[image: image40.jpg]=

CEIU-SEIC




Tools + training + practice

An effective local leader can deal with management and the needs of local members in a competent and confident manner. Gaining those qualities comes through a mix of activities, not just through a review of these pages. The material here will provide a start for newly-elected officers and a reference point for more experienced local leaders. But two other activities are crucial to becoming an effective leader, so a few comments are offered before looking at tools for local leaders. 

Local leaders need to pursue two key activities to become effective. The first is training. Without training, experience may be your only guide — and while experience is valuable, it may not be enough. The CEIU and the PSAC provide training so that local leaders can develop the necessary skills and become confident in their use. 
In addition to training, local leaders need practice. Union work is intensely practical, and the more you exercise the necessary skills — from dealing with management to running local meetings — the more effective you become. Your union provides support as you apply these skills and this support is easy to access. When you combine training with practice, the results are predictable. 

Tools

The tools provided here begin with an outline of the responsibilities for each position. This provides a starting point for new local executive officers and those thinking of seeking these positions. 

The following section considers union –management consultation, each local executive must carry out as part of its duty to represent the interests of its members. This is an area where training is especially important and the material presented there should, hopefully, act both as a useful reference and an incentive to further study. 

Next comes a review of key administrative practices that will be of particular interest to local secretaries. Finally, aspects of financial administration will taken up that will be of interest to both treasurers and other executive members. 

Who does what

The local executive typically has a president, vice-president, treasurer and secretary. There are variations on this structure (see below) but a closer look at these four positions provides the best start. 

All four positions carry out work that has two aspects. The first deals with matters internal to the union such as the financial administration of the local and membership meetings. The second deals with labour relations issues such as union-management meetings and grievances. These two aspects are not strictly separated – management’s response to a grievance may give members a lot to talk about at union meetings – but it is useful to separate them here. Each executive position will be considered in terms of these two characteristics. 

The local president

As the chief executive officer of the local, the president oversees all internal union matters. Some of these responsibilities are exercised directly: the president presides at all executive and membership meetings and reports on the local’s behalf to other levels within the union structure. Other responsibilities are exercised indirectly. The president is answerable for the finances of the local, but exercises this responsibility through the local treasurer. The power to delegate allows the president to assign tasks to other members of the executive or to committees of the local union. Whether directly or through others,  the president assumes the overall responsibility for internal union matters. 

The president assumes the same overall responsibility for labour relations matters. In a direct fashion, he or she will act as the chief spokesperson for the local in dealings with management. Indirectly, the president exercises this responsibility through the stewards who represent members on grievances and other matters. 

Given the broad responsibilities of the president, a simple list of duties cannot be provided as a guide. Instead, training and practice can develop the techniques and strategies to carry out the responsibilities of this position. Often, members interested in participating on the executive begin by taking positions as secretary, treasurer or vice-president in preparation for seeking the senior job in the local. There are, however, members who are talented at leading and coordinating, and for them, the president’s position is a natural fit. 

The local vice-president

This position is much more than that of a stand-in for an absent president. While the vice-president must assume the duties of the president when he or she is absent, the post is critical to helping the president achieve the local’s goals. Unlike the secretary and treasurer who have specific administrative responsibilities, the vice-president will take on such issues only when directed to do so by the president. 

Similarly, the vice-president may take on specific tasks related to labour relations. For example, the vice-president may be skilled at addressing particular workplace issues in labour-management meetings, and in view of that, may be assigned by the president to act as spokesperson for the local on those matters. 

For the president and the rest of the executive, the vice-president is a resource that can be directed either at tasks internal to the union or to those concerned with labour relations. 

The local secretary

In the digital age, a more appropriate name for this position might be ‘information and communication officer’ but given the weight of tradition, it will continue to be known as ‘local secretary’. The position of secretary is central to the internal operation of the local because it records information generated by the local (minutes of membership and executive meetings) and organizes and distributes information from other levels in the union structure. 

The secretary can also play an active role in labour relations issues. Just as a vice-president may be delegated to speak for the local on a given issue, so too might a secretary act as local spokesperson. 

The local treasurer

The treasurer is responsible for the financial affairs of the local and is accountable to the local executive and members. To operate effectively, a local must control and distribute its resources skillfully, and the treasurer is vital to reaching this goal. Most of a local’s revenue comes via the dues rebate from the national level of the union and the treasurer must ensure that the appropriate financial records are submitted to maintain the flow of funds to the local treasury. The treasurer also controls the disbursement of funds to make certain that the financial integrity of the local is upheld. A further service provided by a skilful treasurer is the development of budget options for the local. The value of this service can be considerable. 

As with the other members of the local executive, the treasurer can play an active role in labour relations matters. The skills of a good treasurer might be well applied to union-management discussions relating to local office resources. 

Variations on the standard executive structure

Not all locals will have the standard four person executive discussed above. A common variation found in smaller locals is the use of the ‘secretary-treasurer’ position. As the title suggests, it simply combines the secretary and treasurer functions. Larger locals with more than one location normally recognize a vice-president position for each location and often title it ‘site vice-president for office x’. This ensures that each office has a voice on the local executive. Both small and large locals may opt to create the position of chief steward and recognize it as a full member of the local executive. 

Committees

Local committees serve two important functions. They allow the local to share responsibilities for important issues like health and safety that might otherwise command too much of the executive’s time. They also allow more members to become engaged with the union. Many members start as committee members before moving to a steward or executive position. 

There are two sorts of committees. Standing committees are on-going bodies devoted to areas such as health and safety. Special or one-time committees deal with important issues that emerge from time to time. The local has considerable freedom to establish the committees it wishes, but since every committee requires resources, each must be factored into the local’s budget. 

Further reference

The CEIU By-laws contain an appendix (“A”) titled “Local Rules”. Formal duties and responsibilities of executive members are contained there and should be reviewed periodically. 

Meeting with management

Members expect their local executive to deal effectively with management. Whether the issue is staffing, training opportunities or office policies, the local executive must take the members’ interests forward with the employer. Often issues such as these are discussed at local union-management consultation meetings, and this section of the website provides tools for making those meetings more successful. 

The collective agreement

The collective agreement provides for joint consultation between union and management. The current provisions of article 21 of the PA agreement read: 

21.01 The parties acknowledge the mutual benefits to be derived from joint consultation and are prepared to enter into discussion aimed at the development and introduction of appropriate machinery for the purpose of providing joint consultation on matters of common interest. 

21.02 Within five (5) days of notification of consultation served by either party, the Alliance shall notify the Employer in writing of the representatives authorized to act on behalf of the Alliance for consultation purposes. 

21.03 Upon request of either party, the parties to this Agreement shall consult meaningfully at the appropriate level about contemplated changes in conditions of employment or working conditions not governed by this Agreement. 

21.04 Without prejudice to the position the Employer or the Alliance may wish to take in future about the desirability of having the subjects dealt with by the provisions of collective agreements, the subjects that may be determined as appropriate for joint consultation will be by agreement of the parties. 

Your local has the right to consultation meetings with local management, and if these meetings are not being held, the executive should take the necessary steps to initiate them. Writing management to request the establishment of regular consultation is the first move to make. Speak with a union staff representative for assistance on such matters as the development of appropriate terms of reference for the consultation process. 

What can be discussed

The local can raise whatever issues it wishes at meetings, except those that are governed by the collective agreement. For example, the pay rate for a CR 05 is set by the contract, so there is no basis for raising the issue in a consultation meeting. However, if the employer is misapplying the collective agreement, perhaps through an inappropriate policy on a subject like the granting annual leave, it would be proper to bring the issue forward. Matters that bear directly on the subject of an on-going grievance are not suitable topics for consultation. 

Frequency of meetings

Meetings are usually scheduled at regular intervals. For many locals, monthly meetings work best. However, when circumstances require it, emergency meetings can be held. 

Who attends

Typically, the local executive attends consultation meetings for the union. Nevertheless, there may be occasions on which the union will need to bring a steward or member from the affected work area for an effective presentation. 

Working with the members

The purpose of the consultation meetings is to raise issues of concern for the members. To do so effectively, a few basic steps need to be followed. First, the local executive must engage the members regularly to identify the issues requiring attention. 

Second, working with the members, the executive has to develop proposals that will solve the problems identified. This may not be easy, but it is crucial to success in most cases. Saying to management “Here is a problem that we want you to fix.” is not likely to do much for your members. Management may provide a ‘solution’ that leaves your members as displeased as they were originally. Going forward with a proposal endorsed by the members gives them a measure of ownership of the solution. 

Third, regardless of the outcome of the meeting with management, the local executive should quickly report to the members. Official minutes of the meeting can take days or weeks to be produced, and while they are valuable as an official record of the discussions, the executive should not rely on them as the primary method to communicate with the members. 

Fourth, if the outcome on a given issue is not what the members were seeking, they must be consulted on further steps. At this point, the members must decide what they are willing to do to support their local leaders. Telling the executive to “Go back to management and ask again.” won’t work. Instead, members and local leaders must organize the necessary support that will encourage management to act in a more reasonable fashion. 

What to say

The art of presenting an effective case for the union is a matter of training and practice; there is no ‘checklist’ of what to say. There are a few suggestions about what not to say however. First, if the local has developed a position on an issue, don’t make comments that directly, or indirectly, contradict or undercut that position. If management raises issues that cause the union team uneasiness about the position they had adopted, ask for a recess and work the matter out within the executive. 

Try to avoid comments that divert attention from the position the union is attempting to establish. Asking management questions like “Tell us what other offices have done” can lead to a meandering tale that runs out the meeting’s clock. 

A focus on detail is often needed to work through an issue with management, but good proposals can drown in a sea of petty detail. Don’t lose sight of the big picture: reaching an agreement on the solution your members want.  

Regional and national consultation

Issues that have not been successfully resolved at the local level can be referred to regional and national consultation forums. Contact the national vice-president responsible for your local to discuss this option further. 

A final word 

Representing members in union-management consultation meetings is a significant function of the local executive. To assist local leaders, the union offers training  and support.  If you are new to your local executive or a veteran who wants sharpen skills, take advantage of these opportunities to improve the work you do on behalf of your members. 

Key administrative practices

The local executive as a whole is responsible for the administration of the local, but much of the work falls to the local secretary or secretary-treasurer. The information below provides useful tools to aid in the administration of local unions, but, as always, local officers are urged to take advantage of training opportunities and union support resources in their effort to become sound administrators.

Minutes of executive and membership meetings

The secretary or secretary-treasurer takes the minutes of meetings and is responsible for maintaining these records and distributing them appropriately. There is no expectation that a verbatim record be kept. Instead, meeting minutes need to convey, briefly, the substance of the proceedings and the decisions taken.

The traditional format of meeting minutes captures the following information:

· The nature of the meeting (annual general membership, executive, special membership)

· The particulars of date, time (including start and adjournment times), place

· The names of the chairperson of the meeting, the secretary and other local officers in attendance

· The number of members present

· The particulars of decisions taken (adoption of minutes from the previous meeting, movers and seconders of motions and the decisions taken, reports received)

· The nomination and election of members to various positions

Members new to the position of secretary will likely find the minutes kept by their predecessor a useful guide. When assuming the job of secretary, a critical first step is obtaining minutes of past meetings from the previous occupant of the position. 

Managing the storage of information

As the chief information officer of the local, the secretary must maintain an appropriate storage system. This does not have to be complex to succeed. Information categories suggest themselves easily, and typically include training, collective bargaining, grievances, membership records, meeting minutes, and committee reports.

The system for managing information will be a combination of paper and digital formats, and the usual precautions regarding privacy and security apply to both. If filing cabinets are used, they should be located in appropriate locations and kept locked. Digital files should be kept on a secure computer (not on a system owned by the employer). If a local wishes to store files on a commercial internet server dedicated to this purpose, it should investigate carefully the firm operating the service and protect the files it stores through reputable encryption software. 

Managing the distribution of information

Information will flow to the local secretary from a number of sources. Letters, reports, membership printouts, and cheques all need to be routed appropriately. There are a limited number of destinations for this information and they are:

· The local executive. If the communications received must be acted upon by the executive as a whole or an individual member of it (the treasurer, for example), the secretary must first decide the urgency of the matter. If the required action can wait until the next executive meeting, the matter should be filed for review at that time. If the matter is urgent, it should be referred immediately to the local president. 

· The membership. Some information received must be dealt with at a general membership meeting. If the local executive has taken action on an item, it is appropriate to inform the membership. Other matters may be beyond the authority of the executive and must be put to the members for a decision. 

· Committees of the local. Correspondence to local committees should be given to the committee chairperson with whatever instructions are necessary. There will be issues on which the committee must make recommendations for the consideration of the executive or local membership and others requiring action by the committee itself. In all instances, the secretary should create an appropriate trail of the route, timelines and instructions accompanying each document.

Similarly, the local will generate information destined for a variety of recipients and the secretary should manage this in an organized fashion.

The popularity of e-mail can make the distribution of information easier for all concerned within the local, but only if it is used carefully. Poor e-mail practices encourage recipients to ignore or delete messages and the secretary should take the lead in avoiding them. E-mail practices continue to evolve and local leaders should adopt better methods as they emerge.

Managing financial resources

The treasurer is responsible for the administration of the finances, but the executive as a whole is accountable for the integrity of the local’s financial practices. This section outlines the central elements of local financial administration which will be of interest to all members of the local executive. 

Managing the membership list

On a monthly basis, each local receives a computer printout listing all of its members. It contains additional valuable information that requires the attention of the local executive, but the simple list of the members is the first matter for review here. 

The local receives a dues rebate from the CEIU national office on a regular basis, and the amount received is tied directly to the number of members showing on the printout. If an employee moves from one office to another, he or she may not be transferred to the receiving local’s list. For the local concerned, this means it does not receive any dues rebate for that employee; instead the former local continues to receive it. The treasurer is responsible for ensuring that all employees working in the local appear on the monthly printout. If some do not, a transfer card should be completed and sent to the union’s national office. 

The membership printout also lists the status of each employee. “F” means the employee is a member in good standing, “S” means that they are currently suspended from membership and “R” indicates that they are a ‘Rand’. A Rand is an employee who is covered by the collective agreement, and who must, accordingly, pay union dues. But while paying dues is mandatory, becoming a member of the union is not. Employees must voluntarily opt to join the union, and one duty of the local executive is to explain the benefits of membership and offer Rands the chance to join and participate. 

The term ‘Rand’ is, at first sight, an odd title for an employee who pays dues but is not a member of the union. The term comes from the name of a judge who arbitrated a settlement to a famous strike in Canadian labour history. Workers at Ford in Windsor, Ontario, had struck over the issue of union security in 1945. They wanted all workers at Ford to be union members and to pay dues through an automatic payroll check-off. Their reasoning was that since everyone benefited from the union contract, everyone ought to be a member and pay their share of the union’s operating costs. Justice Rand’s decision split the issue down the middle. He agreed that each worker benefited from the contract and that each would be required to pay dues through the check-off system. But he allowed union membership to be voluntary rather than compulsory. Given the importance of this event in labour history, the term ‘Rand’ has endured to signify a dues-paying employee who has not opted for union membership. 

Training and advice on the more obscure information contained on the printout is available, but the principal tasks for the executive are those explained above. 

Preparing a budget

A local budget should allocate resources in an open and effective manner, and while all members of the executive ought to participate in the drafting of the budget, it often falls to the treasurer to take the lead. The budget sets out how the local will spend over the coming year and when presented at the annual general membership meeting, it allows the members to make the final determination about spending priorities. Participation in this process helps to cement the bonds between the local leadership and the members, so careful preparation is required. Traditionally, the treasurer presents the budget and explains it to the members. 
The dues rebate

Each local sets its own local dues rate by a vote of its members. The dues are deducted by the employer and sent to the union at the national level which, in turn, rebates the portion of the dues belonging to the local. But in order to receive the rebate, the local must meet the financial reporting requirements of the CEIU. These are contained in Local Rules section of the CEIU By-laws, which read, in part: 

Section 3 - AUDITS
This Local's Executive shall, one (l) month prior to the annual general meeting, appoint someone who is not a Local Officer to audit the financial records of the Local. This person(s) shall normally be a member. A report in writing to the Local Executive shall be made one (l) week prior to the date set for the said meeting. 

Section 4 - FINANCIAL STATEMENTS 

This Local shall produce an annual audited financial statement. This audited financial statement shall be sent, in a format as prescribed in Annex "A" of these Local Rules, to the Union's National Headquarters and to the National Vice-President(s) by March 1st each year. A signed declaration that it has been approved by a general membership meeting must accompany the financial statement when it is sent to the National Union Headquarters. Should the financial statement not be received, the flow of funds to the Local shall be stopped. Following receipt of the financial statement, all funds withheld shall be remitted to the Local.

These sections speak clearly to the requirements each local must meet to maintain its rebate payments. The treasurer must ensure that the financial records are prepared in an accurate and timely manner, but the entire executive is responsible for carrying out the necessary steps for the audit and approval of the financial statement. 

For reference, the sample financial statement from Annex “A” is reproduced below. 

ANNEX 'A' (to Appendix A) 

SAMPLE 

CANADA EMPLOYMENT AND IMMIGRATION UNION 

CEIU LOCAL 00001 

FINANCIAL STATEMENT 

For the Period 1st January, 2003 to 31st December, 2003 

  

	REVENUE
	 
	 
	 
	 

	 
	 
	 
	 
	 

	Membership Local Dues
	 $ 1,000.00
	 
	 
	 

	Bank Interest
	50.00
	 
	 
	 

	Other (specify)
	50.00
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	[image: image4]
	[image: image5]
	[image: image6]

	 
	 
	 
	 $ 1,100.00
	 

	Accounts Receivable (Breakdown attached)
	 

	 
	 
	 
	 
	 

	EXPENSES
	 
	 
	 
	 

	 
	 
	 
	 
	 

	Meetings (Breakdown attached)
	 500.00
	 
	 
	 

	Professional fees (Legal Service or advice, etc.)
	  
	 
	 
	 

	Insurance  
	20.00
	 
	 
	 

	Bank Charges  
	10.00
	 
	 
	 

	Postage (Express, etc.)  
	10.00
	 
	 
	 

	Printing and Stationery  
	20.00
	 
	 
	 

	Rental and Equipment
	  
	 
	 
	 

	Maintenance and Repairs (Equipment)
	  
	 
	 
	 

	Telephone
	  
	 
	 
	 

	Telegrams  
	10.00
	 
	 
	 

	Publications  
	10.00
	 
	 
	 

	Entertainment 
	30.00
	 
	 
	 

	Training Courses (Breakdown attached) 
	100.00
	 
	 
	 

	Seminar Expenses (Area Council, etc.)
	  
	 
	 
	 

	(Breakdown attached)  
	100.00
	 
	 
	 

	Area Council Dues  
	10.00
	 
	 
	 

	Office Supplies  
	10.00
	 
	 
	 

	Gifts and Condolences  
	10.00
	 
	 
	 

	Traveling (Breakdown attached) 
	150.00
	 
	 
	 

	Sundries  
	10.00
	 
	 
	 

	Other Expenses (specify) 
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	  $ 1,000.00
	 

	 
	 
	 
	 
	 

	Excess of Revenue over Expenses  
	 
	 
	100.00
	 

	Opening Balance (1 Jan. 03)  
	 
	 
	400.00
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	Closing Balance (31 Dec. 03)     
	 
	 
	 $ 500.00
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	Accounts Payable (Breakdown attached)
	 

	 
	 
	 
	 
	 

	RECONCILIATION
	 
	 
	 
	 

	 
	 
	 
	 
	 

	Cash in Bank (Current Account) 
	$ 45.00
	 
	 
	 

	Cash in Bank (Savings Account)  
	355.00
	 
	 
	 

	Cash on hand for deposit  
	75.00
	 
	 
	 

	Petty cash on hand  
	20.00
	 
	 
	 

	Postage on hand  
	5.00
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	 $ 500.00
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	We hereby certify that this audited statement has been approved by the general membership of this local and place our signatures, as follows.
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	        President
	 
	  
	        Treasurer

	 
	 
	 
	 
	 

	NOTE: There may be some accounts that some locals will not require, and there may be other accounts that some locals will want to include.

	 
	 
	 
	 
	 

	FINANCIAL INSTITUTIONS
	 
	 
	 

	 
	 
	 
	 
	 

	Name and Address
	Bank Account Nos.

	 
	 

	Bank of Montreal 
$$$$ Bank Street
Ottawa, Ontario XXX YYY 
	1234567

	 
	 

	 
	 

	Ottawa Co-Op 
0000 Parliament Street
Ottawa, Ontario XXX YYY 
	567890

	 
	 

	 
	 

	Canada Trust 
0000 Ontario Avenue
Ottawa, Ontario XXX YYY 
	34567890

	 
	 
	 
	 
	 

	Audited by: ____________________________________ 


Help when you need it 
The CEIU supports its members. Whether a problem applies to one member or many, support will be provided.

Support comes in many forms. At the local level, stewards and local union officers are available to discuss problems and represent members with local management. Further support is available from union staff representatives located in offices across the country. Senior elected officers of the CEIU are in place for every region in the country and the union maintains a national office in Ottawa where additional resources are available.

Getting help
If you need assistance, you should first contact a steward or local union officer where you work. They know the workplace and can provide a first line of support. If they need help with technical issues or special cases, they will work with union staff representatives in their area. Depending on the nature of the problem, they may also contact the senior elected officer in their region. Begin by seeking help from your local union; if more assistance is needed, it will be provided.

If help is not available where you work, contact us at [image: image39.png]


support@ceiu-seic.ca . Please ensure that you provide the province or territory where you live as well as a home e-mail address and/or telephone number. Alternatively, contact the Regional Union Office.
