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Contracting In CUPE Work

Workshop prepared for Newfoundland and Labrador Division Convention

April 28, 29, 2001

Facilitator notes

Union Development Department


Participant

Contracting in CUPE Work

Workshop objectives

· Identify work in the province that is contracted out that could be brought in

· Give members the knowledge and tools to contract in bargaining unit work

· Identify a role for the provincial committee (in gathering success stories, promoting contracting in, coordinating contracting in efforts)

· Contribute to national list of contracting in success stories

Agenda

Day 1

9:30
Welcome and introductions

10:00
Preventing contracting out

· Examples of contracted out work

· Impact on workers and our communities

· Preventing contracting out

10:30
Break

10:45
Contracting in – choosing our targets

11:45
Barriers to contracting in
Noon
Lunch

1:30
Panel of local success stories
2:30
Planning to contract in
4:15
Day 1 Wrap-up
Day 2

9:30
Skills for contracting in  

1. What’s our message?

2. Meeting the employer 

10:30
Break


Skills (cont’d.)

3. Costing 

11:30
Role of provincial committee

· How to share information and success stories

11:45
Wrap-up and evaluation

· Distribution of materials

Day 1

Welcome and introductions

Suggested time: 30 minutes

Materials needed:

· Name cards

· Equality statement

· Flipchart paper with workshop objectives and agenda

· Flipchart paper with points of introduction written on it (name, local, where you live, your job, who you work for, something you do for fun)

· Handouts: Workshop objectives and agenda

· Flipchart paper, markers, tape

· Optional:  Privatization bingo for icebreaker

________________________________________________________________

1. Introduce facilitators.

2. Introduce participants.  If you don’t do the icebreaker:  Have participants interview the person beside them to find out their name, local, where they live, what job they do, who they work for, something they like to do for fun.  (Note:  keep notes during introductions for dividing participants into groups later.)

Optional icebreaker:  Privatization bingo (if you start right on time)  (You could also play privatization bingo later in the workshop as an energizer.)  Distribute bingo cards.  Have participants get people to sign their card.  People can only sign the card once.  When someone yells “bingo”, everyone stops and stays with the person.  That person says who signed which square.  Ask participants to interview the person they were talking to and then introduce them to the rest of the group.

3. Read the Equality Statement.  If it’s already been read at the conference, remind participants that it is in effect in the workshop.

4. Workshop ground rules.  Ask participants if they’d like any ground rules in effect for the workshop.  Record ground rules on flipchart.  Examples:  one person speaks at a time.  Start on time.  No cell phones.  No private bottled water!

5. Ask participants what their expectations are for the workshop.  Flipchart responses.

6. Distribute workshop objectives and agenda.  Go through them using flipchart.  Check that agenda meets participant expectations. 

7. Put up a “parking lot” for any issues that can’t be fit into the workshop.


	Can name one member of CUPE’s national contracting-out committee
	Can give three arguments against contracting-out 
	Knows what kind of  contracting-out  language they have in their collective agreement
	Has written to their Member of Parliament
	Has an anti-privatization success story

	Knows what competitive bidding is
	Knows what PPP stands for
	Can name a corporation that is promoting privatization
	Can name the provincial Minister of Labour
	Can link privatization to workload

	Is attending his/her first CUPE workshop
	Knows the name of CUPE’s 2001 Annual Report on Privatization
	Never buys private drinking water
	Has participated in an action against privatization
	Can name a new user fee they have to pay

	Reads the union newsletter
	Knows what successor rights are
	Can name a service or job their employer has privatized
	Has a copy of their contract with them
	Can name a global trade agreement that affects public services in Canada

	Has persuaded members to support a bargaining proposal 
	Can say “contracting-out” in another language
	Knows what a telephone tree is
	Has written a letter to the editor
	Can name a service that their employer has contracted in


Preventing contracting out

Suggested time:  30 minutes

Objectives:

· Identify work that is currently contracted out

· Review impact on workers and communities

· Confirm importance of preventing work from being contracted out (before we talk about contracting in)

Materials needed:

· Flipchart paper with discussion questions written on it:

1. What are examples of work in our jurisdiction that is contracted out?

2. For each one, how does contracting out affect the workers, the people 

who use the service, the community?

· Flipchart paper, markers, tape

· Handouts:  Workplace Checklist, Stop the Plunder

Let participants know we’re going to start our discussion about contracting in by talking very briefly about contracting out and the problems it causes.

Divide participants into small groups.  Give them 15 minutes to answer the following questions in their group.  (Remind them to choose a reporter.)

What are some examples of work in our jurisdiction that could be CUPE work that is contracted out?

For each one, how does contracting out affect the workers, the people who use the service, the community?

Report backs:  Have each group report on one example at a time and what the impact is.  As each group gives an example, ask questions to pull out all the negative impacts of contracting out.

Use two flipcharts to record answers:  One labeled “Examples” and one labeled “Impacts”.

Summarize by stressing how important it is to prevent contracting out whenever we can -- an “ounce of prevention”. 

Distribute the handouts “Workplace Checklist” and “Stop the Plunder” and suggest locals use them to monitor contracting out in their workplaces.


CUPE LOCAL ______________


Contracting-out in your workplace
Please monitor your workplace and enter the information on the following checklist.
______________________________________________________________________________________
Name of Contractor

Address
______________________________________________________________________________________
Type of work contracted
Number of contractor employees
Who provided supervision?
______________________________________________________________________________________
Who provided tools and equipment?
______________________________________________________________________________________
Duration of job
______________________________________________________________________________________
What is the estimated cost of the work?
______________________________________________________________________________________
In your opinion, does the work require skills not available in your local?   
( Yes  ( No
______________________________________________________________________________________
In your opinion, does the work require staff not available from your local’s 
regular employees?
( Yes  ( No
______________________________________________________________________________________
In your opinion, is the work ongoing work that should be done by CUPE? 
( Yes  ( No
______________________________________________________________________________________
Has this contracting-out affected your job? 
( Yes  ( No
______________________________________________________________________________________
If yes, please say how.
______________________________________________________________________________________
Is another union involved in the contracted-out work? 
( Yes  ( No
______________________________________________________________________________________
If yes, which union?
FOR USE BY LOCAL EXECUTIVE
Contracting in – choosing our targets

Suggested time: 1 hour

Objectives:

· To identify ways to pick the best target for a contracting in campaign

· To identify targets for Newfoundland locals to work on to contract in work

Materials needed:

· Flipchart paper, markers, tape

· Handout:  How to identify priorities and pick your target 

1. Listing possible targets (15 minutes)
Divide participants into small groups by sector (health care, school boards, post-secondary, municipal, social services, etc.)  How you do this will depend who is in the room.  Keep notes during the introductions to help you decide which groups make sense.

Give the groups 10 minutes to brainstorm work that could be brought into our bargaining units.  They should list all the examples they can think of.  Be very specific.  Ask them to think first of their own workplaces, and then other workplaces in their sector.  Ask them to write their list on flipchart paper for the report back.  (Participants can stay in their sectoral groups during the next activity.)

Report backs:  Have each group present their list.  Tell them this is the list we’ll use to choose targets for contracting in.  If they think of other good examples, they can add them to their list any time during the workshop.

2. How to choose the target (15 minutes)
Brainstorm the criteria for choosing a target.  Ask:  What should you consider when choosing a target? 

Once you have your list, distribute the handout “How to identify priorities and pick your target”.  Go through it with participants.

3. Choosing targets in each sector (30 minutes)

Have participants return to their sectoral groups.  Ask them to look at the list they compiled.  Using the criteria we’ve discussed, ask them to pick a target (or two) for their sector.

Let them know we hope to actually leave the workshop with a plan to contract in work, so their choice is a serious one.

Report backs:  Ask each group to report on what targets they’ve chosen and why.

Participant

Handout

How to identify priorities and pick your target

from “Contracting in tool kit”, BC Hospital Employees Union (CUPE Health Care Division)

How strong is your case for bringing the work in-house?

· What are the advantages of contracting in this service?  How strong is your argument in terms of a) quality of service, b) cost savings or potential for revenue generation?

· Have there been problems with the contractor?  Examples: shoddy work, budget over-runs, poor working conditions, health and safety hazards

· What in-house resources could be used to provide the service?  Are some resources currently under-used?  For example, extra space that could be used to prepare food, window washing equipment that could be used in another facility?

· Is there potential for saving (or generating) money?

How easy would it be to bring the contract in-house?

· Are workers available for this project?  (Example: part-time or casual staff, training for members to acquire necessary skills, creation of term-specific positions)

· Is the work covered by the scope of your bargaining unit?

· Is there enough work to create a regular job?

· What capital costs would be involved? (Equipment, tools, space)

What level of support would there be for the proposal?

· How important is the issue to your union local?  How much pressure would members be willing and able to apply?

· How much time and energy do you have to put into this project?

· Would there be middle and/or upper management support for your proposal? (or strong opposition from management?)

· Would there be support from other unions? (or conflict?)

· Would there be support from the people who use the service?  From the public?

Barriers to contracting in

Suggested time:  15 minutes

Objectives:

· To identify barriers to contracting in and get them on the table

· To set the stage for the “Panel of Local Success Stories” in the afternoon

Materials needed:

· Flipchart paper, markers, tape

This is a good place to bring out negative comments, apathy, thinking like “why should we do it – National should do it”, or “we’ve tried to do this, it didn’t work”.  Once it’s on the table, we can deal with these barriers in the workshop.

Introduce the topic by saying that we want to be realistic when we talk about contracting in.

There will be barriers, but we can overcome them if we think ahead to what we’ll face and make sure our action plan takes possible barriers into account.

Ask:  “What are the barriers to contracting in our work?”

Flipchart responses.

Examples:

· Locals already overloaded with other work.

· We don’t know what’s possible.

· Members don’t want to do certain kinds of jobs.

· Tendered work hard to break into

· Hard to understand the technical language in long contract documents

· Etc.

Post this flipchart.  Ask participants to remember these barriers when they are working on their plans in the afternoon.  This way they can make sure their plans address whatever barriers they face.

Panel of local success stories

Suggested time:  1 hour

Objectives:

· To inspire, motivate and educate

· To identify creative ways to overcome barriers

· To learn from the experience of other locals

Materials needed:

· Room set up where everyone can see the “panelists” (semi-circular and informal is better than a stage and having the “speaker-audience” dynamic)

· Microphones and sound system (depending on size of group)

Identify three members (or two members and one staff) who can speak about their experience (and their local’s experience) contracting in work.  Give them the questions below in advance to answer in their presentation.

The moderator (facilitator) introduces the panelists.  Each has 10 minutes (maximum – to allow time for discussion) to present their success stories.

Questions for success story presentation:

What work did your local get contracted in?

When did this happen?

Why did you want to bring this work in house?

What information did you need to gather and how did you get it?

Were the members involved?  How?  How did you get them interested?

How did you convince the employer to contract the work in?

Did you get any allies in the community to support you?  How?

What was your main key to success?

If you were doing it over again, is there anything you’d do differently?

Make sure you leave time for questions and discussion.

Other success stories can be presented from the floor.  For example, Joe might want to mention some from the HEU binder (example, Second Cup), or other parts of Canada.

Let participants know they’ll get more information about CUPE success stories when they get their materials at the end of the workshop.

Planning to contract in
Suggested time: 1 hour, 15 minutes 

(includes 15 minute break)

Objectives:

· To learn how to develop an action plan

· To develop action plans for contracting in specific pieces of work

Materials needed:

· Handout: Contracting in Checklist

Have participants go back into their sectoral groups.

Tell them they have the rest of the afternoon (until 4 p.m.) to make a plan for contracting in the work they’ve identified in the morning session.

Distribute the handout, “Contracting in Checklist”.  Ask them to use it (by going through the questions on it) to work out their plan.

Give them the rest of the day to work out their plan.

Presentation of plans

Ask each group to present their plans to the rest of the group.

Ask each group if they believe their plan is achievable (refer back to barriers listed in morning.)  If not, ask what can they do to have a greater chance of success.

Participant

Handout

Contracting in Checklist

1. What’s your target?

2. Gathering the information you need

What information do you need to make your case?

How can you get it?

How can the membership help you get the information you need?
3. Putting your argument together

Who do you need to persuade?

What’s are the strongest arguments for your case?

How can the membership help you put together and make your argument?

4. The “to do” list

Use this table to set out your plan for what you will do when this workshop finishes to contract in the work you’ve identified.  Try to be realistic and practical.

	Next steps
	Who
	When
	What you need and how to get it

	
	
	
	


Day 1 Wrap-up

Suggested time:  5 minutes

Objectives:

· Make sure workshop is meeting participant needs

· Confirm that plan for Day 2 makes sense or is there a need to adjust

Materials needed:

None

________________________________________________________________

Go over what was achieved during the day.  Let participants know what will happen next day.  Check in with participants that workshop is meeting their needs.

Day 2

Skills building for our contracting in campaigns 
Suggested time: 2 hours
(includes 15 minute break)
Objectives:

· To practice some of the skills participants will need to achieve their contracting in plans

Materials needed:

· Contracting in plans from Day 1

· Handouts: False Savings, Hidden Costs

· Flipchart paper, markers, tape

Note to facilitator:  This part of the workshop might need to be adapted, depending on action plans from day before.  These notes have instructions for practicing three skills (developing a “message” for a contracting in campaign, convincing the employer, deciding what and how to do costing).

Participants might identify other things they need to be able to do.  For example, get members on side, understand the language in contracts, etc.

The best idea is to take a couple minutes to agree on what we’re going to do.  Tell them what you were planning, ask them if that meets their needs, and negotiate!

1. What’s our message? (20 minutes)
Divide participants into groups, with each group having representation from each of the sectoral groups the day before.

Assign each group one of the contracting in plans from the day before.  Ask them to come up with a good slogan or message for this campaign.  Remind them that the message has to work with all the different groups that we want to get onside.

Report backs.  Have each group report back.  Discuss: importance of positive messages, importance of message working for all our target audiences.

2. Presenting the proposal (1 hour) (break around 10:30)

Have participants return to their sectoral groups from the day before.  Say that half the groups will prepare to present their proposal to the employer.  The other half will prepare to present their proposal to their local membership to get their support. (Assign groups as “employer” and “membership”.)

Give the groups 10 minutes to prepare the presentation on their contracting in proposal.  Remind them that they should start by choosing a spokesperson (or two spokespeople).

Ask for volunteer(s) from other groups to play the part of the employer (or the facilitators could play this role).  Have the whole group play the role of the membership.

Give each group 10 minutes to present their case.   Ask other participants to observe and write down answers to two questions: “What worked well?” ”What would help?”  (for the employer and for the membership). (Have these questions written on flipchart paper.)

When all the groups have finished, ask “What worked well?” for the employer?  For the membership?  Flipchart responses.  Make sure everyone gets positive feedback.  Then ask, “What would help?” for the employer?  For the membership?  (To highlight things like the importance of preparation, etc.)

3. Costing (15 minutes)
Distribute copies of “False Savings, Hidden Costs”.  Highlight how it shows some of the principles and techniques around costing.

With the group as a whole, take each contracting in proposal and ask what kind of costing would have to be done.  Flipchart responses. 

Then ask, “Who would do this costing?”  (It might be someone in the local, or a union member who works in accounting, or CUPE research, for example)

Note:  If you have new participants in the group on the second day:

· Ask for a volunteer from the group there on the first day to briefly explain what we covered the day before.

· Tell the new participants they have an important role to play in the exercise on “the message” and the roleplay.  Because they haven’t been in the workshop, they will be able to tell us if we’re making a good case with our proposals.

Role of provincial committee

Suggested time:  15 minutes

Objectives:

· To make recommendations on what the role of the provincial contracting out and privatization could be

· To make recommendations about ways to share information and success stories

Materials needed:

· Flipchart paper, markers, tape

Ask:  

How could we share information and success stories?

What is the role of the provincial committee?

Wrap-up and evaluation

Suggested time:  15 minutes

Materials needed:

· Handouts: 
Annual Report on Privatization (current and two back issues)

Communicating CUPE

Sample contract language

Success stories

“Contracting out methods and processes (from HEU binder, Section 6 and Tool C)

“Developing a proposal” (from HEU binder, Section 7 and Tool F)

“Glossary of contract terms” (from HEU binder, Tool J)

· Evaluation

Hand out remainder of handouts.  Briefly go through information.  Point out that, while the HEU material was written for hospital workers in BC, it is excellent and completely relevant to members in other provinces.

Ask participants to fill out evaluation form and leave it with facilitators before leaving.  (Unless there is a conference evaluation form that has space to comment on the workshop.  If there is, ask participants to write their comments on that before leaving.)
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