keep a volunteer 100% then the 50% secretary should be given the work as a
bargaining unit position - not volunteer

) the Principal immediately reduced the volunteer hours to maich that of the 50% secretary -
making the volunteer work assisting the secretary, not replacing her. The whole process took
2 weeks and was resolved at the first level.

...........

10. a) a secretary applied for 3 days vacation re; article x of the coliective agreememt. The
principal denied leave bhecause there weuld be no replacement (as agreed by mgt. in the
coflective agreement)

b) met with Principal and Vice-principal stating the collective agreement stated that “leave
would be granted pending operational requirements”. Since this was April and not bothering
scheol registration in Sept. or school closing in June there was no “operational requirement” at
this tme.

¢} the principal realized there was ro real grounds to base his decision of denial of leave, other
than he did not want fo answer phone or take messages, the secretary was granied the leave.
The whele process took 7 days. was resolved at first level.

- ——



§

1. &) job posting to {ill 3 positions for the same job: over a dozen people applied. Oue of the
3 successful applicants was junior to 4 of the unsuccessful applicants. Al of these people had
the same skill. ahility, knowledge of the job if not more than the jumior person.  These $
unsuccessful applicants were not happy with the final outcome and came to the union for advice.

by First | arranged a meeting with a large group of unhappy members (14,  Explained the
grievance procedure and Hstened to their complaints. From this meeting anuther mecting was
set up for those who wanted to file a grievance re; job posting. The process was explained to
these individuals and we proceeded.

-there was § people originally that wanted an informal  meeting with the selection group
(info was gathered and questioning of selectiom

-from this meeting there were 4 people who wanted to filea grievance.  This was
again explained to them the process and  what the ouicome could bring

c} first level of the grievance; these individuals had a chance to explain what happencd and why
they believe they should be the successful applicant. At this level § had the opportunity to show
where there were inconsistencies in the scoring and that all these people had more knowledge
and skill and ability that the junior person.

results: executive director stated a rew competition should take place, afl three people who are
in the job pow will have to compete with everyone else. The 4 people who grieved were
happy with this decision so they decided to go to the 2md step. just to have the facts heard at a
higher level. The final result: to clean up past practices re: job postings

trade stewards

INEFFECTIVE INCIDENTS (24-28)

1. a) overtime was worked one night with only a small number of people calfed back. A sepior
clerk was left out of the shift. He approached me and asked if 1 would grieve for him.
Management maintained that since operation of a crown forklift was involved and he was not
qualified that he would not be paid.

b) At step 3 of the grievance procedure 1 told them that since the overtime involved loading
trucks and a crown forkiift cannot be used for this job that they were wrong in denying my
member his money. The said that another member was willing to testify that he had been
brought back that night to operate the crown (a very large forklift with stacking capacity of 5
full pailets)

¢) after a meeting of the grievance committee the grievance was withdrawn against my vote

2. a) a bargaining unit position was vacated through a retirement.  The scheol beard did nat
fil} immediately causing heavier workloads on remaining members in the department



by filed a grievance on failure to post a position

¢) the school board countered with a reply of “because of in-house restructuring the job no
tonger existed™. The process lasted 3 months, resolved at the fiest level (lost), frustrated. not
in our favour.

3. a) death in the family. management advised employee would be paid then said they woukin't
get paid

b) advise person to write up grievance on mgr. work

¢) contract stated the employee would not get days paid because of wording in contract

——

4. a) member made long distance personal call, did not inform management
b) talk to mgt., pathered facts from both sides. what was the discipline, what was past practice

¢) member suspended for 1 day and had to pay the cost of the phone calls back

S. a) [ received a letter of discipline frem our employer recommending the termination of a
jong term employee for consistently ignoring employer policy.

b 1 filed grievance.l initiated an investigation into the allegations including the history of
problems related to this member, received confirmation in writing that the allegations were teue,
and in addition to contravention of Beard policy, they were also in violation of the Motor
Carrier Act in a very serious area.

¢} A hearing was called for the Grievance committee with the member in attendance. He
admitted to the accusations yet could ot come to terms with the significance of the seriousness
of his actions. It was voted to withdraw the grievance, the member attempted to sue for lack
of represenfation, he was unsuccessful.

CIVIL SERVICE STEWARDS
EFFECTIVE INCIDENTS (29-46)

1. a) A new position was developed for the workplace without union consultation. It has not
been piven a classification. A job description has been circulated to all managers and work
areas

b) a copy of the new position’s job description was given fo the ERO.
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¢) a policy grievance has been filed. The position aas nut been filled at this time

2. a) swaff working “on call” while in their homes were not being patd overtime for the amount
of time spent “workiog”. te. time spent on phone with patients answering their questions re:
home dialysis

b) staff were encouraged to keep time records from when the pager notified them of a calt until
the calt was completed. A grievance was then filed.

c) Arbitration is scheduled

___ e

3. a) Secretaries in my office had been promised that the civil sefvice commission was foaking
inte a reclassification for them for the past year. The secretaries came to me as steward to
pursue a job reclassification.

b} I explained the procedure to the secrefaries and supported them throughout the process: this
included attendance at meetings with the district supervisor who tried very hard to corvince them
he had their best interests at heart and they should withdraw their appeal

¢) the reclassification moved along much more sapidly than it had prior to their appeal; the
secretaries were successfully reclassified and received some back pay.

P

4. a) My employment anniversary is Feb 1. My supervisor does my evaluation at that time in
1993. She never wrote my evaluation up. In May of 1993 she instead wrote a letter detailing
perfonmance shontcomings and stating that she was deferring my cevatuation for 3 months during
which time I was to cerrect my behaviour. In Jume of 93 I received a fetter from the Civil
Service Commission saying 1 would be granted my annual pay increment back to May 1, 1993
(effectively denying my increment for Feb, March, & April, 1993).

b) my first response was to ask my immediate supervisor why there was a 3 month foss of
increment. Getiing no response from her I phone personnel who said increment decisions are
based on supervisor of Deputy Head recommendation. [ then asked the District Supervisor to
look into the mater. The District Supervisor reported back that when my evaluaiion was
deferred for 3 months I lost increment for 3 months. | wrote the dist. supt. a letter and quoted
the contract clause that states that I must be notified in writing of loss of increment and asking
him to reconsider his position. When there was no change .1 the situation | filed a grievance.

¢) At second level 1 won my grievance which got me $400 in increment that had been denied.

L



5. a) Our department had been working on a two shift system

7.30-15:30 and 8:00-16-00 depending on the emplovee’s preference, when the dept. manager
one day ordered all the members of one shop to report for work for the 8:00-16:00 shift the next
day. This was against the collective agreement which states that to change a person’s shift, 2
weeks notice in writing (to be posted) is required

b | informed the employees of their rights which resulted in two members filing grievances
which | persopally handled. A lst fevel grievance meeting was held.

¢} The manager conceded that e was wrong and returned the employees to the 7:30-15:30
shifts where they remained without change.

———————

6. a} [Instructors in workplace been treated unfairly as oppesed to those in other insiitutions, ie.
March break, length of teaching year, etc.

b formulated a petition which was sigred by all instructional staff. This petition was delivered
o the Minister of Education.

¢) the staff were then treated in the same manger as those of sitmilar institutions

7. a) an instructor was sttuck by a student causing a severe back problem. Management
allowed the student the right to return to class the next day

b filed a prievance under "unfair labour practices™ by manragement

¢} this case is still i process

..........

8. a) management gave to two instructors a directive that the instructors had to go out on work
experience

h) filed a grievance because both the instructors were working beyond the required # of working
days

¢) through arbitration, the grievance was lost because of the interpretation of the contract re:
"working days”. This peiint became an issue for the following round of contract negotiations

9. a) persenality conflict between supervisor and member. Both are union members. Lenier
of reprimand placed in file of the aggrieved
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by meeting with aggrieved, superviser and H.R. rep armanged.  Discussion and reguest for letier
to be pulled from file. Request for mediator in potsoned workplace dealings o e present
during discussions between member and supervisor.  Request from stewand that resenied duty
be deleted.

¢} duty deleted, letter pulled from file with memo to that effect semt to all present. Mediator
being sought.

10. a) the steward received a call from a member that she had been suspended from work,
This individual was suspended several days (6) prior to contacting the steward. She was being
refused the right to return to work.

b after receiving the call I had the member come to the workplace to answer a few guestions
about the matter. Upon questioning | found the member had been reprimanded on several
occasions about lateness and A.W.0O.L.. and had received letters of discipline. A pricvance was
filed for "just cause” and suspension

¢} After level 3 hearing staff member was reinstated with fufl pay (no loss of pay) after being
off for close to 1 month

11. a) supervisor ¢(head nurse) had requested a meeting with steward tn her capavi - of
employee. Suspecting a reprimand and possible intimidation steward requested  uiwon
patticipation. Denied by supervisor. Ordered into office.  Steward carricd o order but was
suspended for insubordination, refusing a direct order.

b) questioned the supervisor about the situation.  After a balf hour of discussion established that
individual had not been insubordinaie. File grievance on fust cause.

¢) suspensien lifted with no loss in pay or reprisnand to the member. Head nurse reprimanded
by her supenior for jumping the gun.

12. a) An employee who had previously been reprimanded for alcohol use on working hours
showed up for work severely hung over and stil] half drunk. He explained this to bis supervisor
and requested a day's sick leave. The pext day he went to work, was wold tw report o the
supervisor who then demanded his resignations. He complied.

b} Another employee, a friend of the individual concerned comacted me and asked if I could
do anything. 1 told him that could only make the decision when and if the person themself
requested it. The friend told the person to call me. He did. 1 explained that 1 had 1o know all
the detail of his alcohel use/preblem for background and I would do my hest, but that there were
no guarantees as many factors had to be weighed.
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¢) the individual agreed to take his chances and grieve the situation and is currently awaiting
arbitration 1 try to keep him abreast of any developments in his case.

3. a) Employees had been given inadequate potice of a change in working hours. While most
were willing 10 apply for overtime and grieve the fact, some, in a particular work area, were
reluctant.  These people were told that they did not have to change and did so volumarily.
Therefore they felt ne reason 0 grieve or apply for overtime.

b) In speaking with members of this area 1 explained that it was not the fact that they worked
or not that was the issve, but rather that they had rot been given the required amount of notice

as agreed 1o 1o the contract.

¢) as a result of explaining the inadeqate notice argument to these members, many are now
filing for overtime for the time worked and to foliow through with the grievances.

E4. 2} Ulapclear of coatract interpretaiion of vacation seniority for various bargaining components
working in same area, who would have more seniority. i.e. RN, CNA, PNO.

h) reread pertinent anticles. consulted with other stewards for their interpretation, consulied pay
office foy their version, consulted ERO for verification

¢} verification of senterity rights within the workplace, according to areas - vears of service
mamtaiined sentonty over ditfering bargaining components

IS, a) A steward was having difficulty dealing with a supervisor. having many confrontations
about being a steward and ber right to represent fellow employees (handling grievances)

b -spoke with stewand to encourage her to follow guidelines laid out in the contract, following
waorkplice regulations as well, and to keep persenality conflicts aside.

-spoke with manager to reinforce the employee’s right to have union representation if needed
and ask her fo respect the role of steward

¢} Both sides seemed better able 1o deal with the situations at and rather than having personal
contlicts during the prievance process.

16. a) a member came to tell me that she is a lesbian and that her lover had just been diagnosed



14

with cervical cancer and she wanted time off for fanuly iflness

by I rold her that unfortunately the collective agreement pre-dates recent changes 1o the NS
Human Rights Act and then requested a lepal opimon through the ERO - a4 negative response
came back about 3 months later - too late to bave helped her situation at the tinwe

¢} Together we spoke to her supervisor who was prepared 1o hiberally mierpret her (PR)
overtime and was surprisingly suppottive. T submitted a propusal to the PR hargamne unst rep
to amend the collective agreentent on spousal bepefits ete.  for same sex relattonships and
complained to G.A L.A. to ensure they would alse pressure.

17. a) Following a reorganization, 2 members, cach with 28 vears service found they had 10
compete with each other for a position classed higher. Mamgement fater ameaded thes offer to
say they could job-share. The had each expected a rechassification out of the reorganization amd
felt the union was at fault for not fighting for them.,

by [ physically brought the 2 to {Name) at the NSGEU who felt they should appeal thewr
classification up 2 levels

¢} Human Resources agreed to their reclassification up 1 level (plus 1 inerement as one of ik
members was eligible for early retirement) without going to appeal. One of the 2 was then very
angry that 1 had not talked him into appealing carlier.

18. a) A dJistraught member came to me with a ketter of reprunand from nanagement The
letter stated that he and refused to performs as reguired.  He had a one meh thiek hle which
demonstrated he had completed the required tasks and he felt management had 2 grudyre agannst
him.

b) Together we reviewed the collective agreement re: unpust punishment and comacted the ERO
who feft he had a clearcut case and a grievance was filed.

€) At third level. management agreed to remove the fetter, but o bsue an oral repramand The
member felt this implied he was in the wiong and wanted to go o arbiration He s presently
on long term disability for stress as a sesult of this incident. He agree. ob upion counsel fof ihe
NSGEU to deny his culpability in writing. The ERO handled the gnevance. but bis siress
induced itlpess is not being addressed.
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CIVIL SERVICE STEWARDS

INEFFECTIVE INCIDENTS (47-51)

k. 2} Muember was told by her supervisor that she would only be altowed 45 minutes for unch.
Clercal contract states no fess than 30 minutes for meal breaks. two 15 minute rest periods.
Member works flextime (starts at 7:30 am to 3pm) and is paid for 7 hrs/day. 7-15:00 hr
contract atlowed 15 min. break in morning. The member saves 15 min break to combine with
heach, therefore T bour lunch break

b} Filed a grevance on meal breaks, flex time after tnvestigating with bead nurse.

¢) Lost gricvance.  Sited operation requirements. No interference with flextime clause.
Member never will grieve anyvthing again

2. a) I work in the fiekd of child protection which is very stressful.  Often when female
cmplovees are pregnant they will be put off work early by their physician. lIn this particular
case the pregnam employee had made it known to her supervisor that her physician was about
toe put her off work early. The emplovee’s supervisor then coerced the employee into using her
remtining vacation and her overtimie to cover the time off rather than having her doctor put ker
off work,

b) I was unaware of this situation until a day or two before the employee was to leave. 1 did
get an oppanuntty to speak to the employee, explain the contract, explain that she shouldn’t be
made te feel, by her supervisor. that she had to use her vacation and overtime. 1 tried to
encourage amnd support my coworker.

¢} Despite my actions the coworker used her vacation and overtime up to cover the time off
privr to delivery.  In retrospect. | feel that if 1 had been made aware of the situation earlier and
been present for some of the discussions with her supervisor the outcome may have been
different.

3. a» A worker in a probationary position was terminated for a poor performance. She had
been spoken to at regular intervals with goals set and deadlines given for improvement. She
failed to reach any goals by the given deadliines. She was given extra time with one-on-one
supervision to help her with her problems. She maintained a negative attitude. When she was
terminated, she applied to the union for support.

b A grievance was filed and carried to 3rd level.
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¢} The termination was upheld. The supervisor had documented the meetings, goals set,
deadlines given. The worker had signed her agreement to meet these goals by these deadlines.
The worker had failed to document incidents in her favour as had been suggested to her hoth by
her supervisor and steward. She had shown no improvement in problem arcas which were
hazardous to the health of others.

4. a) In my wortk area the cmployees felt that they were classified incorrectly and should be
upgraded from a CLII to a CLHI position.  After directly requesting the change from the
department. as required under the centract, and being refused, they came to see me.

b) After receiving the departmental refusal 1 began the process of reclassification appeal.
Working the ERO, we accumulated job descriptions that closely resembled ours, b that were
CLHI classification. We also contacted employees from our work area to e witnesses at the
appeal tribunal.

c) We presented a great case at the tribunal hearing but unfortunately the hoard felt that
although we should be higher than we were we were not at the CLIN level.

5. a) An employee was placed in an unsoitable position by the C.S.C. from layoff list. He
appareatly met the minimum () reguirements for the job. To me it seemed he only met the
grade level requirement. He performed peorly in the job, even with some training.

b) Had many meetings with local president and ERO to discuss this issue.  Also met with HRD
at workplace who had consulted C.S.C. Discussed options with the emplovee and the possibility
of being put back on the layoff fist.

¢} Ne clear anticle coverage (safeguard) for employees to be fully retrained for the new

position. Employee laid off and reinstated to the layoff list.

EXECUTIVE MEMBERS AND E.R.O.7s

EFFECTIVE (52-600

1. -BACKGROUND: employer wanted 1o cul breaks from 15 minutes to 10,
-complaining if we did take a break, iron hand

situation: as steward. wem in and talked about the problem with supervisor, there are contract
issues. if you do not give us a 15 break that we are allowed by the collective agreeent, we will
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lodge a grievance. You know that we are entitled to it, we will do our best not to abuse i, you
must atlow us, and we will do our best to make sure the office is not left unmanned. because
that was his concern. We talked about it. He wasn’t very receptive at first but as we discussed
it. and we were willing to make sure that our job was being done but he had to live up to the
contract and eventually it came to an understanding.

outcome: He said fine, if you'll do it that way then I'll live up to my end. and it worked well

-addressed the issue on site
-tatked to the supervisor; bis worry was productivity
-helieve that it is in the approach of the steward; to be personable, polite yet straightforward

————mm—

2. background: NS hospital, cook was searched by security firm that was hired by the hospital
steward contacted employer, met with employer, filed a grievance and befere long had a written
apology from employer. The steward teok the imtiative, followed it right through and
successfully resolved the situation.

3. eg. employee was called up because of absenteeism and would have been disciplined. The
steward 1alked to the employee in guestion and warned him of the possible consequences. thus
resolving the situation and avoiding the suspension of the employee.

4. background: grievance in a county schoolboard where people other than bargaining unit
peaple were coming in prior to the opening in Sept. and doing work eg. teachers, volunteers,
guidance counsellors

steward put in a policy grievance so that it would stop. by all these people coming in our
members were denied the opportunity to come in and made for a lot of confusion in Sept. ihings
were not done or dore incorvectly.  Shop steward and president of the local negotiated a
setitement.  very effective

§. The same local had 2 sitvation where the member was denied vacation time. In this local
get vacation by seniority. unless there’s a valid reason why the time cannot be given to yon.
Her time was denied. It was a steward. She wrote up the first level of the grievance but it was

settled at the first level because she knew what she was doing and there was no basis for denial.

6. background: office was under renovation; wall torn out canvas up etc., concrete and brick
laying around. The steward almost to the embarrassment of other workers pushed the employer
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snder the occupational health and safety act, even though the steward was not pushed by her
members. took action, contacted the dept. of labour. The employer was quite happy letting
employees work tn dust. noise etc. steward saw wviolation of rights and acted. was not
intimidated by supervisors. did the nght thing

7. steward investigates the concern, determine whether or not i's a grievance, let me Know,
file the grievance and send me written remarks on what has happened which arc very helptol

-there have been situations where the steward has gotten involved and resolved the situation
before it got to a grievance stage. Many times the griever is i the same workplace as the
steward, and the steward knows the personalities involved, whereas 1 don't

e.g. doing something to worker, violating the contract, the steward informs them of shis and
states that if not corrected a grievance will be filed. A lot of times it can be resolved. and that's
the way it should work. Many times a grievance is just a misunderstanding between the
employee and the employer, that gets out of hand after a while.

-the first stage of any grievance is to meet with the employer informally if oot resolved, then
step 1 the written form for grievance takes place

8. background: dept of heaith, 25 employees disciplined because of their use of sick time

I initiated the grievances but didn't process them. [ set up a meeting specifically to deal
with the issue, brought all the playvers that were involved, got all the background info. arranged
for head office to have an ERO present, where we could review the letters, a lot of kgwork,
getting the paperwork done.

there's a provision in our contract for a modified workweek. Upon the reguest of 4
clerical emplovees. I acted to get a modified workweek in place .

There was a lot of work. 1 participated with them to wrile up what we thought the
principles of a modified workweek were and how it should work, did a bit of rescarch, and that
was the basis of an agreememnt that is pretty well in place. 1 met with mgi. set up meetings with
the immediate administrator. and the Health unit, had discussions, had to provide background,
advantages and had to be able to present the case. [In order te get a tes” case going we had to
prove it had advantages; reduced sick time, improved morale, increase¢ service to the public on
the days that people were weorking. had o sell the case.

Beyond that had to participate in working out hours and days for people, and the
evaluation of it. In the Pept. of Health it is in place province wide.

others: serving grievances; going and trying to resolve it by discussion before it came to any
paperwork

9. stewards bave gotten pecple full time jobs, under the collective agreement casual employees
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wauld have not known they were entitled to, and have been successful in getting the employer

to hire them full time

-they feap in at the first sign of imjustice and correct it

-just by making the initial move, starts the ball roiling

-steward handled the situation, right on the spot, avoiding grievances
-athers have broken up fights

Ineffective examples (61-64)

1. there in body only: cases where stewards have been noreffective or ineffective in their job
the grievance has gone to the third level and beea handed over to me

..............

2. iimes where stewards have misunderstood the collective agreement and started things rolling
when there was no grounds for them in the long run but 1 don’t have a problem with that
hecause the person is taking the initiative to try to do something. I wouldn’t say it's as much
ineffective as unfortunate.

3. -in some cases the stewards have told the member they didn’t have a grievance and should
go back to work and not be so petty. The person would call me and in fact it was a violation
uf the contract and indeed a grievance.

there are some stewards that feet its going to get them someplace in the workplace with the
employer although we all know that’s not the case.

4. many cccasions itraccurate information is given which meant that the individual lost their
rights under the agreement to hear their complaint heard because of the timeframe, teo late
e.g. people have been disciplined up to suspension, when it is guestionable whether the discipline
recded to go that far



