ANNUAL REPORT FROM THE PRESIDENT AND THE VICE-PRESIDENT

"I wouldn‘t joint a club that would have me as a member”
Marx {(Groucho, that is) '

This report is not intended to provide a blow-by-blow account to you of alil of
the activities of the Provincial Executive over the past year, but to reflect
upon the more striking events, and, more importantly, to point out our failings
and the changes the Executive feels are necessary as a result of our year's
experience.

SECTION I: THE CRISIS IN AUCE

AUCE is in crisis and has been for several years. Our two smallest locals --
Locals 4 and 5 -- are in the midst of secession from AUCE, and Local 1, the lar-
gest, will likely consider secession upon conclusion of its current set of con-
tract negotiations. AUCE Local 2 is split between its (majority) clerical and
(minority) technical components, with the latter sabotaging efforts to restore
financial and organizational solvency to that Local.

But these centrifugal tendencies in the Provincial Association are not the
crisis. The crisis is the increasing inability of AUCE locals to réspond to the
economic, political and social changes that have taken place since AUCE was
founded in the early 1970's. At that time the economy was (relatively) stable,
the NDP was in power provincially, and the women's liberation movement was at
its zenith. Today, the economy -- both world-wide and locally -- is in a
shambles, a right-wing government is scapegoating both labour and the public
sector, and a reaction against feminism is growing in strength and public accep-
tance.

Under these conditions, AUCE has not fared well -- most notably in that our
wages have not kept up with increases in the cost of living, and our working
conditions and job security have been eroded. To many AUCE members, the blame
for this state of affairs can be laid upon the structure of our Union and its
isolation from the trade-union mainstream. They see the size, financial and
technical resources, and alleged clout of unions like CUPE and BCGEU as the
solution to our problems. But the mainstream labour unions, in particular those
just mentioned, have fared little better, in spite of (or perhaps because of)
their supposed advantages.

In spite of the wishes of the vast majority of AUCE members, the leadership of
Locals 1, 4, 5 and, until recently, of Local 2, have been opposed to AUCE join-
ing the CLC intact as AUCE. In their attempts to persuade their members to
abandon AUCE and Join another union, the aforementioned leaderships have relied
mainly on the tact of “"Provincial bashing”. Provincial, in particular the Prov-
incial Executive, has been charged with becoming a rather gloomy bureaucracy,
insensitive to the needs of the locals, absorbing vast amounts of per capita tax
and returning nothing in the way of services or aid. [In fairness to ourselves,
it should be said that these leaderships speak eloquently from both sides of
their collective mouths -~ coupled with the charge of creeping bureaucracy, is
the demand that AUCE “"centralize" so as to more efficiently provide the services
demanded! ] , -

Unfortunately, the charge of creeping bureaucracy is well founded. In the next
section, the emerging bureaucratic nature of AUCE will be discussed.
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SECTION II: THE EMERGING BUREAUCRACY IN THE PROVINCIAL ASSOCIATION

Bureaucracies are everywhere, they permeate our Tives -- as university and
college employees and students we have lots of hands-on experience with them.
But it is hard to define them very precisely, and even harder to pinpoint exact-
1y when, and for what reasons, an organization becomes a bureaucracy. Our
characterization of the AUCE Provincial Association -- in particular the Provin-
cial Executive -- as a bureaucracy is based upon the following facts:

1. Our budget has grown faster than that of any AUCE local.

2. There are more people being paid to do Provincial work all the time with no
corresponding increase in the services provided.

3. Provincial Executive meets frequently with most discussion centering around
internal matters.

4. Most people who serve on the Provincial Executive now have been doing so for
years, or have come back after a break. Many of us are rather odd birds --
at odds with our local's policies or personnel, or dilettantes who can't or
won't bring ourselves to do work in respective locals.*

5. Provincial Executive treats requests for aid from locals in a rather tight--
assed way: we demand documentation, require that it be done "by the book",
and, in the glorious tradition of welfare bureaucracies, extract promises
that the aid is absolutely necessary and will be used only for its stated
purpose. |

6. We always cover our collective ass. Often we make decisions in order to
take the heat off of us for past boo-boos, and try not to offend anyone --
thus offending everyone.

Provincial has become, and under the structure we have, will always be, an organ
separate from the rest of the body, with interest distinct from, and often at
odds with, the interests of the individual locals of AUCE. Provincial has
become a classic bureaucracy, and is by its nature profoundly different from the
locals in AUCE.

* In planning this report, Jack and I have found that it is people like Jack
and I who make us quite 111 because we are the very type that has helped
cause the problem. We are involved in Provincial year after year often
because we don't 1ike what is happening in our own locals, or because we're
too lazy to get involved in the local, but we have too inflated an image of
ourselves to keep our fingers out of the pie altogether. ‘We find at Provin-
cial others who fit in with us, other feminists, soul-mates. Then we go to
convention each year and get terribly puzzled and upset when the rest of the
members kick the shit out of our "correct" ideas.
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Some of us who have served on Provincial for a long period of time have begun to
see our own interests as fnexorably linked to the interests of Provincial and
therefore to its survival as a bureaucracy. We will fight any change that
threatens this set up. It has gone so far as to mean for some that the survival
of "Provincial" is synomous with the survival of AUCE.

So, we are left with the sad situation that locals see Provincial as a poten-
tially threatening body OVER them; a body with its own interests which may well
not coincide with the getting and protecting of good contracts, but which is
more interested in keeping itself going at any cost. We doubt very much that
this 1s what the founding mothers of AUCE had in mind when they drew up the ori-
ginal constitution.

It would be wonderful if the blame for this development could be laid squarely
at the feet of those who have served on Provincial over the years, but this
would be a dangerously simplistic view {and every bit as self-serving as the
actions of Provincial may appear). In some ways, this role has been thrust upon
the Provincial by the locals. It was the locals who thrust Provincial into the
role of a policy-making body for all of AUCE. It was the locals who demanded an
affiliation policy, it was the locals who wanted more "servicing”". By the same
token, it is the locals who resent the Provincial stepping in and trying to
“eervice®. [And who can blame a person working hard in their local resenting
being asked to give up weekends to attend seminars at other locals, when the
needs of their own local seem so great.] It is the locals who asked for a level
of (available) services that necessitated dues increases, and necessitated a
second full-time paid officer. It is the Tocals who now complain about the
money which is “down the drain” in per capita tax.

Well, the fruits of our labour have been that two locals are leaving and the
rest hate our guts (perhaps I should say "the Provincial's guts®). It is no
longer good enough to moan that the locals are wrong, crazy, unprincipled or
that we are taking the "correct political 1ine”. HNone of that matters worth a
damn 7F our precious little organization is going to simply fall down or be torn
down around us. GSo the question arises, how do we best insure the survival of
the only thing that matters in AUCE, its locals?

SECTION I11: ONE STEP FORWARD AND TEN STEPS BACK? ... AGAIN?

What does Provincial Actually Do Now?

-- It supports all sorts of outside organizations and causes.

-- It hears local reports. These should be the most important role of the Pro-
vincial -- to facilitate the sharing of information about what is happening
in and to other locals. In reality, this item is quite often carping about
what is going on in one's local, while the rest of the Provincial Executive
makes appropriate clucking noises.
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-- We talk a Tot about our own financial situation (which, when the dues are in
on time and when the books are kept up is not too bad).

-- We plan convention.

-~ We spend hours and hours planning structures (of our next meeting -- when it
will be, how it will be run, what wili be discussed}.

-- We gversee the Strike Fund which is a joke in itself. With the size of our
locals and with the cost of strikes, it is ludicrous to assume that the
$10,000 we have traditionally held would be of anything but symbolic use.
So, for the most part, the strike fund is used as a slush fund for when
locals don't pay their per capita tax, or don't pay on time.

-- We spend most of our time dealing with whatever crisis has just arisen
(usually these are complaints about Provincial, or locals not paying their
per capita tax, although this year we had the Petitions for Secession).

What allows Provincial to be the slow, huge bureaucracy that it is, wasting time
at meeting after meeting? Well, it has a lot of money to do it with, it doesn't
really have a clear job -- regardless of the pages and pages of policy and pro-
cedure. What can we do?

We can stop the Provincial from being an organ with separate interests (whether
real or only perceived) from the rest of AUCE (the locals). We can stop the
Provincial from having a huge budget to do nothing with. We can stop the Pro-
vincial from having two salaried positions with ill-defined duties. We can stop
the Provincial from performing vague services for locals who don't want them.

But enough of this philosophic drivel. To the point comrades: we should be
facilitating the sharing of information. We curselves (contrary to our past
view) have no information to share.

Instead of having a Provincial Executive which consists mainly of Table Officers
(who, although technically responsible to the membership are in fact responsible
only to the rest of the Executive) we should eliminate those Table Officer posi-
tions and make the local representatives truly that -- peopie who are elected in
their own locals (in other words, just have the Provincial Local Representa-
tives). We should get rid of the Newsletter and instead put all of the local
newsletters together every two months, have them reduced and printed, and ship
them to each local to distribute to their memberships. We should stop the sham
of bearing the responsibility of putting on cross-local seminars. Instead, when
a local wants a seminar and would like people from other locals to participate,
they could contact the appropriate local representative, who would be able to
provide names and numbers of knowledgeable people in their local. If a budget
is still in existence, fimancial assistance could be given at the discretion of
the local representatives.

Now to the nitty-gritty -- do we in fact want a budget at ali? Yes, we think
that we must have one. But, not resembling anything 1ike we have now. What do
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we really need money for? Let us have a look. We think that we do need an
office which is not located at any local (consider, please that every local now
has an office on their campus -- what happens if there 1s a strike). So, the
office (without full-time paid person, of course) would be located at no local,
and would have a typewriter, photocopier and a gestetner. That way, there is a
place for the local representatives to meet, equipment in the unlikely event
that they should wnat to mail anything to anyone or for ballots, and an office
outside the picketted area for locals to use when on strike. What else do we
need money for? We need money in case the representatives ever want to loan
money to any local for any reason, be it for organizing new locals, or for
strikes. We need money in case the representatives want to lend their support
to outside groups. (It seems that although our ordinary members resent this
activity a lot, elected reps. cannot resist this and feel it is essential.). Do
we need money to maintain the “library" of Provincial? Although we had some
trouble with this question, we feel it is of more importance to rid ourselves of
the superstructure, and it is simply impractical to assume that the local repre-
sentatives can fulfill this function. At the same time, this duty would not go
towards justifying a full-time paid person. So, this money should be used to
help locals set up their own libraries. We no longer need much money for tra-
velling expenses (we do not feel that the local representatives from Local #7
will cost that much). We no longer will need money for salaries (except perhaps
before and immediately after convention).

We feel that we could reduce the per capital tax to $2.50 per month per member
(at Teast to this level), which represents around $55,000 per year (assuming
that Locals 4 and 5 are no longer with us). We expect that "production costs”
will be around $30,000 per year, Teaving $25,000 to go into a strike fund. We
estimate that our cost figures are in fact quite high.

How do we stop the old problem of having so much money to play with and this
leading to a self-serving bureaucracy? Simple, get rid of all of the useless
duties that cause this.

Maybe in the future there will come a time when there is not always an internal
crisis around every corner, when part of our membership stops dedicating itself
to destroying the organization and calms down to fighting for the workers who
are members. At that time, we can perhaps rebuild -- for now we must do our
best to protect the thing from totally disintegrating.

We recognize that this is a radical job to say the least, and will not merely
involve editing the existing Constitution, but will mean culling what we want to
retain and totally re-writing the rest. Given this, it is unreasonable to
assume that this can be accomplished at this Convention.

So, what can we realistically accompiish this year towards our goal? We can get
rid of one paid position -- the Co-ordinator. We can eliminate as many Provin-
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cial duties as possible. Our specific suggestions are: the newsletter, the
Provincial responsibility for cross-local seminare aad committees (which only
the same old provincially active people attend -- a 1ittle like preaching to the
converted; we all get together, tel! each other things we already Know, nod
sagely and go home}, the responsibility for maintaining a library or clipping
file, 1imiting meetings to every other month, eliminating over-time.

Jack Gegenberg
NanCy Wiggs



SECRETARY TREASLRER'S REPORT

©- At the Last AUCE Provincial Convention sevenal changes werne. approved which had

an {impact on the Provincial Office. The Provincial Coondinator was approved as
a second full-ztime Salarnied Position, overtime for salarnied officens was
Limited by nequining pre-approval from the Provinciaf Executive, per capila
tax nemittance procedures wene Lightened up while at the same time condilions
for the waiving of per capita tax was wiritten in the Consitution and akl
non-constitutionally nequirned Crnoss-Local Committees wene eliminated.

To date, the effects of these changes have been mixed.

There has not been adequate Lime 1o assess the effectivencss of a gull-Lime
Coondinaton. The Provincial Coorndinatorn served forn only three months. Durning
hen time in office she put cut fwo Provincial Newsfelterns, brought the newspapen
clipping §ile up to date, and assisted with §iling. The presence of a second
person £n the office was an advantage by allowing each person fo bounce {deas
and gain suggesiions from the othern person as well as Zo ensune that the ofgice
was covered. The question of whether on not the presence of a second full Lime
ofgicer provided sufficent additional neseanch, assisiance Lo the Local or %o
the membership to justify the additional cosit cannot be answered one way on the
othen on the basis 0f the three months that there wene fwo salarnied officers in
the ogfdice.

The elimination of the cross-Local committees reduced the usage of the Provinciak
044ice. Because the Provincial 0ffice {8 not adjacent fo any of our Locals, £
makes it difficult for the Local membership to use the resources available in the
office. Locaks Six and Seven have used the resources available. Local Six used
the Printing gacilities to print bulletins fon thein membership and Local Seven
wsed the nesounces fifes forn reaeanch on behalf of theirn sign up campaign.

Unfortunately, the effect of the "isofation" of the Provincial office has been Zo
crneate a feeling that many members have that the Provinciad is "somelhing out there”
that doesn't do anything rnelevant fon the membernship. This view of the Provineial
should concenn us. 1 will thy to come up with some suggesiions to deal with

this problem Laten in my repori.

The changes made Zo the procedures fon remitiance of per capila fax have been
Lanegely ineffective. The majority of Locals have been tandy in rnemiiiing
thein per capita tax. Locals Fowr and Five, in particular, have used Late
remitfance of per capita iax as a means of trying 1o apply political pressure
to enfonce thein demands on the Provincial Execuiive. Local Five 45 give months
in arneans while Local Four has repeatedfy been more than four months Late

in remilling pen capita Lax.

When hepeated communications to the Local Fown Treasurer and Local Executive were
unsuccessful in having them either remit the pen capiiz tax on time, on have Lhem
provide neasons fon thein actions, a Lettern was sent to the Local membership
informing them of the situation.

Both Locals Four and Five have petitioned fon secession ghom the Provincdial
Association. NOTE: A report from the Inquiry Committees on Seccession from
the two Locals will be presented at Convention.

Local Six, when §aced with a temporary financial cuunch, applied fon a shont-Lenm
internest-gree Lean.

The Provincial Executive has proposed an amendment fo the constifution Lo help deal
with this situation in future. |

continued next page...



SECRETARY TREASURER'S REPORT continued page 2

Oven ithe Last gyear the activities in the provincial 0ffice have centred over
expanding the Provincial Resources Centre, putting out the Provinciak Newslelten,
assisting with preparations gfon the bargaining sthategies seminai and processing
the secession inquinies and neferendums fon Locals Fourn and Five. The office was
also used by Locals Six and Seven {as mentioned previously) as wefl as by members
o4 the pubfic.

The Provinciak Rescunces Centre was improved by soliciting information on Labour
Legislation, Wonkers Compensalion, Education Policy and othen nefated topic from
alP Canadian Provinces - as well as couniries in Ewrope. As nesult, we have
extensive Anfommation, and Legislation grom all Provinces in Canada as well as
five countrnies in Europe. Ue also expanded our magazine subscaiptions and
incneased own numbern of refevant reponts grom diffenent agencies.

Overn the Lasit year my majorn activily was nepresenting AUCE in the Defend Educational
Sonvices Coalition (DESC) which was fommed .in response L0 the Provincial Governmeni'
Compensation Stabilisalion Progham. DESC is made up o4 AUCE, Zhe BC Teacher's
Fedenation, the Canadian Federation of Students, the College-Tnstitutes Educalons
Association, CUPE and the Vancouver Municipal and Regional Employees Union. The
mafor emphasis of DESC has been 10 increase pubfic opposition Lo the Wage and
Spending Restrain Program Lhiough media adventising, press neleases, pamphlels

and through a "Day of Education” on Aprnid 29th. The program has had some efgect

to date, however the time for more political activily has come. The Provincial
Executive has proposed a resofution that will provide us with comprehensive

policy and action thatl we can use to actively cppose Lhe Compensation Stabilisation
Program.

DESC 45 a useful coalition, performing 4 usequl function of pulling fogelhen a
widely based coalition cf groups. The genernal approach has been effective to-date,
although the Televisdon adds were Pongely ineffective. 1 would necommend that

we reiain oun membership in DESC - but Zhat we atfempl Lo change the direction

now that the Zegislation has been approved. Public opposition 4s building and

it is time that we strnengthened our atfacks on this program. 1% is ouwr jobs

that are being wiped ouf, L€ L5 out wages that ane being squeezed and we can'l

Pot them steamwollen us. DESC can be a vehicle Lo focus this opposition and we
must make sure that it serves our needs.

1 also went fo the CLC Convention in Winnipeg on behals of the Provinciak Associotio
in onder fo Lobby §on admission Zo the CLC. The Convention was interesting,
however T was forced to conclude that the 2ikefihood of our being granted
affiliote status 1o the CLC Lb highty unlikely due to the adamant opposilion

1o our admission by CUPE. Adthough there was sianificant support {rom those
delegates that we talked Zo and strnong suppont from the wo opposition caucuses,
no motion An support of admifiing non-affiliates made £t to the fLoon and one
motion was newonded fo tuan it into an ajfimative action plan to admit non-
affilates through presend affilates in Thern junisdiction, whedlh would have been
a4 Picence to naid non-affiliates. Fortunately, this motion did not make <€ L0
the {Loon of the Convention.

Oven the Last year 1 have had considerable difficulties in performing the
duties of Secrelory Treosurer. The two significant reasons have been my Lack

of training in the skilEs necessarny and because of that a difficully in
discenning what the nole of a full Lime officen in AUCE should be. This was
aggnavated by the resignation of +he Provincial Coordinator and by the isofation
of the Provincial Office grom the membership.

continued next page...
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The Secretany Theasurer's posifion 4s both an of4ice worken and an Executive
nembern. The equivilent office position would be an office managen/bookkeeper
shich requires a significant Levek of thaining and office experience. Because
of the structure of the posiiion, bookkeeping, neconds heeping, §4£4ng, minutes
and cornespondence must be done and can only be done by this person. At the
same time, due to the vofuntary nature of the Exceutive it i virtually
impossible 1o get direction and guidance §rom the Executive. The Secretorny
Theaswrer is also o member of the Executive and this requires a wide range 0f
often differing skills. A person who nuns fon the position has ogten had
extensive experience as an execuiive memben but nanely hands on experience An
bookheeping, offitce management efc. Part o4 the advaniage o4 having a second
penson in the office 48 Lhat hoth people can assist and advise each othen and
pook thein shiLEs. The difficulties in the posilion are emphasised by the
shont-ternm natune of a position that is elected yearly.

The Provincial Executive is proposing that fhe Provincial Coordinator's position
be efiminated and that we have one full time officen - the Secaretary Trheaswrer.
1{ we eliminate the Provincial Coondinator we must significantly change The
Secnetany Treasunen's position. We musd weduce the amount of noutine clenical
wonk #o be done so that the Secretary Treasurer can spend the majornity of her/his
time out of the office. The Secretary Trheasurek should be a "4ield worker”

that is actively assistfing the Locals, tolking to the membenship, nephesenting
AUCE with othen groups efc.

To do this fwo majon changes should be made:

1} We should hine a parnt-time book heeper o ensurne that the boohs are properky
maintained, to advise and assisl the Secretary Tneaswrien and to provide
continwity, This would Lessen the Rengthy thaining period now needed and
provide the consisience and neliability that the books require. This coufd
be tied in to simplifying the accounting procedures by changing Lo 4 "One-~
Write System” as investigated by the Provincianl Executive. The cost of a
part time book heeper will be approximately $250 a month.

7} A systematic thaining procedure should be sefl up. The strengths and weaknessel
04 the Secrefony Theaswien should be identified so fhat They can Leann the
shills fo perfonm the job effectively. This should be combined with monie
edfective supervision and direction from the Provinciak Executive. This
would go a Long way Lo nreduce the isofation and anxiely Ainherent Ln this
posLtion.
The neduction of the "shit wonk” in the oggsice will be mone difficult. The number
and Length of Executive Meetings musl be neduced. We have had foo many commitlees,
sub-commitiees, neferendums, repgrls - the nesult has been the wasting o4 the
enengies and abilities of those who have wanted Zo build AUCE - Leading to a
sense of failure and exhaustion. This must he changed:

We must shetfch out action and then Let Those authonised to act the freedom Lo
act. We have tended to be 50 agraid of people becoming intrnenched that we have
blocked them from performing thein tashs. In this office what Lnis means A5 Lhal
we must neduce the numben of neponts, the numbern of meetings, and if necessary
cut back on extrnaneous things Like the nesources centre 40 that ithe Secretony
Treasuren can be free 2o help where help 4s needed.

Ouver the next yean this Convention shoubd set two on three prionities and dineet
the Executive to 4focus on them. The nesclution in favour of investigating the
cneation of a Provincial Councif is Amponiant but it should not be the main
pionity of the Provineiad for the next yean. There ane other enitical tasks thai

continued next page...
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the Provincial needs Lo focus on.

1] Responding #o the economy and the attacks on unions by the Provincial and
Federal Governments. We need an aciive provincial Executive That will be
able To defend oun membens, that will be able fo onganise opposition in
confunction with othen groups and will be able Zo manshall support within
the Provincial Association fon any actions that may be necessarny 10 fight
nepressive Government policies.

Onganising new AUCE Locals. Just overn 40% 04 the workforce in B.C. is
onganised, ihe vast majorlily is women. We have to Lock seniously at seltiing
up awn organising comnitiee and paying members Lo ohganise ALf necessany.

3) Union Education. We muszt work mone closely wilh our Locals to Amprove union
sdication af The Locaks. This could be done by providing resouwrces o the
Locals, by providing financial assistance Lo the Locals, on by paying membeits
0f the Locals to attend programs {Le. Arbitralion seminans, collective
bargaing cowisesl.

We must necognise Lhat ourn resowrces are Limited and that we will be most effective
if we assisit and augment the activities of ihe Locaks and not thy to add anolhex
Level of resounces.

We could also assist them by providing tangible educational aids such as slide/tape
presentations, stewands mamuals, contrael clause findens. We can starnt by asking
them what they need and by either hining people 1o do them on by providing Zthe
Locals with financial assistance to do them themselves.

1t would Be a majon mistake to reduce the Provincial Per Capita and turn the money
back to the Locals. We must use the money to build a strike fund that will be

a "Local assistance fund" which can be used for emengencies. We must use the money
to provide concrete assisiance Zo the Locals. We can use the money fon funding
prhojects that will assist our membeis.

We can and must reduce the isolation of the Provinciak grom the membership and
ensine that it senves the needs of the Locals and of the membership:

L

RECOMMENDATICONS:
1) That wecontinue to nemain a member of the Defend Educational Services Coalifcon,
2} That we hine a part time bookkeeper Lo cosi no more than $250.

3) That the Provinedial Executive be directed to develop a trhoining proceduwre §ox
the next Secnetany Treasuner and develop a procedwre §or monitoning the
effectiveness of this Lraning.

4) That the Provincial Executive prionitise its activilies gor the next yeon in
two on three majon areas along the Lines of my suggesiions.



