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Issued by the Honourable Mr. Justice André Montpetit,,/ |
of the Superior Court of the Province of Québec, in
respect of the Royal Commission of Inquipy into

Working Conditions in the Post Office Department.

In a report submitted today, the Honourable André Montpetit presented

his findings in respect to the Inquiry he was commissioned in September 1965

T e—

to carry out concerning the working conditions in the Post Office Department.

Comem—es o f

His terms of reference were "... to inquire into the Post Office
Department concerning grievances relating to work rules, codes of discipline -
and other conditions of employment applying to non-supervisory operating

employees, exclusive of salaries ... and keeping in mind both the welfare of \

Qemployees and efficient operation of the postal service, to report thereon

and to recommend such changes in existing practices as may be in the public
interest."

As agreed by the interested parties, two advisers were named, one
to represent the employees and one to represent the Government.

The Commission began its work on September 6th 1965. It met with
the Deputy Postmaster General and the national leaders of the Staff Organi-
zations, namely, Canadian Union of Postal Workers, Letter Carriers' Union
of Canada, and the Railway Mail Clerks Federation of Canada. It travelled
across the country from Victoria B.C. to St. John's Nfld. The Commission
received 227 exhibits and heard representations from ﬁore than 500 employees

or their representatives. The Transcript of Evidence covered 12,683 pages.
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The Commission held hearings with Postmasters and District Directors
in each locality visited and completed its hearings in May 1966, .

Detailed questionnaires were prepared for the attention of the
Departmental Headquarters so that senior officials would become fully
acquainted with the grievances presented and would be in a position to
review each problem and give a well informed opinion, bearing in mind not
only its own responsibilities and authority but also that of other agencies
such as Treasury Board, the Civil Service Commission, the Departments of
Public Works and National Health and Welfare,

During April and May 1966 the Commission held hearings with the
national leaders of the Staff Organizations and reviewed each major problem
area with Departmental Headguarters,

The Repert contains 282 recommendations and 288 pages of discus-
sinn of the many grievances submitted by the nomesupervisory operating
employees,

In his chapter on General Impressions and throughout the Report
Justice Montpetit emphasizes the need for management at all levels to enter
into consultation with its employees before making major changes, the
importance of good‘communications between employer and employee, the need
for gond human relations and the effect of morale on productivity. He points
out there must be an atmosphere of trust and mutual understanding in order
to bring about a spirit of full co-operation and mutual assistance. He also
makes it quite clear that the new concepts are not meant to deprive manage-
ment of its right to manage but rather to maintain an efficient postal service

while keeping in mind the welfare of the employees,




-3 -

The Commissioner reminds employees that they have not only rights but
also responsibilities, He mentions that some of their demands are not
reglistic,

Great importance is attached to the creation of lucal joint

tommittees of postmasters and union representatives to review working

conditions in many fields and to discuss proposed changes as they affect

each local group of employees,

The rapid expansion of our economy has created problems for the
postal service. A "mail explosion" has occurred which has created innﬁmerable
problems for management, One important factor, the flow of work, must be
analysed carefully right across the country since it affects so many
conditions of work, e.g., hours of work, evening and night shifts, week-ends
and holidays, use of casual and part-time employees; etc. The Commissioner
suggests that oufside consultants should be hired to carry out a study in
depth so as to regulate peak load periods and even out the work-flow to
permit the use of full-time employees as much as possible,

Justice Montpetit recommends that greater importance be attached
to Personnel Administration and that the responsibility should come directly
under an Assistant Deputy Postmaster General. He commends the Department
for having had a survey carried out in this field by the Civil Service
Cémmission and agrees generally with the findings of the survey which are

now being implemented by the Department,
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The Commissioner expresses surprice that little mention
was made of mechanization and automaticn by the postal clerks who will be
the first ones affected regarding job security, job classification and
seniority,

A good deal is said about the application of senicrity rights
in the Department. The rules have been set by the staff organizations
withiﬁ certain limitations laid down by the Department, Seniority is a
factor for the selection of vacation leave, preferred assignments, bidding
on work shifts or the choice of letter carriers! walks. Because of the
different methods of application of seniority rights by the three staff
organizations concerned friction exists especially regarding the trans-
fer to inside jobs of surplus railway mail clerks., The Commissioner
believes that staff organizations should give serious consideration to
extending the principle of seniority to cover gll classes within a prede=-
termined geographical area to alluw greater flexibility and rotation between
classes and between post offices. This should result in better opportunities
for on-the-job training, appraisal of staff, and promotions, which should
generate a better esprit de corps among all employees.

In its 42 chapters the Report deals with every aspect of major

importance, such as:

1. The ccde of discipline: must be amended following ccnsultaticns with
the Unicns' representatives., Fines or salary reductiocns as dis-
ciplinary measures shculd nct be allowed.
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Grievance prccedure: has not been adequate in the Department to
the surprise of the Ccmmission. Essential that it be well regulated
at all steps, including final and binding arbitration before an
independent arbitrater cor adjudicator acceptable tc¢ all ecneerned or
by a three-man bcard compcsed of a totally impartial chajirman, and
twe representatives chcsen one by the Department and the cther by
the Unions.

Appeals before the Civil S.rviece Commission: shculd be handled
differently.

Tre number ¢f pay days in a year: hope is expressed. that the
Government will finally take acticn on this matter and pay all its
emplcyees every twc weeks,

Acting pay: shculd be paid after five days instead cf 60,

Night premiums: tc remain at 15¢ for the time being but tc be paid
tc all emplcyees (except part-timers) fer all work perfcrmed
between 5 p.m. and 7 a.m., without distincticn, -

Premctions: mere cppertunities shculd be given tc a greater number
cf emplcyees,

Vacaticn leave: the Ccmmissioner has made suggestions tc remedy
the present situaticn whereby pcstal employees may wait as long
as 15 years withcut having a summer vacation with their family,

Week-end work: should be stopped wherever possible, espeeially
mail delivery on Saturday tc private homes, wicket servise where
operating costs exceed revenue, and prceessing of mail unless a
serious delay wculd cccur.

Twe mail deliveries per day: the propcsal is rejeeted because
it weuld cost the taxpayer over $15 millicn per year with only
a small mincrity receiving any real benefit frcm it.

Classes ¢f mail: shculd exclude trade samples, and lcw priority
shculd be given tc househclders, circulars and all classes cther
than first class mail.

Casual and part-time employees: toc numercus in many large post
offices; a better contrcl must be established; the same applies
tc cvertime.
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13. Environmental and physical working conditicns: strcng recommendation
is made that greater authcrity be delegated to the Department to take

care cf mincr prcblems.

ik. Pclitical activities: should be allcwed at all times, cutside wcrking
hours, Emplcyees who sc wish shculd also be given leave without pay

to run as candidates in any federal or prcvincial election.,

15. Training and develcpment: must be greatly improved.

16. Permanent personnel establishment: department must be given greater

latitude provided an adequate management and financial post-audit
system is developed.

17. Check of the letter carriers' walks: recommended that the present
system of checking letter carriers! walks be changed and that expert
checkers be emplcyed for this scle purpose and that all 7,200 walks
in Canada be reviewed.

18. Special prcblems of the railway mail clerks: the Ccmmissicner finds

the Department eminently fair in its treatment of surplus railway

mail clerks. Hcwever, the conditions of werk of the regular railway

mail clerks need tc be imprcved.,

19, The Methcds and Standards Division: is considered by the employees
as an extension c¢f the time and moticn studies, is criticized for
not consulting with emplcyees at greater length before implementing
changes. Hcwever, nc reccmmendation is made tc step these studies
since they form part of management's responsibility to imprcve
methods cf werk,

20, Observation galleries: no better methcd has been found in Canada
cr in cther countries tc¢ protect the mail during processing. The
Department states that galleries are used cnly in suspected cr
actual cases of theft and nct for the ncrmal supervision cf
employees.

21. Investigations: certain precautions shculd be taken and are
reccmmended.,

Justice Mentpetit reviews scme of the major fringe benefits,
i.e., pensicn plans, sick leave credits, lecngevity pay and surgical-

medical insurance plans. Nc¢ majer recommendation for change is made
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since these affect not only postal emplcyees but alsc all other civil
servants. These benefits seem to be as genercus or even more generous than
those fcund in industry. The Commissicner recommends that staff crgani-
zaticns dc a greater amount of research to justify their cwn reccmmendations
in order tc better understand the implications c¢f their demands.

Mr. Montpetit believes it is impcrtant that the Gevernment carry
out a therough study cn the desirability cof the Pcst Office Department
becoming an independent self supporting Crown Cerporaticn sc that it will
be in a pcsition tc discuss this matter with the Unions in the light of
all the facts and implicatiohs.

The Commissioner has hopes that the proposed legislaticn on
Staff R.laticns in the Public Service and cn emplcyment in the Publie
Service (amended from its criginal présent text) will help to improve
relations between the Department as an emplcyer and the emplcyees and
will ensure the adcpticn of better werking ccnditicns for all pestal
wcrkers.

The Commissioner in his closing remarks draws attention to
the fact that nct all the suggesticns made by the employees were acceptable
and that in meny instances he agreed with the pcsiticn of the Department
although he did nct as a rule see the need to put this in the form of
reccmmendaticns.

Justice Montpetit expressed his confidence that ways and means
will be found with the help of his recommendations, to give emplcCyees
fair and reascnable wcrking conditions while kecping the pcstal service

at its present high level of efficiency.
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TO HIS EXCELLENCY
THE GCVERNCR GENERAL IN CCUNCIL,
May It Please Your kxcellency,

The undersigned begs to submit to Your kxcellency the
Report of the Royal Commission of Inquiry into Working Conditions

in the Post Office Department.

Respectfully submitted,
s dne® Lt v it AZ

Commissioner

This fourteenth day of September,

One thousand nine hundred and sixty-six
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ORDER IN COUNCIL

P.C, 1965-1590

Certified to be a true copy of a Minute of a Meeting of the Committee of the
Privy Council, approved by His Excellency the Govermor General on the lst
September 1965,

The Committee of the Privy Council, on the recommendation of the
Postmaster General, advise that Mr. Justice Andre Montpetit, Montreal,
Quebec, be appointed a Commissioner under Part I of the Inquiries Act to
inquire into the Post Office Department concerning grievances relating to
work rules, codes of discipline and other conditions of employment applying
to non-supervisory operating employees, exclusive of salaries; in doing so,
to consult with officers of the Department and of organizations representing
employees; and, keeping in mind both the welfare of employees and the efficient
operation of the postal service, to report thereon and to recommend such
changes in existing practices as may be in the public interest,

The Committee further advise:

1. that the Commissioner be authorized to exercise all the powers
conferred upon him by section 11 of the Inquiries Act;

2., that the Commissioner adopt such procedures and methods as he may
from time to time deem expedient for the proper conduct of the
inquiry and sit at such times and at such places as he may decide
from time to time;

3. that the Commissioner be authorized to engage the services of such
counsel, staff and technical advisers as he may require at rates
of remuneration and reimbursement approved by the Treasury Board; and

4, that the Commissioner report to the Governor in Council with all
reasonable despatch, and file with the Dominion Archivist the papers

and records of the Commission as soon as reascnably may be after the
conclusion of the inquiry,

R. G. Robertson,

Clerk of the Privy Counecil,



TABLE OF CONTENTS

Inbroduction .veiieerereorereeserecestsnsnsoncescacrocaccasecanssnsne
FOoreword sececseeoeeeeececeaccnesseosssoecesscsccocaccncococacnncoossas
PART I - THE POST OFFICE DEPARTMENT AND ITS EMPLOYEES ..veeecccccoccccoscss
. Explanatory Note .......;.................... ..... Cecssasssecenetacans
Chapter 1. - The Post Office Department - Field Operating Services ...
Chapter 2, = Non-supervisory Operating EmPloyees ..escsecocscosccscoss

1. Postal WOorkers ceceecocececosssseosenscsssssssvococcscsoconns

Postal Clerks seecesscesscsesccccessancesorscecasocssoscns

. mil Desmtchers 00000800000 00000008 0000000000 0000000000800080

&S‘ Postal Chaﬁfféurs .................................;......
2. Letter Carriers cceeccscecscececscecsscossescsccceososnnncase

3. Supervisory Letter Carriers Cecesssecnscierasscortsncecssaces

L, Railway Mail Clerks eeccescecscescsscssocscesssocasccncassnce

Chapter 3, - The S?aff Organizations G0 tesccorsseresstscocscsnsosccnse

PART II - GENERAL IMPRESSIONS ..............................;..............

Chapter 4. — General IMPresSiONS cesesecececscocscococosocosaroserocee

PART III - COMMON PROBLEMS OF A GENERAL NATURE .veeenevnneonsoonnonnconnes

Chapter 5. - Collective Bargaining ececeececeecosccescescasooosscscceeses

Chapter 6., = Consultation seeeeececcescesecosoroacacscssoasoocssososs

Chapter 7, - Delegation of AULhOIritY ceeececcceecrecccocscocsoscecesee

mil lhndlers 0500800000 00000006°00000000°500 0000000000000 0008

Page

© F w m O

10
10
1l
11

11
12
12
13
15
17
27
29
35



Chapter
1.
2.
3.
Le
5.
6.
Chapter
Chapter
1.
2.
3.
be
5e
6.
Chapter
1.
2,
3.
be
5.
Chapter
Chapter
1.
2.
3.
'

8, = MANPOWET ce.0c0ss00cesssccocsscossoscsscssscssevccscssscvse
Establishments and controls ..scesesceccsccsassccscsccssccvasccces
Staffing and turnover ..cesceecvrsvsescccccecscscsosscorssccoccce
Part-time employees .seeecseosescscessscscnrcossscrscsssscscocse
Casual emplOYEEeS ,ceccosocesssccscecessesovrsorsscsscsocvsccnces
CHriStmas HELD seeeesessssesssssaserensnscossssssssssssansasons
Special manning problems ceeecesesesscscscvvercocscscscssecsece

9, - Classification of Positions ...ecsveecveccscoccscsccscsnccecs

10, - The Work WeeK cececessossscsscocrcscscasscccovocscscncnccces
Hours of work and shift schedules seseeccccccscecccnssoscocccnne
Week=eNnd WOTK eseevescscoccsccseccssscsossscosssccssncocacosccse
Overtime in general c.cccceccsesccsccecssssccsscoscscsccsconone
Meal hOUX'S seevvsossosscscscssscsssssssoscosssssscscscosooscococes
Coffee breaks .;...............................................
Wash=up time ececesesccscccsscsccocscsccnosccrscscncsorccvscrccscs

11, - Pay and ALlOWANCES secescovscocscrsosassscoscccncscnnsncocs
Pay CheQUES seeeeacescccescscsrsosssasscsocecscescascscceconsce
ACting PAY ceecvssossssccocsesceessessccssccocccncnsssoscssscoce
Night differential cceceoecocccccsescccscscscscccesscrcscoccosnse
Boot allowance ........................;.......................
Clothing eececescossccoscscsscscssssccasescsscsssscscoscscccsos

12, = Seniority eceecececessssccccccccescsssssccccccccccerocossos

13, = LEAVE ceecooscccscocoscsssssoseccococsesssosssccsccssosonoce
Vacation leave ......................;.........................
Sick 1EAVE seescesocesecossssssccasssscsosacccsscssosccccsososcas
Special leave with Pay cececescscseccccctsccsccranccacscccsscse

Leave Without pay 00000000000 000000080000000000006000000008000000

Page
Ll
L
48
50
55
59
61
63
68
68
h
78
80
84
85
86
86
88
90
92
b
99

105

105

110

112

114



Chapter
Chapter
Chapter
Chapter
Chapter
Chapter
Chapter
Chapter
Chapter
Chapter
Chapter

1.

2.
3.
L.

5e
6.
7.

15.
16.
17.
18.
19.
20.
2.
22,
23.

2.

- Proficiency Examinations scecesccccccsccccscessccccssscens
- Competitions and Promotions .eecescreocccececccocsrsccsnse
=~ Discipline seseesssscvoscscosscnsssssscasescssccsscascnnnce
~ Grievance Procedure .cescescecocesceccesccssersscescescoce
- Appeals to the Civil Service Commission .c.ecescecoceccscee
- Investigations cesesssesssssssesessssesessesneaseneseseees
- Observation Galleries essisceccosesscsscesssceccscccssscccese
- Political Activities ......................;........;.....
- Training and Development Cecesessesescacsssecssscssssstsae
- Directives and Instructions .ececececccccescrscsccacccnces

- Environmental and Physical Working Conditions ..cecccececes

General .l'...l.......l...Ooi.l..locu.nnu0.00.-.’..000..u...0.0.

Standards of environmental and physical working conditions .
The implementation of standards c.cceecececcecssccacssccecss

The division of authority and responsibilities s.cecececcese

Accidents ccecesecscscssccccssnssssssssecoscccncecoccssvssoscnsoe

Safety PrografS ccesescsssvecscssoccscsocsoccsrencosrsovscosccsonsone

First aid and medical facilities seecececcesscccsecocscscscsnss

First aid scceecccccccscocsvseccssccososvsccascsccossccesccnnse

Medical faCilities 0..0..0l.lo.lo.o.t'.....coa..-ooooo....o.'

FIJIIipment al’ld Supplies o.ocoocoocoa.ooa-oooa‘.ooooooogocooooooo.

DU.St .CI..O....I.......ac.to.....‘..c..-o;-.0..;000..00.0....0..

Construction of post offices, air-conditioning and lighting ...

Construction of post OfficeS cceccvvcccocoscsecsecsssccsncsse
Air—conditioning 0000000000000 000000000000000000000000000000

Lighting u.o.o..oo..oooco.o0.nooo0000-000:0000000'000.0.0.0..

Page
115
118
129
134
138
142
1,
146
149
156
162
162
163
165
166
167
170
173
173
174
176
181
183
183
184
185



8.
9.
10.

Transmr‘tation e 00 CO00P00200000 000000000600 000000000s8006000200
Parkirg ..Cl...........ll..l......."...l...'.O.'......‘."l.

&nokirlg €000 0000000000000 00000000 002000000000 0000c0000R00S

Chapter 25, = Preferred Assignment fOr CaUSe .eeeee-scecesscecococosos

Chapter 26. -~ Some mjor Fringe Benefits 40000 0s0000 00000000000 000005

1.
2.
3.
4.

Superannuation and death benefit Plans seeeeecerccscececesces
Accumulated sick leave credits sessecccceccessocscnsosncrcose
Iprlgevity pay '.......C...'.....‘.O...'Il......'I.C......'...

Surgical-medical insSurance PlaNs sesecesecscscecocscssososcss

PART IV - PROBLEMS CF PARTICULAR INTEREST TO POSTAL CLERKS seeececccoceeves

Cmpter 27. -Wicket Clerks 00 0020000000008 0000 0000000000000 000008°e0000

Chaptvel‘ 28. - Guararltee Fmd G0 082000000 000000 00000000000 s0000000000008

PART V - PROBLEMS OF PARTICULAR INTEREST TO LETTER CARRIERS 4eeccccocosscees

Chapter 29. -walks and Checks 9 00000 0EP SO0 P00 0L2I0000C00C0CRCOROOORDRRTOIS

Chapter 30. - mil SOI'ting S8 8000000000000 00000000 0000000000000 00008000

Chapter 3. - Delivery of Mail $80000000000000000000000000c00c00000000

1.

2,

3.
L
5
6.
7.

Maximum Weight cesecscoeceveocscscncoccossncncocsscsscecncsee
Relay DOXES seessocosecssesccssscocscnsocsssessacsncecscacecss
Number of relay bOXeS ceeecececccscsescosscscocssscanncans
Transportation of mail to relay DOXEB seecvececscosccccoss
SNOW Clearing sseecesesscesccocscscocscncocorscsonsscassse
Rates .......................................;...............
Parcel POBL ceeesccscocescscecccccoccvsccoscoscsracscanscsaone
Second and third class MBIl seeeeeccossvecosccocscscerasoscocas
Two deliveries a day Seset0s0crencatesrrsienscosecscecesscens

Changes of address o.ocoo.oto.oo.-.o...oooon;o-ooaoo_oo-o--o'o

Page
185
189
191
193
195
196
204
206
209
211
213
219
223
225
230
233
233
234
234
234
235
236
238
238
240




'\

8.

9.

Chapter
Chapter
Chapter

Chapter

Page

Interpretation of regulations .eeececccoccssccscocssasceccece 24l
Address 18DElS seeeveccoaccssssssesssonssscsacscscosasnass 242
Mail to Moccupant! ceceecsesesccssacesssscesccsosscscccnss 242
Apartment buildinés sectesiosestsossssssesesascsssaesceneee 243
MisScellaneouUS eevecssccscacsossscsssccscascossccccasosccasesce 243
Suspension of delivery notification CArd sevecsssrecosenes 243
ENQUITi€s seceescecessssscscssesoasorsoscosoceasscnncooaee 2l

Classification of Mail eeeecesesosscectcscccscacnnacascoes 24y

32. milmohiles le.o.C.-.on."o..o..‘t...0000'!000..0.000.0. 21-&5
33.
34.

35.

Cvertime for Letter CAITLEIS secvscocscscosonceascssaces 248

Dogs ..;.l...l...l...........0........l.“.'.....l...... 252

Seasonal Changes of UnifOrm sececesesccasscosscrocscscces 254

PART VI - PROBLEMS OF PARTICULAR INTEREST TC RAILWAY MAIL CLERKS ,eeecsceee 255

Chapter
Chapter
1.
2.
Chapter
1.
2

Chapter

36, = JOb Security sececececseacocecocccscocoscssscocscscesesse 257
37. - Hours of Work and Overtime se.ececscocecocecacscocccscee 259
Hours of WOrK cececesecacecoessccscscscsscoscecscsccscssocssae 209
OVErtimMe cecesscoccoccssssssocessnscsssssasssasassssasssssssee 201
38, - Mileage Allowance and Layover Tile cececececasecscscocss 26L
Mileage 8llOWANCE covesecocesscssacesssscocasassansnsessseces 204
Layover tiMe .eeeeecocasccococssossscsosscssssssasssasssocses 205

39. - Dead-heading 0O S0 00 CP 000000 00 CPitreeRe00e000CPRPSROIOIBOIROOIEEES 268

PART VII‘-mm SPECIAL PM)BIMS AR NN NNNNRNNE NN NN NN NN NN N NN NN NN NN NEN RN 271

Chapter
Chapter
Chapter

Closing

hoo - Public Re:l.ations 9000000000000 000000000008000000c0000000 0 273
l{lo - MethOdS and St&ndards 00600000 000000000s0cs00000 00000000 2710

1&2. - Personnel Administration eececceccececvesvescecssscecscscos 278

Remarks [XXXEXEXEENE RN NN N NN NE R NN NN NN NN NN NN NN NN NN RN NENENENENESENN] 287



Page
Appendices 0.....00'....ltll...'............0...l...'l.....l..‘...l.l. 289

A. List of places and dates of the hearings
of the Commission and of briefs submitted ....veveeecececoss 291

B, National Headquarters - Functional Chart .....ececececcssecccss 298
C. District Organization Chart ...cceeeeveecccscscscocccococsnes 299
D, Post offices grades 17, 18 and 19 - Organization Chart ...... 300
E. Post offices grade 16 - Organization Ch8rt .eeececececesccecss 301
F. List of staff post offices grades 14 to 19 inclusive .seceees 302

G. Table of wages and salaries for non-supervisory _
operating classes ® 00000 CROCERTEECOIOBLOO0CI0CEDNIOOOCROOEORBOSOROOISTIEBOEYS 303

H. Position Guide - Assistant Deputy Postmaster General -
Personnel Administration 00000000 OSIOCIPPLIIIRBILOENECOIOSOINOOPODROONOIOTOSPES 30h

I. Position Guide - Director, Staffing ¢000ceresscestoscecrosrnee 306
J. Position Guide - Director of Personnel Classification .ecese. 309

K. Position Guide - Director, Programme Co-ordination
and E‘anloyee services [ A A RN E N NNENENE NN RN NN RN NN NN NN NNE 311

L. Position Guide ~ Director, Staff Relations .seeceseecscescscee 313

M. Position Guide ~ Chief, Personnel Administration -
Major POSt Offices 8 PO OO 000000 0PI OGP POsBL00QPO00cR000008 315

N. Position Guide - District Personnel Administrator ...eccceees. 317
O. Chart of Present Organization - Personnel Branch .eceesceecses 320
P, Chart of Proposed Organization - Personnel Branch seeceeccess 321

Q. Geographic distribution of employees in the
Post Office Department -~ as of March 31, 1966 cececececoocess 322

List of Recommendations o.-oo.-o.o.oo.-ocoooo-oaoo-‘cooooo-c-ol-on-o-o-o 323

Alphabetical Index 00 0000000000000 00000000000006006006000000 0000060000000 357




Al

INTRODUCTION




A=

INTRODUCTION

At the time of the settlement of the strike in the latter part of
July 1965, which.had interrupted postal service at many locations in Canada, the
Canadian Postal Employees' Association (now known as the Canadian Union of Postal
Workers), the Federated Association of Letter Carriers (now known as the Letter
Carriers! Union of Canada) and the Canadian Railway Mail Clerks' Federation
requested an inquiry into the working conditions of postal employees,

The Government agreed with this request,

On the first of September 1965, on the recommendation of the Committee
of the Privy Council, His Excellency the Governor General approved Order in
Council P.C. 1965-1590 quoted at the beginning of this Report.

A‘few remarks are necessary concerning this Ordér in Council,

(1) When this Order was approved the matter of adjustment of salary:
rates for postal service employees was resolved for the moment.

| Evidently for this reason the Committee of the Privy Council decided not
to give the Commissioner any jurisdiction over the question of salaries as such,

(2) Apart from this restriction, it seemed evident to the Commissioner
that the reference made in the Order in Council to "other conditions of employ-
ment applying to non-supervisory operating employeeg" was specific enough to
include those conditions which. could have financial or budgetary implications,

The Commissioner therefore, considered them within his sphere of
authority. He believed not only »that he had the right to study these pr§blems
but also that it was his _duf.y to do. so, Furthermore, he did not believe it |
appropriate to take into consideration subtle distinctions between "conditions

of employment® and "working conditions", He accepted these words as synonymous,
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(3) Another restriction became evident immediately, a restriction
which was bound to affect the nature of the report requix_'ed of the Commissioner,

The Order in Council clearly stated that the inquiry should deal with
grievances",

This Report will therefore, not contain remarks or observations on all
working conditions of postal employees, but solely on grievances presented at
the hearings.

(L) The expression "non-supervisory operating employees™ covers, on
the whole, all postal employees who, while under the control of their immediate
supervisors, have an active part in the receipt, handling, conveyance and
delivery of mail.-lj

(5) Finally, the Commissioner believed that "the efficient operation
of the postal service" has to be considered keeping in mind both "the public
interest” and the "welfare of emp_loyees".

In his opinion, the _public, while expecting a prompt, efficient and
reliable postal service throughout the country, would‘not want this to be done
at the expense of the postal employees,

Before the selection and appointment of the Commissioner, it had been
agreed that while he alone would assume responsibility for the Report, he would
be assisted in the performance of his duties by two advisers, one appointed by
the Government and the other by the three staff organizations mentioned above,

| Mr, Paul A. Faguy, at the time Director General of the Emergency
Measures Organization, and Mr.l Roméo Maione, then Assistant Director of Inter-~
national Affairs of the Canadian Labour Congress and now with the United Steel-

workers of America, (Toronto) were appointed.

1/ Additional information on the composition and duties of these employees will
be found in Chapter 2 of this Report.
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The Commissioner would be remiss in not saying here and now how much
he appreciated the unfailing help received from lﬁs advisers,

We worked together as a team and they both played a very active role
in the inquiry. They always displayed sincerity and impartiality and the Com-
missioner profited greatly from their opinions, advice and experience,

Our most sincere thanks and gratitude to both of them.

The Commission began its work on September 6, 1965.

After a few preliminary meetings with the Deputy Postmaster General and

a number of national officers of the staff organizations concerned, we travelled
across the country and listened to all the representatives of the local branches
of these organigations who wished to be heard,

In every town visited, we took the opportunity to meet the District
Directors and the Postmasters of the area to discuss some of the problems or
grievances submitted, S e

This part of the Commission's inquiry was concluded on March 18, 1966.l'/

This procedure enabled the largest possible number of employees to
state their points of view through their representatives or;delegates.g/

However, it also gave rise to a problem: if several .of the complaints
made were similar or related, the remedial action suggested differed sometimes
from one district or locality to another,

During the most recent meetings the Commission held with the national
officers of the staff organizations,y we attempted to obtain a_.firm statement

of their position wherever there were differences of opinien.-- .

y Appendix A lists the localities where the Commission held hearings, and the
" branches of the staff organizations which made presentations and of the
briefs received,

g/ More than 500 employees appeared before the Commission and the Transcript
of the Bvidence takes up more than 12,500 pages.

April 12, 13, 14, 1966.

N



We were not completely successfull

To ensure a complete study of all aspects of the problems, the Commission
sent the departmental headquarters detailed questionnaires covering 65 different
problem areas. This gave the Department time to reflect on each major problem and
consult within the Department or with the control agencies. This technique was
found, by all concerned, to be most useful,

During the weeks of March 28, April 18, May 9 and 16, the Commission,
having received written replies to the questionnaires, reviewed all these subject
matters with departmental headquarters,

Departmental headquarters stated its viewpoint openly and without the
least bit of reticence on the significant problems raised by the employees, From
time to .time, as expected, it had to take into consideration that in the govern-
ment hierarchy some policies and solutions are not within the control of the Post
Office Department but rest with Parliament, the Cabinet, Treasury Board, the
Civil Service Commission or even with another depart.ment.y

The Commission then scrutinigzed all briefs, evidence, exhibits and
information obtained. Here again it was a team effort.

The Commissioner and his two advisers analysed the viewpoints of all
concerned in complete freedom. The advisers took a definite stand on each problem
and. informed the Commissioner accordingly as was their duty to do so.

As mentioned earlier, thie Report must not be interpreted as reflecting
the opinions either of Mr. Faguy or of Mr. Maione,

The Commission considered carefully the desirability of hiring outside

consultants to help in arriving at more specific and detailed recommendations.

I_L,/ The Commission discusses this aspect in greater detail in Chapter 4,
"General Impressions”,
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It rejected this possibility because it became convinced that its role was to
give an outline of the basic principles which, it believed, should be adopted
by the Department, which should then see to their application in accordance
with the most effective procedures.

At this point, the Commissioner would like to make two points quite
clear.

(1) In some quarters, the Coomission was criticized for having held
private meetings and having sat in camera,

This decision was not unilateral but was taken with the consent of the
interested parties, i.e., the national officers of the staff organizations, the
Deputy Postmaster General and the Commission itself,

As the inquiry progressed, this stand proved to be both wise and use-
ful. In order to carry out successfully an inquiry such as this, unique in its
nature, the Commission had to let_each person express himself in his own way,

It was a golden opportunity to "get it off one's chest",

This certainly would not have been the case if every statement and
remark had been written up in a newspaper or broadcast on the radic or television,
One had to keep in mind that certaln working corditions could involve individuals,
On many occasions this was the case. |

Some were surprised that the Commissioner allowed employees to present
grievances or make suggestions which exceeded the Commissioner's mandate,

The latter readily admits that such was the case, but in turn is sur-
prised that this attitude was questioned. After all, an inquiry is not a trial,

The Commissioner did not believe it to be his duty, while listening to
the remarks and demands of all types of employees, to raise objections on his own

authority and then settle the matters himself., .He assumed that people would trust



him enough to know that, in his recommendations, he would confine himself strictly
to the terms of reference of the Order in Council while allowing himself to make
a few comments on questions exceeding lis jurisdiction,

(2) The second clarificatio:i deals with quite a different matter,

During an interview with the Deputy Pestmaster General, in September 1965,
the latter stated that the Department 1ad undertaken in recent months, or would
soon undertake, a review of a number ¢l specific problems affecting working con-
ditions of employees. This review might, within a short periocd, mean modifications
or changes to which the employees would probably react favourably.

We discussed, among other tlings, the implementation of new policies
dealing with examinations, discipline and the grievance procedure,

The Commission enthusiastici.illy welcomed these proposals and fully sup-
perted, beforehand, the adoption of aiy reform which would result in the improve-
ment of the employees! working conditlons.

Consequently, in several chapters of this Report, reference will be made
to these new policies which are prompted by a firm resolution of the Department to
improve its management practices in ¢1l pessible fields., We leave it to others te
decide whether or not the work done ind the discussions held have influenced
departmental headquarters in making ‘urther progress along these lines,

Before closing this intredictien the Commissicner wishes to thank
especially Mrs., Helen Roney, the Comaission's secretary, for her zeal, devetien
and kindness, and Mr, William J. Parcer, whese services were made available by
the Department of National Defence and whose studies, research, and work greatly
facilitated the Commission's task.

In these acknowledgments v'e must mention the Royal Commission on Health

Services in whose of fices the Commi::isioner and his advisers worked for ever
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twelve months and its staff who, under the direction of Mrs, Jessie Armstrong,
have been most helpful. We must also mention Mrs, Suzanne Richard who acted
as my private secretary.

The Commission was well received wherever it went and was always
treated with great consideration. We could always rely on the unfailing co-
operation and assistance of the representatives of the staff organizations
concerned, of the Pest Office administrative staff at all levels, and alse

of officers belonging to other departments, commissions and boards.
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Near the end of April and during the month of May 1966, the Government
tabled four Bills, The first one in particular is of paramount importance to
postal employees and all civil servants,

We are referring to Bills C-170 ("Public Service Staff Relations Act"),
C-181 ("Public Service Bmployment Act"), C-182 ("An Act to amend the Financial
Administration Act ") and S~35 ("Canada Labour (Safety) Code").

We obviously cannot ignore these Bills, On the other hand, at this
time, we must admit openly that these Bills leave us rather perplexed.

It is very unlikely that they will be adopted as submitted. As we
all know, Parliament entrusted a parliamentary committee with the preliminary
study of these Bills. This committee is inviting staff organizations and
employees! unions to appear, It is more than probable that having heard these
groups and the appropriate government agencies, the committee will submit
recommendations, some of which will mean amendments to the proposed Bills,

We cannot foresee the nature and extent of these amendments and since
we do not wish to delay the presentation of our Report unduly, we have decided

to refer to these Bills in our Report in their present form.

This approach will mean that the reader must be on his guard., Maybe
some of our remarks may prove unnecessary or even erroneous because of amendments
accepted before the final adoption of these Bills, We have no choice in the matter,
Whatever happens, these new Acts will inevitably change the background
and atmosphére of staff relations in the public service in general and in the Post
Office Department in particular. We not only stress this sevex;a.l times in the
Report but also submit recommendations which perhaps Parliament will be good

enough to consider,



PART 1

THE POST OFFICE DEPARTMENT

AND ITS EMPLOYEES




PART I

EXPLANATORY NOTE

For a clear understanding of this Report and of the accompanying recom-
mendations, but without losing sight of the limited scope of the Commission's
mandate, Chapter 1 is devoted to a brief summary of the framework and structure
of the field operating services which the Départment has set up across the country
to meet its commitments.

Chapter 2 deals with the duties of the non-supervisory operating staff
inside this framework and structure. There again we shall not go into detail
since ip other pgrts of the Report we shall have to discuss many special aspects
of the work of these employees. ‘

Chapter 3 says something about the different organizations to which

employees belong.



CH\PTER 1

THE POST CfFICE DEPARTMENT

FIELD OPIRATING SERVICES

-

Section 3 of the Post Office Actl/ reads as follows:

"There shall be a department of the Government of Canada called the Post
Office Department, with headqui.rters at Ottawa, over which the Postmaster
General appointed by commissior under the Great Seal of Canada shall preside."

Section 4 adds:

"(1) The Governor in Council nay appoint an officer called the Deputy
Postmaster General, who is the deputy head of the Department and holds
office during pleasure,

(2) Such other officers, clerks and employees as are necessary for the
proper conduct of the business of the Department shall be appointed or
employed in the manner authorized by law."

Sections 5 and 6 deal re:pectively with the powers of the Postmaster
General to administer, superintend and manage the Canada Post Office and with the
regulations he may make for its efﬁicient.operation as well as for carrying the
purposes and provisions of the Act into effect.g/

Thus, -- and we could no. express it any better in so few words, —-

"The operations of the Post Cffice are many and varied -- forwarding
personal and business corresyondence, distributing information, transport-
ing goods, facilitating financial settlements, widespread distribution of
advertising and promotional naterial, and other services. These familiar
tasks, woven into the fabric of our daily existence, affect local 1life,
social interests and business opesrations in every neighbourhood. The
Post Office, in performing ttem, is more than a vast public utility. It
is a unifying force throughov.t the country.”

R.S., 1952, c. 212, as amender..
In other parts of the Report -re shall quote from these two sections.

The Royal Commission on Goveriment Organization, Volume 3, Report 17,
The Post Office, Ottawa: Queei's Printer, 1962, p. 309.

AN N
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To fulfil its responsibilities the Department has set up an internal
and field organization well ‘structured at the centrall/ as well as at the districtg/
and local levels.é/

First, let us look at the field operating services to which the non-
supervisory operating staff belong,

These services are under the immediate control of the Assistant Deputy
Postmaster General who "Conducts the normal field operation of the postal service
to the Public".

He is "Responsible for the formulation of policies, procedures and
regulations pertaining to the establishment, management, operation, maintenance
and closing of Post Offices, Postal Stations, Postal Agencies, Sub Post Offices
and Postal Routes",

He also has the responsibility to "Ensure that postal authorities in
the field operate within these policies, procedures and regulations and that
assistance is provided when requiréd“.g/

Hs principal assistant in this field is the director of postal service,

Together, with the help of various superintendents, they assume responsi-
bility for services such as "Service Requirements", "Delivery Requirements",

"Methods and Standards", "Quality Control", "Organization and Establishment", etc.

See Appendix B,
See Appendix C,
See Appendices D and E.

Canada Post Office, Personnel Manual, Vol. 2, "Organization",

RERrRRYE

See Appendix B,
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The Department has divided the country into 14 districts, four in the

Province of Ontario, two in each of the Provinces of Quebec and Alberta and six

Yy

Heading each district is a director responsible for the management

in the seven remaining provinces.

and operation of the postal service in the area under his jurisdiction, He
must operate within departmental policies, directives and regulations.
| He directs all activities relating to the handling of mail and its

transportation. He develops certain practices and procedures or submits
proposals for changes in policies to Headquarters. He manages the supporting
services such as administration, investigations, personnel and public relations.

In other words, the director develops and maintains the necessary
controls over all aspects of the postal service in his district.

A director has several immediate assistants at the district headquarters,

In each district there are a number of staff post offices, postal stations,
semi-staff post offices, revenue post offices, sub post offices,

The staff post offices are the most important, There are approximately
375 in Canada, divided into 11 grades (grades 9 to 19) according to the work load,
the postal revenue, the requirements of the postal service, etc,

Each of these post offices is headed by a postmaster who, except in
the case of staff post offices grades 19, 18 and 17, reports to the district

74

director,

1/ The Province of Prince Edward Island is included in the New Brunswick district.
2/ See Appendix C.

2/ Five cities amongst the staff post offices enjoy a special status, These are
Montreal and Toronto (grade 19), Vancouver (grade 18), Winnipeg and Ottawa
(grade 17).

These post offices do not come under the jurisdiction of the district
director of their areas., Each one is autonomous and is managed by a post-
master who reports directly to the Assistant Deputy Postmaster General.

This postmaster has also immediate assistants who work at the main city
post office. See Appendix D,



The Semi-staff Post Offices number approximately 1,400. They are
classified into groups (31 to 34 inclusive) determined by the volume of work
and, to some extent, revenue, These are also managed by a Postmaster.

Revenue Post Offices are those where the revenue does not normally
exceed $3,000 per year. They make up groups 1 to 30 inclusive. There are
about 6,655 of them. The postmasters of these post offices are appointed in
accordance with the provisions of the Post Office Act and their salaries
depend on thé revenues of these post offices,

The person in charge of a Sub Post Office usually operates another
business at the same time. S?b Post Offices are considered to be branches of
a main Post Office and there are about 2,249 of them. The Postmaster General
appoints the person in charge; who is often called a "Sub Postmaster!, He
is paid a commission out of postal revenue.

The employees of Revenue and Sub Post Offices are hired and paid

by the person for whom they work. They are not part of the non-supervisory

operating staff dealt with in this Report.

This short summary would be incomplete if we did not point out that
in certain areas of the country the Department still operatés railway post
offices. This service is performed by railway mail clerks who belong to the
group with which we are concerned.

Besides the field operating services it should be noted, because
it will be referred to several times, that the Department ﬁas a pefsonnel
service managed by a director who reports directly to the Deputy Post.-

master General,
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This directorate is divided into various sections such as "Employment",
nStaff Development and Training", "Headquarters Personnel Office" and "Pay and
Benefits“.l/

These few remarks are sufficient to illustrate to what extent the
Post Office Department, under existing circumstances, has had to be set up

like a large business concern with offices or branches scattered throughout

the country.
Therefore, the Post Office, as a Department, has truly a special

status which explains to a high degree the problems referred to our Commission.

1/ See Appendix B, and the Canada Post Office, Personnel Manual, Vol. 2,
"Organization".




CHAPTER 2

NON-SUPERVISORY OPERATING EMPLCYEES

A number of classes of employees are included in this category,

(1) There are the postal clerks, Under this general term, we group
postal clerks 1 and 2, mail despatchers, mail handlers and postal chauffeurs.,
These employees together nﬁmber approximately 12,200.

(2) There is the letter carrier group which, including supervisory
letter carriers,l/ totals approximately 10,400,

These postal clerks and letter carriers work in staff post offices.g/

(3) Railway mail clerks 1, 2, 3, 4 and 5 still carrying out postal
service in railway post offices number approximately 350,

(4) There are some 129 maintenance workers and 3,100 part-time
employees who, in staff post offices, carry out some of the duties of postal
clerks or sometimes of letter carriers,

Therefore, in the field operating services these non-supervisory '
operating employees make up a staff of more then 26,150 people.

(5) To this total must be added the so-called "casual" employees who
work in staff post offices as postal clerks or letter carriers and whose number
varies from month to month and reaches apprqximately 1,000,

All of these non-supervisory operating employees are of course governed

by the Post Office Act but only the postal clerks, letter carriers, railway mail

1/ Hereafter, unless otherwise indicated, we shall not specify that the term
"Letter Carriers” includes "Supervisory Letter Carriers",

2/ 65% work in post offices, grades 14 to 19. See Appendix F.
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clerks and maintenance employees are civil servants, coming under the provisions ‘

of the Civil Service Act.

Likewise, only the above-mentioned categories, as well as part-time
employees, are considered as being in the regular employment of the Department on
a permanent basis.l/

Briefly, the duties of postal clerks, letter carriers and railway mail

clerks, and the main qualifications required to perform the duties, are as follows:

l. Postal Workers _ !

Postal Clerks

2/
Postal clerks receive, sort and forward the mail. As required, they

handle mail bags.

Sorﬁing and forwarding duties reQuife special knowledge on the part of
the postal clerk., He has to memorize a great many mail destination points. Most
of this knowledge must be on an instant recall basis because he is expected to work
at such a speed that he does not really have time to ponder or refer to the printed
information made available to him.

Some postal clerks work as wicket clerks. They are in daily contact with
the public. They carry out various finahcial transactions with which they must be

familiar and for which they are accountable.

l/ The problems raised by postal clerks and letter carriers concerning part-time
and casual employees are considered in the Report.

g/ The word "mail"™ as used here and subsequently must be understood in an extremely
broad sense. Thus, it includes all categories of letters, packages or parcels
of various dimensions, newspapers, periodicals, magazines, pamphlets, folders,
and even circulars and samples.

2/ The distinctions made by the Department between the duties of postal clerks 1l ’ 1
and 2 are discussed in Chapter 9.
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Mail Despatchers

A

Mail despatchers are responsible for the loading of mail bags in their
proper sequence and in accordance with a schedule drawn up for the forwarding of
mail bags by a direct or indirect route. They also look after the unloading of
these bags. They must have a thorough knowledge of distribution and know something
about timetables and points of connection. They normally supervise staffs of
different sizes. They maintain records and write reports.

Majl Handlers

Mail handlers help despatchers load and unload mail bags. In sections
other than the despatching section, they receive, open and empty bags. They move
mail trollies and binnies. When required, they perform what the Department calls
"simple" sorting duties.

Postal Chauffeurs

V4
Postal chauffeurs operate post office vehicles., They load and unload

them. They deliver mail, particularly parcels of certain dimensions which are
not carried by letter carriers. Postal chauffeurs place mail in the relay boxes

along letter carrier routes and make letter box collections.

2. Letter Carriers

Before starting.out on their walks letter carriers prepare mail for
delivery according to the line of travel indicated. This requires them to handle
mail bags, to sort the mail into a case by placing it in order of delivery, to
bundle and tie it, to list registered items and to take out, before leaving, the
C.0.D.'s and shortpaid mail. They must then deliver their mail from door to door,

obtain if necessary receipts or collect the amounts due according to the

;/ There remain only 36 full-time postal chauffeurs. The Department now makes
use of the services of independent contractors who have their own employees.,
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nature of the mail. They are accountable on a daily basis for this mail.

3. Supervisory Letter Carriers

Supervisory letter carriers replace letter carriers on their rotation
days off or replace those on annual, sick or special leave. As required, they
check letter carrier walks and write reports accordingly. Sometimes they super-
vise a group of letter carriers or.assist with the training of inexperienced
employees.,

In their daily work, postal clerks and letter carriers come under the
supervision and immediate orders of postal officers 1, 2 or 3 who, one might say,

are their foremen,

L. Rajlway Mail Clerks

Generally speaking and without making any distinctions with regards to
classification grades 1, 2, 3, 4 and 5, railway mail clerks load and unload mail
bags and carry them betwéen the storage and the postal trucks. In the railway
post offices they open and dump bags, cancel, sort and tie up the mail according
to one or more procedures. They distribute all or part of this mail along the
route. At the railway stations they take possession of other incoming mail and
give it the same treatment so as to be able to deliver it to in-between points en
route or at the terminals. They keep records of mail received and forwarded.

From this summary we conclude that the non-supervisory operating employees
of the Post Office Department, except for mail handlers who do not sort mail, carry

out work which may be classed as semi-skilled and which it is difficult to compare

with any other work in the civil service, industry or business.
This conclusion will become even more obvious as we discuss the condi-

v

tions under which these employees carry out their daily work.

l/ See Appendix G for a table of salary rates and scales of these embloyees as of
the 1lst August, 1965.




CHAPTER 3

THE STAFF CRGANIZATICNS

The vast majority of postal employees referred to in the preceding
chapter belong to unions. However, they do not all belong to the same staff
organization.

Thus, usually, most of the postal clerks in Staff Post Offices and some
assistants in Semi-staff Post Offices are members of the Canadian Union of Postal
Workers.

As of June 1966, this Union had a membership of 11,400, or approximate-
ly 93% of the potential membership. These members are divided into 520 separate
locals.

The vast majority of letter carriers are mgmbers of the Letter Carriers!'
Union of Canada.

In June 1966, this Union numbered 8,871 members out of a possible
10,400, or slightly more than 85% of the potential. These members are divided
inte 187 separate locals.

For some time now neither the Canadian Union of Pestal Workers ner the
Letter Carriers' Union of Canada has accepted inte its ranks Pestal Officers
grades 1, 2 and 3 and part-time er casual pestal employees.

Most railway mail clerks are members of the Canadian Railway Mail
Clerks' Federation. Alse included are some surplus railway mail clerks who are
now employed in some other capacity.

These thres organizations are affiliated with the Canadian Labour



Congress. In addition, the Canadian Railway Mail Clerks' Federation is affil-
iated with the Civil Service Federatién of Canada, whose representatives appear-
ed before the Commission on May 19, 1966.

The national officers of the Canadian Union of Postal Workers, the
Letter Carriers' Union of Canada and the Canadian Railway Mail Clerks' Federation
have formed a joint committees named the "Pestal Workers' Brotherhood". This should
help them to present a united front in the ferthcoming negotiation of collective
agreements with the Department.

There are also abeut 1,000 postal clerks, mail handlers, letter carriers,
part-time or casual employees who have retained their membership in the Civil Service
Association of Canada from which the Commission received representations.

In Montreal and Quebec at the beginning of 1966, a group of part-time
employees organized a local of the Canadian Union of Public Employees.

Before concluding, it should be noted that the président of a sixth
organization, i.e., the Canadian Postmasters' Association, met the Commission at
Regina, Saskatchewan. It is mostly composed of rural postmasters and assistants
attached to semi-staff post offices.

The problems raised by this Association exceed the terms of reference
of the Commission's mandate and cannot be included in any recommendation made
by the Commission.

We hope that the Post Office Department will, as soon as possible,
find the time and the means to look into the problems of the rural postmasters

and'their assistants and to solve them if possible.



PART II

GENERAL IMPRESSIONS



CHAPTER 4

GENERAL IMPRESSIONS

(1) A large number of the post office employees! grievances are, first

and foremost, human relations problems.

| Except in one or two districts, the attitude of some supervisors and
postmasters towards their employees leaves much to be desired. These people have
only a vague notion of the importance of maintaining good relations with their
staff. This is one of the main reasons why the national leaders of the staff
organizations do not share the opinion expressed in the Report of the Royal Com-
mission on Government Organization that "morale is very high" in the Post Office
Department;k/

The action of those in authority has and always will have a tremendous
influence on the reactions of employees and on their productivity. Complaints
arising from their behavior can be sometimes difficult to explain, but real or
imaginary, they should be studied carefully and the necessary remedies applied
or explanations given to reduce the seriousness of misunderstandings or to clear
them up.

We heard too often of postmasters'or supervisors who consider themselves
almost infallible or who, under the pretext gf maintaining at any cost their con-
ception of order and discipline, obstinately refuse to change any deéisions taken

at a lower level,

1/ Volume 3, Report 17, paragraph 17, p. 342.
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The forthcoming collective bargaining will only increase the implications
and consequences of the sayings and doings of all supervisors at every adminis-
trative level, It will be important to think much more carefully before taking
action in order to avoid provoking too many recourses to the grievance procedure,
and creating unnecessary difficulties and troubles for headquarters.

Hence a well-conceived policy of consultation and of exchange of view-
points at all levels becomes essential.l/ The dialogue must not become a mere
formality to which o&e has to submit and which is considered more or less a waste
of time or mere idle chatter, Nor must it become a one-sided conversation. One
is not taking part in the dialogue if he refuses to consider the pros and cons of
another person's opinions and persists in seeing only his own viewpoint. In other
words, it is essential that there be absolute good faith on both sides and that it
be expressed in a climate of frankness and loyalty without fear of reprisals.

A senior member of the Whitley Council in the United Kingdom said:
fdhen in doubt consult!", We would hasten to add: "Do not hesitate to have
doubts”, The same person also said that for every act of negotiation there are
ten of consultation.,

We are firmly convinced that a well-conceived method of communication
between the administration and the national, regional and local leaders of the
staff organizations and also between supervisors and employees will create even-
tually in the Department an atmosphere of trust and mutual understanding and
ensure a spirit of co-operation and helpfulness which will benefit everyone,

Such a policy will help to raise the employees! morale., It is a well
known fact that good morale increases efficiency and productivity, is thought
provoking, that iﬁ stimulates initiative, and brings more satisfaction in the

fulfilling of responsibilities.

;/ See Chapter 6, "Consultation®", for specific recommendations,
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The Department did not conceal its concern over morale. It was quite
evident that it did not wish to spare any effort to have the Department adjust
itself to new concepts of co-operation.

These new concepts are not meant to deprive management of its right to
manage.‘ They are comducive instead to ensuring the full co-operation of all of
the staff in the improvement of working conditions and the maintenance of an
efficient postal service.

We hope that the Department will succeed in convincing its district
directors, postmasters and supervisory staff not only to accept these concepts,
but also to put them into practice without reservations. It is true that the
anticipated results will be obtained only if each and everyone, in every field
service, makes an effort to accept them. Instructions and directives are some-
what like laws: however good and progressive they may be, they are often only
as good as the people who have been entrusted with their enforcement,

Also, we hope that the employees' representatives will prove to be
willing to participate in this evolution already started. These representatives
have not only rights but also duties and responsibilities. Some are rebelling
to the point that théy are alarmingly unwilling to compromise. In everyone's
best interest, they will have to learn to be more conciliatory, more understanding,
and more reasonable, They will change their attitude i1f they have the very
definite impression that they are receiving all the consideration they are
entitled to as employees! representatives, There are always two sides to a coin,
And if there is any area where it is important to know when to make allowances,
and agree, at the opportune moment, to acceptable compromises,‘it is in the field

of consultation, especially when it is inspired by a true desire to co-operate,
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We believe that under these terms staff relations in the Department
will become what they ought to be, and that the Department, together with the
staff organizations and the employees theﬁselves will ensure that they remain
cordial and frank.

(2) We were impressed with the difficulties which the Department often
faces, depending on the nature of the working conditions. It is not always master
of the situation. Solutions sometimes are not within its control., This type of
situation is not very helpful in its relations with employees,

These employees are among a large group of civil servants and, as such,
are subject to certain Statutes which fall within the exclusive jurisdiction of
Parliament and over which the Department has no control. This legislation affects
several aspects of the terms and conditions of employment of these civil servants
and binds the Department to such an extent that it cannot either ignore them or
modify them to meet needs which are reasonable or even desirable, as far as it
is concerned, Also, the Department does not have the authority necessary to _
satisfy its employees' requests on matters which are governed by the Civil Service
Commission, Treasury Board, any other department, or central agencies,

This is the price the Department has to pay when a system remains at the
same time centralized and decentralized. This is too often the cause of frustra-
tions and employees complain bitterly every time their employer is forced to
stand aside and leave the responsibilities to others.

(3) It must be recognized, however, that there is a vast sphere of
activities where the Department has complete control. It can be credited with
excellent achievements and plans which show promise. On the other hand, there

are quite serious gaps which should be corrected without delay,
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a) In line with the recommendations of the Royal Commission on Government
Organization, the Department has, for the last two or three years, been
attempting to keep up with the times and to utilize modern management tech-
niques. Accordingly, Headquarters has delegated many of its responsibilities
and authorities to district directors and postmasters. These in turn have

' delegated to their immediate assistants, and others in lower positions,
duties and responsibilities which they had never assumed before. In fact,
the Post Office Department has adopted a far more advanced decentralization
policy than many other departments.

This policy was and still is sound. However, such a drastic change of
attitude was not accomplished smoothly and without difficulties, especially
since several members of the management staff in the field did not have
enough training to assume these duties on short notice. The Department had
two choices: either wait until everyone could carry out his new duties in an
almost perfect manner and thus delay the long-term program -- or put it into
practice immediately and take the risk of having to correct inevitable hit-
ches of varying degrees of importance. The Department chose the better
alterpative.

b) Other important factors came into play.

The rapid expansion of our country has had repercussions on the whole
postal service; the almost unforeseeable increase in the volume of mail, the
‘rapid development of several large centres, the movement of population, the
necessary recourse to more modern means of transportation, the difficulties
of recruiting labour in some places, the competition of large industr;es
with regards to wage levels and general working conditions, the increase in

night work, the make-up of a larger number of shifts at unusual hours, etc.
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All of these factors have influenced the Department's day to day relations
with its employees. They caused certain problems to which the Department did
not always give serious consideration because it did not care to agree to any
concession which might affect in any way the speed and efficiency of the postal
service.,

If we had to explain this conduct we would be inclined to ascribe it to
a state of mind rather than to a considered and intentional policy. There are
some senior employees in the higher grades in the Department who have been
promoted from the ranks but still have the attitudes which were prevalent at
that time. They did not keep up with the times and, consciously or uncon-
sciously, they refuse to do so. They are living in the past. They have a
decided tendency to sacrifice the morale and welfare of the employees to their
idea of an unequalled postal service.

This lack of moderation, or this attitude, which prevents people from
seeing the tremendous possibilities of a policy of a happy medium, has caused
strong resentment amongst employees.

c) We have noticed serious deficiencies in personnel administration at all
levels,

These may be due to the enormous difficulties which most departments
experience in recruiting really competent men for this type of work which
has become highly specialized. Whatever the reason may be, the Department is
in dire need of such men. Many personnel officers in local offices have not
been trained adequately for personnel work. We do not cast any doubt

on their sincerity and desire to do their best. These people, whether
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because they have to perform too many incidental or secondary duties or
because they see their function as that of disciplinarians or schoolmasters,
do not, at times, fulfil their responsibilities in this area of work which
covers so many different kinds of activities,

Wé deal with this vital problem of Personnel Administration in Chaptér L2
of our Report, since we were astonished when some representatives and branch
delegates admitted not knowing the name of their own district personnel officer.

(4) It is normal for an organization as large as the Post Office Depart-
ment not to always recognize its own deficiencies.

To cope with this problem it is suggested that the Department not only
continue but also intensify its program of staff rotation in order to benefit from
different opinions, even though we are aware of the difficulties and opposition
that this approach might arouse. It is equally essential to bring new blood into
some of the key positions of the post office organization. A few strong personali-
ties, unfamiliar with the ways and customs of the postal service, should bring about
changes and stir those who do not see a need for such changes.,

The Department can derive great benefit from the program instituted by
the Civil Service Commission for the rotation of administrators as part of a better
career planning program. It must strive to obtain closer co-operation or more ef-
fective and prompt action from those other agencies which are responsible for the
physical and environmental working conditions and for the general atmosphere in the
working areas,

We would like these agencies to co-operate fully and assist the Department
by delegating the necessary powers, and the financial means not now available, as

and when required.



The implementation of collective bargaining with its accompanying dis-
cussions and negotiations, together with the institution of a grievance procedure,
will help resolve a good number of the problems. A progressive and understanding
attitude on the part of everyone concerned will do the rest,

Our Inquiry would not have been called had all the privileges mentioned
in the preceding paragraphs been granted to employees at the right time,

Our Commission was greatly impressed by the Department's efforts to give
the public the best possible service. On the other hand, the employees showed, by
their attitude and statements, that they too are anxious to work in a progressive
postal service and that they are proud to provide such a service.

(5) The need for rapid and almost instantaneous service continually came
up in our discussions with Management., From the moment a piece of mail arrives,
every effort is made to deal with it speedily - except for certain types of
circulars. The people of Canada certainly are well served by the Post Office
Department and we cannot but commend both the Department and its employees.

This preoccupation for speed, however, must not sweep aside every other
consideration. Even though we are sure that the people of Canada want an excellent
service, we are also just as sure that they do not want this at the expense of
the employees' welfare.,

Better schedules for mail handling could be put into effect in certain
localities in order to improve hours of work and shift schedules, to facilitate
transportation and parking, to prevent, at least partially, the constant recur-
rence of peak periods in the evening, to reduce weekend and night work and, finally,
to restrict and bring to normal proportions the use of part-time and casual

employees.,
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In this connection, a vast field of study presents itself: the flow
of mail,

An even flow of work through the various post office operations would
facilitate the settlement .of many of the more serious grievances. We do not
hesitate to recommend that outside consultants be hired to study thoroughly the
complex problem of workloads and employment of full-time staff wherever possible.

We believe that such a study would lead to greater efficiency and probable
savings, while still providiﬁg an excellent service to the general public and
improving the morale of the employees.

(6) Ve should admit we were surprised that little mention was made
of mechanization and automation by the postal clerks who will evidently be the
first ones affected. Possibly they see this problem only far in the future. We
believe this is a problem of prime importance which should be looked into immediately
by all‘interested parties, since its effect will be very serious not only on job
security but also on job classification, seniority, etc.

u\We conclude this review of the most vivid impressions received during
our Inquirf.aﬁd anticipate that they will be read and understood without prejudice
and animosity. It is hoped that they will reflect the confidence we have that,
with the good will of the Department and the co-operation of the staff organizations
and of the employees themselves, their working conditions and the Canadian postal

service will continue to improve,
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CHAPTER 5

COLLECTIVE BARGAINING

Of all the problems raised before the Commission collective bargaining in
particular deserves high priority, not only because of the number of times it was
brought up, but also, because of the vigour, zeal and enthusiasm exhibited by the
employees in presenting it and setting forth the undeniable advantages which would
be derived from collective bargaining in the improvement of their working conditions
in the Post Office Department.

It is the firm hope, we might even say the constant desire, of postal
employees to obtain from Parliament recognition of their right to have collective
bargaining and conclude collective agreements with the Department.l/

In order to achieve this goal, local branch reprééentatives of the staff
organizations, and their national officers, put forward several suggestions which,
~ we believe, should be summarized and commented upon. ‘ -

To their way of thinking, the solution is easy. Working from the view-
point that the transformation of the Post Office Department into a Crown Corpora-
tion, or into a department with a speci#l status, does not give rise to any
insurmountable difficulty but in itself is desirable as much for them as for
the Canadian public, they therefore recommend the adoption of amendments to

sections 53, 54 and 55 of the Industrial Relations and Disputes Investigation

1/ Bill C-170 (Public Service Staff Relations Act) had not yet been tabled
when we finished our hearings with the staff organizations.
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Act.l/ This would mean then the full application of this Act to postal employees
with the granting of all the rights they are bent on obtaining, i.e., - free
discussion initiated on a voluntary and equal basis of all their working conditions,
followed by conciliation, if necessary, and possible recourse to strike action in
case of a deadlock.

We must recognize that Bill C-170 (Public Service Staff Relations Act)
satisfies these aspirations only in part.

On the other hand, even if it is too early to pass final judgment on
this Bill it seems to contain the machinery and procedures which, even though
complex, should at least be put to the test.

(1) The scope of Bill C-170 is general. It applies without distinc-
tion to all departments listed in Schedule A to the Financial Administration
Act,g/ including the Post Office Department, as well as to an impressive number
of commissions, agencies, offices or boards directly or indirectly under the
control of the Federal Government excluding, for the time being, those portions
of the public service of Canada to which the Industrial Relations and Disputes
Investigation Act applies.g/

The designation of the Post Office Department as a Crown Corporation
is therefore not foreseen by this Bill. However, this is still possible,

It was impossible, during our Inquiry, within our limited terms of
reference, to touch on more than one aspect of this difficult question,

Notwithstanding this and taking into consideration:

a) Bill C-170 for the Staff Relations in the Public Service;

1/ R.S., 1952, c. 152, as amended.
2/ Ibid., c. 116, as amended.

3/ See Bill C-170, section 4.
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b) the basic reforms which the Post Office Department intends to adopt
or which it has already put into force;l/
¢) the reforms which the Department of Public Works is carrying out at
present in the decentralization and improvement of its service;
d) the plaﬁs of the Departmént of National Health and Welfare and the
Department of Labour for the improvement of working conditions, which
we have been told, are about to be formlated;
we believe that the designation of the Post Office as a Crown Corporation is
premature.

This does not mean that we do not agree wiﬁh the views expressed by
Mr. Justice J.C. Anderson in the final report of the Commission of Inquiry on
Pay Rate Increases for Group D Employees.g/

The Government should proceed with a serious and thorough study so
that it may make its position clear,once and for all, on the advisability of
giving the Post Office Department the status of a Crown Corporation. Due
consideration should be given to the national interest as well as to the
economic and social implications of such a change.

(2) Bill C-170 recognizes the right of membership to staff organi-
zations and the freedom to exercise it; it also protects this right. It sets
up the rules and certification procedures to be carried out by the Public
Service Staff Relations Board and, undoubtedly, these will enable the staff
organizations concerned to act as bargaining agents for postal workers, letter

carriers and railway mail clerks grouped into one or more units.

1/ In the following chapters we refer to several of these reforms.

2/ Pages 15 to 18.
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Once these formalities have been settled, the staff organizations will

1/

be in a position to take up with the employer™ for study and discussion all but
a few working conditions affecting the employees they represent,

Thus, and this by no means exhausts the list, the negotiations will
relate to salary rates, hours of work, overtime, premiums or special allowances
for abnormal working hours, rights to leave, seniority, standards of discipline,
the grievance procedure, the collection of fees, trade union security (including
the Rand Formila) and other conditions.

Without going any further into these forthcoming negotiations, and
since the postal employees discussed the Rand Formula so often, it appears to
be a desirable proposal for the Post Office Department. As already notedg/
only a very small minority of these employees do not belong to any of the staff
organizations concerned, It is only fair and reasonable that this minority,
without being forced in any way to exercise its right of membership, should
contribute to the maintenance of the unions and associations that work un-
ceasingly to obtain better working conditions.

Previously we referred to a few restrictions in bargaining.

They are those set forth in Bill C-170, section 56 (2), which reads
as follows:

"No collective agreement shall provide, directly or indirectly,

for the alteration or elimination of any existing term or condition
of employment or the establishment of any new term or condition of
employment ,

a) the alteration or elimination of which or the
establishment of which, as the case may be,

1/ According to Bill C-170, section 2 (o), the expression "employer" means
Her Majesty in Right of Canada as represented by the Treasury Board.

2/ See Chapter 3, "The Staff Organizations”,
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would require or have the effect of requiring the
enactment or amendment of any legislation by
Parliament, except for the purpose of appropriat-
ing moneys required for its implementation, or

b) that has been or may be, as the case may be, es-
tablished pursuant to any Act specified in Schedule
B.ll

Schedule B referred to includes the Public Service Employment Act,
(Bill C-181), the Government Employees Compensation Actl/ and the Public

2/

Some of the subjects which seem to be specifically excluded from

Service Superannuation Act.

bargaining are "...the standards, procedures or processes governiné the appoint-
ment, appraisal, promotion, demotion, transfer, lay-off or release of employees..."
These exclusions obviously point to the government's firm intention of leaving
with the Civil Service Commission the same jurisdiction it now has in these
matters.

g In comparison with the private sector, these restrictions will there-
fore 1imit discussion in certain specific cases, some of which are reviewed in
this Report and are also the subject of recommendations. )

After careful consideration and based on.our hearings, Qe are under
the impression that, on the whole, postal employees will agree to give this new
legislation a fair trial eéven if they would still prefer to come under the
Industrial Relations and Disputes Investigation Act.

(3) They will adopt this attitude largely because Bill C-170 does

Yy

R.S., 1952, c. 134, as amended.

R.S., 1952-53, c. 47, as amended.

S SN

Bill C-170, section 70 (3). It should be noted that the reference to the
nrelease of employees" relates only to release because of incompetence.
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give them a choice between binding and final arbitration and conciliation followed
by the right to strike.l/

Everyone is aware of their preference in the matter,

It is hoped that employees will use discretion and moderation in exercising
this right and will not lose sight of the serious problems and difficulties which
any interruption in the postal service, however brief, imposes on the public,

Finally, we hope that the staff organizations, as well as the postal
employees, will be satisfied at having obtained, at last, official recognition
of their right to participate in collective bargaining and to reach agreements.

We hope also that they will not only prepare themselves accordingly and call
for the assistance of experts they may need, but will show, as will the employer,

a spirit of good faith and co-operation.

WE RECOMMEND:

1. That the staff organizations concerned willingly agree to give
a fair trial to the methods and procedures of collective
bargaining which are contained in Bill C-170 entitled "Public
Service Staff Relations Act" if this Bill should remain in
its present form.

2. That the appropriate authorities proceed very shortly with a
thorough study of the advisability of according the Post
Office Department the status of a Crown Corporation, taking
into due consideration the national interest as well as the
economic and social consequences of such a change.

1/ We have been given to understand that the "employer" has no intention of
claiming that postal employees fit into that class of employees " ..whose
duties consist in whole or in part of duties the performance of which at
any particular time or after any specified period of time is or will be
necessary in the interest of the safety or security of the public", See
Bill C-170, section 79 (1).




CHAPTER 6
CONSULTATION

With a few exceptions, postal employees recognize that management, whether
at the national, regional or local level, is quite willing to meet with their re-
presentatives., This is about as far as it goes.l/

The atmosphere in which discussions begin or are carried out during
meetings was rather sharply criticized. Many references were made to the unsatis-
factory results which too often follow,

Without going into all the details, we were told that in some post offices
there is no real exchange of views, that discussions lead nowhere or that decisions
are made in advance and prove unalterable,

.

It was said that authority was too centralized. There were complaints
about some district directors or postmasters refusing to exercise their discre-~
tionary powers outlined in directives and instructions and who frequently prefer
to refer back to Headduarters. Hence there were unnecessary delays, which employees
said were exasperating.

Finally, along the same lines, they critiéized several local and district

personnel officers. They contended that in some places no one knew these officials

and that these officers ignored the employees. The personnel officers were taken

1/ We referred to this problem in Chapter L, "General Impressions".
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to task for not trying to establish a closer relationship with the employees and
for concerning themselves almost constantly with disciplinary or administrative
matters.l/

The Department without agreeing with all these grievances recognized that
there waé undoubtedly some basis for these allegations,

A few reasons or explanations came to mind.

Until now, the Department has not set up a properly organized system
of consultation, or communication and exchange of views with its employees. It has
let matters take their own course and has not made a clear-cut distinction between
questions which should form the subject of consultation and other matters which
logically belong to an appropriate grievance procedure.g/ It did not put forth the
necessary effort to convince its own district and local officials of the need and
advantagés of such a system. It did not strive to progress rapxgly but adopted a
wait and see attitude.

A change in attitude is essential, The Department has realized this and
its officials expressed their desire and firm intention to correct this situation.
The decision taken on the 2nd February 1966, at a meeting with the Union of Postal
Workers, proved that from now on the Department not only will advise the Union in
advance of any major change which it intends to make affecting the working conditions
of postal workers, but also will seek the Union's viewpoint before implementing any

major change. This decision can only bring favourable results, provided that the

exchange of views-is carried out in an objective manner,
7

1/ See Chapter 42, "Personnel Administration".

2/ See Chapter 17, "Grievance Procedure".
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Our Inquiry, however, has convinced us of the advisability of adopting a
similar policy at the local level in the field operating services.

In the majority of Staff Post Offices, problems are often raised affecting
the working conditions of employees as a whole or as a group. For example, this is
the case in matters dealing with:

a) changes in the establishment of shift schedules;
b) the beginning and the end of the "Christmas Rush";
c) the shortage of full-time staff;

d) the rearrangement of some letter carriers' walks;
e) equipment and supplies, etc.;/

Usually, the solution to these problems rests either with the postmaster
himself, or with the postmaster after being authorized by the district director or
with the latter's participation.

It is not suggested that things be done differently. The setting up and
maintaining of a procedure, intended to facilitate a frank and productive exchange
of views between district directors or postmaséers and their staffs, does not imply
a restriction or a curtailment of the rights of management. This procedure is sclely
intended to enable employees to express themselves freely concerning the conditions
in which they work and, if need be, to méke specific suggestions.

It should be remembered that these employees are the main partigs con-
cerned and that they are the ones who must live every hour of their working day in
accordance with the directives and orders issued.’

Before a postmaster makes a decision or even before he implements, in con-

sultation with the district director, a general policy dealing with the working

1/ It is probable that these working conditions and others will, before long, be
governed by collective agreements,
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conditions, he would be wise to meet with the employees! local representatives, to
inform them and discuss his intentions, in order to obtain their reactions and take
them into consideration, as much as possible, We believe that this procedure must

be extended to the study and discussion of all other questions of the same kind

which the employees!' representatives want to bring up on their own.

WE RECOMMEND

3. That, starting immediately, two local joint committees be
set up in every Staff Post Office, grades 14 to 19 inclusive,
one for the postal clerks and the other for letter carriers,

Le That these committees, depending upon local conditions, be
composed of an equal number of representatives of the postal
clerks or letter carriers and of representatives of local

management ,

5 That these committees hold meetings at least once a month,

6, That all questions of general interest dealing with local
working conditions of postal workers or letter carriers be
the subject of discussions, negotiations and recommendations
in these committees.

Te That Headquarters issue precise instructions to district
directors and postmasters to make available to these committees
all the information available which might help solve the pro-
blems under review.

8. That, in order to facilitate these consultations, an agenda be
drawn up of a permanent but flexible nature and that minutes
of these meetings be taken, written up, approved and distributed
to all concerned,

9. That the local joint committees be kept informed of the con-—
crete results obtained from their discussions, of the progress
made, or the difficulties encountered.

10. That, in cases of disagreement, the representatives of the
local branches on these committees be allowed to report back
to their members and that these branches, through their officers
and with or without the assistance of their area representatives,

make representations to the district director or postmaster in
post offices, grades 17, 18 and 19.

1. That, where disagreements are not settled, reports be sent to
the national officers of the organizations.




-39 -

12. That the same type of local joint committees be set up in
every Staff Post Office, grades 9 to 13 inclusive, if
such is the wish of the majority of the employees in these
Post Offices,

13, That the same procedure apply in the case of railway mail
clerks at the district level,

We do not want to make these recommendations more precise but prefer to
leave it to the parties concerned to adapt them to local conditions.

Our remarks are sufficiently clear ﬁo indicate the imporiahce of the
problem,

These matters are discussed in several other chapters and we shall point
out a number of specific problem areas where it would seem both advisable and de-
sirable to make use of joint committees.

There is one other main point which should be noted. During interviews
with some districl directors and postmasters, we discovered, to our surprise, that
they knew nothing about some of the local or regional grievances,

There may be two good reasons for this: either the employees - and some
have admitted it - believed, rightly or wrongly, that it was a waste of time and
. effort to refer these grievances to the district director or postmaster, or, tired
of getting nowhere, they decided, in the light of past experience, that the district
director was incapable of settling thess grievances and so forwarded them directly
to their national officers.

We disapprove of this practice because it undermines the very foundation
of the role and authority of the district directors who, on the whole, do not de-
serve such treatment, It also means referring to the national officers of the staff
organizations and to the Post Office National Headquarters problemg which, very

often, should be resolved at the local or district level,
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Our recommendations are meant to correct these gaps by setting up permanent
channels of communication. With a few exceptions only far-reaching questions of
general application should be referred to National Headquarters.

There is no problem in regard to a dialoguye at the national level since
all concerned, departmental representatives and the national officers of the staff
organizations, expressed their hope that they would be able to improve the new

policy of consultation and to make it more effective,

WE RECOMMEND:

1he That two national joint committees be set up at Ottawa, one
for postal workers and one for letter carriers,

15. That, as far as possible, these committees be set up and
operate in the same manner as the local joint committees.

16. That all matters of general interest dealing with working
conditions of postal workers or letter carriers, on a
national basis, be the subject of discussions, negotiations
and recommendations in these committees.

17. That _railway mail clerks benefit from the same advantages
in accordance with a procedure adapted to their own condi-

tions of work.




CHAPTER 7

DELEGATION OF AUTHORITY

Y/
Earlier in our Report we referred to the tendency of Departmental Head-

quarters to delegate a good deal of its authority tc its district directors and
postmasters, particularly in the field operating services. This policy of decentral-
ization which the Department initiated gained even more impetus after the Report of
the Royai Commission on Government Organization was published. The Post Office De-
partment, perhaps more than some other departments, had become aware sooner of the
harmful effects of an over-centralized operation.

This policy is sound. The Department must continue to gradually inten-
sify its decentralization.

As already noted, there are some district directors and postmasters who
are reluctant to agsuhe certain delegated responsibilities and are inclined to
shirk them by referring back to Headquarters for a decision. This is unfair to
both the Department and the employees. We reiterate that there are far too many
detailed problems of a purely regional or local nature which are referred to Head-
quarters.

There are, on the other hand, such fields as finance, personnel,  sup-
plies or equipment, etc., where decentralization is less advanced due to restric-

tions set by some control agencies which are themselves still highly centralized.

;/ See Chapter L, "General Impressions",



They are, at the present time, studying their respective policies and are planning

v

In these areas, district directors and postmasters find themselves in

to delegate some of their authority within their own administrations.

a quandary: they are responsible for the efficient management of complex oper-
ations without having all the authority required to do the job properly, They
have to contend with restrictions over which they have no control, e.g., expend-
jtures for the repair or improvement of post offices or of certain types of equip-
ment,

We hope that, with the emphasis on general decentralization and the set-
ting up of an adequate grievance procedure, the appropriate authorities will ensure
that regional and local managers, once informed in a more formal manner of problems
of this nature, will have the authority to take corrective action on their own
initistive.

The Department is aware of the difficulties and problems created by
decentralization. It is trying to be more erderly and methodical in its delegatioen
of authority. It is also establishing a better management reporting and audit sys-
tem. However, as the attempts to implement the recommendations of the Royal Com-
mission on Government Organization on financial management have shown, the setting
up of such a system requires time and effort. It requires special training of
managers so that they will clearly understand their role in a decentralized admin-
istration and will make proper use of new techniques.

The Department is seeking a system which will allow every district

director and every postmaster, within headquarters' objectives, to understand their

We are referring here particularly to the Civil Service Commissien, the
Treasury Board, and the Department of Public Works.
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duties and to utilize all administrative resources required to meet these objectives,
Once this system is set up, field managers will be held accountable for the exercise
of their authority through management audit reports.

We seriously considered recommending that greater, and particularly more
realistic, financial responsibility be delegated to district directors and post-
masters. We are not doing so at this time because the Department states that such

delegation must be subject to the management reporting system which is now being
developed,

WE RECOMMEND:

18, That the Department take early action to ensure that its field

managers are fully conversant with the extent of their authority,
duties and financial responsibilities,

19, That the Department consult with the staff organizatiens, either
at the national or local level, to determine work areas where
difficulties have been encountered due to insufficient delegated

——

authority and that it take corrective measuras accordingly.




CHAPTER 8

MANPOWER

Both the Department and the postal workers are concerned with the problems
of maintaining a staff adequate in number and competence in post offices.,

These different viewpoints are discussed in this chapter.

1. Establishments and controls

(1) Postal employees from almost all parts of the country are of the
opinion that the Department does not have enough full-time employees and that the
personnel increase is not proportional to the increase in the volume of mail re-
ceived, processed, dispatched and delivered., They complained that the number of
supervisors in Staff Post Offices is inadequate.

The Department, without claiming that its control policy could not be
improved, first wants to make its position quite clear. We think this is valid and
summarize it so that it will not be judged too harshly.

The Department warns against those who are looking back several years and
who make deductions and venture to make comparisons without first qualifying them
sufficiently. For these people it underlines the following facts:

a) Several methods and procedures have been adopted, since 1954, which save
time in mail handling;

b) more recently, it is making greater use of mechanical equipment which
reduces the amount of handling of postal items and parcels;

¢) it has made staff changes to make better use of available manpower;

d) patrons who constantly use postal services are more careful today in
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preparing their mail, and thus save an appreciable amount of time for the
administration and employees;

e) mail-processing time is dependent not only upon mail volume but also upon
its composition.

Nevertheless, the Department admits the necessity of adopting a better
procedure for maintaining its personnel at the level required by districts and local
offices. It is working on such a project and expects that a new "management audit”
system which is discussed further on in this chapter, will correct several of the
present shortcomings if not all of them.

(2) The method used until now by the Department takes two factars into
consideration: that of forecasting and that of actual needs which sometimes exceed
the forecast.

a) Every year, in May, the Department fixes its staff requirements across the
country for the following fiscal year (April 1 to March 31),

Each staff postmaster then attempts to make an estimate of the required
manpower. This is not an easy task as anyone who has had to forecast a year
in advance, events over which he has no control will know. In accordance with

" departmental directives, the postmasier evaluates the probable increase in the
work load in his office and takes into consideration the personnel at his
disposal.,

Once these estimates have been studied and scrutinized by the district
directors and reviewed by the Department, Treasury Board comes to a decision,
Then, subject to Cabinet and Parliamentary approval, the Department knows the

amount available for staffing. Afterwards a pool of unallocated positions are
allocated to directors by the Department enabling them in basic postal classes
to meet, to a certain extent, personnel requirements in the Staff Post Offices
in their districts, during the year,

b) At the district levels there are monthly establishment reviews.
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At the end of each month postmasters report to their district director on
the number of part-time employees they hired and the amount of overtime per-
formed by full-time employees. If all this information indicates the need
for additional permanent employees the district director can submit an official
requisition.g/

Headquarters reviews each requisition and analyses the statistical data
and other pertinent information. If it considers the requisition justified,
an increase in the personnel establishment is authorized.
¢) Headgquarters, on the other hand, makes frequent checks and audits by means
of monthly budgetary reports from postmasters and district directors. Some-
times the Department submits supplementary estimates to Treasury Board following
developments which could not have been foreseen at the time the main estimates
were prepared.

The Department meets with some difficulties because as a rule, it is not
given the authority to hire new employees simply because it "foresees" an in-
crease in mail volume. The "actual" volume of mail handled and the revenue

received are the main criteria used. We are under the impression that the De-

partment, too often, must wait until the situation has settled definitely.

However, we believe that it deserves to be granted more latitudel

The appropriate authorities must grant the Post Office Department a.

Yy
2/

Y/

In some localities the number of part-time employees seemed abnormally high and
overtime out of proportion. This aspect is discussed further on in the Report.

Under Directive ADPMG-PSB, No. 242, dated June 22, 1965, district directors may
approve new positions in basic postal classes. The Department intends to extend
this right as new criteria are established,

The Department has set up a special unit whose main function under the direction
of a senior officer is to be responsible for staffing problems.
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special status and more flexibility in its administration if they wish to avoid
a great many problems which will prove to be more and more serious with the re-
cognition of collective agreements. It is essential that the Department be able
to cope with personnel shortages at the local and district level, on very short
notice, subject to reasonable post-audit controls.

(3) The setting-up of the new management audit system which is nearly
completed will be a véluable-help.

Through such a system the Department will be kept constantly posted on
the work loads in each post office, and on the categories of manpower (full-time,
part-time or casual) employed and on the overtime required. Thus, supervisors in
the field operating services will know immediately if there is a need for additional
personnel. As soon as this system has stood the test of time the Department intends
to delegate to its representatives, its district directors and its postmasters in

grades 17, 18, and 19, greater authority to meet with this requirement.

WE RECOMMEND ¢

20, That the appropriate authorities recognize the need for a
special status for the Department with much greater flexibi-
1lity so that it may at the local. and district levels cope with
any shortage in personnel on short notice, subject to a
reasonable post-audit control.

21, That_the Department put into operation the new management
audit system as soon as possible, so that it may be better
informed of its personnel requirements.

22, - That once this system is found satisfactory the Department
delegate to its district directors and _its postmasters in
grades 19, 18, and 17, wide powers so that they may be able to
‘cope with the need for additional manpower.,




2, Staffing and turnover

Employees think that the staff turnover rate in the Post Office Department
is very high. They see this as an indication of general dissatisfaction and of un-
satisfactory working conditions which are becoming less and less comparable to
those found in industry.

The following tabulation shows the turnover of personnel for every fiscal

year, from 1956-1957 to 1965-1966:

Year Total Staff Separations Percentage
1956-1957 20,267 2,258 11.1
1957-1958 20,745 1,894 9.1
1958-1959 21,295 1,324 642
1959-1960 22,140 1,661 7.5
1960-1961 22,750 1,374 6.0
1661-1962 23,471 1,264 Sy
1962-1963 23,860 1,281 54
1963-1964, 24,2,8 1,328 545
1964-1965 25,215 1,680 6.7
1965-1966 26,171 1,915 7.3

Source: Questionnaire received from the Post Office Department, May 6, 1966,

Thé average turnovér of 6.7% for 1964-1965 and 7.3% for 1965-1966 does
not seem excessive nor too alarming.l/

Several employees stated that 50% of the postal clerks and letter carriers
have not yet reached the maximum of their salary, indicating a disproportionately
high turnover. Statistics show that 5,656 letter carriers and postal clerks are in
this category, or 33./% of the total strength, If we take into account that the
staff increased by 2,455 during the last five years, most of them being letter
carriers and postal clerks, we cannot conclude that the turnover rate is generally

high in these particular classes.

1/ The turnover rate in the Civil Service as a whole is 11%.




- 49 -

The problem, however, is acute in some regions as shown in this second

table:
Annual Turnover Rate  Annual Turnover Rate
April 1964 to January 1965 to
Location Total Staff March 1965 May 1965
per cent per cent

Quebec, P.Q. 565 3 10
Victoria, B.C. 284, 7 10
Regina, Sask. 299 9 10
Ottawa, Ont. 922 9 10
Toronto, Ont. 3,771 -9 11
Hamilton, Ont. 480 7 : 18
Burlington, Ont. 67 19 18
Downsview, Ont. 9l 20 18
Don Mills, Ont. 28 15 19
St. Catharines, Ont. 108 11 20
Sarnia, Ont. 87 : 13 20
Sault-Ste-Marie, Ont. 79 15 21
Windsor, Ont. 284 8 22
Niagara Falls, Ont. T4 13 23
Oshawa, Ont. 99 28 27
Port Credit, Ont, 52 - 25 L6

Oakville, Ont. 55 4 21 L8

Source: Letter received from Mr. A. de Gaspé Taché, Assistant Director of Personnel,
Canada Post Office, Ottawa, October 5, 1965.

These figures not only show an abnormal rate of turnover in these cities,
but also indicate a noticeable increase in this rate the last few months indicated.

The reasons for this cannot be pinpointed definitely, but we suspect that
employee.turnover in the Post Office increases in those regions where wages are the
highest and working conditions the best .

The Department must examine this problem. It could have costly repercus-
sions and be the cause of a loss of valuable time in recruiting, training and produc-
tivity. Each employee resigning from the service should be interviewed in order to
find the real reasons for his departure. Once this information has been obtained the
Department will know exactly what the situation is and will then be able to con-

centrate on each local condition to overcome these difficulties. But it is obvious
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that only wage increases and better working conditions will put an end to the high
turnover rate in these areas,

The Department must adopt effective measures to minimize any delay in
recruiting replacements as soon as vacancies occur. It has recently received
approval from the Civil Service Commission to hold continuing competitions in those
areas where recruiting is difficult, and the postmaster now has the authority to
examine all sufficiently qualified candidates where an eligible list is not already
in existence, and hire on the spot the successful candidates for full-time

positions,

WE RECOMMEND:

23, That the Department interview each emplovee resigning from the
postal service and determine the real reasons for his departure,

2. That the Department in areas where there is a high turnover
rate use all means available to secure the necessary personnel,

3., Part-time employees

(1) The Department states that it employs in post offices a sufficient
number of full-time employees to take care of the normal mail volume., But this
volume is not always normal, There are "peak periods",

In most post offices these peak periods occur in late afternoon or
early evening following street letter-box collections or the arrival of mail from
surrounding smaller post offices, etc. The Department, and rightly so, wishes to
process this mail so that it will be dispatched to its destination as quickly as
possible, It hires part-time employees for three to five hours per day, often
five days a week,

The Department, claims it cannot do otherwise. To maintain a permanent
staff the year round based on peak-hour needs would be a waste of manpéwer, time,

and money. There is not enough mail to be handled immediately before and immediately
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after these periods to keep the number of full-time employees, who would be needed
to do this emergency work, busy .for eight consecutive hours. The Department adds
that if it were to make an exception to this policy, a greater number of full-time
staff would be required for the night shift because mail which has to be processed
in time for morning delivery reaches the post office only in the evening. At the
moment, such a measure does not appear desirable to the Department from-the simple
point of view of normal postal service operation.

The Department claims that whenever possible it employs full-time rather
than part-time employees. |

To prevent any abuse the following orders have been issued:

a) Part-time employees may not take over from each other without a break.

In other words, there must not be any "continuing" or "back-to-back" part-
time operations. The Department does not allow a part-time employee to work
from 3 p.m. to 7 p.m., and another to be assigned to similar work from 7 p.m.
to 11 p.m. In such a case the services of a full-time employee must be
retained.,

b) Two part-time emplbyees may not be hired to work at different periods of
the day or night if the total number of hours of these two employees are
considered full-time, i.e,, the equivalent of an eight hour shift.

¢) A part-tinme employee may not be employed if there are eight hours of work
to be done and there are eight hours available before the next operation.

These directives appear reasonable. However, that they are not taken into.
consideration in some post officeé and, as in the case of the Ngo-called casual
employees" which is discussed in the next section, we believe that a thorough check
is needed, bearing in mind the importance of defining clearly the term "peak period",

i
particularly in the processing of mail for local delivery,

l/ There is one particular city where mail which was processed and sorted by a large
number of part-time employees between 6 and 10 p.m. remained in the office until
}, a.m. the next day before being despatched to postal stations within that city
for local delivery.
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We do not wish to deprive part-time employees of an essential liveli-
hood, but it is our responsibility to give our attention first of all to full-
time employees. ‘

If it is true, as alleged, that in some districts or localities part-
time employees are granted speciadl or illegitimate favours against departmental
policy, we would be remiss not to call attention to it. If on the other hand our
information is inaccurate, we shall be pleased to know,

Cur recommendations do not go too far,

Over and above the annual survey on part-time help requirements, when
budget and manpower estimates for each post office are prepared, the Department
analyses these requirements as follows:

a) every time a postmaster requests additional staff;

b) whenever departmental records show that part-time employees frequently
g0 beyond their normal authorized work period;

c) every time it initiates a production control programme in an office;
d) every time a complaint is received from the Union of Postal Workers or
the Letter Carriers' Unien.

The "detailed check" which we recommend is different from a routine
inspection, It must be carried out thoroughly so that if our impression is cor-
rect the Department will be that much m@re enlightened,

Through its new monthly report system on post office establishments,
which the Department intends to make available either to the local joint com-
mittees or to local branch representatives, full-time employees will be kept in-
formed of the situation with regard to staff strength.

These monthly reports will also enable representatives to follow up
more closely on those part-time employees who, under certain circumstances and to
avoid overtime work by full-time personnel, are hired as casual help and paid

b,

as such,

1/ Such is the case when a large quantity of mail is received which must be
processed to meet a deadline,
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(2) Some postal clerks maintain that part-time employees are replacing
them on day shifts, thereby compelling them to work on evening or night shifts.

The Department claims to be unaware of this situation. It does not con-
done such a practice, and if it exists on a continuing basis considers it contrary
to its policy. It is ready to review each case brought to its attention and to
discuss it with the staff organizations. The monthly reports on establishments will
surely be of help in revealing and rectifying such'irregularities.

(3) These same postal clerks request that part-timers not be authorized
to replace them unless they have successfully passed examinations.

The Department does not believe that such a measure is necessary. Never-
theless it is looking into its feasibility and is considering the re-establishment
of the part-time Postal Clerk 2 classification, and to require the holder of such a
position to write the same examination as the full-time sorter.

In all fairness to part-time employees we must say that the Department,
on the basis of reports received from senior operating officers, considers them
efficient and conscientious.

(A) Postal workers complained that the Department does not make use of
part-time help for week-end work.

The latter refers to an official complaint from the national directors of
the Union of Postal Workers. This protest was the reason for issuing a ruling on
April 27, 1965, pfohibiting the hifing of part-time employees on Sunday in medium
sized post offices. The Department did not apply this restriction to post offices
in large centres because there is a real need for part-time help in those areas to
help the full-time staff handle the work load, taking into consideration that these
post offices operate on a slow-down production basis during the week-end.

These explanations are acceptable,

(5) We met a few groups of part-time employees who were members of the

Civil Service Association of Canada. Représentatives of a new group belonging to



- 54 =

the Canadian Union of Public Employees, Branch 976, comprised of casual employees
from Montreal, Quebec City and surrounding areas, submitted a brief in February
1966, at Ottawa. The majority of these are female employees. The others are men
who work as part-timers to increase their income,

Some of the problems mentioned by these employees are not very different
from those raised by full-time employees. These problems are dealt with further on
in the Report. But there are a few, however, which are peculiar to part-time
employees:

a) These people complain strongly that they suffer a loss in salary on their

return from two (or more) months absence due to illness.

We hope that this problem will be resolved once the Bureau of Classifi-
cation Revision of the Civil Service Commission has completed its study on
position classification. It is hoped that every part-time employee will be
paid according to the actual duties he performs on his return to work.

b) Part-time helpers claim the same leave rights as full-time employees.

Civil Service Regulations make no provision for the granting of leave to
part-time employees paid on an hourly basis except for vacation leave entitle-
ment and paid statutory holidays.

There is no need at present to grant part-time employees the same sick or
special leave recognized for full-time employees. We are of the opinion,
however, that a reasonable allowance should be paid to them as is done for
vacation leave,
¢) Part-time employees believe that short breaks in service should not affect
payment of the 4% gratuity paid in lieu of vacation leave,

At present, if an employee is continually employed for 30 or more days
during the year in which he was appointed or in the year during vhich he ceases

to be employed in the postal service he is entitled to a casﬁ gfatuity equal



- 55~

to L% of the basic and overtime pay received during that period. In the case
of re-employment he must once again be employed for 30 days before becoming
eligible for vacation leave or for the 4% gratuity.

As short absences due to illness do not constitute a break in service it
is best not to intervene.

d) Part-time employees criticized the lack of sufficient notice concerning
their hours of work and shift changes. The Department claims that it has just
as much right to decrease the number of working hours when the mail volume is
less than had been forecast as it has to extend these hours when the opposite
is true.,

There should not be any major change in work shifts for part-timers unless
there are, at the same time, changes made in the shifts for full-time employees.
Part-time employees should then receive one month notice, if possible, as do
full-time employees.

e) Sometimes, the production of part-time sorters is measured by means of a
token which they themselves leave in their sorting trays. The supervisor
counts these tokens when the employee has completed his tour of duty. In this
way continuous production record can be maintained in each section and the
work flow can be planned more effectively while checking on the progress made
by the staff,

This is an excellent tool for the supervisor provided he uses it properly

and does not see it as a means to favour one employee in particular.

L. GCasual employees

The Civil Service Regulatif;s authorize a deputy-head to appoint persons
2
to fulfil duties of a casual nature. It adds that, "except with the approval of

l/ Recommendations concerning part-time employees appear in the next section.

'g/ Section 88 (1).
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the Commission, a casual employee shall not be employed for a period in excess of
six months, but no person shall be employed as a casual employee for any period in
excess of twelve months".l/

The Department is still taking advantage of these provisions. It employs
an impressive number of casual workers. In its Personnel anualg/it states that
casual employees may be employed on a temporary basis in the following cases:

a) to assist full-time staff in emergency situations;

b) to replace regular staff on leave;

c) to replace regular employees when there is no eligible list from which
a continuous replacement might be assigned.

The Department has two main categories of casual workers: those who fill
in for regular employees on annual, furlough, or sick leave, and those who are
hired during peak periods. Such periods are considered emergency situations. The
Department states it will not tolerate casual employees working on a continuing
basis. In such cases it replaces them by full-time employees.

Protests have often been heard against too great a number of casual em-
ployees who work regularly and enjoy preferential treatment; no night work, free
week-ends, etc. It was alleged that many of these employees are not replaced even
after months and months of continuous full-time work and that their employment

affects seniority rights, the choice of annual vacation time, and the

obtention of more desirable working hours. Finally, it was stated that this

1/ Section 88 (2).

2/ Volume 1 under "Casual Employees".
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has a strong detrimental effect on the morale of the regular employees and that the
employment of casuals is simply a means of obtaining cheap 1abour;l/

These protests particularly when referring to an excessive use of casual
employees appear to be justified in some areas,

Several postmasters have respected neither the letter nor ihe intent of
the Civil Service Regulations and the Personnel Manual. Rather than go through the
lengthy and complex procedure of competitions and hire full-time employees they have
used casual employees. Evidéntly, it is easier to recruit casual employees directly
than it is to prove the need for full-time staff by means of different information
and statistics and then having to wait for approval by either the district director
or headquarters. Possibly these bostmasters have found that it is easier to control
the hiring of casual employees, té change their working hours at will, and, if need
be, to lay them off,

It would be needless to conceal the fact that the hiring of casual em—
ployees and part-timers may give rise to favouritism or nepotism.

It is essential that the Department adopt a firm policy to the effect that
the hiring of all casual, part-time, or any other employees not coming under the
Civil Service Act, from now on, will be done through the National Employment Service.
Such a practice is followed in other departments, -

Although the Department cannot discontinue altogether the use of casual
employees the problem caused by their continuing presence in too many offices has
reached disturbing proportions. The Department has realized this. It has set to
work already: in one of the largest post offices it has just increased, in an

appreciable way, the number of full-time employees in order to reduce the number

of casuals and avoid paying excessive overtime,

1/ These employees, while working as letter carriers, earn $2.02 an hour (which
corresponds approximately to the hourly rate for letter carriers at the minimum
of the class) and if they work as postal clerks, $1.57 an hour (which represents
less than the minimum of this class). Oshawa is an exception to this rule where
because of recruiting problems wages are $1.75 an hour,
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It is important to clarify this whole situation,

WE RECOMMEND ¢

25,

26.

27‘

28,

29,

30.

31.

32,

33.

That the Department, with the co-operation of the local joint
committees, make a survey of the number of part-time and casual
employees on strength in each staff post office.

That detailed instructions be given to postmasters and to
district directors to supply these committees with all informa-
tion necessary for the preparation of these surveys and their

study,

That the Department act immediately whenever these surveys in-
dicate that neither the letter nor the intent of the Civil Service
Regulations or of the Personnel Manual dealing with the hiring and
retention of these employees are respected, and that they seek to
replace them with full-time employees.,

That in the future each postmaster in a staff post office display
monthly reports on the number of part-time and casual employees in
his office together with the number of hours during which they
have worked,

That the Department, at the national joint cormittee level, attempt
to come to an understanding with the staff organizations as to the
meaning and extent of the words "peak period" and "emergency
situation".

That the Department make constant checks on the utilization of
part-time and casual employees in staff post offices to ensure
that postmasters do not hire them to fill gaps in the permanent
establishment .

That the Department develop a method to keep itself posted, as well
as the district directors, on all cases of abuse in that field.

That the Department examine the possibility of resolving the above-

mentioned problems by determining ahead of time the percentage of
part-time employees who may be allowed to work in post offices in
proportion to the total number of full-time employees assigned
therein,

That, to ensure that the letter and intent of the Civil Service
Regulations are respected regarding the possible review of the
situation after six months of employment for casual employ=es, the
Department be at all times in a position to determine the accurm-~
lated total of actual periods of casual employment.
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3L That these statistics be made available to the Civil Service
Commission to enable it, if need be, to decide if it should
extend the use of the services of casual workers who have
reached the normal six months of employment.

35. That,in the future, all recruifing and hiring of part-time
and casual employees be done through the National Employment
Service.

36. That the Department institute without delay a monthly report

system on its staff strength and that these reports be made
available to local joint committees. '

37. That part-time employees be granted an equitable allowance for .
sick or special leave with pay under the same conditions as
are applicable to full-time employees,

We cannot understand why the‘Departmcnt pays its casual workers, who have
the experience required and who are regular replacements for postal clerks on leave,
at an hourly rate less than the minimum of the initial salary for this group.
Furthermore, we fail to see why this is also the éase for casual employees who are
regularly called back for recurring emergency situations.

It is beyond our terms of reference to recommend that these rates be
ad justed upwards. We sow the seed, however, not only because we believe in the
principle of equal pay for equal work but also because we feel that such an adjust-

Y
ment would help prevent further abuse.

5. Christmas help

During the Christmas period there is always a heavy increase in the volume

of mail. To dispose of this mail the ?i;artment hires a large number of extra per-
2
sonnel referred to as "Christmas Help". Christmas helpers assist with either

1/ Section 2 (m) (v) of Bill C-170 (Public.Staff Relations Act) does not consider
as a public service employee "a person employed on a casual or temporary basis,
unless he has been so employed for a period of six months or more".

2/ Appointments and certain conditions of employment are governed by the Civil
Service Act and Regulations. '
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sorting duties or delivery of mail and go out with the carriers delivering
mail,

(1) The staff organizations maintain that this help should be hired
earlier and in larger numbers. The letter carriers insisted that they should have
one full-time helper available from the first week of December who should be re-
tained until the backlog of accumulated mail has been delivered.

The Department does not set a fixed date for the hiring of Christmas
help, The decision in this matter is left to the district directors and individual
postmasters who hire on the basis of local and district needs. In the Montreal
Post Office some Christmas helpers may be hired in the last days of November for
dispatching mail to foreign countries or to other distant centres throughout
Canada. Helpers for city delivery are hired at a later date. In a number of
other large post offices, Christmas help is not hired sometimes until the beginning
of December,

The Department submits that normally a letter carrier does not need a
helper prior to December 12, because the volume of mail has not reached such pro-
portions that it cannot be delivered without extra help, However, should there
be a noticeable increase prior to that date, individual postmasters have the re-
quired authority to hire helpers immediately.

In several offices the postmasters consult with the representatives of
local branches prior to fixing the hiring dates for Christmas help, We approve
of this policy. This is an excellent means of avoiding discontentment.

(2) Some letter carriers suggested that helpers should refrain from
sorting mail and be used only to deliver mail. The Department believes it is
preferable to have the letter carriers do part of the delivery and to supervise
their Christmas helpers on the street because it keeps complaints concerning

misdelivery to a minimum because patrons apparently become apprehensive about the p
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proper delivery of mail if they do not see the regular letter carrier on the street,
If this is so, it is necessary to have Christmas helpers assist in the sorting of
mail so that the regular carrier will be available for street delivery.

(3) It was suggested that Christmas helpers were not subject to the
same disciplinary measures as full-time employees. Obviously the same measures
cannot appl&. However, these helpers are released if they do not perform their

duties to the satisfaction of the postmaster or legal action taken if warranted.

WE_RECOMMEND

38. That the Department continue to make a close study each year of
the need to extend the period during which Christmas helpers are
required, taking into account more particularly any large in-
creases. in the volume of mail in recent years.

39. That _wherever possible postmasters consult with local joint

committees before fixing the hiring dates for Christmas help
and before making changes required during this period.

40, That, postmasters be less hesitant to use their authority to
assign sufficient Christmas help to clerical staff and letter
carriers as soon as required.

4. That neither the postal clerks nor the letter carriers be held
responsible for infractions or errors committed by Christmas
helpers over whom no adequate control is possible,

6. Special manning problems

(1) We heard criticisms against the presence of close relatives in the
same post office. Such a situation evidéntly gives rise to numerous problems in-
cluding the upholding of and the respect for authority, and insinuations of
favouritism and nepotism are not among the least.

The Department deeply regrets such abuses. It tries to stop them as
soon as it becomes aware of them but it does not want to refuse employment catego-

rically every time it happens that an employee comes under the supervision of a
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Y
close relative., It points out that neither the Civil Service Act nor the

Regulations prohibit the appointment of near relatives in the same Civil Service
unit, provided that these appointees have the necessary qualifications,

The Department should not allow this type of situation to arise in areas
under its Jjurisdiction,

e believe that it will be above suspicion if it agrees with our recommen-
dation to recruit its part-time or casual employees through the National Employment
Service,

(2) It was said that the Department has employed too many female em-—
ployees. These employees constitute only about two per cent of the full-time
staff. The Department does not have full liberty of action in this matter. The
Civil Service Act and Regulations give equal rights to men and women and the latter
are not excluded from any competition provided they fulfil the conditions stipulated

in the competition posters and that they possess the physical strength required,

l/ The Commission asked the Department to provide a list of the post offices where
postmasters or supervisors have close relatives under them, We did not re-
ceive such a list because the Department does not have any up-to-date statistics
on this matter.



CHAPTER 9

- CLASSIFICATION OF POSITIONS

(1) Post Office employees consider that their duties are not clearly
defined. They want a more precise and more detailed description. They believe that
not only would this indicate the need for pay adjustments but also would prevent
some postmasters from assigning them tasks unrelated to their normal duties.

Our Commission agreed to discuss these problems while admitting that
they affect pay rates. In this matter we have followed the principle accepted by
the Buréau‘of Classification Revision of the Civil Service Commission which is
now assessing the duties of each position in the inil Service and creating new
classification groups without looking at the salary rates.

One basic problem for postal employees is the fact that there is Ao real
direct and clearly acceptable comparison between their jobs and those in the pri-
vate sector. Some parallel might possibly be drawn between specific tasks, i.e.,
between one or more parts of the postal employees' job and one or more parts of
a job in the private sector. There are no jobs on the outside with an identical
range of duties.,

It is one thing to compare the postal eﬁployee with the bank messenger,
the warehouseman, the delivery man, the meter reader, the collector, the employees
of the direct mail order services, or of the distribution agencies and manufactur-
ing services, it is another to find a complete similarity of the full scope of
duties.

However, if we look at certain more or less abstract factors to
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evaluate the satisfactory performance of certain duties, it is possible to cam-
pare certain requirements such as education, training, responsibility, integrity,
degree of supervision, initiative, mental and physical effort, risks of acci -
dgnts, hours of work, shift schedules, the aptitude at times to adapt oneself

to different working conditions (e.g., weather conditions), and finally, contacts
with the general public, diplomacy and tact.

By allocating points to each one of these factors in relation to its
importance to the total job requirements, we can find an acceptable basis for
comparison, and facilitate job evaluation at each level and between classes.

We know that the Bureau of Classification Revision is considering the
adoption of a point rating scale_for postal positions. We hope that this method
will lead to a better understanding by all concerned of the scope of their duties
and responsibilities, These point rating scales will certainly enable the staff
organizations to understand the basis of comparison with outside jobs and between
the various classes within the postal service.

| We can only suggest that the Bureau of Classification Revision and the
Department consult with the staff organizations at the earliest possible date so

that they can take advantage of their comments and suggestions.

WE_RECCMMEND :

L2, That a point rating scale be used for the classification of
all non-supervisory operating positions in the Post Office.

43. That the staff organizations be congsulted, as soon- as possible,
by the Department and the Bureau of Classification Revision
of the Civil Service Commission in the revision of the postal

employee classes. at each step in the revision process.




- 65 -

(2) We should consider three particular problems which must be resolved
very soon,
a) It now takes seven years for a postal clerk to reach the maximum of his
class, five yeafs for a letter carrier, a mail handler and a postal chauffeur,
and four for a dispatcher and a railway mail clerk.
These tiﬁe limits are not too realistic.
We are convinced that postal workers, in genseral, acquire their maximum

knowledge and productivity requirements in a shorter time.

WE _RECOMMEND :
Ll That postal employees reach the maximum of their salary

in three years.

b) The immediate integration into one class of the postal clerks 1 and 2
cannot be postponed any longer even though a point rating scale will even-
tually be developed and accepted.

The postal clerks 1 perform a variety of dutiés in smaller post offices,
whereas the postal clerks 2 tend to specialize and perform, day in and day
out, similar but less varied types of duties in larger post offices with
a higher volume of production. These postal cl?rks 1 have a need, most
of the time, for a greater range of knowledge than a postal clerk 2. He
also regularly assumes a wider scope of'responsihilitiqs in his daily tasks.
And yet, a postal clerk 1 is paid less than a postal clerk 2.

This is a serious anomaly created by the simplification of the present
system of classification of postal clerks which apparently does not take
into account the great variety of duties which postal clerks 1 have to

perform.
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WE _RECOMMEND :
45. That postal clerks 1 and 2 be immediately integrated into

one and the same class, pending the acceptance of an
appropriate point rating scale for both classes,

¢) Several branch representatives wanted to omit fram the statement of
duties the well known phrase "other duties as required”. It should be
noted that the word "related" is not always used. Some employees, while
admitting that these were exceptional cases, have asserted that in some
offices this wording had been invoked to have them clean floors, wash
windows or serve as maintenance men.

The Department must make every effort to provide inbpbsitiOﬁ deé—
criptions detailed information reflecting as accurately as possible the
essential duties and qualifications required. It should, moreover, make
a general reference to certain duties which the employee may incidentally
be called upon to perform. It is better to give more details rather than
less in the outline of dutles.

WE RECOMMEND:
46. That the words "other related duties" be used in job

déscriptions for the Post Office and that mention also
be made of all the duties which are recognized as
forming part of the regular duties of the employees
aven if these duties are not considered part of the

normal"dai;x duties.

(3) At some localities it was recommended that supervisory letter

carriers he grouped in three distinct classes:

a) block rotation supervisory letter carriers;
b) holiday relief supervisory letter carriers;

¢) sick relief supervisory letter carriers.




- 67 -

Employees contend that the last two classes require greater knowledge,
responsibility, and versatility and that they should receive a higher remuneration
than the block supervisory letter carrier.

Strangely enough this proposal did ﬁot seem to be acceptable to a good
many as our inquiry progressed. We prefer not to comment on its merit. We
hope that the point rating system will determine if there is enough difference
to justify the establishment of three distinct classification levels.

(4) Some clerks suggested that a special allowance be paid to those
who have sorting knowledge of more than one geographical zone.

We shall not insist on this point since it may well be that this
knowledge requirement might disappear after the adoption of the proposed depart-

mental policy for proficiency examinations.é/

1/ See Chapter 14, "Proficiency Examinations".



CHAPTER 10

THE WORK WEEK

The field operating services of the Post Office are a year round, 2L hours
a day, and seven days a week operation, thus giving rise to different problems men-
tioned by employees and which concern hours of work, shift schedules, week-end work,

overtime in general, meal hours, etc.

1. Hours of work and shift schedules

(1) The Deputy Postmaster General has the authority, with the approval
of the Civil Service Commission within certain reservations, to fix employees!
hours of work and spread them on a weekly basis.l/

Postal clerks and letter carriers work a 40-hour week.g/ Because of the
many requirements of the postal service, the Department requires employees to work
during the day or partly during the day and evening or at night. For these reasons
it is difficult to spread 4O hours over five consecutive working days. Some em-
ployees such as letter carriers and wicket clerks do not work on Sundays but their
second day off during the week is not always a Saturday or a Monday. Other employees

working on Saturdays or Sundays, or both, do not have consecutive days off between

Monday and Friday.

1/ Civil Service Act, section 68 (e); Civil Service Regulations, sections 9 to ll.

2/ Railway mail clerks have their own schedule of working hours which we discuss
in Chapter 37, section 1.
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However, the Department claims that, as far as possible, it gives its

employees two consecutive days of rest each week and even three days when there is
an interval of six to ten working days between days off. It makes every effort to
reduce staff on week-ends and to use a rotation system so that the great majority
of employees can have Saturdays and Sundays free,

The number of shifts varies between offices. There may be eight to ten,
each with a different schedule. The Department claims that, as much as it would
like to, it cannot spread the work any differently and thus avoid abnormal working
hours for a good number of employees., In many cases it states it has no choice.

It must take into consideration the times of.arrival and departure of the mail.,
However, it has no control over some of them. The Department does not control the
timetables of airplaines, boats and trains. As for highway services the Department
must consid;r the large distances to be travelled and the stops which are required.
Decisions are also affected by public transport timetables., The Department is
convinced that the postal service could not be as rapid or efficient if it adopted
the suggestion of many employees that there should be only three shifts in each
post d%fice with regular schedules,

Headquarters was asked about the possibility, in some localities at least,
of changing the arrival times of the highway services to coincide with the starting
time of the first day shift.

We were told that the highway services had been instituted bearing in mind
the speeding up of the delivery of mail to the public. As the letter carriers' tour
of duty begins at 8.00 or 8,30 a.m., the mail must reach them in time to be handled
and sorted by walks before they leave. If the arrival time of the highway services
were to coincide with that of the day shifts serious delays would result.

The fixing of working hours. and the composition of shifté and their sched-

ules create enormous problems for the Post Office Department., Ve feel, however,
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that the Department has, to some extent, lost sight of the human side of the problem
and wonder if it has considered sufficiently the effects of constant evening or night
work on the family and social life of an employee.

One rather curious fact is that most industries and the Govermment pay
higher differentials for night work (from 12 midnight to 8 a.m.) while, in fact, the
evening shift (4 p.m. to midnight) upsets the normel life of a worker to a greater
degree. His absence from home from late afternoon to about midnight cuts him off
from his wife and family at a time when his presence is almost essential. This
shift work prevents him from taking advantage of the moments when home life is at
jits fullest and, often, most agreeahle. ItAleaves him no time except during
holidays, to relax, to see friends, or take part in outside activities of any kind.

We do not claim to have found an ideal solution. Again reference is made
to the formula we have already recémmended: in each staff post office, a detailed
examination of the hours of work and shift schedules should be started through the
local joint committees, as soon as possible.

This on the spot examination will logically lead to the analysis of dif-
ferent suggestions which we have not studied because of the lack of time, Offhand,
many of them seemed to have interesting possibjlities. Here are some examples:

a) a change in some highway services schedules;

b) the adoption of a shift rotation policy with intervals so spaced (two
months, perhaps) to allow an employee to adapt to changes in his daily life;

c) an alteration of present shift schedules;

d) the elimination of evehing work, the establishment of schedules from 11 a.m.
to 7 p.m., from noon to 8 p.m., and if necessary, from midnight to 8 a.m.,
part-time employees being called to deal with any overflow of work in the

evenings;
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e) a new "days off" policy allowing the employee, if he so wishes, to take
only one day off a week for a certain time and accumulate the other day off
and thus be able to take four, five or six consecutive days of rest from
time to time,

The local joint committees, with the co-operation of the Department,
district directors and postmasters, will surely discover acceptable ways and means
of assigning hours of work which,without being a detriment to the postal service,
will not disregard the welfare of the employees.

(2) As a long-term solution the Department, deriving benefit from all
the suggestions and recommendations received from the local joint committees,
will have to undertake a thorough study of the work flow in the post office from
the beginning to the end of daily operations.

To achieve the desired results this study should not be limited to the
single problem of the distribution of working hours and shift schedules.‘ It
should cover problems of handling different classes of mail, priorities,
transportation, etc.

We see the need for the services of outside consultants to carry out
such a study. We also see the necessity for the pfior acceptance of three main
basic principles while not losing sight of the interests of the postal service:

a) most of the work must be done during normal working hours by shifts

with fegular schedules and full-time staff;

b) night work, and especially evening work, must be reduced as much as
possible;

c) week-end work must be eliminated or reduced to a minimnm.wherever it is not

essential,
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(3) Some other points were raised.
a) While admitting that civil servants in the field operating services of
other departments alsoc have a ,O<hour week some postal clerks recom—
mended the adoption of a 37%—hour week, In their view their work and that of
clerical workers is not so different as to justify such a distinction,
With the exception of the wicket clerks, most of the work performed
by a postal clerk does not appear to us to be of a clerical nature. Their ‘
duties more closely resemble those of an industrial employee, As the national
leaders of the Union of Postal Workers did not make any such suggestion in
their brief, we prefer not to intervene but to leave it to those concerned -
if they see fit - to raise this point at the forthcoming collective bargaining
negotiations,
b) Some employees referred to the system of broken days in shift schedules
which means they have to work two half days during the week to make up their
LO=hour week,
The Department uses this system in localities where the post of fice closes
down on one-half day a week on the same days as the shops and businesses in
the area are closed. As far as possible, it tries to spread the tour of duty
over two weeks, one of 44 hours and the other of 36. We suggest that employees,
in centres where hours are not so scheduled, study the feasibility of such a
system and to request that it be adopted if they think it advisable. There
is no reason to believe that the Department will have any objection.
¢) In a few post offices employees are assigned to shifts varying between
day, evening and night during a period of five to ten days.
We do not support this practice even if it is unusual and even if the
Department, in these cases, gives an employee at least 8 hours rest before

resuming work.
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d) The Department admits that, at times, some employees do not have & hours
rest before being recalled to work. We disapprove of this practice also,

e) On different occasions and on less than twenty-four hours notice the
Department changes the employees! rotation days off after the shift schedules
have been posted. This is done, it says, only in special circumstances; for
example, in the case of the sudden and unforeseeable absence of an employee
belonging to a small shift. The Department cannot always replace the latter
by a casual and must at once recall the employee from his day off; in the
case of railway mail clerks where tﬁe nature of the work makes it impossible
to hire a casual employee, the Department has no alternative but to recall
immediately a railway mail clerk on his day off so that he can be available
before train departure time,

f) The employees urge that they be authorized to leave work at 10.30 Poellay,
at the latest, on Christmas and New Year's Eve, They also suggest that all
inside postal operations be stopped on these two holidays.,

According to the Department it does all it can to let its employees go
as early as poésible on Christmas and New Year's Eve and that on these two
days it requires only the attendance of a very minimum number of employees.
It emphasizes, however, that in some areas December 26 and January 2 are normal
delivery days and therefore it cannot reduce its staff too mmch.

The Department ought to do more. It is not impossible to make, before-
hand, the necessary arrangements so that all staff can be released at 10.30
p.m. at the very'latest on Christmas and New Year's Eve, Often at the risk
of giving & less complete service in these areas it can limit itself to a
very minimum number of employees on these two days. The patrons in these

regions will understand.
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WE RECOMMEND:

h7.

L9.

50.

51.

52,

53.

54,

2.

Friday, with a few exceptions, would solve many problems, particularly in grades 14

That local joint committees in each staff post office be

authorized to start as soon as possible a detailed examina-

tion of working hours and shift schedules, to study all the
possibilities for improvement and to make the recommendations
having due regard to the requirements of the postal service,

That the Department, on the other hand, make a thorough study
of the flow of work from the beginning to the end of daily

operations,

That, for this purpose, the Department call on the services of
outside consultants and recognize the validity of the basic

guiding principles set out in this Report.

That hours of work be fixed as much as possible to coincide with

the normal operation of public transportation.

That the Department make an effort to discontinue broken days in
shift schedules as well as the assigrment of employees to dif-
ferent shifts over short periods.

That_employees be allowed a minimum of 8 hours rest, plus. travel

time, between each shift change,

That no member of the staff be obliged to work after 10!39'p.m.,

at the latest, on Christmas Eve and New Year's Eve,

That the Department reduce to a strict minimum the number of
employees required to work on Christmas Day and New Year's Day,

Week-end work

Employees stated that scheduling of work over a five-day week, Monday to

to 19 post offices.l/

pressing and adverse effect upon their individual, family and social life, is most

detrimental to the recruiting of desirable and qualified personnel and is one of the

According to employees week-end work over an extended period has a de-~

reasons for the high rate of personnel turnover in many cities,

1/ sSee Appendix F.
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As expected, they compared their lot with most public servants who are
not required to work on week-ends. They emphasized that most businesses and all
chartered banks now close on Saturdays, as well as a large number of provincial and
minicipal services.

Letter carriers do not believe that patrons are that concerned about re-
ceiving mail on Saturdays and a good number of wicket clerks think that no one has
nor can have any serious objection to closing post offices on Saturday by noon at
the latest. Finally, postal workers recommend the setting up of special week-end
shifts composed of a very minimum number of employees who would process first class
mail only.

The Department admits that these suggestions from its employees would
make working conditions more normal and attractive but it does not believe that
they are either practical or acceptable.

a) The Department fears, as a foregone conclusion, a strong adverse reaction
from the public.

It quotes, as a precedent, the protests caused a few years ago by its
decision to curtail postal service on statutory holidays. One must admit
that this reaction was shortlived, as was the case when mail delivery was
reduced from two to one delivery per day.

It emphasizes that in many cases, mail items such as registered mail,
postage due mail or C.0.D.'s, whose delivery requires personal contact according
to the regulations can only b; delivered on Saturdays because it is the only
day when the patron is at ?ome.

The Department admits that it is the practice for a good many firms to
close on 3aturdays, but it does not consider this is practised to the extent

that it could allow the Department to ignore its obligations towards all

those businesses, whether smﬁll, medium or large, which remain open on that
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day and which depend upon the maintenance of postal service at least on
Saturday mornings.
b) The Department maintains that it cannot process first class mail only on
week-ends,
This is & thorny problem because indirectly it brings another one
concerning methods used sometimes by some postmasters during the week for the
handling of third and fourth class mail. These methods have been questioned
several times by the employees who believe that the Department, if it processed :
these two classes of mail as they are received during the week, would avoid
its accumulation for the week-end. The Department denies using such methods
and rejects the employees' allegation,
¢) The Department also believes that a noticeable reduction of service on
Saturdays would result in patrons seeking other means of communication, such
as telephone, Telex or express services, resulting in a loss of revenue which
would not compensate for the savings made because of the curtailment of service
on Saturday.

Some conclusions can be drawn from these opposing points of view.

(1) Basically we are concerned here with a right of management.

The Department has the responsibility for all final decisions respecting
the scheduling of work, the assignment of duties and the setting up of week-end work
schedules., Everything considered, it is up to the Department to adopt the most
reasonable measures., It is possible that employees do not see these measures in
the same light and that they choose to contest their validity and timeliness. But,
in the absence of the Department's concurrence in the viewpoint of its employees, we
believe that the employer should have the last word and that he must be able to rely
on the co-operation of its personnel. |

(2) On the other hand, once these measures are applied, employees who are 1
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called upon to work either on Saturdays or on Sundays should receive additional
remuneration to compensate them adequately.
(3) Notwithstanding the above, the proposals put forward by the employees

deserve a more thorough study than circumstances allowed us to do.

WE RECOMMEND$

55 That postal employvees, subiject to their right to put
forward their points of view and discuss the pros and
cons with the Department, should recognize that it is
justified in organizing work on week-ends as it sees fit,

56. That the appropriate authorities, on the other hand, agree
to pay additional remuneration to all employees reaquired
to work on week-ends even if this work is part of their
normal scheduled weekly hours.

57 That the rate of such additional remuneration be negotiated

under the proposed collective bargaining negotiations.

58, That the responsible authorities conduct a thorough study
of the consequences of the adoption of a policy aimed at
curtailing postal service on week-ends.

59. That this study include amongst other things:

a) the possibility of cancelling all letter carrier delivery
on Saturdays to private homes, and limiting this service to
the bare minimum on that day to businesses and commercial
establishmentsg

b) the possibility of closing down wicket service on
Saturday afternoons and of closing it down completely in
those areas where operating costs consistently exceed

revenue;

c) the possibility of suspending postal operations between

~. the midnight shift on Friday and the evening shift on
Sunday at those locations where this is practical, i.e.,
where no serious delay in mail delivery would occur;

d the possibility in those offices where it would not be
practical to curtail Saturday delivery and wicket service,
of employing a minimum staff for the sale of money orders,
etc., sorting, preparation and delivery of only first
class mail matter along with C.0.D.'s and registered mail
and the dispatching of mail of these classes,
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3. Qvertime in'general

The Department pays its employees extra remuneration for "authorized"
overtime.l/ Usually extra pay is calculated on the following basis:
a) for overtime beyond normal daily or weekly hours - time and a half;
b) for work on a statutory holiday which falls on a normal working day -
normal day's pay, plus time and a half for every hour worked on that day;
¢) for work on a statutory holiday falling on an employee's day of rest ;
three times his hourly rate for every hour. '
The formila for "authorized" overtime as the Department applies it seems
consistent with that of industry in general where each hour of overtime brings com-
pensation in the form of extra pay.
(1) There is almost complete lack of agreement among employees on this
subject. Some of them disagreed with the way overtime is alloted while others
objected to being forced to work overtime.
The Department first of all asks for volunteers. If not enough volunteers .
are available a choice is made on the basis of the reverse order of seniority. It
states that no emﬁloyee with a valid excuse is made to work overtime and that dis-
ciplinary measures are never taken against anyone who refuses to do so.
This practice seems fair and we cannot understand why it should give rise
to serious difficulties. The Department said it hopes that the staff organizations
will, as soon as possible, state their own respective positions with regards to the
allocation of overtime among employees, bearing in mind the operational requirements

of the service.

l/ We are commenting here only on the general practice. In Chapters33 and 37 we N
deal with the problem of overtime for letter carriers and railway mail clerks
respectively.
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(2) Employees ask that they be given at least four hours notice before
being requested to work overtime, The Department has no objection but points out
that this is not always possible, for example, when there is an unforeseeable delay
in the arrival of the mail.

(3) Some consider that the Department should guarantee a minimum of three
hours work every time they are called.to work overtime. The Departiment claims
that, to its knowledge, no employee is required to work overtime for less than two
hours. It intends to notify postmasters to abide by this policy.

There must be a misunderstanding. There is a difference between overtime
worked immediately after normal working hours and overtime which requires an em-
ployee to return to work after he has left.

In the latter case, we agree with the employees' request. If they are
asked, unexpectedly, to leave their homes and return to the office to work overtime,
we believe that a minimum of three hours pay is justified.,

(4) Four other points need clarification.

a) Some employees complained that the 30 minutes worked every day prior to
the official starting time during the Christmas period is not counted as
overtime. The Department states that postmasters must count this as overtime,
b) It was suggested that new employees during their probationary period should
be paid for overtime like other employees. This proposal is reasonable. The
Department, however, maintains that it usually does not require these employees
to work overtime,

¢) Another point for discussion is the departmental policy of not asking
part-time and casual employees to work overtime. The Department claims this

is not its policy. It maintains that it does call on these employees to work
overtime when necessary. However, it does not want to see female part-time

employees work after midnight. We agree,
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d) We understand thet payment for overtime which at times was delayed is now
made, normally, not later than the fifteenth day of the following month.

Therefore we need not pursue this matter further,

WE RECOMMEND:

60. That the Department and the staff organizations, through
the national joint committees, clarify the methods and pro-
cedures to be followed in the granting of overtime and its
sharing among employees,

61, That a minimun of three hours overtime be guaranteed to any
employee who, having already worked his normal shift, is
asked to return to work after he has left the office.

62, That . part-time, casual and new employees on probation be
paid overtime for each hour they are required to work beyond
their normal working day.

4+ Meal hours

All employees of the Post Office are entitled to a meal break of at least
half an hour during their daily eight hours of work.,

(1) Several maintain that the meal break is not long enough and that
sometimes they have had to eat while working because of pressure of work or inade-
quate transportation facilities.

Headquarters do not appear to be aware of these grievances and state that,
in line with directives issued, postmasters have the responsibility to ensure that
emp%oyees have a completely free half hour for their meals.

We must say that during our visits we actually saw employees eating while
they were working. Of course, they may be many reasons for this, not all of which
are necessarily the fault of the postmasters.

However, we believe that the Department should clarify its directives or
make them more definite and make sure through the postmasters that they are fully

understood and adhered to by immediate supervisors. Employees, on the other hand,
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must remember that they have a right to stop all work duriné their meal break. If
they are prevented from doing so, against their will, they should take the means at
their disposal to obtain recognition of this right.

(2) There have been several other observations made about the meal break,
one of which seems to deserve special comment. Employees complained about the time
set for the meal break.

The Department usually tries to schedule the break between three and a
half.and to four and a half hours after the employee arrives at work. This is not
always possible, For example, it is the practice for letter carriers to deliver
about two-thirds of the daily volume .of mail on the morning run. However, quite
often, either the letter carrier has so much mail that it takes him longer-to deliver
it or there is no -public transportation when he is ready to return to the office at
noon.- Evidently, some letter carriers are unable to have their meal until five or
six hours after they start work,

There appears to be only one corrective measure. Although we do not be-
lieve that the majority of letter carriers will agree we think it is worth men-
tioning. Some suggested stopping delivery at a set time in the morning. This would
mean that letter carriers would eat their meal at more convenient hours but it would
probably mean that they run the risk of finishing work much later. in the afternoon.

There are other post office employees who have to wait more than four and
a half hours before eating their meals,

The Department reduces inconvenience to a minimum by staggering breaks
to the best of its ability. It does not see how it can adopt a fixed rule to solve
this problem which differs in every office. It states that changes made are not put
into effect until the representatives of local branches have been consulted. This
last statement offers interesting possibiliﬁies. We will return to it in our

recommendations,
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(3) It was suggested that the half hour lunch break be included in the
‘normal hours of work.,

Such an arrangement would be tantamount to introducing a 37%—hour work
week, According to the Department, this would cost the public several million
dollars a year since a large number of additional workers would have to be engaged.
We believe that this question should properly be held over until the forthcoming
collective bargaining negotiations take place.l/

(4) A fourth proposal is that the half-hour lunch break should be ex-
tended to one hour,

The Department has no serious objections. Even now it allows some groups
of employees a break of one hour, However, it did not fail to point out that some
other groups would gain no real advantage from this proposal or might even lose by
it., Therefore, if the lunch break were extended a good number of letter carriers
would have their working day extended by half an hour., Postal clerks on evening
shifts would perhaps have difficulty in finding public transportation if they left
the office half an hour later. Evidently, some of them would lose part of their
night differential pay.

This prospect makes us cautious and we believe it is preferable to let
the employees themselves decide the merit of this proposal, having regard to local
conditions, and if they see it as an improvement discuss the matter with the
Department,

(5) The suggestion that the lunch break be abolished in lieu of extra

pay is rejected,

1/ All federal employees attached to operating services work a LO-hour week.
Only those in the administrative services work 373 hours.
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We cannot see this proposal at all. It is inhuman and antisocial to
allow an employee to do a day's work without proper food or rest. The Department
reacted in the same manner.

(6) Meal breaks present two other problems,

The first concerns only the letter carriers.

Although the Department has advised us of its intention to eliminate all
"straight through" walks, it is always possible that the carrying out of this de-
cision may be delayed. We are concerned about the letter carriers who have this
type of walk and who cannot find a suitable place to eat their lunch. We are making
a recommendation which should resolve this problem.

We are also making a recommendation regarding the second problem, which
concerns mainly postal clerksvwho lose valuable time by having to punch the clock
before and after their lunch break, either because of the large number of employees

waiting in turn or because of the distance they must travel to reach the time clock.,

WE RECOMMEND:

63, That the Department clarify its directives concerning its
emplovees' right to a meal break of at least one full half
hour during their eight hour day.

6lie That the Department, through its postmasters, ensure that
employees' immediate supervisors understand and conform to

these directives.

65. That employees deprived of a meal break against their will
take advantage of all avenues of redress open to them.

66. That the meal break be as near halfway through the working
day as possible.

67, That _any change affecting an employee's meal period be put
into effect only after consultation with him and, if agreement

cannot_be reached, with representatives from his local branch.
68, That through local joint committees discussions be initiated

to decide locally whether the lunch break should be one hour
instead of half an hour.
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69. That, from now until all "straight through!" walks are
eliminated, the Department ensure that letter carriers
assigned to these walks have a suitable place to eat
lunch and, if such a place is not available, that it
take all the necessary measures to solve the problem
including transportation of letter carriers by taxi if

necessarys.

70, That the Department after consultation with the local
joint committees install more time clocks wherever deemed
.essential.

5. Coffee breaks

Many aspects of coffee breaks were discussed.

(1) The Department was criticized for considering coffee breaks merely
a privilege rather than a right. The rest periéd, commonly referred to as a coffee
break, has become such a part of our way of life that it has all the charécteristics
of a right, the use of which if not abused, benefits both the employer and the
employee.

It is preferable to give it formal recognition and avoid the possibility

of frustrating grievances.

WE _RECOMMEND ¢

71, That coffee breaks be recognized as a rlpht rather than
just a privilege.

(2) FEmployees requested that coffee breaks be extended from 10 to 15 mi-
nutes, contrary to the general practice in the private sector.

Even if employees, in some post offices work some distance from facilities
where coffee, tea, beverages and food are dispensed, we do not concur with the

above suggestion.

'

;/ Chapter 2h,sect10n 5, "Environmental and Physical Working Conditions', where we
comment on the need for additional amenities.
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WE RECOMMEND :

72, That, until further notice, coffee breaks remain limited
to ten minutes but that the Department ensure that all
employees can derive benefit.from it.

It was said that in some post offices coffee breaks are given at poorly
selected times. The operational requirements of the postal service evidently have

a bearing on the timing of coffee breaks.

WE _RECOMMEND:

73. That, as far as possible, coffee breaks be taken near the
middle of each half shift, whether it be day, evening or
night,

6. Wash-up time

At some localities, postal employees requested that. the Department allow
them during normal working hours a period.of five to ten minutes to clean up before
meals and before leaving the office.

We have observed that these employees are exposed to dust and that they
often handle mail bags that are not altogether too clean,

The Department does not deny it and simply points out that this will be a
matter for collective bargaining in due course. We agree but think that the Depart-
ment should be willing to discuss this problem immediately with the staff organiza-
tions to arrive at a mutual understanding, especially where washrooms need a good

deal of improvement regarding size, space, location and number,

WE RECOMMEND :

The That the appropriate authorities recognize, in Erinéigle, fhat

some post office employees are entitled to five minutes wash-
up time before meals and before leaving the office.

75. That the Department discuss relevant controls with the staff
organizations, through national joint committees.
76 . That _once a firm rule is established, Headquarters refer any

decision of a local nature to QOStmastensuand'district‘directors.




CHAPTER 11

PAY AND ALLOWANCES

1, Pay cheques

(1) The employees' main grievance relates to the number of pay periods
in a year.

There are now 2/, pay days per year. Postal employees, like all civil
servants, receive their pay cheques near the middle and the end of each month,

This method of payment has some serious disadvantages, especially for
lower paid workers whose budget is tight and committed ahead of time, Reference
was made to the problem facing an employee who has to go through three week-ends
between pay days and it was suggested that salaries be paid every two weeks.

We realize that Treasury Board not the Department has jurisdiction in
this matter. We are aware that the Board has for some time been studying the
possibility of such a change.

This change creates téchnich and administrative difficulties which
become more serious when one considers that Treasury Board is, and quite rightly
so, considering the change for the whole of the Civil Service. These diffi-

culties are not insurmountable and must give way to the common good of all em-

ployees.,
WE RECOMMEND:
. That, from now on, postal employees receive their annual

salary every two weeks, in 26 fixed periods per year,
instead of 24,

(2) It was also requested that if Treasury Board decided to agree to
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the necessary change, the Department would make every effort to issue these cheques
every second Thursday at the latest, because a good number of employees who work late
in the evening could have difficulty cashing their cheques if received on Friday.

We support this request.

(3) It was alleged that pay cheque stubs did not provide enough informé—
tion. They referred to annotations for overtime and night differential pay which leave
employees uninformed as to the»exact period of work covered by these pay cheques,

We are assured by the Department that recent procedural changes have
resolved this problem., If, despite these changes, some employees are still confused
they should obtain the necessary explanations from their personnel office - this is
one of its functions,

(4) Many employees would like to receive,fheir pay cheques in advance when
they go on vacation leave,

We are told there are difficulties to ovefcohe; Because computers are
used for the preparation of pay cheques, the employees' request cannot be granted
if cheques are not already prepared, since it would upset the established program
and risk delays and other difficuities in the general distribution of these cheques.
We do not have sufficient knowledge to assess the validity of these objections.

This request is most reasonable if the cheques are on hand,

WE RECOMMEND:
78. That postmasters do not fail to give pay cheques to employees a

few days ahead of their vacation leave, if cheques are on hand,

(5) On many occasions employees have criticized the decision of Treasury
Board not to grant the benefit of the raise in pay announced on August 1, 1965,
retroactive to Gctober 1, 1964, to former employees who terminated their employment

between these two dates.;/

1/ This decision is based on Order in Council P.C. 1964-133, dated January 30, 1964.
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If we consider:
a) that the agreement by an employer to pay a new wage rate retroactively
to his employees without distinction is equivalent to recognition on his
part that the former rates have proved insufficient from a certain date, and
b) that postal employees laid off, superannuated or deceased (through their
estate; actually receive the increase retroactively,
we cannot understand why all employees, without distinction, who terminated their
employment between Cctober 1, 1964, and August 1, 1965, were not also granted the
increase.

We do not have the authority, under our mandate, to make any recommend-
ation whatsoever on this matter,

(6) At the beginning of our investigation we were informed that a small
number of employees because of & simple mathematical error, for which they were
not responsible, had oversubscribed certain payments to the Unemployment Insurance
Fund and were not reimbursed.

We are told that Treasury Board has now approved the refund of these

amounts and that all employees so affected have been reimbursed or will be soon,

2, Acting pay
Section 13 of the Civil Service Act reads as follows:

"here an employee is required to perform for a temporary period
the duties of a higher position than the one held by him, the
Commission may in accordance with the regulations authorize the
payment to him of acting pay during such temporary period; and
during the time that the employee is being paid acting pay he has
and may exercise the power and authority of the person holding
the higher position.,®

The Civil Service Commission has laid down in its B.egulationsy that
acting pay may not be paid to an employee required to perform the duties of a

higher position than the one held by him for a period of less than two months,

1/ Sections 38 to 40,
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The Department has further restricted the scope of this provision.

According to the Departmental Personnel Mhnuall/ acting pay shall not
be paid to an employee who replaces someone in a higher position, even for more
than two months, when the regular incumbent is absent on special or vacation
leave. It is also laid down that an employee who temporarily replaces several
others in higher positions is not entitled to add together the replacement periods
towards the minimum period of two months,

Employees protested these regulations and suggested that in their case
acting pay should take effect as soon as they take on duties for which a higher
salary is approved. - To support this claim, they referred to the current practice

in industry for operational employees. They referred to certain methods being

used by some postmasters to avoid paying acting pay.

The Department claimed it was completely unaware of these methods, It
even offered to investigate any abuse which is brought to its attention and to
remedy any legitimate grievance,

The Department did not wish to express a firm opinion on the employees!'
recommendation that acting pay be paid immediately the higher duties are assumed,

- Instead, it pointed out that the Civil Service Commission in 1962 did not con-
sider it advisable to modify its policy in this regard.

This may be true, but we are far from conyinced that the reasons given
‘at that time and which might be given today with regard to several classes of
white collar civil servants are well founded in the case of post office employees,
These employees, in fact, have very limited promotion opportunities. Only a very
small number can hope to cbtain a promotion because of the additional knowledge,

exﬁgtience, or training acquired in the execution of the duties of a higher

position, Furthermore, we are doubtful that a postal clerk, a letter carrier or

1/ Under the heading "Pay" (Acting Pay).
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a railway mail clerk who temporarily assumes a higher position is, in all cases,

performing only part of the duties of that post.

WE RECOMMEND ¢

9. That by one or more amendments to the Civil Service Act
and Regulations or any other document it be recognized
that a post office employee is entitled to acting pay
after he has performed the duties of a position higher

than the one he holds for five working days, whether

consecutive or cumulative, and for as long as he holds
such a position.

3. Night differential

Full-time postal workers receive a night differential of 15 cents an
hour which, with certain exceptions, is paid to them for each complete hour of
work done between 5 p.m, and 7 a.m.l/:

(1) They requested that this differential be increased either to
25 cents an hour or to 15% of the salary.

In some other departments, the night differential is 8 cents an hour
between 6 p.m. and 12 midnight and 12 cents an hour between 12 midnight and 6 a.m.g/
The differential rate in the Post Office Department is thus_the highest in the
public service. It is even higher than that generally paid in private industry.

This rate, admittedly, has not changed since 1954 and is less generous
than 12 years ago when employees received eight hours pay for seven hours night
work. But this is an anomaly which neither common sense nor logic Jjustifies
correcting by raising the rate of 15 cents an hour to 25 cents. We would only
be making the situation more abnormal.

However, there is a compromise formula which is rather interesting and

appears more reasonable to us,

1/ Order in Council, P.C. 1954~24/290, March 4, 195L4.
2/ Treasury Board Minute 609965, Uecember 12, 1963.
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This formula involves the adoption of a variable percentage of the wage

as the detemining factor in the differential rate. 1In other words, it means
a) that the parties to @ collective agreement recognize that the so-called
night differential can vary according to whether it seeks to compensate the
emplovee for hours worked either during the evening or at night, and
b) that the parties agree on the percentage of the wage which in both cases
seems most equitable to them.

The problem of studying the possibilities of this formula more thorough-
ly should be left to the staff organizations.

(2) Full-time employees also suggested that, from now on, the Department
pay the night differential, to each and every individual without distinction, for
every hour of work done between 5 p.m, and 7 a.m,

At present an employee does not collect his full differential unless he
starts work at 5 p.m. or later, and before 6 a.m. If his shift starts before 5 p.m.,
he is not entitled to a differential until after 7 p.m. Or again, if his shift
begins at 6 a.m., he does not receive any differential for the first hour, i.e.,
between 6 a.m, and 7 a.m,

The night differential is intended to compensate an employee for pre-
scribed abnormal hours of work. As mentioned above, in other departments as well
as in the industry, the right to a night differential is recognized and cousistently
respected, We are unable to understand the reasoning on which the Department can
base its policy.

(3) There is one last point,

‘Casuals and some part-time employees compiained about not being entitled
tb the night differential. Elsewhere in this Report we explain the kind of work

these employees perform and the situation in which they find themselvesfl

;/ See Chapter 8, "Manpower", sections 3 and 4.
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If we were to abide by the facts and circumstances which, in accordance
with the letter and intent of the law, authorize the Department to hire casual
help (even for a short time) and if our recommendations in favour of these people
are accepted, we do not see why these employees should continue to be denied this
differential since, like full-time employees, casuals may be required to work in
the evening or at night,

Payment of the differential to part-time employees is a different matter,

These employees are almost permanent supernumeraries whose work, as a «
rule, lasts only four hours a day, five days a week, They seek this kind of work
precisely because they knoy that it will be only part time, This suits them and
they accept it for different personal reasons. They also know beforehand, as a general
rule, that they will not start work before a certain time in the late afternoon and
that they will finish fairly early in the evening.

In their case, therefore, we do not believe that a differential is

appropriate as it is in the case of casual employees,

WE RECOMMEND:

80. That the rate of the night differential remain unchanged for
the time being,

8l. That the staff organizations study the possibility of adopting
a new formula to establish the night differential on the basis
of a percentage of the basic salary.

82, That the staff organizations, if they think it advisable, discuss
this new formula during the forthcoming collective negotiations,

83, That all full-time employees be entitled to the night differential

of 15 cents for each hour of work performed between 5 p.m. and
7 a.m., without exception.

84. That casual employees, like full-time employees, receive the
night differential.
Y
4. Boot allowance
1
In his second Report'/ Mr. Justice J. C. Anderson recommended that "the N

Commission of Inquiry into the Increases in Rates of Pay for Civil Servants in
Group D, (p.3).
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boot allowance of the postal service on a semi-annual basis, for such full-time
employees as now recéive this allowance, be converted into the sum of $60 annually
and added to their pay."

The Treasury Board endorsed this recommendation on August 26, 1965.

Postal employees who are entitled to the boot allowance complained abou£
this recommendation because, as indicated by Mr. Justice Anderson, it is subject
to deduction for income tax and pension purpcses, They have asked to revert to the
former practice which, while granting an allowance, somewhat less generous, was
paid twice annually and was not taxable., The rate was based on prevailiné market
prices for boots and the allowance was intended strictly for their purchase,

The employees claim they gained very little from this change and although
they had accepted it at the time, have now come to regret it,

If this were a fundamental problem, we would hesitate to intervene but
such is not the case. We also wish to emphasize that our viewpoint should not be
interpreted as an expression of reproach to the Commission of Inquiry into the

Increases in Rates of Pay for Civil Servants in Group D.

WE _RECOMMEND:

85, That the Department revert to the practice in effeet prior to
August, 1965, for the payment of the boot allowance and that

this amount not be considered as part of the basic salary.

Postal clerks and mail handlers do not receive any boot allowance, Many
of them are required to handle heavy bulky mail bags regularly. They believe they
are entitled to safety boots for their own protection and claim a special allowance.

The Department contends that these employees are not normally required to
1ift, move or carry mail bags except in small staff post offices and that the per-

centage of on-the-job accidents due to such handling is minimal.
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WE RECOMMEND:

86. That the Department consider the provision of free safety

boots for those employees who have to handle heavy and bulky
mail bags on a regular basis.

5. Clothing
If anyone had asked us at the end of our Inquiry to state which problem

throughout the country had given rise to the greatest number of suggestions, differ-
ent if not dissimilar, we would not have hesitated to say that it was the problem of
uniforms and clothing of all kinds,

A few examples will be enough to show both the dimension of this problem
and the perplexity in which we find ourselves.

Some letter carriers described their uniforms as a "get-up® and criticized
the quality of the material, the cut, and after a few months of wear, their shoddy
appearance., Others complained about the shirts, summer and winter caps, and the
inadequacy of waterproofing in the coats and capes. In other instances, full-time
and part-time postal clerks uave complained about aprons, smocks or coveralls,

No one can expect this Commission to be able or to want to decide on the
choice of clothing for the post office employees, on the attractiveness of the
colour, ‘the quality of the material, shirt cloth, or on the substitutions, changes
or alterations which may be required.

‘However, we were made to understand:

a) that in 1951, the Department, the Union of Postal Workers and the Feder-
ated Association of Letter Carriers had agreed to set up a joint committee
cairied "The Uniform Comittee";

b) that this committee is composed of representatives of each of the groups
concerned;

c¢) that the committee has held regular meetings since then;

d) that its first and foremost function is to look into and find the best
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possible solutions related to all clothing problems.
It is best, therefore, to refer to this committee all suggestions made,
We acknowledge that this committee is far more capable of dealing with these

suggestions since it has the knowledge and competence required,

-WE RECOMMEND :

87. -That post office employees through their local branches
communicate to their national Headquarters all problems
and suggestions of the kind referred to in this Report
concerning uniforms or clothing.

as, That the national leaders submit these problems and
gggestions, if they see fit to do so, to the jpint
Unlform Cormittee,

89. That this committee study these suggestions and make
recommendations which it considers fair and reasonable.

90. That the Department, insofar as possible, conform to
these proposals,

These recommendations take care, for all practical purposes, of-most of
the proposals received,
There remains, however, a few proposals on which we would like to comment
in detail for the benefit of all concerned.
(1) Until now letter carriers ére being providéd freeéof-charge in
addition to their boot allowance with:
a) peajacket or overcoat (also known as "Weather Jacket");
b) sackcoat (also known as "Tunic");
¢) trousers, both summer and winter;
d) shirts;
e) cloth cap, both summer and winter;
f) straw hat;
g) ties;

h) waterproof cap cover;
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i) waterproof cape;

J) waterproof coat;

k) waterproof leggings;

1) rubber boots or rubber shoes;

m) vests (colder northern regions only);
n) windbreakers (Prairies only).

We do not question the need for all this clothing. Moreover, the Department

stated that it proposes:
a) to issue shortly new types of uniforms and winter coats;
b) to add to the scale of the issue woollen scarves and fur hats at
the beginning of the 1966/67 winter season;
¢) in the coastal regions, to issue a new type of waterproof rainsuit
which will be better adapted to weather conditions.

We have nothing to add to this list or to these proposals. In line with
our recommendation we leave it to the joint Uniform Committee to take care of omis-
sions, if any.

(2) At some localities, letter carriers suggested better methods of
distribution of clothing, i.e., that the Department use a network of warehouses
located in some larger cities, The Department does not agree because it would
mean the setting up of an elaborate and expensive organization which would be
unrealistic because it would result likely in the over-stocking of clothing and
of other various items in post offices in the larger centres,

The Department has now included penalty clauses in its contracts with
suppliers for unwarranted late deliveries and is satisfied that these clauses
will bring excellent results and will eliminate the delays encouatered “in the
past.

(3) It was suggested, but only by a few letter carriers, that on

initial appointment they be issued with a complete uniform by the Department
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and then provided with a clothing allowance to meet future needs. The Department
points out that it buys from wholesalers at a reasonably low cost, and that the
letter carrier will have to pay substantially more., Moreover, the Department is
fearful that, should this proﬁosal be adopted, the letter carriers after a while
might not be as well nor as uniformly clothed as they are at present.

(4) Some letter carriers recommended that the Department pay the cost
for minor repairs and for the cleaning of their uniforms., This practice is not
recognized, generally, outside the Department. However, we think the Department
should continue to bear the costs of repair and cleaning in the case of accidents
on the job.

(5) Many employees working inside post offices feel that the issue of
protective clothing is inadequate.

The Department does not #gree claiming that protective clothing may be
replaced when worn out as it does for uniforms and shirts of letter carriers,

(6) Wwicket clerks in daily contact with the public claim they-are not
provided with a suitable jacket and that it creates a poor public impression.
They request, firmly and with persistence, that they be issued with a more present-
able type of jacket.

The Department states that the joint Uniform Committee has recommended
the adoption of a new style nylon cotton Jacket for wicket clerks, to be issued
beginning with the fiscal year 1966/67.y

(7) Postal clerks and letter carriers have asked to be measured by a
qualified tailor in their locality. We do not think that this is essential
provided precise instructions are given on the relevant requisition forms and

care is taken in the talloring.

1/ We hope that this new jacket will be made in an attractive colour.
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(8) Railway mail clerks do not receive a clothing allowance., Without
agreeing with all their requests,one appears reascnable, i.e., the fres issue of
coveralls by the Department. The nature of their work and because they have to
handle mail bags and creep through dusty and narrow openings (creep holes) prompt

us to agree with this suggestion.

WE RECOMMEND:
91, That the Department supply coveralls to railway mail clerks,

A

.
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CHAPTER 12
SENIORITY

The Post Office Department is one of the few departments where seniority
is recognized as a major factor in some of its functions and personnel policies:
selection of vacation leave periods, preferred assignments,l/ bidding: for shifts,
shift schedules or for .carriers' walks, and promotion within the railway mail
clerk classification.g/

This poliqy and the details of its operation are the result of agree-
ments between the Department and the staff organizations. Any innovation results
always from consultation and discussion. No changes are made unilaterally.

We approve of this policy as a whole. It implies the recognition of
certain rights and privileges because of an employee's length of service,
Decisions become more acceptable since they no longer depend on managerial
decisions, undue influence or mere whims, but on a system which has been approved

and accepted by both sides. It improves human relations by creating a more

peaceful atmosphere, free from bitterness or resentment,

1/ Wicket clerks, directory clerks, assistants to supervisors in the letter
carrier sections, clerks in the customs sections in some offices, and
some other positions in larger staff post offices are classed usually
(there are exceptions) among these positions. In such cases, except where
the employee lacks the ability or knowledge required, seniority, based
on continuous full-time service in the particular classification,is the
deciding factor.

2/ We also deal with seniority in Chapter 15, "Competitions and Promotions".
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These seniority rules have never had any legal basis until now. For
the Department itis amoral obligation. Theoretically the Department can ignore
them wholly or in part or repeal them. With the advent of collective bargain-
ing these rules will be discussed from different viewpoints, including the
possibility of making them part of a collective agreement. The staff organi-
zations will evidently try to increase the scope of these rules, We have
heard so often about their plans in this matter that we must discuss two of
them at least.

(1) several employees complained that, in some offices, local
management had not allowed them to bid for a position which they considered
a '"preferred assignment"”, claiming that the position was not of this nature
or that these employees did not have the necessary qualifications.l

The first objection appears easy to solve although we must admit
that "preferred assignments" vary from one district to another. For example,
the position of wicket clerk is not always considered a "preferred assign-

ment" while, in some places, the work of a mail handler is.

WE RECOMMEND:

92, That the Department agree to determine definitely, through
local joint committees, what positions should be designated
as "preferred assignments" in each staff post office.

The second objection regarding qualifications does not present too

serious a problem either,

1/ This second pretext has been invoked more often.
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The intro@uction of barrier examinations which we will discuss laterl/
will make it possible to identify, ahead of time, the aptitude of candidates
for "preferred assignments" and to use seniority as the deciding factor, when
employees are successful in these examinations.

In addition, if future c;llective agreements contain one or more
clauses based on the seniority rules, now in force, any.employee who thinks
he has been wronged will be able to take advantage of the new grievance
2/

'(2) The staff organizations urge the application of the seniority

principle in promotions. They are faced with two major obstacles:

E) Bills C-170 (Public Service Staff Relations Act) and C-181 (Public
Service Empioyment Act) leave entire jurisdiction in this matter to the
Civil Service Commission and, as in the past, held to the merit principle
in this field;z/
b) the bargaining certification of staff organizations will probably
exclude postal officers grades 1, 2 or 3 and will, at the same time,
exclude these organizations from any discussion on the methods of
promotion to these positions.

(3) Although, as a rule, employees are satisfied with the present
seniority system, it must be admitted that methods of application vary greatly
from one group to another:

a) letter carriers base their seniority on continuous full-time service,

in their particular class, regardless of location;

1/ See Chapter 15, "Competitions ard Promotions".
2/ See Chapter 17, "Grievance Procedure",

3/ See Chapter 15, "Competitions and Promotions".
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b) postal clerks, mail handlers and dispatchers, in their particular
class, but only within the postal establishment;

¢) railway mail clerks,'effective the date of promotion to their

v,

class and by district.
These different interpretations are a continuous cause of friction
among the staff organizations and the Department is concerned. It believes,
and rightly so, that it cannot act as a mediator and settle the disputes
between the staff organizations. This is the responsibility of their
respective leaders. We support the Department's approach of not interfering
in the internal problems of the staff organizations of its own initiative,
and of its policy to study all suggestions that these organizations wish to submit
through their elected representatives.
During our Inquiry, one particular instance of friction arose which {
we cannot ignore,
Some years ago, all interested parties made an agreement concerning 4
the large number of railway mail clerks who, gradually, had to be transferred
to other employment.g/
The Department, realizing that these clerks were the victims of
circumstances beyond their control, decided that surplus railway mail clerks
should be entitled to the same pay and, after consultations with the staff
organizations,to keep their earned seniority whenever they were transferred

to other positions in the postal service,

1/ We noticed that junior employees have a viewpoint different from that of
the more senior employees. This is understandable,

& 7

2/ The ecurtailment of the railway postal service and the marked increase in
services by air and highway services have resulted in a decrease in rail-
way mail clerk positions from 1,400 in 1957 to 347 in 1966.



- 103 -

Thus, a_railway mail clerk whose position‘is abolished may use his
seniority to replace an employee with fewer years of service. If it is not
possible to assign him to a position in the railway mail service, he assumes
other functions in a post office in the area in which he resides or he is
assigned as a "supernumerary". In both cases he receives his full saiary.
Some other specific rules apply but all are meant to keep these clerks in
the postal service making sure, at the same time, that they do not unfairly
displace other employees: if a railway mail clerk is assigned to a class to
which he once belonged, his seniority dates back to his first appointment to
that class; otherwise, his seniority dates back only to his date of appoint-
ment as a railway mail clerk.

Obviously, this has caused some friction, for instance, a railway
mail clerk has been able to take advantage of 25 years service to have his
' name- placed on the seniority list ahead of a postal clerk with 2l years
service. |
The Union of Postal Workers now objects strongly to this compromise,
which it sees as preferential treatment for the surplus railway mail clerks
and it wants these employees to forego all accumulated seniority rights when
reassigned to different functions in the postal service. Needless to say
the Railway Mail Clerks' Federation does not agree,especially when the rajl-
way mail clerks were initially postal clerks. This point takes on particular
importance when the leave schedules for summer holidays are being drawn up.

The Department suggested different solutions, none of which appears
acceptable to either side,

This problem will resolve itself, in part, if the system recommended
by our Commission is adopted, i.e., that each employee have his regular share

1/

of annual leave during the summer months.

1/ See Chapter 13, section 1, "Vacation Leave",
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In the meantime, we suggest that separate seniority lists be drawn
up for each class. The surplus railway mail clerks will thus appear on the
railway mail clerks' list and not on the postal clerks list, even though they
my be working inside the post office. If necessary, temporary help could be
hired as replacements. This measure seems to be relatively inexpensive and
most acceptable. We hope that both sides will agree with this measure
willingly,

(4) The staff organizations and the employees should give serious
consideration to the possibility of unreservedly extending the principle of
seniority to cover all classes within a predetermined geographical area, €.8.,
within 20 to 100 miles depending on the local conditions in the area. Such
a policy would facilitate greater flexibility of movement between classes and
between post offices,a more comprehensive rotation and a greater number of
transfers, while helping generally in the training and transfer of surplus
employees in different functions and also in the application of seniority

rights. This policy would help also to promote a better esprit de corps

among the employees.

(5) Some employees feel wronged because the Department, in
calculating their seniority, starts counting only from the date they were
made permanent or from the date they first passed their sorting examination.
A fair and reasonable formula would be to calculate seniority from the first
day of continuous service.

(6) To facilitate the control of seniority, we urge the Department ,
in each staff post office,to have a list posted of all employees showing the

effective date of their seniority.



CHAPTER 13

LEAVE

1., Vacation leave

Vacation leave for post office employees is governed by the Civil Service
Act and Regulations.l/ ”

Each full-time employee is entitled to three weeks leave for the first
20 years of service and ‘to an additional week after 20 years.

The Union of Postal Workers recommended that this leave be increased to
four weeks after the first year of service and the Letter Carriers' Union recommended
_four weeks for letter carriers with 11 to 20 years service, five weeks for those
with 21 to 25 years service and six weeks for those with 25 years service or more.

These two recommendations appear. rather excessive. Perhaps if they were
made more réalistic they might be studied again and discussed with the appropriate

authorities at_ a suitable time., We do not want to anticipate the final outcome.

We note simply that the»number of weeks of vacatioﬂ leave to which post office
employees are entitled compares.favourably with the current practice in industry in
Canada,
However, another aspect of vacation leave deserves immediate consideration.
In the Post Office Departmeht, vacation leave schedules are spread over
three thirteen week periods. These 39 weeks are made up of the 36 consecutive weeks

between April 1 and December 1 and three weeks in March.g/

1. Civil Service Act, section 63; Civil Service Regulations, sections szbé.

2. For the railway mail clerks, the period of vacation leave stretches over forty-
eight weeks, December being excluded,
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Once the postmaster has decided how many employees can take their leave
in each of the three periods, employees choose their weeks by order of seniority.l/

Each employee can take from one to three consecutive weeks each year,

If an employee first chooses a period of less than three weeks, he has a second
choice after all other employees have stated their own choice., An employee who
prefers to take one week at a time is also given a third choice. Those who are en-
titled to a fourth week can bid for it separately.

This system has been strongly criticized, especially by employees who
work in staff post offices, grades 12 to 19, and who have relatively very little
seniority.

These people, usually younger, find it impossible to choose a period of
vacation leave during the summer months when their children are out of school, the
climate more temperate and most workers are on holiday.

Such a situation may last 15 years or more. It is not surprising that
these employees are dissatisfied,

We believe that the present system must be changed‘even if this means dis-
regarding seniority rights to some degree. We are confident that after careful
tonsideration most of the older employees will accept this point of view and agree
to sacrifice a small part of their seniority rights for the benefit of their fellow
workers,

At times there are circumstances where positive action, not always pleasant,

must be taken to correct a situation deteriorating to the point of becoming intolerable,

;/ To do this the postmaster in accordance with departmental instructions, considers
the operational requirements of the service in his area, the estimated volume of
work and the necessity of having a sufficient number of qualified staff available.
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A group of employees is not necessarily justified in refusing to make any
concession because it has had to wait 10 to 15 years or more, before being able to
choose its holidays during the months of July and August,

Several suggestions were put forward.

In some large centres, it was proposed that all employees should take
their holidays in June, July and August while the volume of mail is at its lowest
and that students, for example, be engaged as "casuals" for these three months to
meet some of the immediate requirements of the postal service.

It was also suggested that the period of vacation leave be spread over
25 weeks instead of 39, from April to September, in the hope that a number of the
employees with the greatest seniority will choose the months of May, September or
October and leave the months of June, July and August available for some of their
less senior fellow workers,

We also studied the possibility of adopting a system of selecting vacation
leave either on a rotational basis over two or.three consecutive years or by sharing
available weeks during the same year.

These various proposals are difficult to reconcile,

Under the circumstances and considering the urgency of the problem, we
think it is advisable to recommend a general formula, as a happy medium, which
should at least be put to the test,

Basically, this formula has two purposes.

First, to give all employees more latitude in their choice of annual
vacation period and to extend it from 39 to L8 weeks, from January to November
inclusive,

Secondly, to recognize, in this A48-week period, 13 "preferred" weeks

between June 15 and September 15,
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Once these two principles have been accepted, it would seem reasonable,
according to their preferred choice:
a) that employees with 20 or more years of service choose, in order of
seniority, their holiday period either during the "preferred" weeks or out-
side this period;
b) that if these senior employees choose not to take their holiday during the
"preferred" weeks, they should then be entitled to take them all at once, as
four consecutive weeks;
¢) that if these employees choose to take their leave during the "preferred"
weeks they should abide by the present system and take three "preferred" weeks
and one '"mon-preferred", i.e,, outside the period June 15 to September 15;
d) that employees with less than 20 years service should be divided into two
groups according to seniority so that, every two years, each group is ‘entitled
to at least two "preferred" weeks, the third being taken outside this period
if necessary;
e) that employees with more than 15 but less than 20 years service, who might,
between now and the next five years (to be reckoned from the date of our
reconmendations being put into effect), be deprived of the right of taking three
consecutive "preferred" weeks should have the right, if they wish,.to take four
weeks holiday as long as they take these weeks outside the "preferred" period.
This formula does not disregard seniority. It only makes its application
less rigorous in order to reach a definite and acceptable solution to the problem of
vacation scheduling,
Far be it for us to claim that our suggestion could not be applied differently
without losing sight of the dual purpose involved. The "preferred" period could well
be only one week but every year, or it could be extended to three weeks every three

years or two weeks every year. However the latter alternative, it must be realized,
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would entail an extra staffing expenditure every year of nearly two million dollars,
The Department would have to hire casual workers for some 20,450 weeks at the pro-
bable rate of §2 an hourl/ and would have to keep more supervisors on the job,

This does not mean that the formula we have proposed will not entail some
extra expenditure, The Department very likely will have to hire a certain number
of casual employees. We hope that the staff organizations and their branches will
not oppose this, In some localities this policy might mean an interesting summer
job for students who must find remunerative work if they are to continue or complete
their studies,

These proposals deserve serious consideration by both the Government and
the staff organizations, It is quite possible also that the best answer might be a

combination of these various alternatives,

WE RECOMMEND:

93. That the official period of vacation leave be spread over L8
weeks from January 1 to November 30 inclusive, each year.

. That_during this period the weeks between June 15 and September 15
be designated as "preferred".

95. That employees with 20 or more years service be allowed to choose
their holidays, by order of seniority, either within or outside
this "preferred" period,

96, That if these employees choose their holidays outside the
"preferred" period they be entitled to take them all at once,
in four consecutive weeks,

97. That if they do not so choose they hold to the present system
and take three "preferred" weeks and then one "non-preferred"
week, i.e., outside the period June 15 to September 15,

1/ This information was obtained from the Department.
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98, That employees with less than 20 years service be divided
into two groups according to seniority so that, once
every two years, each group will be entitled to at least
two "preferred" weeks, the third week being taken outside
the "preferred" period if necessary.

99. That_employees with more than 15 but less than.20 years
service, who will thus be prevented for the next five
years from taking full advantage of their present
entitlement to three consecutive "preferred" weeks, be
entitled as a bonus, if they so request, to a !'fourth
week! holiday in addition to the present three, with the
express condition, however, that they take all four weeks
during the "non-preferred" period.

We have drawn the Department's attention to a misunderstanding which
seems to exist with some postmasters who allow some supervisors! names to appear
in the employees' vacation leave schedules.

The Department has promised to clear up this misunderstanding.

WE RECOMMEND:

100, That the Department, once more, remind the district directors
and postmasters that the employees! vacation leave schedule
is and must remain for the exclusive use of full-time non-
superviscery operating employees. )

2. BSick leave

The postal service requires tha; employees work steadily every hour of
every working day. If a postal clerk, wicket clerk or letter carrier is absent
for any reason whatsoever, he must be replaced immediately, because the mail
must be processed and delivered at all cost,

This is why the Department is so concerned about the problem of absen-

teeism attributed in part to the possible abuse of sick leave, Sick leave is

granted in accordance with the Civil Service Regulations.l/

1/ Sections 47 to 54.
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Headquarters has issued directives accordingly and one in particular states
that a postmaster may "... temporarily withdraw, for a épecific‘period, the privilege
of casual leave from an employee who appears to be abusing this privilege".l/ The
word "appears" in the above quote should be deleted., Penalties should be considered
only in clear-cut instances of abuse,

Some supervisors investigate employees! absences at unexpected hours or
without using any discretion or judgment,

Headquarters does not approve of this approach and is ready to deal
severely with suﬁervisors who make use of these methods indiscriminately. It has
recently changed its policy and it now tolerates the checking of absences by home
visits or any other method only if the employee's record indicates serious
possibilities of abuse,

The Department obviously believes that this method of supervision is
necessary in certain cases. We are skeptical about its practical effectiveness: how

can a supervisor with no professional medical knowledge determine, beyond reasonable

doubt, whether an employee is sick or not?

WE RECOMMEND:

101. That, in future, only in obvious cases of abuse should absence
on sick leave be checked, and that home visits be made at a
reasonable hour. In all cases and no matter who is contacted,
discretion and good judgment be used, K

The Department should set up a different control system which would make
it easier, following interview with the employees concerned, to distinguish between

questionable and genuine cases, This system would help to forestall objections from

the employees themselves and quite possibly would restrain the staff organizations

1/ Personnel Manual, "Leave - sick".
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from protesting when disciplinary action is taken and would leave the staff
organizations in a better position to have recourse, if necessary, to the grievance
procedure in cases of reprehensible checks,

On the other hand, some employees should consider the possible consequences
of outside work which may not only affect their regular work but also become the
direct or indirect cause of absences unwarranted in the eyes of the Department,

The morale of an employee plays a part in his use or abuse of sick ;eave.
An employee who is happy in his work reports for duty unless he is really unable
to do so, whereas the employee who gets little satisfaction from his work finds all

kinds of excuses to justify a real or imaginary illness.

WE RECOMMEND:

102, That the Department carry out a detailed study of the normal use
and _abuse of sick leave,

103, That it draw up a chart to pinpoint its occurrence and work out
a system to identify at a glance those employees who are about
to abuse the privilege or who are already doing so.

104, That the Department start an instructional programme to teach
supervisors their responsibilities and duties in this area.

105, That the Department notify each employee when he has taken
five days of casual sick leave out of the permissible seven
days, not to threaten him but to do him a service, and that
for this purpose Headquarters draft a form letter with
appropriate wording for use by the field offices.

3. Special 1eéve with pay

' 1
The Civil Service Regulations‘/ provide that a deputy head may grant an
employee special leave with pay for a period not exceeding one week:
a) where there is illness or a death in the employee's family;

b) where the employee is to be married;

1/ Sections 55 to 58,
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¢) where circumstances not directly attributable to the employee prevent
his reporting for duty;

d) under such other circumstances as the Civil Service Commission may
approve,

Postal employees made the following suggestions:

(1) That where there is a death in the family, special leave be always
granted for a minimum period of one week,

We do not support this suggestion because it could give rise to serious
abuses, The policy of the Department should be maintained, The latter, under the
circumstances, grants special leave from the day of death to the day of the funeral
inclusively and allows travelling time if required. If required it also grants
additional special leave during the year following the death to the employee
concerned who is an executor of the estate,

With respect to the official definition of the word "family" we propose
that the appropriate authorities consider the possibility of extending the meaning
to include the next of kin of the employee's husband or wife, such as a brother-in-law
or sister-in-law,

(2) That the right to special leave may be requested and granted in
maternity cases where an employee must deal with special problems caused by the hospita-
lization of his wife,

The Department states that special leave granted where there is illness
in the family covers unexpected illness and that, usually, maternity cases do not
fit>in this categofy. It has no objection to granting special leave in the case of
a premature birth or in special circumstances when the employee must arrange for
the care of his children.on short notice,

A broader interpretation should be given to subsection (c¢) of section 55

of the Civil Service Regulations, The Department, where "circumstances not directly
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attributable to the employee prevent his reporting for duty" or remaining at work,
would have greater discretiqn and could take into account the unexpected and
imponderable demands of nature,

(3) That special leave be granted an employee on the wedding day or
ordination or vow taking day of one of his children. The Department holds that
these events are not unexpected., We do not disagree that this is normally so and
since employees already are eiigible for many types of special leave with pay,
we are not making any formal recommendation,

L. Leave without pay

The Civil Service Regulations give deputy heads the authority to grant
leave without pay under specified circumstances.l/

Although the staff organizations admit that the Department has always
been co-operative in granting leave without pay to employees selected as delegates
to their respective national conventions, they request that this leave no longer
be considered a privilege but an express right,

This request appears reasonable to us.

WE RECOMMEND:

106, That the Civil Service Regulations be amended to allow postal
employees who are official delegates to conventionsof their
organizations leave without pay as a right.

107. That_a reasonable number of such delegates be selected depending
on the postal districts they represent,

108, That travel time to and from the convention be included.

109. That at least one week's prior notice be given by the staff

organizations in each case.

1/ Sections 69 to 7.
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PROFICIENCY EXAMINATIONS

The Post Office Act empowers the Postmaster General to make regulations
under which employees must take proficiency examinations, and if unsuccessful
have their salary or rank reduced.l/

The Postmaster General has exercised this right. Until now,g/ employees
performing sorting or wicket duties, supervisory postal officers 1 and 2, mail
despétchers and railway mail clerksz/ have had to submit to examinations on a
regular basis.

Nearly everywhere we went we heard bitter criticism about these examina-
tions. We shall merely refer to the more frequently heard complaints,

Employees criticized the Department for its policy requiring employees
to pass these examinations, year in year out as long as they are employed by the
Department or until the employee has reached the age of sixty. They blame ﬁhe
Department for not giving enough consideration to their daily performance and
for attéching an exaggerated importance to duties.whiéh employeeé seldom have to
perform. They disapproved of the pass marks required, as being too high or even
unfair. They objected to the time and place the examinations are given which
sometimes have a bearing on the outcome of an examination. Finally, they rebelled
against the penalties imposed for failures,especially the small salary adjust-

ments made after a second attempt has proved successful.

1/ Section 6 (o).

2/ The Department has recently adopted a new proficiency examination procedure
which, according to the latest information at our disposal, is supposed to
come into effect in the near future,

3/ Departmental Personnel Manual under the heading "Examinations", p. 1,



- 116 -

Needless to say, many ways and means to improve the systemfwere
suggested including the outright abolishment of these examinations,

The great majority of employees concerned did not support this
rather drastic measure. They are not opposed, in principle, to the continu-
ation of an examination policy but are disturbed by the orocedures and methods
of the system,

The new departmental examination policy and procedure,which is
formulated on basic princioles quite different from the previous ones,will
undoubtedly be welcome,

Generally, the new procedure will:

a) determine beforehand the knowledge requirements;

b) provide for the training of a sorter in line with the know-
ledge required and according to a predetermined degree of accuracy;
¢) limit examinations to a period of five years and thereafter make
them mandatory only were necessary;

d) advocate counselling methods intended to correct an employee's
shortcomings in case of failure;

e) authorize the imposition of penalties only where there is no
improvement ;

f) cancel these penalties and restore the salary or classification
level of the employee as soon as he passes his examination.

This new policy was the subject of preliminary consultations and
discussions with the national officers of the Union of Postal Workers. We
are told that the latter took advantage of these talks to urge the Department
to maké certain changes in the procedure. They succeeded in doing so to an
appreciable extent.l/ This is a good example of the vast possibilities of a real

dialogue.

1/ We learned recently that the Railway Mail Clerks' Federation, informed by
the Department of its new examination policy, has also submitted its view-
point and suggestions,
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Since the Union of Postal Workers itself, at the beginning of Méy 1966,
forwarded the text of the new departmental examination procedure to each of its
branches across the country, it is not necessary for us to deal with it in
greater detail. As far as we are concerned, the new procedure appears to be
an acceptable solution to the main problems raised by employees and we share
the favourable opinion expressed by the national leaders of the Union in a

letter enclosed with the draft new examination procedure.

WE RECOMMEND:

110. That postal clerks and railway mail clerks who have to
take departmental examinations comply with the new
policy adopted by the Department so that it might
be possible in time to assess its true value,

111. That, if need be, the Department discuss with the staff
organizations any change in this proposed policy which
might prove effective, necessary or reasonable.




CHAPTER 15

COMPETITIONS AND PROMOTIONS

In the course of a year the Department appoints quite a number of Postal
Officers 1 and 2. Generally, they are selected among the non-supervisory operating
staff, either by so-called "closed™ competitions, or without competition when the
Department deems a competition unnecessary.;/

Closed competitions come under the Civil Service Commission's jurisdic-
tion, However, it may delegate its powers to a deputy-head "in relation to the
selection of candidates for a position“.g/ This procedure is followed in the Post
Office Department.

When the Department holds a competition it appoints a rating board com-
posed of three members. This board studies candidates' files, evaluates the infor-
mation provided in their application and the efficiency ratings given by their
supervisors. If necessary, it conducts a personal interview with each candidate,

It may even subject applicants to an examination, In other words, it tries to assess
the qualifications of applicants by all of the means at its disposal.

The Department was greatly surprised to learn that these competitions
and the promotion system as @ whole were criticized more bitterly than anything else,

(1) A good number of employees claim that promotions are nfixed" before-~
hand, i.e., the employee wanted by a supervisor, or in some cases, by a postmaster

at the smaller establishments, is first earmarked, then trained or put to the test

;/ In either case, anyone who is not selected and deems himself aggrieved has the
right to appeal before the Civil Service Commission.

2/ Civil Service Act, section 39.
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in different occupations or duties which are likely to prepare him properly and to
enhance his knowledge and experience, Thus; the competition becomes a mere formal-
ity since only the "privileged" employee is really able to fulfil the prescribed
requirements and to write the examination successfully. In brief, the chances are
far from being the same for all employees !

These are serious charges. It would have been necessary to make a
detailed enquiry into each complaint to ascertain their absolute accuracy. Time
was not available, We might then have found that distinctions were necessary. We
might even have discovered evidence of exaggeration or prejudice. In any case, we
would have retained more or less the same impression but, regardless, some impression
would have remained., It was humanly impossible to be otherwise: no one exposed
to such a stream of protests, on several occasions and in different areas, could
not but believe that there is at least some justification for these complaints,

We want to be clearly understood.

After interviewing officials at Headquarters, district directors and
postmasters in the larger offices, we are certain that none of them, be it directly
or indirectly, has ever encouraged such dealings let alone taken part in them, In
any organization the size of the Post Office Department, those who, at the national,
district or local level, have the final word cannot always be aware of and know
everything, especially when the interested parties do not lodge an official complaint
and do not request a detailea investigation.

‘Nevertheless, an unhealthy and intolerable atmosphere of suspicion and
" distrust regardiné competitions and promotions exists at present in more than one
post office and the Department must, at all costs, take immediate steps to adopt

measures which will prevent such discredit to persist.
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WE RECOMMEND:

12, That lists be posted in every staff post office. showing
future probable or possible promotions to postal officers
1, 2 or 3.

113. That employees be invited to enter their names on these
lists,

114. That steps be taken to give each employee whose name

appears on the list equal opportunity to carry out duties

or tasks to enable him to improve his promotion
possibilities,

If the Department agrees to these recommendations, not only will it be
protected from all reasonable reproach, but it will create, right from the start,
an atmosphere of confidence. These precautions, moreover, will help to put forward
its plans for the institution of a new appraisal program for its non-supervisory
operating staff, and a barrier examination aimed at serving as a screening device
in future competitions,

(2) It comes as no surprise, under the circumstances, that employees
also lashed out against the rating boards. They claim the Department does not
always appoint adequately qualified persons to sit on these boards. Many of them
rebel against the presence of the applicants' immediate supervisor, Others feel
there exists an atmosphere of favouritism, or they complain that the production of
confidential reports,unknown to the applicants, is tolerated.

Let us examine these facts one by one.

a) No task is more thankless than that of a rating board., Even if its
selection is made with utmost honesty and impartiality it lays itself open
to criticism, be it only from one unsuccessful candidate. It is impossible
to arrive at an infallible process or a magic formula in such a subjective
sphere of activity. We will not attempt to develop such a formula, But
here again we believe that Headquarters acts, and wants to act, in the best

interests of everyone, and should not be held responsible for judgments made
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in good faith, in its selections.l/ As to wilful bias, favouritism or
unwarranted influence, it bluntly disapproves of these practices and at

the same time is unable to believe they occur,

b) There is one aspect in the composition of rating boards which troubles
our Commission, i.e., the presence on’thc board of the immediate supervisor
of one or more candidates. The Department insists upon this. It claims that
it is the supervisor who knows best the requirements of the position adver-
tised. We respect this point of view. We do not believe this justifies his
appointment as a member of the board. The supervisor, undoubtedly, must have
his say. Nothing prevents him from appearing before the board, from giving
testimony, expressing his views as to the individual merits of the candidates,
and even from making his own recommendations. Between that and his appoint-
ment as a Qoting member of the board, thefe is quite a difference. We feel
that his presence can only give rise to unfavourable comments and lead to
insinuations of injustice, unfair promotion, or mere complacency. Why not
avoid these comments? Besides, would not the supervisor himself stand tc gain
in prestige and authority? Not having taken part in the selection, nobody
will be in a position to blame him for having unduly influenced the board

during its discussions.,

WE RECOMMEND:

115. That the. Department refrain from appointing as a member of a
competition rating board the immediate supervisor of one or
more applicants.

¢) In all our discussions dealing with rating boards, we felt that too much

weight was given to the capacities applicants had shown in the past, such as

1/ Many railway mail clerks suggested that an official from the district office
should always sit on the board. These people said that too often the board,
entirely made up of officials belonging to local post offices, does not possess
adequate knowledge of their duties and responsibilities, The Department must
always make sure that a rating board has a thorough knowledge of all factors
which must be taken into consideration in the assessment of applicants!
qualifications.
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mail processing knowledge, speed of operation, etc., to the detriment of

their aptitude to become leaders of men,

WE RECCMMEND :

116. That in promotions more consideration be given to a
candidate's leadership abilities.

d) We disapprove of a rating board making use of any confidential reports
which applicants have not been allowed to see and discuss, We cannot conceive

‘of a rating board not listening to both sides of the story.

WE RECOMMEND:

117, That all reports available to the rating board, be they
called "confidential" or not, be shown to the applicants
concerned and that these applicants be granted the right
to question their content if they so desire.

e) Some employees suggested that their staff organization appoint one
member of the rating board. We reject this suggestion because this
representative will always be in an awkward position. How will he make

a selection between several members of his own staff organization without
the risk of offending them all, save one? Until feelings cool off, it
will be sufficient to invite a representative of the staff organization to
sit in at the meetings and discussions of the board as an observer. We
think that his presence will reassure more than one candidate and will put

a stop to a good many protests, justified or otherwise,

WE _RECOMMEND:

1s, That, until further notice, a representative of the staff
organizations concerned sit in at meetings and discussions

of the rating boards, as an observer,
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(3) After expressing their disapproval so bluntly for the present
system, the employees showed their marked preference for the seniority prineciple
as a promotion factor over that of merit, which is the sole criterion recognized
for promotion in the Public Service, The national leaders of the staff organiza-
tions assured our Commission that they intend to get this idea across during forth-
coming collective bargaining negotiations. However, none of them explained how far
they would be willing to go in giving up, in whole or in part, the benefits and

advantages which many of the present laws provide them, as civil servants, in order

to achieve this goal. This must be considered seriously, and we ﬁope the staff
organizations will examine all aspects of the question before abandoning anything,

The Department is in favour of the status quo and considers, moreover, .
that the granting of promotions is a management prerogative.

Bven if it is true that in the private sector the promotion system is
discussed usually within the limits of certification held by a union, we are concerned
here with a universal dispute, which will not be settled very soon and which leads
to many compromises when one has to write it into a collective agreement. Few employ-
ers accept the seniority principle as the sole and exclusive factor for promotion,

In the great majority of Canadian contracts that the Conmissioner has scrutinized
during the past 15 years, he has noted a compromise is accepted where the number of
years of service may become a decisive factor, provided the employee possésses the
‘necessary qualifications or that his qualifications are rated at least equal to those
of other candidates. Unions feel, and rightly so, that this compromise does not
often favour the senior employee and leaves him very little chance of appealing
successfully before an arbitration board. Our labour jJurisprudence, to date, will
show instead that the trend has been for an arbitration board not to reverse an
employer's decision unless the latter has committed a gross error of judgment or

has acted in bad faith.
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In spite of these objections, we personally have always preferred a
compromise, It is to the advantage of both the employer and employees that senior
vacant positions be filled by competent employees first of all, with seniority
becoming a decisive factor whenever candidates have the required general aptitude.
We believe that if too much weight is given to seniority, it could destroy the
sense of initiative for many or curb ambition in the younger employees, At worst,
it could discourage these employees and make them look for a job elsewhere, Finally,
nothing proves that experience gained through the years while performing certain
duties provides the older employee with all the qualifications essential to assume
other more or less related responsibilities. And above all, nothing - and this is
often the case -~ will guarantee that this employee possesses thereby the leadership
qualities to which we referred previously.

We wanted to discuss and take a definite stand on this matter which was
mentioned so often and which employees said should be treated in the Civil Service
as it is in the private sector. Considered as a compromise, we agree with the
senjority principle but we do not see it as absolute in either one of these areas,

Actually, these considerations are of a rather secondary importance
considering the legislation proposed by the Government,

Bill C-181 (Public Service Employment Act) stipulates that appointments
to the Public Service shall be based "on selection according to merit", as deter-
mined by the Civil Service Commission, "by competition or by such other process as
the Commission considers is in the best interests of the Public Service".l/ In

determining the basis of assessment of merit, the Commission, subject to certain

reservations, may "prescribe selection standards as to education, knowledge, experience,

language, age, residence or any other matters that, in the o6pinion of the Commission, are

necessary or deairable“.g/

1}/ Section 10,
2/ Section 12,
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In referring to Bill C-170 (Public Service Staff Relations Act), we see
that "no arbitral award shall deal with the standards, procedures o; processes
governing the appointment, appraisal, promotion, demotion, transfer, lay-off or
release of employees, or with any term or condition of employment of employees that
was not a subject of negotiations between the parties during the period before the
negotiating relationship between them was terminated“.l/

These three references and other passages, together with the one quoted
previously,g/'lead us»to conclude that the Government does not wish to consider employ-
ment and promotions as negotiable anﬁ wants to retain merit as the basic criterion.

(4) A few other related grievances were heard.

a) Some employees complained thaﬁ internal competition notices are not posted
in a prominent place. It is the practice to post these notices in the office
order book. The po;tmaster has the responsibility to ensure this is done, We
have noted that employees leaf through this book almost every day and we do not
see any need to take additional precautions,

b) It was suggested that the time limit for making application in a competition
be extended from 15 fo 30 days. It was alleged that ;mployees on holiday had
missed opportunities to compete because they were not notified, The Department
believes the time limit adequate in itself, We believe that this time limit
should be 20 working days since employees can be on leave for that many days.
¢) Tt was requested that the Department adopt a common entrance examination
for all classeé of employment, increase the minimum educational requirements

at the same time, and ensure a better calibre of employees.

The Department is looking into the desirability of raising educational

standards for future applicants. However, it'has doubts on the advantages to

be gained by the introduction of a common entrance examination. On the

1/ section 70 (3).
2/ See Chapter 5, "Collective Bargaining®.
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basis of its experience it feels that examinations must be tailored to meet
the needs of district or local postal service, Moreover, if the employees!
request for standardization is aimed at improving staff flexibiiity among
various positions within the same post office, the Department believes that
to achieve such results such standardization must be accompanied by some
lessening of the rigidity on seniority within each class,

We are impressed with this viewpoint but once more do not know how far
the staff organizations want to go in making concessions on seniority. It
can only be left to them to resume, at the proper time, the study of this
request with the Department. In fact, the Department sees no objection to
the above suggestion,

d) Some letter carriérs, who qualified by competition as postal clerks
alleged they were not allowed a choice of the section in which they wished
to work, and that their names had even been‘removed from the eligible list
following their refusal to fill the first vacancy available,

This is not in accordance with the departmental policy. If a candidate
decides not to accept an appointment to a position offered him in a particular
section he is passed over only temporarily, and his name is not struck off
the eligible list., His rank in the order of priority on the list is maintained
as long as the list remains valid and he is always offered the next vacant
position,

e) Tt was proposed that surplus railway mail clerks be excluded from super-
visory clerical and postal officer competitions and that these competitions
be restricted to postal clerks. The Department is not prepared to exclude
either active or surplus railway mail clerks, or anyone else, from promotional
competitions, This is a fair and reasonable attitude which we support whole-

heartedly.
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f) It has often been said that postal clerks had a distinct advantage over
letter carriers in promotions and that railway mail clerks were favoured over
both classes,

The Department recognizes that there are more opportunities opened to
postal clerks than to letter carriers due to the greater number of supefvisors
for the former class, It admits that railway mail clerks, on account of their
more extensive knowledge of mail distribution and routing procedures, enjoy a
definite advantage but it acts according to its own rules and considers all
applications for promotion no matter who applies. We might well ask ourselves
if charges of favouritism would not become even more numerous, if the Depart-
ment agreed to accept distinctions between categories of employees.,

g) Some people feel that when they are unsuccessful in a competition‘they
should be informed of the reasons for their failure to qualify, so that they
may correct their weaknesses,

Departmental regulations do make provision for this.

After the results of a competition have been announced each applicant,
at his own request, may consult either the Chairman, or a member of the rating
board. This person is empowered to inform tﬁ; candidate of the weak points
which affected his rating and to advise him what he should do to improve him-

self, We feel that few employees make use of this prerogative, We hope, in

- view of the Department's new plans and following our recommendations, that a

greater number of employees will seek to understand the whys and wherefores

behind everything and will be encouraged to move ahead,

WE RECCMMEND :

119.

That the staff organizations, if they deem it appropriate,
discuss with the Department the advantages of introducing a
common entrance examination in the Post Office Department
for all entrance classes and at the same time raise the
minimum educational requirements, ’
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That unsuccessful applicants in competitions consult the

rating board on the reasons for their failure and thus be

informed of their shortcomings taking into account the basic
requirements accepted by the rating board for the said

competition.




CHAPTER 16
DISCIPLINE

No one can dispute the need for the adoption of a code of discipline in
the field operating services of the Post Office Department, There, as elsewhere,
the employer must ensure that not only order and efficiency are maintained, but
of necessity must be concerned with the protection and security of the mail., But
disciplinary measures must at all times remain fair and logical. Furthermore,
and this is essential, they must be applied with common sense and discretion,

These aspects of the problem were the subject of numerous comments.
Before discussing them we should say that

a) during Jamuary 1966 the Department informed the Commission that it
intends to alter drastically its policy on disciplinary matters, and
b) Bill C-170 (Public Service Staff Relations Act) opens the door to
negotiation on "standards of discipline",

(1) of an1 the‘existing disciplinary measures the one most opposed and
discredited is the system of temporary salary reductions, commonly referred to as
"the fine system",

Two examples will suffice,

An employee who is abseﬁt without leave is liable to a deduction of
$10.00 from his monthly salary for the first offence, $30.00 spread over three
months for the second offence, and $60.00 spread over six months for the third.

A letter carrier who loses his post office official key (which costs approximately

25 cents and is only a pass-key) may have to pay from $5,00 for the first one to
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$25,00 for the third one.l/
Basically employees object to working with reduced compensation even

if only for an hour or so. Undoubtedly such is the result of the system of

temporary salary reductions. They would prefer to be placed under suspension. These

employees claim that the Department will retain a better sense of proportion in
the suspension of an employee knowing that he will have to be replaced.

The Department made a point of explaining the origin of this system. A
number of years ago, an employee had to work one or more additional hours at the
regular rate of pay as a penalty for a minor offence. Following protests from the
staff organizations the Department agreed to abolish this system and to suspend
the offending employee for various lengths of time. Shortly after this, around
1959, the present system was adopted, apparently by mutual consent, to lessen the
severity of the suspension,

Among the numerous changes which the Department intends to incorporate
in its revised code of discipline is the abolition of the system of temporary
salary reductions. We are in agreement even if a suspension becomes more costly to

the employee than a temporary salary reduction.,

WE RECOMMEND:

121, That, as proposed, the Department abolish the system of
temporary salary reductions in matters of discipline.

(2) Another criticism of the present code of discipline was that it
is not sufficiently realistic.
This criticism should be qualified.
If the Department is to be blamed it is not because it has not attempted,

at the Headquarters' level, to convince local supervisors of the advisability of

1/ We shall see in Chapter 17 that the imposition of such "fines" can be a cause
for grievance,
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being humane when taking disciplinary action, but rather because some postmasters

and their immediate assistants, as well as a few district directors, cared little

whether or not departmental directives were being implemented as intended.

We find in the Personnel Manual,;/ this instruction to supervisors:
"Discipline is a basic responsibility of supervisors. A supervisor
should regard any misbehaviour by an employee as a challenge to be
met with all the supervisor's skills in the broad area of human
relationships. He should be alert to the danger of taking only
negative action as punishment for a particular incident instead of
giving adequate thought to the type of positive action which may
help the employee to improve the quality of his services., Under
the constant pressure of time, there is usually an inevitable
tendency to take punitive action against the employee as the
quickest and least time-consuming treatment of the problem. More
constructive types of treatment such as counselling, and closer
supervision require not only more time but more skill, and there-
fore they make greater demands on the employee!s supervisor,"

And it goes on to say that when a supervisor considers:

",.. that the negative action of punishment. is inevitably necessary
on certain occasions, there is a problem of reaching a reasonable
balance between flexibility according to the particular circumstances
and consistency within the local office and across the country..."2/

Then, referring specifically to "The chart of irregularities and appli-

cable penalties" attached to its code of discipline, the Department clearly
states that the chart provides merely é general "guide" and that "the proposed
penalties should not be regarded as automatic", It also étates that "there is
always a need for the employee's superiors to exercise discretion" and that
"local officials always have the authority to excuse an irregularity for valid

reasons or to recommend a lesser penalty than the one suggested in the chart..."

The Department could hardly express more clearly the intent governing the

implementation and daily apolication of the standards of discipline. Obviously,

it has not been too well understood, The Department'is well aware of this now and

1/ See "Discipline", section L.

2/ See "Discipline", section 5.
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has developed a plan based on a more positive approach which most likely will be more
readily understood by supervisors and other persons concerned.

Without going into detail - detail which the Department intends not
only to make known to the staff organizations but also to discuss with them - the
plan provides for various types of disciplinary measures, such as appropriate
counsélling as the first remedial action, and if unsuccessful, verbal or written
notices or reprimands, demotion or possible suspension, and as a last resort dis-
missal.

This new procedure, as long as all interested parties co-operate, may
well ensure considerable progress towards better relations between the Department

and its employees. We hope that employees will agree to give it a fair trial.

WE RECOMMEND¢

122, That the Department complete the preparation of its new code
of discipline as soon as possible. .

123, That as soon as it is ready this code be discussed with the
national officers of the staff organizations through the
national joint committees.

124, That once the code has been revised it be put into effect
immediately.
125 That both the Department and the staff organizations make the

necessary arrangements to see that the code is clearly under-
stood by all interested parties,

126 That all levels -~ district directors, postmasters, their
immediate assistants, supervisors, as well as employees -
make an honest effort to ensure that the new code of dis-—
cipline is put into practice according to the letter and
intent,

(3) Employees also object to the practice, far too widespread in several
post offices, of placing on the employees' personal files, notes, Tremarks or warnings

of all kinds, without their knowledge.




Vi

case,

- 133 -~

These objections might appear of minor importance but- this is not the

The Department has the right to consult, at any time, the personal file of

an employee for any reason whatsoever. It is thoroughly reviewed when an employee

is being considered for promotion,

We believe that nothing should be placed on file without the employee

being told and given the opportunity, if he believes he has been wronged, to take

the necessary steps either personally or through the grievance procedure,

The Department does not go far enough, since it does not feel compelled

to inform an employee when disciplinary action is not taken immediately, and when

it merely places a note on his file, This disregards the consequences to which we

have referred previously.

WE RECOMMEND:

R T A

128,

129,

Tﬁéﬁ no remark, note or warning be placed on the personal file
of an employee without his knowledge.

That an employee be required to sign these remarks. notes or
warnings and to state whether or not he agrees with their

content, , ‘

That any employee who believes he has been wronged under such

circumstances be given the right not only to complain to the

appropriate person but also, if he so wishes, to make use of
the grievance procedure,

(L) Postal employees object to the departmental policy of retaining

for an indefinite period, in their personal history file, all references to errors,

infractions or offences committed throughout the years,

This is certainly not current practice in industry.

WE RECCMMEND:

130.

That all errors, infractions or offences placed on-the personai
history file of an employee be removed after two years, as long
as that same employee does not repeat the same error, infraction,
or offence during these two years.
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CHAPTER 17

GRIEVANCE PROCEDURE

An organization the size of the Post Office Department, which employs
a non-supervisory staff numbering more than 25,0C0, should have.adopted a well
defined grievance procedure sufficiently flexible to deal as fairly and
expeditiously as possible with individual or collective grievances of its
employees or with disputes on the interpretation or application of its regula-
tions and directlves.

The Department, to date, has not been equal to the task.

From time to time, the Department has approved of certain suggestions
by some -of -the more enterprising local branches of the staff organizations. In
one large centre employees produced as an exhibit a grievance procedure whicﬁ“ a
had been in use for a short time, We were told that local management had agreed
to the need for setting time limits of various lengths, and for identifying
beforehand the successive steps for the hearing of grievances.

But these are exceptions to the rule,

It must be recognized that the lack of action by the Department,on
the whole, has been detrimental to the maintenance of good staff relations.
This lack explains the unhealthy attitude of many employees and the tendency
of several representatives of local branches to overlook the possibilities of
any discussion at the district level and instead to refer their grievances
directly to their national Headquarters as soon as a settlement is unduly
delayed.

We should not dwell on this particular aspect or on other criticisms

which apply to circumstances which are different today.



- 135 -

Bills C-170 (Public Service Staff Relations Act) and C-181 (Public
Service Employment Act) contain several provisions related to grievances and
make certain recommendations which we would not have hesitated to formulate
unnecessary.
Unless we are mistaken these Bills recognize three categories of
grievances and three procedures to deal with them.
(1) ,With.the impending acceptance of collective agreements in the
Public Service, there are those grievances which deal either with the inter-
pretation or the application of these agreements or with disciplinary action
resulting in dismissal, suspension or financial penalty.l/
These grievances are presented at each level, up to and including
the final level, "in the grievance process provided for by this Act".g/
If these are then not dealt with to the employee's satisfaction,
they may be referred to a final and binding adjudication.z/
(2) For all practical purposes, the second category covers all
grievances which:
a) do not fit the first category;
b) relate to the conditions of employment of an employee who_
feels aggrieved by the interpretation or application of any
provision of a statute, regulation, directive or other document
prepared or issued by the employer or as a result of any incident

or special problem; and

1/ Bill C-170, section 91.
2/ Bill C-170, sections 90, 91 and 99.

3/ Bill C-170, section 96.
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¢) are not controlled by an administrative procedure for redress
provided in another Act of Parliament.-/ .

However, in such cases there is a fundamental difference. These
grievances also go through the various levels (up to and including the final
level), but they are not subject to final and binding adjudication as‘are
those in the first category.g/

(3) The third category includes grievances which the legislator-

has decided to deal with in still another way. For example, these include
grievances which, as before, are submitted as appeals to the Civil Service
Commission. Civil servants are entitled to appeal in cases of a promotion
denied, a demotion, or a dismissal for incompetence.z/

We are under the impression that the staff organizations and
postal employees will be satisfied with these new provisions since they
represent such a long awaited innovation. They will be especially pleased
that the right to have recourse to boards of adjudication (even if it is
somewhat restricted) has finally been granted and that they will be able to
select one of the members of the board whose decisions will be final.é/

We anticipate, nevertheless, certain reservations, some of which
perhaps will disappear either following amendments suggested by the
Parliamentary Committee or information given by Treasury Board and the

Department, or possibly following the recommendations made hereafter.

Bill C-170, section 90.
Bill C-170, sections 90 and 95.

We shall deal with these appeals in the following chapter.

R R K

We are somewhat surprised that Bill C-170 completely disregards the
possibility that the Department and the staff organizations could agree on
the selection of a Chairman who would not be one of the semi-permanent
adjudicators referred to in section 92,
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(1) Thus, we are concerned about the implications and the extent
of the regulations which the Public Service Staff Relations Board may make
under section 99 of Bill C-170 {Public Service Staff Relation Act).

We fail to see how these regulations will succeed in standardizing
the grievance procedure in the Public Service. The Department and the staff
organizations mist be free and have the required authority to adopt a
grievance procedure adapted to facts and circumstances which make the Post
Office Department beyond all doubt a unique department.

(2) The number and types of grievances which are subject to final
and binding adjudication appear to us to be too restricted.

All actions that the Department has the right to take against an
employee should form the basis of grievances in this category. This could be
under any Act or under its regulations, directives or instructions, and
which, directly or indirectly, may in future affect the working conditions
of this employee, such as promotion, demotion, or transfer, If such were
the case, not only would employees be treated more impartially but this would
put. an end to the habit of some supervisors to note on an employee's file,

without his knowledge, the least little error or trifling matter.

WE RECOMMEND:

131. That the Department and the staff organizations be given the
authority and be free to adopt a grievance procedure which
really takes into consideration all aspects and problems
which make the Post Office Department, beyond a doubt, a special
and unigue department.

132, That postal employees be given the right to have recourse to
final and binding adjudication for any grievances arising from
any action taken against them by the Department and which is
not settled to their satisfaction.






