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Executive Summary

Introduction

The purpose of this research is to determine how Government of Yukon Human Resources (HR) and the
Respectful Workplace Office (RWO) can work together in a more coordinated way to address workplace
conflict, harassment and disrespectful conduct in the Government of Yukon. Peer-reviewed literature and
the experiences of key stakeholders through semi-structured interviews are used to inform the
examination of individual and organizational RWO outcomes and their implications for the Office’s
relationship with HR. Overall, the intent of this project is to assist the RWO to understand the impacts of
the Respectful Workplace Policy and to recommend how the RWO and HR can better align conflict
management strategies to benefit all employees. In doing so, the research also explores how conflict
management mechanisms in public service organizations interact with human resources management
processes.

The interview findings demonstrate links between conflict management approaches set out in the
Respectful Workplace Policy and process outcomes experienced by employees. Barriers to a more
seamless conflict management system within the Yukon government are also identified.

Results show that the RWO and HR employ two different, but not mutually exclusive approaches to
conflict management. The analysis highlights both ongoing challenges and emergent opportunities to
integrate the RWO system of conflict management with the management approach of HR. Additional
concerns include workplace stress and mental health as key areas of focus for HR and the RWO. Finally,
opportunities to integrate conflict management resources are discussed and recommendations are
provided to present a path forward.

Methodology and Methods

The project methodology consisted of two substantive phases. First a literature review was undertaken to
assess peer-reviewed literature relevant to the topic of conflict management and human resource
management. The literature review explored conflict management frameworks and systems to show how
both theoretically and in practice the goals and assumptions of dispute systems can integrate with conflict
management approaches emphasized in the field of strategic human resources. This review informed the
interview questions and data analysis, and recommendations provided at the end of the report. Second,
semi-structured interviews were conducted in person and by telephone to identify barriers, as well as
strengths and opportunities, to improve coordination between the RWO and departmental HR in the
Government of Yukon.

Key Findings

Literature Review

The literature review draws on literature in the field of workplace conflict resolution and critical scholarly
sources that evaluate the relationship between human resources and conflict management. Designing
durable and balanced conflict management systems is an ideal outcome that is now widely championed
by practitioners and policy makers. However, implementing conflict management systems and getting
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them to work on the ground in organizations is rarely straightforward. Differing goals and assumptions
about sources of conflict have implications for the relationship between human resource management
strategies and dispute systems in organizations and play a determining role in structuring outcomes for
conflict management systems. Strategic human resource management approaches advocate for improved
managerial practices and policy-based interventions as ideal solutions to resolve conflict. In contrast, the
literature on alternative dispute resolution (ADR) tends to emphasize proactive, interest-based solutions
targeting the underlying sources of conflict.

Semi-Structured interviews

The semi-structured interviews undertaken for this report provided an opportunity to gather a range of
perspectives from stakeholders internal and external to Yukon government, with experience or
involvement in the work of the RWO. Numerous individuals generously volunteered their time and
provided rich data in several key areas of interest. Participants included employees, senior leadership,
union representatives, and members of the HR community. Input was also received from RWO conflict
management practitioners and individuals outside of government with involvement in the development
and implementation of the RWO.

The interview findings provided insight into a range of topics concerning the relationship between RWO
and human resources. The establishment of the RWO has supported the development of a more
constructive approach to handling interpersonal conflict. Respondents suggested that change was made
possible in large part by the collaborative approach taken in establishing the new office. Overall, the
services available to employees are beneficial. The RWO is recognized as a safe and supportive
environment for employees. The majority of interviewees expressed appreciation for the RWO’s ability to
provide qualified assistance to those interpersonal challenges in the workplace.

Two key collaborative relationships identified by a majority of respondents exist between the RWO and
the unions, and between RWO and HR. Union representatives indicated that not all members are satisfied
with outcomes achieved through RWO processes. Insufficient communication between the RWO and
departmental HR was suggested to have a considerable impact on the success of the RWO processes.
Respondents described a variety of other factors that presently affect the relationship between the RWO,
and departmental HR. Employees described significant personal and emotional impacts where their
conflict was not handled appropriately. Executive leaders and HR practitioners recognized that a failure to
manage conflict effectively also carries significant costs for the organization. Conversely, where there is
regular interaction between departmental HR, RWO, and the union, cases are more likely to be dealt with
appropriately.

Conclusion and Recommendations

Three key areas for further development were highlighted during the interview process. First, effective
communication of the role of the RWO, and the work that it does, and the opportunities it offers is key to
the acceptance of informal conflict resolution in the Government of Yukon. Second, training was
uniformly emphasized as an important means of disseminating information about the RWO and
improving the overall coordination between the RWO and departmental HR. Finally, intake and lack of
HR referral of employees to the RWO represented one of the sticking points where eligible cases could be
prevented from reaching the RWO. The recommendations that conclude the study have been developed to
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reflect the data gathered through the literature review, principles established in the conceptual framework,
and semi-structured interview data. It is hoped that they will assist the client in determining next steps.

Opportunities to enhance current practice

Recommendation 1: Expand the mandatory training provided by the RWO to promote awareness of
conflict management across the organization. This would include multi-day courses for employees,
managers, and departmental HR staff including:

e Mandatory awareness training provided to HR practitioners to raise awareness and skill in
conflict management within the HR community, promote familiarity with the RWO policy, and
provide evidence of benefits provided by RWO interventions an approach

e Dedicated training courses and outreach for Government of Yukon senior leadership to promote
stewardship and awareness of the RWO value from the top down

o Mandate regularly scheduled refresher or update training courses for employees who have already
received RWO familiarization training to provide a follow-up to initial RWO training and
reinforce foundational skills

e Incorporate mandatory RWO familiarization training incorporated into the Government of
Yukon’s onboarding process for new employees

Recommendation 2: Enrich RWO training for all employees to address present gaps in awareness and
understanding of the RWO policy and conflict management skills. Additions to training offerings should
include:

e Applying a range of approaches and learning methods including extended role-playing activities
around mediations and facilitated conversations that reinforce key concepts in an experiential way

e Qutlining learning objectives that encourage and assist employees to practice what they have
learned and implement knowledge and skills in the workplace

o Hiring outside facilitators to present additional courses on mediation skills or conflict coaching
for managers and senior leadership and increase the frequency and availability of conflict
management training available to all employees.

Opportunities for ongoing improvement

Recommendation 3: Extend outreach to HR practitioners with a focus on clarifying expectations,
recognize the interdependent nature of RWO and HR roles and responsibilities, due process in
investigations, and the role of the HR professional in relation to the RWO Policy.

Recommendation 4: Work with departmental HR to revise and update Standards of Conduct guiding HR
Investigations. A revised approach would include the following:

o Establishment of a committee including RWO and departmental HR, along with PSC labour
relations, open to all departments to develop a common protocol or procedure to integrate conflict
principles with the investigative process.

o Discussion of ethics, power dynamics, and steps to take when the process breaks down.
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o Emphasis on renewed commitment to collaboration at all stages of the investigative process and a
more integrated approach to the well-being of workers

e Qutline of roles and responsibilities that encompasses all levels and kinds of interaction between
HR, RWO, PSC and line managers in the workplace

o Explicit recognition of psychological health and safety standards, and the need for a safe
environment within the process.

Recommendation 5: Develop an integrated interest-based communications strategy and improve internal
(Yukonnect) and external (public) RWO websites. The RWO website The RWO website should be
revised and updated to provide details about the services that it offers and provide specific evidence of
internal organizational improvements or benefits attributable to the RWO:

e Arrange resources for employees in a ‘one window’ format,” that explains how HR processes and
procedures fit in with services offered by the Respectful Workplace Office.

Provide testimonial or examples of successful case work outcomes to better ‘tell the story’ of the RWO

e Develop visual or workflow diagrams to depict intake and referral to the RWO for employees to
map out available RWO resources and options available to individuals requiring assistance.

Opportunities for long-term transformational change

Recommendation 6: Re-engage with Government of Yukon senior executive leaders on an annual basis
to discuss the ongoing sustainability of the RWO and strengthen organization-wide strategies that support
ongoing change in the culture around conflict in the public service.

Recommendation 7: Celebrate and acknowledge successful collaboration between RWO, YEU, YTA,
and departmental HR, upholding these examples to provide inspiration for future change.

V]



Table of Contents

ACKNOWIBAGEIMENTS ...ttt bbbt b et b bbb r e ne e i
EXECULIVE SUMIMAIY ....ecviiiiieie ittt st ettt et et e et e st e e be et e s b e e s e e besae et e teeseesbeeteebesbeeneentesseentenrens ii
IEFOUUCTION. ... bbb e s et b bt bt bbbt et h e bt b e bbb n s i
Methodology and MELNOAS ...........coi it sb e st e s e e e e s be et e steeteesresre s ii
KBY FINAINGS .. e b bbbt bt bbb e ettt b bbbt ii
LITEIAEUNE REVIBW. .....ctiiiieeiitiiie et b bbb bbb ii
SEMI-STIUCTUIE INTEIVIBWS........eiiitciiiei sttt bbbttt iii
Conclusion and RECOMMENUALIONS..........c.eiviieiiiiiiirese e ne s iii
Opportunities to eNhanCce CUMTENE PIrACLICE .......ccvcvviiiiie ettt be s re e resne e iv
Opportunities for ONQGOING IMPIOVEMENT.......cviiiiiiiteriestereee ettt nn e ne s ens iv
Opportunities for long-term transformational Change............ccocveviiiiiici s v
TADIE OF CONMTENTS ...ttt bbb bbbt b b e bbbt e et e Vi
LISt OF FIQUIESITADIES ...ttt s e et e st e s ae et e be et e s beebbesbesbeesbesteenneseas iX
1.0 INEFOUUCTION ...ttt b bbb bbbttt b 10
IR @ L T VT PSS 10
L2 ODBJECHIVES ..ottt ettt ettt et et e et e st e e te e st e s be et e e besbe e e e sbe e st e sbeeteebesbeeneesteereenrenreans 10
1.3 PrOJECT CHIBNT ...ttt bbbttt et b bbb enes 11
1.4 BACKOIOUNG ... .ocuviiiiiiite ittt ettt ettt e et e et st e et s e be e be et e s be e st e sbeebsebesbeeneestesaeennenteans 11
1.5 Overview of the Respectful Workplace OFfiCe.........cooviviiiiiiiiie s 12
T I T o YL@ I o] o ST S 13
1.5.2 RWO Complaint HaNAING PrOCESS ........cviiiiiiiiieiieiieieieeeese st 14
1.5.3 Roles and Responsibilities Under the RWO POIICY.........cooeiiiiiieriie e 15

1.6 The Respectful Workplace Policy as Collaborative GOVEINANCE ..........cccccvevveveriverieneeese e, 16
1.6.1 Drivers and Collaborative DYNAMICS. ........ccviiiiiiririeieieeeeee et 17

1.7 Research Questions and ProjeCt OBJECLIVES........ccoiviiriiieee sttt 18
ISR Lo LT o] [T PSP 18
eI R T oTo] g A @ o=V 21 (o] o PSSR 19



2.1 QLo To 18 Tox 170 ] TSRO 20

2.2 ADR DeVelopments and HR .........oiiiiieeie e 20
2.3 Strategic Human Resource ManagemeENt ...........c.ccuiiieiiieiieerieieeie e eesiesteeeesreseesresteeseesressaessesses 22
2.3.1 Devolution of Conflict Handling to Line Management............ccoovvierereieieiesiseseseseeseneeeas 22
2.3.2 CONFHCE OF INTEIEST.......iviiiiiiit e 23
2.3.4 Human Resources and Employee ENQAagemMENt .........ccccveiiieeieie e eeese e sre e sre e sre s 24
2.5 SUMIMIBIY .ottt et e R s e Rt s e Rt s Rt e et R e e R e e AR e e R e e R e aR e e R e e Rt e Rt e r e en e e e e nreareenrenre s 25
3.0 Methodology and IMETNOMS .........ccviiiiici ettt sre e sresre e resne e 26
3.1 MEINOTOIOGY ...t 26
3.2 LITEratUrE REVIBW..... vttt bbb bbbt bbbt eb e 26
3.3 SEMI-SrUCTUIE INTEIVIEWS ...ttt bbbttt 26
3.4 RECIUITMENT STFALEQY ..ouveivieiiiiie ettt te ettt e r e be b e st e s te et e sbeese e besaeebesteeseesreeteenrenres 27
3.5 INEEIVIBW PIOCESS ...ttt bbbt b bbb ettt ettt bt n e 27
3.6 DALA ANAIYSIS ...ttt e et e te et sbe e e e re e e e teateebesreeteenrenres 28
3.7 Project Limitations and Delimitations ............ccccveiiiiiiiiiiiieece e ste ettt sresre s 28
4.0 FINGINGS. ...ttt bbbt h bRt R b bR R R R e R bR Rt R et R e n s 29
AL INEFOAUCTION ...ttt bbbt b bbb bt 29
4.2 Collaboration under the Respectful Workplace POLICY ..........cccoviiiiiiiiiineicccc e 29
4.2.1 RWO-UNION REIAIONSNIP ..ecvviiiciiiic ittt st sre e sreene 29
4.2.2 Relationship between HR and RWO ..o 30
e T 1 ] 1 - SR 31
Collaboration under the RWO policy Key fINdINGS: .......cccooeiiiiiiiiiiieieeeese e 31
4.3 Barriers to CONfliCt MANAGEMENT ..........ccuiiiiiii ittt be e sreens 32
4.3.1 RWO ChallENQES ...c.viivieieitecte ettt ettt ettt sttt st et e st et este et e s beeteesbesaeebesteeneesrenees 32
4.3.2 HR ChallENQgES ..ottt bbbttt b et nn e 34
4.3.3 INSEItUtional ChallBNGES .........oeiee et enen 38
4,34 SUMIMAIY ...ttt ettt bttt bbbttt bt h e bt bt e st e bt eb e bt b e e st e ke e b b e eb e ke e b e e bt e s b e bt ebe e b e nbe e e e nbeetee 39
4.4 Potential Improvements t0 the RWO PrOCESS..........oiiiieiieiee ettt ens 40
o R I -V 1[0 OSSP PP SO PRURPRPPTTPN 40
4.4.2 Promotion of conflict management services and RWO communications ...........ccccceecvvvererennne 42
4.4.3. Intake and RETEITAl .........ocviie et enes 42
A4 4 SUMIMAIY ...ttt ettt ettt bbbttt b s bt e bt b e e s b e bt b e bt e b £ 2R b ek e e b b e eb e ke e bt e bt e s e e bt e bt e b e nbe e e e nbeetee 44
4.5 RWO IMPACT ...ttt ettt sttt b bt ekt e bt b et e h et et e e sbe e she e sheeenbeebeenbeesbeeabeesbneas 44



T AT @ I 1= 0|1 SRS 44

A.5.2 SUMIMEIY ...ttt et Rt e Rt R e Rt e Rt e s e e Rt e R e ne e e R e e n e a R e e s e e r e e me e nenr e e e e nrenn s 46

5.0 DisCUSSION aNG ANGIYSIS ....uviiiiiicic ittt et e e s beste e besbeeseesresre e eenre e 47
5.1 INEFOTUCTION ...t b et r ettt nnennen e 47
5.2 Collaboration under the RWO POLICY ........ccuiiiiiiiiececce sttt 47
5.3 Barriers to Conflict ManagemeNnt...........cccviiiii ettt re et et sre s 48
5.4 Potential Improvement of the RWO PrOCESS ..........ccoviiriiriiieieisesise e 49
T AT N 1] o> Tox S SRR 50
6.0 RECOMMENUALIONS. ...ttt bbbt bbbttt e bbb b e enes 51
Opportunities to eNNANCe CUMTENE PIACLICE .......ccviiviieeiiie et sttt sre e sb e te e e e sreetaesbesre s 51
Opportunities for oNgOING IMPIOVEMENT.......cc.eiiiiiiiiiiee sttt sn e 52
Opportunities for long-term transformational Change............ccocveiiiiiic i 52
7.0 CONCIUSTON ...ttt bt bttt h bbb bbbt e ettt b ettt benen s 54
RETEIBICES. ...ttt bbb bbb bbb bbb bbbttt b 55
F AN o] 0L g0 o= SRS 59
Appendix 1 — ReCruitment DOCUMENTS ..........ociiiiiieieisiise st 59

i. Introductory Letter from the RWO ........ooviiiiiicce sttt 59

ii.  Email script to set interview times from reSearCher ... 61
fii. FOHOW-UP €MAIl SCIIPL......iiiiiecicc ettt s be et stesre e sre e 62
iv. Informed Consent DOCUMENT — INTEIVIBWS ........cveiiiiiiriiierieieie ettt 63
Appendix 2 — Sample INterview QUESTIONS. ........c.oiviiiiieie ettt st te b s be st e sresne s 3
Appendix 3 — RWO COMPIAINT PrOCESS .......coviiviiiiiiieieiisiisiesie sttt 4

[viii]



List of Figures/Tables

Figure 1 The Organizational structure of the Public Service Commission (c. March 31, 2017), reproduced

from Government OF YUKON (2017) ....ociiiiiiiieieiee ettt 13
Figure 2 Table depicting availble RWO conflict fresolution interventions............cccccecevevevecieeiece e, 14
Figure 3 The Integrative Framework for Collaborative Governance reproduced from Nabatchi et al.

(2002) ... E R bR bbb E ettt 16

[ix]



1.0 Introduction

1.1 Overview

In 2013, the Government of Yukon established the Respectful Workplace Office (RWO) to provide
conflict management for Yukon public service employees. The RWO is responsible for implementing the
Respectful Workplace Policy (GAM V.3.4.7, 2015) and advocates for approaches to conflict based on
principles of interest-based conflict resolution. The RWO policy and processes are one element of a
greater system context that encompasses a range of processes including performance and disability
management within the Government of Yukon. The RWO policy, which applies to all persons hired under
the Yukon Public Service Act and Yukon Education Act, outlines guiding principles and associated
procedures and sets out the processes for managing conflict and addressing disrespectful conduct in the
workplace. However, the conflict management work undertaken by the RWO is connected to other
systems and processes including departmental Human Resources (HR). Under the policy, coordination
between the RWO and departmental HR is essential for the establishment of fair processes to handle
harassment and disrespect in the workplace.

Both the RWO and HR have important roles to play in the collaborative governance process set out under
the RWO policy. The overall success of the RWO policy depends on consistent uptake across all parts of
government and collaborative relationships between numerous stakeholders. However, differences exist
in the approach and philosophy of the RWO and HR. The overall goal of HR is to support the
development of a high-performance public service. The primary role of HR is to provide advice,
guidance, and in some instances, direction to managers and supervisors in the day-to-day management of
their Human Resource. HR teams work within each department in the Government of Yukon. In contrast,
the RWO is a branch within the Public Service Commission (PSC) and has a mandate to assist all
employees at all levels of the organization in addressing harassment disrespectful behaviour and
interpersonal conflict and maintain a healthy, well-functioning workplace. This project was undertaken to
determine how the RWO and HR could coordinate successfully to sustain and improve the delivery
services under the RWO policy.

Overall, four major topic areas were derived from the semi-structured interview findings: collaboration
under the RWO Policy, barriers to conflict management, potential improvements to RWO practice, and
the impacts of the RWO policy. Data gathered during the interview phase of the project shows that the
RWO and HR do approach conflict differently. In some cases, HR dealt with employee complaints
through an investigative or procedural approach where options that are more informal could have resulted
in quicker, less costly resolutions. The RWO would like to improve their understanding of any
inconsistencies that exist between services they offer, and approaches to employee conflict taken by the
Yukon government HR community.

1.2 Objectives

This project explores the impacts of differing approaches to handling conflict and the health and well-
being of employees. The purpose of this research is to determine how HR and the RWO can work
together in a more coordinated way to address conflict in the Government of Yukon. The research
consists of an examination of peer-reviewed literature and the experiences of key stakeholders through
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semi-structured interviews. The research addresses individual and organizational RWO outcomes and
their implications for the Office’s relationship with HR. The intent of this project is to recommend how
the RWO and HR can better align conflict management strategies to benefit all employees. In doing so,
the research also explores how conflict management mechanisms in public service organizations interact
with human resources management processes.

The data collection for this project comprised two major components. First, a literature review was
undertaken to assess scholarly literature relevant to the topic of conflict management and human
resources. Second, semi-structured interviews were conducted to gain the perspective of individuals
inside and outside of government involved with the RWO. A discussion of the interview findings
describes links between conflict management approaches set out in the RWO Policy and outcomes for
employees. Barriers to a more seamless conflict management system within the Yukon government are
also identified.

Results show that the RWO and HR employ two distinctly different ways of managing conflict. The
analysis highlights both ongoing challenges and emergent opportunities to integrate the RWO system of
conflict management with the management approach of HR. Finally, opportunities to further use of
appropriate conflict resolution resources are discussed and recommendations are provided to present a
path forward.

1.3 Project Client

The client for this project is the Yukon government’s Respectful Workplace Office. The RWO is
responsible for the implementation of the Respectful Workplace Policy, which highlights the importance
of early intervention and restorative and collaborative approaches to managing workplace conflict and
disrespectful conduct (GAM V.3.4.7, 2015, p.2). The policy states that all employees share collective
responsibility for creating a respectful workplace (GAM 3.4.7, 2015, p.2), and promotes collaboration and
the restoration of workplace relationships in an effort to improve management of conflict and
disrespectful behaviour. Under this mandate, the RWO provides a range of conflict management tools to
both individuals and workplaces within the public service.

The RWO supports a full spectrum of conflict resolution services from conflict coaching, facilitated
discussions, and employee mediation to larger scale workplace assessments, employee workshops, and
restorative practices. The RWO is led by the Director who reports to the Yukon Public Service
Commissioner and is supported by a steering committee with representatives from the Yukon Employee’s
Union (YEU), Yukon Teacher’s Association (YTA), the Aboriginal Employees’ Forum (AEF), human
resources, and deputy ministers from several departments. My primary client contacts from the RWO are
RWO Director Cheryl McLean, and Conflict Management Practitioner, Joie Quarton.

1.4 Background

In 2012, the Yukon Public Service Commission conducted a review of the Yukon government’s
Harassment Prevention Office (HPO) and Workplace Harassment Prevention and Resolution Policy 3.47.
During the review process conducted by Catherine Holt of Sage Group Management Consultants,
interviews were conducted with HPO staff, human resources, employees, and representatives from both of
the Yukon’s major public service unions. The report resulting from the review determined that the formal
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investigations employed by the HPO at the time was not achieving the purpose of the harassment
prevention policy because none of the complaints under review were determined to have been
successfully resolved. Further, it was found that the investigative process exacerbated the experience of
workplace harassment and actually magnified its consequences for employees.

Upon assessment of the review’s outcomes, the Public Service Commissioner determined that the formal
investigative process needed to be fully replaced. Subsequently, the decision was made to reconfigure the
HPO and adopt a new approach to responding to concerns around disrespectful conduct. This meant
revising the content of the Harassment Prevention Policy and setting up a new system for addressing
complaints. The Public Service Commissioner followed the key recommendations of the Holt Report by
adopting a new approach based on principles of Alternative Dispute Resolution (ADR). The new
approach was intended to promote a move away from a rule, or rights-based approach to an interest-based
approach to handling complaints. Another key recommendation was that the new process be integrated, so
that there would be a continuum of formal and informal processes to resolve harassment complaints or
workplace conflicts. This approach mandated that the new system would provide a range of escalating
ADR interventions and use investigation for the purposes of adjudication or arbitration in only the most
serious or intractable cases.

Between 2012 and 2013, the former Harassment Prevention Policy was revised, updated, and renamed the
Respectful Workplace Policy (GAM 3.47). External consultants were contracted to provide support to the
Public Service Commission and assist in setting up the new Respectful Workplace Office and developing
the Respectful Workplace Policy. Consultants also assisted in the training of conflict management
practitioners to staff the new office and worked with client employees to address outstanding complex
cases that were formerly the responsibility of the HPO.

The RWO Policy development process included extensive consultation throughout the Government of
Yukon. Key stakeholders included Deputy Ministers and Assistant Deputy Ministers from all
departments, the Human Resource community, and government employees. The development process
also involved soliciting support and input from the Yukon Employees Union (YEU), Yukon Teachers
Association (YTA) and the Aboriginal Employees Forum (AEF). Under the new process, the unions
made a significant concession, by giving up the right to grieve complaints related to harassment and
disrespectful conduct. This meant that all harassment or disrespectful conduct related complaints would
be dealt with under the RWO Policy and process, instead of being subject to grievance processes laid out
in the Collective Agreement.

1.5 Overview of the Respectful Workplace Office

The Respectful Workplace Office is a Branch of the PSC, established in conjunction with the RWO
Policy to support employees and workplaces engagement in conflict management. In implementing
principles outlined in the Policy, the RWO acts as a key resource to assist employees and managers to
address conflict, harassment, and disrespectful conduct in the workplace.
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FIGURE 1 THE ORGANIZATIONAL STRUCTURE OF THE PUBLIC SERVICE COMMISSION (C. MARCH 31, 2017),
REPRODUCED FROM GOVERNMENT OF YUKON (2017)

The RWO Director, guided by the RWO policy, directs the government’s overall approach to conflict
management. While the RWO is the primary point of contact for employees, other parts of government
also have roles and responsibilities in managing conflict within the organization under the RWO Policy.
This section provides background information about the Respectful Workplace Office and its counterpart
organizations in government.

1.5.1 THE RWO PoLlicy
The RWO policy is also part of the Collective Agreement Between Government of Yukon and the Public
Service Alliance of Canada. The Collective Agreement was made between the Government of Yukon,
government employees, and the Public Service Alliance of Canada, and sets the terms and conditions of
employment for the Yukon public service. Article 6 of the Collective Agreement formally incorporates
the RWO policy, and mandates that complaints related to harassment and disrespectful conduct are
referred to the RWO, exempting them from the Grievance Procedure. A union representative appointed
by the Union is also a member of the RWO Steering Committee.

Each party subject to the Collective Agreement is required to co-operate fully with investigations into
disrespectful conduct and refrain from interference while an investigation is under way. The Collective
Agreement acknowledges that the Government of Yukon, government employees, and the Public Service
Alliance of Canada all recognize that employees have a right to work in an environment free from sexual
harassment and disrespectful conduct. The Collective Agreement affirms that employees have the right
seek assistance from the RWO which is responsible for providing support to employees through the
conflict resolution interventions outlined in the Respectful Workplace Policy.
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The alternative dispute resolution principles described in the RWO Policy comprise the following
elements: confidentiality, participation, timeliness, and constructiveness (GAM V.3.4.7). As well as the
operational, or process principles stated in the Policy, the RWO’s approach is based on a set of principles
that include respectful dialogue, inclusion, and support for individuals to learn and practice personal
conflict resolution. Most importantly, the RWO emphasizes early consultation and involvement of
affected stakeholders, self-determination and voluntary participation, flexible process design, and
confidentiality for all participants. As seen in Figure 2 the RWO provides resources and conflict
management processes across a spectrum of interventions that assist employees in conflict to address
issues constructively in a safe and confidential environment. The RWO employs numerous methods and
approaches that range from conflict coaching to structured group facilitation processes. In instances where
alleged behaviour is serious enough to merit disciplinary measures, an external investigator may be
authorised to investigate on behalf of the RWO.

Informal Appropriate Dispute Resolution consultation—allows for an initial and informal
exploration of an employee’s situation and private discussion of potential options.

Conflict coaching—a structured process that consists of several private and confidential
sessions that allows clients to develop their skills and improve handling of actual or
potential conflicts

Facilitation—a neutral third party facilitates a dialogue between two employees, or within a
work team. Facilitation is similar to mediation but not as structured, allowing conversations
to occur without producing formal agreements.

Mediation—a process involving a neutral third party who assists parties in finding a
mutually acceptable solution to their issues. Mediators help to frame issues, explore
interests, and create a shared understanding between parties.

Group facilitations or circle processes—collaborative processes involving multiple parties,
including group and tailored interventions, that help to reveal underlying conflict issues
through a workplace assessment followed by appropriate dispute resolution processes.
Formal Investigations by external investigators—formal process for requests for assistance that
involve concerns about disrespectful conduct that could lead to severe disciplinary
measures where an external investigator is appointed by the Respectful workplace Office
Director.

FIGURE 2 TABLE DEPICTING AVAILBLE RWO CONFLICT FRESOLUTION INTERVENTIONS

Conflict management interventions are provided to any employee who requires assistance. This includes
assessment of complaints and any disrespectful conduct that may have occurred in the workplace.

1.5.2 RWO COMPLAINT HANDLING PROCESS
In the typical scenario, an employee’s first responsibility is to attempt to address a workplace issue on
their own, or with the assistance of their manager or supervisor within the workplace. If these efforts do
not succeed, employees are encouraged to contact the RWO. Requests for Assistance can be made over
the phone or through emailing, or by using the Request for Assistance Form found online. YEU, YTA,
the Aboriginal Employees’ Forum, and Human Resource advisors can all help an employee make a
request to the RWO.

When the RWO receives a request for assistance, staff assess the employees concerns and decide what
assistance to provide based on the circumstances. If the request for assistance requires RWO intervention,
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an appropriate response to the issue is worked out through contact with the employee and consultation
with other parties including departmental HR and union representatives.

The process for complaint handling under the RWO policy is depicted in Appendix 3.

1.5.3 ROLES AND RESPONSIBILITIES UNDER THE RWO PoLiIcy
The RWO policy makes up one part of a greater system of conflict management that includes the PSC,
departmental human resources, and Yukon government’s employee unions. Each stakeholder retains
different responsibilities under the policy that informs their respective roles in the conflict management
system. Finally, employees, management, and senior leadership have a responsibility to ensure that
respectful conduct is demonstrated in every workplace.

EMPLOYEES AND MANAGERS

Employee and management have an obligation to ensure that their personal conduct, and the conduct of
their colleagues meets the standards outlined in the RWO policy. This means recognizing conflict as a
natural part of the work environment, taking ownership of workplace conflict and disrespectful conduct
issues, and working collaboratively with HR staff, the RWO or others to resolve those issues.

THE PUBLIC SERVICE COMMISSION

The Public Service Commission (PSC) is responsible for the corporate leadership of the development,
maintenance, and administration the Yukon public service (PSC, 2018). The PSC establishes and
maintains human resource policies and legislation and provides central agency support functions to
departmental human resources in all government departments. The Public Service Commissioner is
responsible for chairing the Respectful Workplace Steering Committee and implementing the RWO
policy. The Director of the Respectful Workplace Office reports directly to the Public Service
Commissioner and is responsible for managing the RWO and coordinating the implementation of its
services.

DEPARTMENTAL HUMAN RESOURCES

At the departmental level, HR in the Yukon government is decentralized. Each department within Yukon
government has its own team of HR staff who work directly with the employees of their respective
departments. Departmental human resources exist within each department but receive overall corporate
policy direction and support from the PSC. The role of departmental human resources is to provide
guidance and direction to managers and supervisors and support the day to day management of
employees.

HR practitioners within each department are responsible for advising executives, management, and
employees on the application of the RWO policy by their respective departments. This includes
identifying and resolving workplace conflict and dealing constructively with disrespectful conduct. Under
the RWO policy, HR practitioners are responsible for consulting with the RWO, when necessary, about
appropriate intervention strategies and processes and work to design and implement intervention
processes (GAM 3.47, 2015, p.15). Human resources also work with the Respectful Workplace Office in
determining appropriate communication with the workplace following an intervention and reporting non-
compliance concerns to their deputy heads.

UNIONS — YUKON EMPLOYEES UNION AND YUKON TEACHERS ASSOCIATION
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Unions for Yukon public service workers represent the interests of Yukon public service employees. The
YEU, YTA, and AEF are the primary union and employee representation organizations for Yukon
government employees. Union responsibilities under the Respectful Workplace Policy include ensuring
that members' rights under the collective agreement are protected and providing advice, support, and
assistance to union members.

Union representatives are responsible for coordinating with the RWO to develop appropriate
communications within the workplace if the RWO initiates an investigation into allegations of
disrespectful conduct. Union staff also assist in directing employees who require assistance to the RWO
on a case-by-case basis. The unions also collaborate with the RWO and HR community through
participation on the RWO Steering Committee to provide input on processes to resolve workplace conflict
and correct disrespectful conduct.

1.6 The Respectful Workplace Policy as Collaborative Governance

The conflict management system that is set out under the RWO policy is reflective of a model for
collaborative governance proposed by Emerson et. al (2012). The concept of collaborative governance is
defined as “the processes and structures of public policy decision making and management that engage
people constructively across the boundaries of public agencies, levels of government, and/or the public,
private and civic spheres in order to carry out a public purpose” (2012, p.2). This definition of governance
is broader than may conventional definitions and captures a spectrum of ‘ ‘multipartner governance,”’
initiatives which could include partnerships between the public sector, private sector, civil society, or
local communities and is meant to enable the study of collaborative governance “writ large” across
different settings (Emerson et al., 2012, p.2). This research mobilizes the concept of collaborative
governance to capture the interrelationships created through the RWO policy, which calls for
collaboration amongst numerous branches and departments within Yukon government, individual
employees and managers and union organizations outside of the public service.

System Context

Collaborative Governance Regime

Collaboration Dynamics

d
gagement
I " ‘ leadsto | Actions | Impacts | Adaptation

Adaptation

Impacts

FIGURE 3 THE INTEGRATIVE FRAMEWORK FOR COLLABORATIVE GOVERNANCE REPRODUCED FROM EMERSON ET
AL. (2012)
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The integrative framework is depicted above as a set of three overlapping dimensions that represent the
general system context, the collaborative governance regime or CGR, and the collaborative dynamics and
actions that contribute to outcomes that lead to outcomes within and outside of the regime. The overall
system context generates opportunities and constraints that can influence the dynamics of collaboration
within a governance regime over time. For the purposes of this research, the RWO policy and process that
has been put into place represents a collaborative governance regime that has been implemented within
the system context of the Government of Yukon. The term regime connotes the system for decision
making in which “collaboration is the most prevalent pattern of behaviour or activity,” (Emerson et al.,
2012), which aligns with the collaborative imperative set out in the RWO policy.

1.6.1 DRIVERS AND COLLABORATIVE DYNAMICS
In addition to the contextual elements that, the framework recognizes essential drivers that are necessary
for collaboration to be initiated (Emerson et al., 2012, p.9). The more drivers that are in place prior to the
beginning of a process, and recognized by participants, the more likely a CGR is to succeed. The four key
drivers include leadership, consequential incentives, interdependence, and uncertainty.

e Leadership—is the necessity of a designated leader able to initiate and acquire the resources
necessary to support a CGR.

o Consequential incentives—can be either internal (problems, resource needs, interests, or
opportunities) or external (situational or institutional crises, threats, or opportunities) drivers for
collaborative action. These elements or incentives are important because a lack of awareness of
the concerns that are important to participants, the inopportune timing or pressure to find a
solution, or a lack of incentives for action on a given issue can negatively affect the outcome of
collaborative processes.

e Interdependence—a circumstance where the actions of individuals or organizations alone cannot
develop or achieve solutions to a problem, is a necessary precursor to successful collaborative
governance schemes

e Uncertainty—where uncertainties cannot be resolved internally, groups can be compelled to
collaborate in to reduce, diffuse, and share risk. If a party was perfectly aware of all of the facts in
a given situation—the scope of a problem and its ideal solution—they would be able to resolve an
issue independently. As long as this is not the case, balancing interests or managing risk must be
handled collectively.

Collaborative dynamics, which appear within the innermost box above bounded by a dotted line, shape
the overall quality and effectiveness of a collaborative governance regime and are engaged once a CGR
has been initiated. Interactions between the components of collaborative dynamics help to define the
overall quality and effectiveness of a governance regime the three main collaborative dynamics identified
by the framework are: principled engagement; shared motivation; and the capacity for joint action.
Actions taken through the collaborative governance lead to outcomes and impacts both inside and

external to the regime, or on the ground results and potential adaptations that may contribute to changes to
the system over time.

The integrative nature of the framework is intended to predict the ideal factors that lead to collaboration,
and the characteristics of an effective, or successful collaborative governance system (Nabatchi et al.,
2012, p.8). The literature review and interview findings contained below explore barriers to conflict
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management, achievements of the RWO policy, the collaborative dynamics at work in the relationship
between RWO and departmental HR, as well as under the RWO policy more generally. Efforts to
highlight drivers that may encourage or facilitate collaborative action— leadership, consequential
incentives, interdependence, and uncertainty is a focus of this research. The recommendations that
conclude the report are intended to help renew shared perspective on approaches to conflict resolution and
enable reflection on the progress and outcomes of the RWO policy to date.

1.7 Research Questions and Project Objectives

This study employs qualitative research methods, analyzing a variety of data to provide varied
perspectives on the relationship between the RWO and departmental HR. The primary research question
for this project is:

e How can HR and the RWO work together better to address employment conflict in the
Government of Yukon?

Secondary research questions include:

1. What is the current state of collaboration between stakeholders around the RWO policy?

2. What are the barriers to a more seamless conflict management system within the Government of
Yukon?

3. What potential improvements can be made to sustain the conflict management system run by
RWO?

4. What are the impacts of the conflict management system developed under the RWO policy since
implementation?

The proposed research is intended to assist the RWO to understand the impacts of the RWO Policy in
several ways. The importance of the research is that it will:

e Suggest how the RWO and HR can better align conflict management practices to benefit
employees and managers.

e Explore how conflict management mechanisms in public service organizations interact with
human resources management processes.

e Describe links between conflict management approaches set out in the RWO Policy and
outcomes for employees.

1.8 Deliverables

This project is intended to provide the client with information about the effectiveness of conflict
management within the Yukon government. The research outcomes will also provide contextual
information relevant to the RWO’s five-year summative evaluation which was initiated in the fall of
2018. The deliverables to the client for this research project consist of:

o A literature review summarizing academic sources comparing conflict resolution and strategic
human resources approaches to conflict resolution.
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e A summary and analysis of consultations conducted with interview participants highlighting
challenges and opportunities in conflict management and Human resources functions of the
Yukon public service.

e Recommendations derived from data analysis and interviews to suggest ways for the client to
address the problem explored in the research.

1.9 Report Organization

The report begins with a literature review contrasts strategic human resources and conflict resolution
approaches to workplace conflict. The next section presents a description of the research methodology for
the semi-interviews and data analysis for the primary findings of the report. The fourth section
summarizes the research findings and results of interviews with Government of Yukon employees, senior
executives, HR practitioners and union representatives. The fifth section of the report contains a
discussion of findings from the semi-structured interviews. The sixth and final section of the report
concludes the report with recommendations to ensure the ongoing success of the RWO.
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2.0 Literature Review

2.1 Introduction

The intent of this literature review was to inform the data analysis and recommendations provided at the
end of the report and guide the questions that developed out of the interview process. The focus of the
literature review was to compare the distinct features of interest-based Alternative Dispute Resolution
(ADR) and human resource management (HRM) approaches to conflict management. ADR conflict
resolution perspectives emphasize a range of interventions that focus on individual interests. In contrast,
an HRM approach emphasizes people-management policies that seek to mutualize relationships between
managers and employees and minimize conflict often via organizational policy and procedure. In both the
literature around workplace conflict management, and real-world contexts, however, the two fields often
intersect. Given the different stance taken in each field, it is helpful to assess the similarities and
differences that exist across both disciplines.

The initial section provides an overview of interest-based conflict resolution and reviews the emergence
of the discipline and methodological development of dispute systems design or DSD. Second, a brief
overview of the HRM field and perspectives on conflict resolution are discussed to illustrate how
differences in ADR and HRM approaches to conflict resolution affect the implementation of dispute
systems in organizations. The literature review concludes with a brief discussion of findings and their
implications for the present study and highlights key issues and considerations that were applied in the
development of interview questions and concluding analysis.

2.2 ADR Developments and HR

According to Rowe and Bendersky (2003), over time, ADR literature on organizational conflict has
shifted its focus from conflicts between individuals and rights-based grievance procedures, to an interest-
based approach and an emphasis on integrated systems involving a spectrum of interest and rights-based
interventions (2003, p. 120). Colvin (2012), states that there has been a significant expansion of the use of
ADR mechanisms in the field of workplace conflict management associated with a shift from individual
rights-based employment relations. Others have noted a similar increase in the use and popularity of
interest-based workplace interventions like mediation (Bollen & Euwema, 2013).

Several key concepts distinguish ADR from HRM both in terms process and outcomes. The goal of ADR
based conflict management interventions is to decrease the overall cost of conflict in organizations
employing rights-based practices like arbitration and litigation (Gosline et al., 2001, p. 9) and instead
focus on the interests of parties (Ury & Fischer. 1981). Typical ADR procedures make up a continuum
ranging from informal self-help processes that emphasize disputant autonomy to more structured
processes like arbitration that are more formal and linear and may focus on resolutions based on legal
rights and imposed decision making (Erickson et al., 2012, p.2-3). ADR processes emphasize interests
and tend to promote less rights-based processes or options, to support win-win, not win-lose (integrative
not distributive) outcomes facilitating joint gains that help parties in conflict to overcome challenges in
flexible, creative ways (Erickson et al., 2012, p.3). The fundamental purpose or characteristic of conflict
management systems is to leverage interventions that balance the interests (hopes, fears, or concerns)
versus the rights of all parties in conflict to provide fair, durable resolutions. The foundations to this
approach were laid by the seminal work of Ury, Brett, and Goldberg (1988), whose book Getting
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Disputes Resolved: Designing Systems to Cut the Costs of Conflict introduced the concept of aligning
interest-based practices into integrated systems for conflict resolution.

As the field developed, the use of dispute resolution systems was intended to reduce the costs of relying
on the justice system to resolve conflicts by institutionalizing ADR approaches within an organization.
For Colvin (2012), a striking characteristic of this transition is the “diversity in incidence, structure, and
effectiveness of these [conflict resolution] mechanisms” (Colvin, 2012, p. 473). Systems thinking in
conflict management has grown to include labour relations and human resource management perspectives
on workplace conflict and is associated with a suite of approaches that present an alternative to
adversarial grievance and litigation-based interventions (Roche et al., 2014).

The dispute systems design, or DSD approach to organizational conflict further developed the concept of
conflict management systems based on a spectrum of interest and rights-based interventions (Costantino
& Sickles Merchant, 1996; Rowe, 1997; Lipsky, Seeber, & Fincher, 2003). Constantino and Merchant
sought to improve on the framework developed by Ury et al., by integrating elements of organizational
development (OD) theory and systems thinking. This work introduced an approach to designing systems
through extensive stakeholder engagement that supported development of a multistage model for conflict
resolution, the integrated conflict management system, or ICMS (Costantino & Merchant, 1996). In an
ICMS, conflict management interventions are proactive and iterative, apply low cost interest-based
options, arranges processes in low to high cost sequence, and provides “loop backs” that allow
participants to return to low cost interest-based methods on a recurring basis (Amsler, Martinez, & Smith,
2015, p.S12). Overall, the original interest-based model, and the ICMS approach to conflict management
system function and design, have formed the basis for the use of DSD in organizations up to the present
day. Dispute systems design and ADR-based conflict management processes, initiatives, and systems are
now commonly embedded in both union and non-union, and public and private sector work
environments.

Increased interest in ADR conflict resolution and the institutionalization of ADR mechanisms into
organizations has resulted in wide ranging innovations in grievance handling processes for individual
employees, work groups, and collective bargaining. As Roche et al. (2014) point out, the development of
conflict management processes in organizations varies widely at a national and global level, and are
closely intertwined with a broad range of legal and institutional traditions. Constantino (2009) identified a
number of emerging issues faced by conflict resolution practitioners at the advent of a “second
generation” of DSD. One of the key process issues discussed is the challenge of creating a good fit
between conflict management systems and the other processes and initiatives that may exist as part of an
overall model for organizational management. As Constantino (2009) points out a conflict management
system may make up “but one modality in an ocean of initiatives” all meant to support employees and
manage conflict (p.86). In an organization where multiple processes overlap, complement, or constrain
one another, the effectiveness of a system of conflict resolution mechanisms may detract from overall
conflict management outcomes (2009, p.87). Significantly, the shift from a rights-based paradigm to an
interest-based approach aligns with the rise of strategic approaches to human resource management
(Currie et al., 2017, p. 497). However, fundamental differences exist between ADR conflict resolution
and strategic human resources approaches that can impact the quality of services provided to employees.
In the next section, these key differences will be explored.
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2.3 Strategic Human Resource Management

In both public and private sector organizations, strategic human resources management (HRM) has
exerted growing influence on workplace conflict management. Trade unions have long played a key role
in employment conflict. However, as Saundry (2016) states, rapid decline in “the incidence of collective
expressions of industrial conflict across developed economies” has become a defining feature of modern
employment relations. Currie et al. (2017) argue that since the 1980s, approaches to resolving workplace
conflict have shifted away from an emphasis on unionized representation that relied on a collective
approach to handling conflict. In the United States, Colvin (2012) describes how the emergence of new
forms of individually based employment rights relations de-emphasize power in the employment
relationship (Colvin, 2012, pp. 472—-473). Formal grievance procedures that have traditionally relied on
union representation to balance power between employee and employer, ensure procedural fairness, and
help prevent conflict are now less prominent (Currie et al. 2017, p. 494).

The advent of the ‘strategic’ approach to human resource management has contributed to a significant re-
envisioning of the way that personnel managers understand conflict in the workplace. Human resource
policies are the formal rules and guidelines that organizations use to manage hiring, training, assessing,
and rewarding employees (O’Riordan, 2017, p.5). Contemporary approaches to human resource
management emphasize an advisory or, strategic role for human resource professionals (Storey, 1992;
Ulrich, 1997; Ulrich & Brockbank, 2005). Strategic human resource management involves a strategic
partnership role for human resources practitioners that promotes the alignment of personnel management
functions with the overall strategic goals of the organization (Ulrich, 1997, p. 25). This has created a role
for HR professionals as a ‘champion’ of competitiveness (a value taken up by the organization), rather
than as mere managers of the administrative function required to manage the employment relationship
(Caldwell 2003, p.1002). Contemporary human resource practitioners provide advice to management and
implement human resource policies and procedures to improve employee performance and thus contribute
to the strategic goals of the organization (CIPD, 2018). Within organizations that have adopted high-
commitment HRM practices, the role of the HR manager is to provide employees with motivation, induce
effort, and promote preferred employee behaviors to the benefit of entire organization (McClean &
Collins, 2011, p. 342). This new role has a variety of implications for conflict management processes in
organizations that will be explored below.

2.3.1 DEVOLUTION OF CONFLICT HANDLING TO LINE MANAGEMENT
The literature directly considering the relationship between strategic human resource management and
conflict resolution is scarce. However, a few studies have assessed how human resource practitioners
interact and shape the outcomes of conflict resolution processes, illustrating the implications of changing
approaches to workplace conflict resolution. The strategic human resource management approach has
been linked to negative perceptions of conflict and increased emphasis on the role of line management in
taking greater conflict handling responsibility ‘on the ground’ within organizations (Cunningham &
Hyman, 1999; Jones & Saundry, 2011; Mahony & Klaas, 2014).

Such approaches place an onus on individual employees to raise issues with management, who are in turn
advised by human resource practitioners who provide institutional or procedural expertise to assist in
remedying employment conflict. Benson (2012) observes that a shift towards stricter or ‘harder’ HRM
practices can lead to increased dependency on procedural, rights-based conflict management processes.
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The introduction of a “harder and more management-dominated HRM system” has potential to precipitate
an overall decline in internal mechanisms for employee participation and decision making and cause
workers to rely more heavily on legislative provisions and rights-based grievance procedures to resolve
employment conflict (Benson, 2012, p. 522).

Striking a balance between informal approaches to conflict and procedural observance presents numerous
challenges for HR practitioners and managers. One of the key outcomes of increased up take of the
strategic re-orientation of human resource management approach has been the devolution of responsibility
for day-to-day personnel management functions from human resource personnel to line managers (Hall &
Torrington, 1998; Whittaker & Marchington, 2003). Increasingly, HR managers are called upon to
‘partner’ with line management, providing specialist personnel management expertise at arm’s length
from the operational or program areas within an organization (Caldwell, 2003; Pritchard, 2010). In the
advisory role, HR practitioners provide technical expertise relating to ‘best practice’ procedures thought
to contribute to high performance work practices and thereby reduce incidents of negative conflict
(Gilmore & Williams, 2007, p. 407). This approach has the potential to emphasize procedural compliance
to the exclusion of the psychogenic or emotional dimension of the work relationship and can result in an
unnecessarily adversarial or adjudicative approach to resolving workplace issues.

Jones and Saundry (2011) report that while devolution of conflict handling responsibility to line
management has placed greater decision-making responsibilities on line managers, HR professionals still
have a role in sharing advice and expertise. As a result, tension exists between the responsibility of HR
practitioners to ensure procedural regularity and policy compliance, and manager’s preferences for
informal resolutions (Jones & Saundry, 2011, p.252). Jones and Saundry (2016) point out that in the UK,
where the responsibility for conflict management has devolved, line managers may become dependent on
HR for support in addressing conflict. In some cases, managers with poor conflict management skills lack
confidence to enforce appropriate standards of behavior among their employees (Jones & Saundry, 2016,
p. 121). HR involvement in the formalization of workplace conflict handling is also associated with the
desire to stick to established policies and ensure consistent treatment of employees across the organization
(Jones & Saundry, 2016, p. 106). Consequently, a tendency towards HR personnel taking on the role of
the legal and procedural ‘expert’ is associated with process compliance and a desire to ensure consistency
in employee treatment across organizations (Cole, 2007, p. 115). This in turn may lead to considerable
emphasis placed on adherence to organizational policies and procedures instead of more proactive or
informal means of handling conflict.

2.3.2 CONFLICT OF INTEREST
When HR simultaneously represents the interests of employees and employers, conflict of interest can
jeopardize the integrity of conflict resolution interventions, and workplace justice. Van Gramberg and
Teicher (2006) point out that ethical decision-making for HR practitioners in conflict management
situations is challenged by a lack of neutrality. While HR staff are viewed on the one hand as being
responsible for employee welfare, they are also called upon to represent the overall best interests of an
organization. The tension produced by this conflict of interest may create a power imbalance that raises
ethical questions about the role played by HR in employment conflict (2006, p. 198). Intervention by HR
personnel in an employment conflict may be viewed as a threat by employees and management and
potentially disrupt or inhibit process for managing the conflict. Where employees are uncomfortable
making a case to their employer during a conflict, it may be more likely that HR personnel resort to

23



advocating for outcomes that are of most benefit to the employer and rather than the employee. It can be
problematic for HR professionals to be considered a third party neutral in an employment conflict, and
that a more ethical stance requires the exercise of impartiality to be governed by a clearly articulated
ethical code ( Van Gramberg and Teicher 2006, p. 208).

2.3.4 HUMAN RESOURCES AND EMPLOYEE ENGAGEMENT
The ‘strategic’ human resources management approach has distinct implications for the way that conflict
is perceived and dealt with in organizations. Overall changes in the way workplace relations are
structured have resulted in a preference for dealing with workplace conflicts internally and bypassing
trade union bargaining processes (Currie et al., 2017, p. 505). This approach emphasizes preventing the
emergence of conflict and assumes that there are no underlying or intrinsic differences between the
interests of the employee and the employer. Emphasis is placed on ‘high-commitment’ practices that
promote employee development and engagement by encouraging an affinity between employees and the
mission or purpose of their organization (McClean & Collins, 2011). From this point of view, the role of
the HR practitioner is to support line managers efforts to create positive associations between employees
and their organization and at the same time to increase employee engagement and ‘socialize’ conflict out
of the organization (Currie et al., 2017, p. 493). As a result, emphasis on engagement promotes a model of
organizational citizenship for the employee where conflict tends to be treated as a deviance from
organizational norms.

The quality of relationships among HR personnel, line management, and employees can influence the
guality and outcomes of disciplinary and conflict management processes. Some research has
demonstrated that HR’s aversion to conflict places limitations on the extent to which ADR-conflict
management processes are accepted by HR practitioners. Roche and Teague (2012) have demonstrated an
association between the uptake of ADR and the degree to which organizations emphasize high-
commitment HR practices (Roche & Teague, 2012, p. 529). Reluctance to adopt conflict management
systems based approaches was attributed in part to HR managers preference for relying on management
practices that promote mutuality and common purpose rather than acknowledge conflict as a normal
aspect of the workplace environment (Roche & Teague, 2012, p. 546). When conflict was viewed as
detrimental to organizational performance, HR personnel were inclined to stick to established methods for
dealing with it and tended to avoid more innovative interest-based practices requiring proactive
recognition of conflict such as assisted negotiations, mediation, and informal early resolution processes.

Other, literature analyzing the role played by interest-based conflict resolution in HRM practice raises a
number of concerns about the structure, implementation, and ethics of ADR processes in the workplace.
Saundry (2016) has suggested that changing roles and expectations for line managers including
devolution of people management responsibility from HR professionals to line managers, is a move that
may create tension between formal and informal conflict resolution approaches. Van Gramberg and
Teicher (2006) suggest where an HR professional is called to act as the neutral third party in a conflict
resolution process, ethical decision-making to resolve conflict can be challenged if organizational goals or
values are prioritized over the needs of individual employees in conflict. Further, the quality of
relationships between HR and management are also factors that frequently determine the success of
conflict management systems, particularly in organizations that employ high-commitment HR practices
(Roche & Teague, 2012a).
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2.5 Summary

This brief review shows that the potentially differing goals and assumptions of ADR and HR in conflict
resolution do make the implementation of a multidisciplinary approach to resolving workplace conflict
challenging. The literature reviewed above indicates that neither the ADR nor HRM perspective is
mutually exclusive even as ADR approaches to conflict resolution are increasingly relied on by
organizations as a means of handling conflict more constructively. ADR literature emphasizes the role of
interest-based solutions targeting the underlying sources of conflict. An ADR-orientated perspective
advocates for interventions that remedy power imbalances that produce conflict. This often involves
viewing conflict as tied to a mixture of common and competing interests in the employment relationship.
In contrast, the HRM approach in literature and practice emphasizes maintaining organizational
performance and minimizing the outbreak of conflict. Further challenges are invoked by the role of the
HR practitioner as a third-party neutral in conflict situations, and tensions between high-commitment
employee engagement strategies and conflict resolution. Both issues point to the fact that carefully
framing conflict management solutions appropriately and articulating their value to organizations should
be a priority of an ADR-based system for addressing employment conflict.
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3.0 Methodology and Methods

3.1 Methodology

This research project primarily utilized a qualitative method to investigate how the RWO and the Human
Resources department can better coordinate their roles and responsibilities under the Respectful
Workplace Policy. A gualitative research approach was deemed most advantageous to this project, as it
allowed for collection of in-depth data from a relatively small group of respondents whose experiences
aligned closely with the topic of the research (Sumner, 2006, p.249). The strategy that developed over the
course of the project involved a literature review, and a set of semi-structured interviews. Data gathered
over the course of the project was assessed to provide insight into the current state and challenges of
conflict management in the Yukon government.

3.2 Literature Review

To initiate this research, a scan of literature pertaining to the development and implementation of
integrated conflict management systems and human resources was undertaken. The purpose of the
literature review is to contrast ADR conflict resolution and strategic human resources approaches to
conflict. The literature review was intended to be exploratory, rather than systematic in nature, and sets
the stage for the discussion of interview findings that follows later in the paper. The discussion of
literature also informed the development of interview questions and assisted the researcher in determining
some of the preferred practices outlined in the recommendations section that concludes the report.

Databases including EBSCO Host, CRKN Wiley Online library, and Google Scholar were consulted to
obtain relevant up to date literature. Key search terms employed in this research included: conflict,
conflict management, human resources, and employment conflict. This review gathered literature in the
form of peer-reviewed articles, published manuscripts, and articles from edited books, grey literature, and
government documents. Websites of relevant organizations including the RWO and PSC were also
consulted. The information garnered from the analysis of interview data has informed this literature
review and supports the recommendations found at the conclusion of the report.

3.3 Semi-structured Interviews

This project relied on relied heavily on the personal experiences and individual perspective of
interviewees to provide insights into the research topic and draw conclusions from the research findings.
Semi-structured interviews with various stakeholder groups were undertaken to obtain the primary data .
A semi-structured approach was followed throughout each interview conducted for this project to allow
for flexibility, to cover topics most relevant to each individual and allow the researcher to probe further
on topics of special interest, while also permitting comparison between interviews (Berg, 2009, p.109). A
further advantage of this approach was that it provided a means of describing patterns within specific
cases and outlining themes relevant to the topic under discussion (Schensul & LeCompte, 2013, p.172).
Semi-structured interviewing also allowed interviewees to share their experience and knowledge on topics
and elicited responses that were grounded in personal perspective (Kvale & Brinkmann, 2009, p. 24).

Given the sensitive nature of the conversations for some respondents, in-person interviews became the
preferred approach. In meeting with each interviewee in person, the semi-structured interview allowed
each individual to engage frankly with the subject matter on their own terms within a confidential
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environment In this way, the description of findings relies on “thick description” striving to illustrate the
specific experience of individuals who interact with RWO processes, while providing a sense of its
context for the system as a whole (Dawson, 2010). It is hoped that this approach will allow insight into
the interrelationships that make of the RWO process and the strengths and weaknesses of the processes,
and areas where potential improvements can be made.

3.4 Recruitment Strategy

The people interviewed for this project were made up of individuals from departmental HR and the PSC,
the RWO, deputy ministers and senior executive leaders, representatives from the public service unions,
and Yukon government employees. This approach allowed the researcher to engage with a select group of
highly knowledgeable individuals, with diverse perspectives and experiences all related to the work of the
RWO. Prospective interviewees for the project were grouped as follows:

o Group One — Senior Government Leaders: Government employees with experience in various
capacities in the community of Whitehorse, Yukon. This group included Yukon Government
deputy ministers and senior executive leaders who were all either past or present employees of
the Government of Yukon.

o Group Two — Human Resources Practitioners: Human resources practitioners situated in the
community of Whitehorse, Yukon. This group included departmental HR representatives and
individuals from the PSC.

e Group Three — Union Representatives: Individuals employed by or associated with employee’s
unions responsible for representing employees and maintaining interest in public service
employee health and well-being

e Group Four—Employees: Individuals employed by Yukon government who have opened cases
within the system with either HR or the RWO. These individuals each have first-hand knowledge
about what it is like to utilize the services offered by the RWO and Human Resources.

A long list of 12-20 prospective interviewees was developed in conjunction with the project clients,
Cheryl McLean and Joie Quarton. An invitation to participate in the study was sent to all prospective
interviewees by the RWO. The invitation to participate in the study explained the purpose of the research
and gave individuals interested in participating the option to share their contact information if they were
comfortable taking part in an interview. Once the participants accepted the invitation to take part in an
interview, an interview was scheduled at a date, time, and place of the participants choosing. Prior to the
time of the interview, participants were each provided with a copy of the interview questions. A Consent
for Participation form, to be read and signed prior to the commencement of the interview, was also
provided.

The University of Victoria Human Research Ethics Board (HREB) reviewed the project prior to the
interview subject recruitment process. The HREB concluded that the project met the appropriate
standards of ethics as outlined in the University of Victoria Research Regulations Involving Human
Participants, and the project received a certificate of approval on March 5, 2018 (Ethics Protocol # 18-
052).

3.5 Interview Process
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Each interview was based on open-ended questions designed to elicit broad responses tied to the
respondent’s personal and professional experiences regarding the topic. See Appendix 2 for interview
guestions. Twelve interviews were conducted over the course of several weeks during June and July
2018. The focus and content of the interview questions were developed with the client to ensure that the
RWOQO’s goals for the research were well represented in each conversation. Interviews consisted of a set of
predetermined questions provided to participants before the interviews.

Key topics addressed by the interview questions were informed in part by the concerns highlighted in the
literature review. The interview questions focused on eliciting contrasts between the goals and
assumptions of conflict resolution and strategic human resource management. Four major topic areas
were derived from the interview findings: RWO effectiveness, collaboration under the RWO Policy,
barriers to conflict management, and ensuring RWO success.

During each interview, Participants were asked to discuss: 1) their role or position and level of experience
working with the Government of Yukon; 2) their experience and understanding of the RWO policy; 3)
their experience of conflict and/or personnel management processes facilitated through the RWO and
Human Resources 4) strengths and challenges associated with the RWO’s approach.

3.6 Data Analysis

Once interviewing was completed, interview data was transcribed, thematically coded, and compared
with findings from the literature review. During the coding process, interview responses were
individually assessed and categorized according to a set of relevant codes determined by the researcher
(Bulmer, 2006 p.30). Hand written notes were also taken during the interviews to compliment the audio
recordings. These notes were transcribed into a digital file format and coded according to categories
assigned by the researcher to supplement the discussion and analysis sections of the report. Following the
transcription of interview data, the outcomes of the analysis were applied to formulate the
recommendations that conclude the project.

3.7 Project Limitations and Delimitations

The scope of outcomes for this project was dictated in part by the number of interviews conducted and the
particular perspective and backgrounds of individuals who were interviewed. A small group of
respondents was purposefully chosen to ensure that interviews could be conducted in an efficient and
timely manner. It was not possible to interview equal numbers of individuals representing each of the
categories addressed above. The scope of recommendations was also partially inhibited by the small
sample size employed for the project. However, the flexible approach offered by semi-structured
interviewing elicited a variety of responses that did add considerable substance to the report’s findings.

An effort has been made to represent equally the voices of all individuals who participated in the research
interviews and provide a balanced cross-section of the perspectives and opinions shared during the
interview process. The quotes included in the analysis section below are presented in italics to highlight
the contributions of each interviewee and the broad range of discussion and richness of contributions
made by each individual who participated in the project. This being the case, it is also important to note
that the analysis is predicated on study participants experiences and observations that in turn rely on the
acuity and accuracy of memory and personal judgement. Some bias may be present in instances where
events occurred more or less recently or were inflected by strong emotions.
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4.0 Findings

4.1 Introduction

Interviews for this project were conducted over a period of four weeks in June-July 2018. The individuals
who participated in these interviews came from a wide-range of backgrounds within government and
shared insights on a variety of topics related to the work of the RWO. Overall, the participants included
three employees of the Government of Yukon who had been clients of the RWO and agreed to share their
experience. In addition, interviews were conducted with two representatives of the Yukon Employees
Union (YEU), and deputy minister level senior executive leaders including individuals who had served on
the RWO steering committee. Finally, four representatives of departmental human resources and the
Public Service Commission were interviewed. These individuals discussed their views as to how the
RWO is working from the point of view of HR, and areas where further improvement to its process and
services could potentially be implemented.

In total, twelve individuals agreed to participate in the formal interview process. Their contributions
amounted to over ten hours of interview data. Most of the interviews involved an in-person conversation,
either at the participant’s workplace, or in a neutral public location. For logistical reasons, four interviews
were conducted by telephone. Each participant signed a UVic Human Research Ethics consent form and
was assured that their anonymity would be preserved. Overall, four primary topics were derived from the
interview findings. These were RWO effectiveness; collaboration under the RWO Policy; barriers to
conflict management; and ensuring RWO success. Each area was determined by the research during the
coding process and reflects key concerns raised by respondents. The section that follows provides a
description of key responses to each major topic, accompanied by a point-form summary of findings for
each section.

4.2 Collaboration under the Respectful Workplace Policy

Collaborative working relationships between the RWO and the Unions, and departmental HR is one of the
key pillars of the RWO policy. Respondents identified both strengths and challenges in relation to the
quality of collaboration that currently exists amongst these key partners. Overall, the two most commonly
discussed collaborative relationships were relationships between RWO and the Union, and RWO and
human resources. The following section describes perspectives on two key relationships that are essential
to the RWO’s systemic approach to concerns about workplace conduct—the relationship between RWO
and the unions, and RWO and HR.

4.2.1 RWO-UNION RELATIONSHIP
From a labour relations perspective, it was noted that there have been questions raised by the union in
terms of the long-term viability of the RWO process. In some cases, there is support for returning to the
former grievance-based processes. An individual from the Public Service Commission stated:

...I'm going into a round of bargaining, we have the unions sounding out now, at least one of the unions
sounding out now...in terms of support for the RWO process they support it, but they only support it if its
effective in resolving conflict in the workplace, in fixing things for their members. (HR practitioner)
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This suggests that there is some hesitation and ongoing concern around whether the RWO approach is
still supported by the unions, and whether union representatives believe that the RWO is the option for
union members. There was also some indication that there may be some support for reverting to the
grievance-based approach in instances where union members do not view the support they received as
being timely or effective, or do not feel satisfied by the overall outcome of their case:

[union members] ...constantly weigh this against whether its valuable versus the traditional approach to
having the opportunity to grieve it, versus an opportunity to have a different process which the RWO
offers... the unions drive the support for this versus their individual members (HR practitioner)

However, other respondents pointed out that this dissatisfaction may be based on a mis-understanding of
the intent and goals of a restorative approach to conflict management, highlighting the need to
communicate effectively, or frame interventions, so that employees are willing to participate in ways that
support positive outcomes. Some concerns were also raised in terms of the alignment between the union
and the RWO, and mutual involvement in representing the interests of individual employees:

1 think there is often concern that...their concerns lie more with the representing of the union and the
perception of the process by the union, than of resolving or, making sure the issue, issue goes away for
the individual but not necessarily for the organization. (HR practitioner)

This concern was acknowledged by one union representative who stated that “we navigate the fine line
between representing the interests of the member...and representing the interests of the workplace as a
whole, under the RWO policy.” While there was a perception that the RWO plays a dual role by
supporting employees and working with union representatives to address cases brought forward by
members, respondents emphasized the role of RWO as partly defined by its close affiliation to the Public
Service Commission. One executive leader expressed the importance of the RWQO’s positioning relative to
the whole of Yukon government, suggesting that the RWO should be viewed as a human resource
mechanism that is primarily responsible for representing the overall interests of the organization:

I don’t really see a distinction between [departmental] HR and the...RWO, I don’t see a distinction
between the two, one is with PSC, the other one is with my department but at the end of the day they are
the same continuum and they actually need to be together (Senior executive)

These results would suggest that in many instances, a case-by-case approach is necessary in order to
determine the degree of involvement for each party. Although some union conflict cases can be addressed
solely through the work of the RWO, there are instances where broader participation from either
departmental HR, the SC Labour Relations Branch, or the Disability Management Branch is also
necessary. In these instances, a high level of coordination is necessary to ensure that the situation is
resolved effectively.

4.2.2 RELATIONSHIP BETWEEN HR AND RWO
A successful working relationship between HR and the RWO was recognized as important in terms of the
overall outcomes that are sought under the RWQO Policy. In order for this to occur, the respective
approaches of human resources and the RWO, though different, needed to be complimentary:

Because when you are talking about workplace conflict, it’s one thing if its, two individuals, if you get two
individuals and for whatever reason it just...then Respectful Workplace is probably the place you have to
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go where you get the coaching, the mentoring, facilitated discussion and that type of stuff. If it happens to
be...[an entire] workplace...then HR needs to be involved or else you 're not going to change that
workplace culture (Senior executive)

However, there was also acknowledgement of a lack of interaction between RWO and the departmental
HR community. Sometimes, a workplace issue may not come to the attention of both the RWO and HR.
This was suggested as a contributing factor in the potential for a lack of communication between HR and
RWO:

If there’s something happening where people are going to the Respectful Workplace and if the HR
department is not connected, we may be thinking we’re doing wonderful stuff and Respectful Workplace
could be wondering what the heck we 're doing because they re getting two or three complaints from
employees within our organization. (Senior executive)

In some instances, both organizations may operate in parallel to one-another, rather than acting in concert.
Where there is a lack of clarity in roles and responsibilities communication problems are likely to arise.
Other discrepancies include the relationship between PSC, a central agency of government, and
departmental HR. This “creative tension” between departmental HR and the PSC was considered due in
part to concerns around control and autonomy about personnel management and in the case of RWO,
appropriate resolution of conflict and employee complaints. One union representative stated:

1t used to be that the Public Service Commission...seemed to be able to instruct departments, and that’s
gone away and now departments are seeing themselves as being able to make the final decisions on
things with the Public Service Commissioner being able to provide advice. (Union representative).

Some HR practitioners acknowledged that from a labour relations perspective, the goal or purpose of
RWO interventions can be completely different than the approach taken by the RWO:

We know in labour relations; respectful workplace will often find that we are often working at counter
purposes to them...their objective is to keep people at work and restore relationships to a place where
they can be healthy and work together, and maybe their perceptions are our role is to figure out who was
wrong and get them out of there...we re all doing the same work! (HR practitioner)

This speaks to the fact that the approach to intervening in a workplace problem depends on differing goals
and assumptions about workplace issues. Whereas the RWO may emphasize a restorative solution to a
problem, HR practitioners feel the need to take direct steps towards discipline in the interest of the
management or organization. Given the differences in scope and responsibilities that factor into the varied
relationships between the PSC and HR in the various departments, several respondents pointed out that it
was understandable for there to be some mistrust and lack of communication around conflict
management. Conversely, it was suggested that improving communication and building further trust were
part of what is required to promote more harmonious working relationships between the human resources
community and the RWO.

4.2.3 SUMMARY

Collaboration under the RWO policy key findings:
e The two key collaborative relationships identified by a majority of respondents was between the
RWO and the unions, and departmental HR and the RWO
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e Union members may consider a return to the grievance process if employees continue to
experience unsatisfactory outcomes from the RWO process

o Silos still exist within government that at times prevent coordination between departmental HR
and the RWO

e Poor communication between RWO and departmental HR impacts the outcome of conflict
interventions

e The involvement of HR was considered particularly important in complex cases that encompass
additional concerns such as performance or disability management or disciplinary actions

4.3 Barriers to conflict management

A breakdown in process can have serious impacts for the people involved and the organization as a
whole. Breakdowns can occur when employees either avoid the RWO or are unable to access its services
in a timely manner. Problems also occur when HR other parties like HR or management are unwilling to
engage the RWO to resolve a work place issue.

Further, complex cases may bring up challenging issues related to performance management or more
serious disciplinary issues that the RWO is not as well positioned to address on its own. The following
section addresses these challenges in two sections. First, challenges facing the RWO itself including
complex cases, removal from the work place, and staff capacity. The second part of this section covers
concerns raised regarding approaches taken by HR: practitioner neutrality, HR investigations, and
psychological health and safety.

4.3.1 RWO CHALLENGES

CoMPLEX CASES

It was frequently acknowledged that the RWO faces particular challenges in responding to complex cases.
Typically, complex cases involve multiple interlocking issues or are impacted by a need for additional
external resources such as support from the Disability Management Branch. Sometimes this may also lead
to the involvement of labour relations, or other specialist groups within the Public Service Commission.
One HR practitioner pointed out that in instances where a problem is not dealt with at the department
level “we never hear anything about them, particularly if they get resolved.” However, when a problem
remains unresolved “they progress, then we start hearing about it.” In cases where situations escalate,
there can be disagreement as to the appropriate approach to handling the issue. Complex cases can be
particularly challenging because of the amount of time required to deal with them effectively:

And so it just becomes ‘so how long does it take?’ because...[each] of these situations are different...but
some are easier than others where you can sit down and say okay you need to have a conversation with
the person, we can help you with formulating what that looks like and so there’s some of that kind of stuff
which happens fairly quickly, the other ones...[are] pretty complex and you are unpacking a number of
different layers. (senior executive)

The requirement for collaboration between multiple organizations including RWO, HR and PSC was
brought up as a primary difficulty. One HR practitioner suggested that dealing with workplace conflict at
the level of the individual was one area where the RWO lacked efficiency: “I think they concern
themselves primarily with an individual versus a systems assessment of what’s going on and that
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sometimes is difficult from [the perspective of] managing a unit down the road.” Taking a broader,
systemic approach to assessing workplace conflict could help to alleviate challenges associated with
complex cases. Addressing the challenge presented by complex cases was highlighted a priority because
these cases are frequently challenging to manage:

...people are getting frustrated.. It’s because the department isn’t taking it seriously, or the HR people
aren’t... when they become very complex it’s how do we make sure that we have the right process in
place to do that multilayer piece and hold people accountable to doing that. (senior executive)

In some situations, cases that involve interpersonal conflicts may fall outside of the scope of the RWO
policy. One HR practitioner referred to disability and performance management as two areas that overlap
with the work that RWO does, but do not necessarily qualify for support under the policy

[In] hybrid cases with disability management and performance [management] it’s hard to tell sometimes
really what'’s the real issue here, is it the person’s illness, is it their laziness? What is it...and so do you
have to separate them, or do we all sort of put our brains together and work together? (HR practitioner)

With complex cases, it becomes challenging to coordinate the responses of the different parties involved.
A high degree of cooperation is necessary in situations where a workplace issue involves multiple parties
such as the RWO, the Disability Management Branch, and HR. It was suggested by one HR practitioner
that “it seems like departments kind of make a choice about separating, and I think the respectful
workplace would say once they 're in there and they 're working on it, ‘everybody else butt out.”” As
noted above, complex cases create communication challenges, and in some situations, this can lead to a
workplace issue being dealt with through a formal process instead of being referred to the RWO:

.. .something as simple as having a difficult conversation from a manager to an employee, doesn’t
happen, doesn 't happen, and finally that’s performance management, you've got a suspension, you 're
fired...and then we have to go to arbitration and we have to say, ‘look this has been going on for this
many years, there’s been no assistance offered’ (union representative)

The RWO steering committee remains in place to address complex cases requiring additional review.
However, some respondents suggested that it might be necessary to combine services such as the RWO
and the Disability Management Branch as a means of reducing the number of channels through which
cases are directed, and lead to better coordination for complex cases.

REMOVAL FROM THE WORKPLACE

Under Section six of the RWO Policy (GAM V.3.4.7, 2015, p.11), an external investigator may
recommend that employees in conflict be separated. Employees who had gone through the RWO process
noted that one of their primary concerns was removal from their workplace. In some instances, employees
asked to be removed because they faced stigma remaining in their position while also having a case open
with the RWO “it was isolating, I noticed people weren’t talking to me...it was just not a good experience
and I'm so glad that I'm out of it.“ For one individual, leaving their position seemed like the only
opportunity to recover from the stress of remaining in contact with colleagues who were involved with
their conflict:

...because of the stress level, life was too short, I don’t want to be in an unhealthy work environment
anymore, and I just I basically said no I'm not willing to compromise my health, my wellness and |
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essentially asked if the Respectful Workplace could help me in ensuring that I don’t go back to that work
space. (employee)

Others noted that once they were transferred from their position, re-establishing themselves in a new work
environment was challenging:

because of the RWO | still got moved into a different position and I was so miserable in the other position
because I wasn’t a director. I mean I was doing director level work, but [ wasn’t the director... all of a
sudden, you re just out of the whole loop...I couldn’t do it . . . (Employee)

The challenges around removing individuals from the workplace were also linked to underlying issues
around the RWQO’s lack of authority to make binding decisions. Some respondents suggested that to
address this, it is important to further empower the RWO to hold decision making authority “truly giving
them authority versus just the right to advise.” It was also stated that the authority of the RWO should be
extended through the investigative process under section six of the RWO policy, allowing the RWO to
make binding decisions based on the outcomes of an investigator’s findings.

RWO STAFFING AND CAPACITY

Several respondents acknowledged that the RWO needs to hire additional staff. One individual expressed
concern that the Office was being “squeezed ” by the amount of cases that it needed to deal with. As a
result, it was noted that the answer might be to “pile some stuff in there and further develop them...give
them more time and more staffing and more resources to do the job that they re doing.” The effectiveness
of the RWO was also attributed to the amount of time required to handle casework appropriately. The fact
that RWO files take time was recognized by multiple respondents:

they do an amazing job over there, they’ll spend months and months and months and months with people
coaching them on having difficult conversations...they re doing, like I said they re doing great work, they
probably need about twice the staff. (Union representative)

The amount of time required to achieve resolution to cases was also considered a detriment to the way
that the RWO handled its cases. Efficiency was one of the major concerns for senior executive leaders. As
one individual stated, the time it takes RWO to respond to an issue or facilitate an intervention is a
primary concern:

[ understand that it’s not possible to get the private sector here, the alternative is that you bring them in
from the outside, they re not as familiar...they’ll probably be more expensive...My only criticism with
RWO [...would be that], is that they don’t have the capacity, they are overworked right now, and they
take too long. And speed is of the essence. (senior executive)

Concerns around a lack of capacity were expressed differently depending on the institutional role of each
individual who was interviewed. Nonetheless, it was evident that almost all respondents believed that the
RWO would require more staff resources in order to be effective in meeting the demand for its services.

4.3.2 HR CHALLENGES

HR NEUTRALITY
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For many respondents, a considerable dilemma exists for the HR community in that the independence and
neutrality implied by their role is at odds with their responsibility to act on behalf of the Government of
Yukon. Some contrasted HR with RWO stating that in many cases HR seeks to place the needs and
interests of the organization before the needs of individuals. One employee stated concern, explaining
that:

1 really recognize that HR's not there for me as a public servant...they re there for the managers and to
protect government of Yukon against liability, all those things.

HR neutrality was also brought up as an issue in terms of the way that employees interacted with
representatives of departmental HR. One respondent described a situation where “I felt | was basically put
in the corner, just told to take direction, and even one of the ladies, from HR that was checking in on
me...wasn’t very friendly.” Others noted that they did not feel that HR was able to respond capably to the
conflict that they were facing. Another individual explained that HR practitioners, along with their
managers seemed to frame their conflict negatively, hampering a constructive resolution to the situation.

Some respondents were concerned that a power imbalance existed in instances where departmental HR
could potentially take liberties in its exercise of discretionary power over employees. As one union
representative stated, “people with no power go to the RWO, that’s our membership, people with power
go to human resources, and that’s where it all breaks down.” Inequity was considered to have a
significant outcome in terms of RWO effectiveness, as a decision by HR not to direct an employee to the
RWO could have significant ramifications for the potential resolution of their concerns. This raises the
possibility that where the quality of coordination differs between the RWO and HR there is potential for
inequity in the accessibility of RWO services for employees.

Conversely, among HR practitioners, there was a sense that the role of HR was not to advocate on behalf
of employees. One respondent from the HR community described a role for HR in providing advice to
employees, treating the services provided by the RWO as being parallel or equivalent to that of
departmental HR:

we hope that when issues start developing in the workplace, of a harassment nature, we hope that the
individual manager, employee, whoever it is realizes that they have an issue that they can’t manage on
their own...realize we hope that there are opportunities to resolve it...They can do that with their HR
people in their branch, or...they can reach out to the RWO. (HR practitioner)

Other HR practitioners were more explicit in stating that the primary role of the HR consultant was to act
on behalf of their department. As one respondent stated:

1 think as a less experienced HR consultant... [it is] difficult to understand what your role is all the
time...So, I think it’s interesting when employees go to HR with questions, or concerns, and not knowing
what is that employee’s expectation...as an HR practitioner, I'm going to help employees, answer their
questions, give the best information that I can, I'm not going to be advocating for them. (HR practitioner)

In this case, the HR practitioner placed emphasis on their role as an “extension” of management whose
role is to broker on behalf of the department and act as a representative of the employer. While the HR
practitioner’s role was viewed as having to assist employees with their problems, an emphasis was placed
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on the need for HR to maintain their role in collaborating with line managers to help them assist their
employees, rather than acting directly on the employees’ behalf:

if someone has a concern, you should probably listen to them empathetically you should try to give them
advice about where they can get more help, but I think, your next step is to go around to the other door
and let that manager know there’s an issue and help them to try to resolve it, and HR should be more
supporting management. (HR practitioner)

This approach to employee complaints taken by HR appears to be key to outcomes for employees. HR
have both the ability to facilitate a resolution or prevent anything from happening. On the whole, HR
practitioners understood their role as requiring an impartial, or neutral stance. In some cases, this created
barriers for employees who were seeking assistance from HR to resolve their issues. However, employees
also recognized that the conflicting role of HR sometimes made it difficult for them to provide the kind of
support that they required. As one respondent described, after an initially difficult experience, HR
provided more appropriate assistance that led to an intake by the RWO:

...once they realized that there was an issue they did kind of see where | was coming from, they did start
treating me, like they weren’t quoting the policies, like they were treating me like a human being...they
did help me to, ... work with respectful workplace, so I'm grateful for that, but it did take them a little bit
to see where it was coming from and what the situation was.

HR INVESTIGATIONS

Where there is regular interaction between departmental HR, RWO, and the union, cases are more likely
to be dealt with appropriately. However, where cases that could be addressed through ADR conflict
resolution are not referred to the RWO, employees may be subject to damaging and costly disciplinary or
investigative processes. Investigations conducted by departmental HR were a concern for several
respondents, and particularly those who had experienced HR interventions in workplace issues.
Employees, HR practitioners, and union representatives all suggested that at times the investigative
process facilitated by HR posed challenges for employees, and in some cases failed to provide a positive
outcome or appropriately resolve the issues under investigation. While external investigations are one of
the tools available under the RWO policy, respondents made a distinction between investigations run by
departmental HR or PSC labour relations and those facilitated through the RWO policy:

...An [labour relations] ...there would be an investigation element...there would be interviews, there would
be information gathering, a series of analysis, and then identifying the problem and then creating
solutions to that and bringing it forward for decision...that’s how corporate HR would work and [Labour
Relations] in particular as the pointy end of the spear...When I contrast that with RWO I would say that
it’s much more transactional on the corporate HR side but it’s also much faster. (senior executive)

In many cases there is no ideal way to conduct investigations, given that under most circumstances, the
investigative process involves probing challenging or sensitive issues. However, employees expressed
concerns about their experiences with investigative processes facilitated by HR. Some suggested that
when HR personnel acted as the investigator into their case, the process was biased and lacked neutrality:
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it wasn'’t a factual process, it became very personal and...they went as far back in my record as they
could, and they started...looking at everything that I had ever done wrong, so they didn’t just deal with
that one thing they went back and [dealt] with everything they were unhappy with.

Employees also described feeling that their voice was not heard in the conversations that took place
during investigative HR meetings. Some respondents noted that the process relied heavily on formalised
procedure, and adherence to policy. There was also a sense that the overall communication around the
process was inadequate.

HR practitioners also discussed the challenging nature of investigations. One HR practitioner explained
that from the HR perspective, the role of an investigation is to probe an issue in an attempt to understand
what might be going on “Is there something, are there things you don’t know... I think our techniques
when you talk about investigation is about confirming or asking and getting the person to tell the other
side of the story.” If an individual was having trouble at work, the conversation between an HR
practitioner and an employee needed to be approached so as to avoid an unnecessary escalation to the
point where disciplinary measures are required:

So, ‘do you remember when we met on Friday and I said we needed this by Tuesday?’ ‘Yeah I remember
that’ ‘Do you remember when I told you on Tuesday and it wasn’t done?’ ‘Okay, well I think [ was clear
about my expectations and you didn’t meet them and that can never happen again’ you know suddenly
you 're off into the discipline gamut. (HR practitioner)

HR practitioners pointed out that investigations should be initiated for the right reasons, and be conducted
with care, as “the investigation isn’t just to confirm what you think you knew, but to find out what you
don’t know.” In some cases, investigations are conducted in an effort to back disciplinary sanctions and
ensure that any further disciplinary or discharge decisions are defensible.

While from the HR perspective investigations are a necessary tool that is required to regulate the
employment relationship with management, there was acknowledgment that formal investigations
sometimes have a costly impact for employees. Some respondents suggested that in instances where
investigative or disciplinary actions are mishandled, real harm can result. One employee described their
experience in an investigative meeting as disorientating, due to the limited nature of the dialogue that took
place during the process:

...an investigative meeting is like hearing both sides of the story, but it’s really not, because they have a
prepared list of questions and they ask the questions and that’s it...it’s also...something that happens
when something goes wrong so it’s kind of a weird process because you 've never had a discussion about
it, nobody ever said... ' what happened here?’ (employee)

Some respondents felt that they were left with no other option than to disengage with the process “I
realized that...at one point that nothing that | was going to do was going to resolve this...1 left because |
couldn’t take it anymore.” Respondents discussed the investigations process as ultimately failing to
provide an acceptable resolution, and in some cases suggested that they had been harmed by their
participation and still live with symptoms of trauma. In cases where investigations are not undertaken in a
way that provides employees a say on their own behalf or opportunity to speak to the emotional impacts
of their situation, the intervention is less likely to succeed.
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HR CAPACITY TO ADDRESS PSYCHOLOGICAL HEALTH AND SAFETY

The importance of psychological health and safety was raised in connection with discussion around the
impacts of investigations. Several respondents noted that there are psychogenic elements present in the
workplace conflicts that they have encountered. The emotional, or psychological challenges associated
with the investigative process were suggested as one of the most difficult aspects of handling employee
conflict. It was also noted by one union representative that the public service has been slow to recognize
the importance the role that emotions play in contributing to conflict:

We ’re starting to see that, and there’s a lack of willingness amongst a lot of the HR community and the
disability management community to recognize that regular workplace interactions could be fine for one
person, but cause harm for somebody else. (Union representative)

In addition to the need for supports like conflict coaching, or negotiation, employees were seen as needing
tools that help them address the emotions that arise out of a conflict situation. A starting point for building
this recognition is recognizing how differences in personality and emotional state affects the way that
people approach a conflict:

That, a manager’s style could be really in your face aggressive, not over the line of inappropriate
behaviour, but just more aggressive, than, and one person might respond amazingly to that, somebody
else might end up on medical leave because of the stress that is involved. And so, it is such a huge, huge,
issue around how supervisors can create that respectful healthy environment. (union representative)

One senior executive referenced the importance of the RWO as a safe, confidential space that empowers
employees “as an employee | need to know that | can go to the Respectful Workplace and it’s
confidential, that people are listening to what I'm saying, that this is an opportunity for me to make sure
that I'm...getting my problems heard.” Respondents pointed out that whereas practitioners within the
RWO may be positioned to recognize and address the psychological and emotional aspects of conflict,
other practitioners including members of the HR community may not be in a position to respond as
effectively as RWO. Overall, it was suggested that this leaves open an opportunity for the RWO to lead a
broader implementation of psychological health and safety standards that respond to psychogenic conflict
and better aligns services for employees.

4.3.3 INSTITUTIONAL CHALLENGES
The RWO needs to maintain relationships across numerous individual departments whose approach does
not always align with its own philosophy. An additional barrier to effective conflict management and the
success of the RWO was incomplete institutionalization of the RWO process throughout the whole of
government. Avoidance of the RWO process and responsibilities were described as a major barrier to
success. The de-centralised nature of HR within the Government of Yukon was acknowledged to be a
contributing factor. In particular, employees stated that managers and HR practitioners play a particular
role in championing the RWO by either passively or actively preventing employees from accessing its
services. One respondent described a situation where their director took a decision to deal with a
workplace conflict without contacting RWO:

...80, it’s at the director’s discretion to deal with any sort of conflict or anything that goes on however
they want to, so this was kept...at the director’s level and HR was not aware of it...there was a disconnect
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between the director and the HR, the director not informing or discussing and letting HR know of any
issues. (employee)

Some respondents recognized there is a lack of symmetry between the approach to workplace issues taken
by the departments and that of the Public Service Commission. With respect to the RWO policy, there
was a sense that the standards that it provides are not always met. An HR practitioner stated, referring to
departmental HR, “I think we have compliance where its ignorance and we have compliance where it’s
wilful stepping outside the lines.” They went on to suggest that the RWO process and policy address a
lack of communication around what the RWO has to offer:

we have other branches and departments out there who I don’t think have all the information or do have
the information and are willfully not doing it... not knowing what tools the RWO offers, not reaching out,
not coordinating...so there’s some work to be done there but it’s moving in the right direction..

Union representatives also expressed significant concerns with the way that departments act in relation to
the RWO policy “What we re seeing...is that departmental HR are choosing when they are interacting
with RWO versus when they do fact-finding meetings and possibly move to discipline. They also
expressed concern that a lack of participation could constitute a breach of the Collective Agreement:

And so, we, our opinion, my opinion, is that departmental HR are opting out of Article Six of the
Collective Agreement and that is a major concern to us, because that’s when the process breaks down.

RWO process and policy are premised upon collaboration and coordination between all parties within
government with responsibility for resolving workplace conflict and disrespectful behaviour. Formal
procedures play an important role in setting expectations and providing fair treatment to employees.
However, exposure to such processes can have a detrimental effect on individuals if lower level, less
visible conflicts are not addressed appropriately.

Union representatives explained that a lack of coordination presents a serious impediment to the
continued success of the RWO. They also observed that a negative perception of the RWO among their
members could be attributed to a lack of coordination “that’s the biggest complaints that we get about the
RWO process ‘it doesn’t work’ somewhere up there, they re not letting it work.” Overall, the key point
that emerged from discussion of perceived interference was that a lack of communication around RWO
services and insufficient understanding of RWQO’s role in resolving workplace issues is a major
impediment to a positive outcome that can lead that has resulted in a lack of departmental participation in
RWO processes.

4.3.4 SUMMARY
Barriers to conflict management key findings:

o RWO process challenges included complex cases, removal of employees in conflict from their
workplace, and a lack of capacity to handle the volume of ongoing casework

o Employees described significant personal and emotional impacts where investigations into
workplace issues were not handled appropriately

o Challenges associated with HR included alignment with the employer, a lack of neutrality, and
adversarial approaches to HR investigations
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e Executive leaders and HR practitioners recognized that failure to manage conflict effectively is
costly to the entire organization

e Cases that should be directed to the RWO are not always triaged appropriately due to omission,
negligence, or lack of communication between the parties involved

4.4 Potential Improvements to the RWO Process

Respondents expressed a number of ideas about the ways that the RWO can build on its present strengths
and improve its services for the future. First, training was universally emphasized as an area where the
RWO had both expertise and the potential to expand and improve. The second area for improvement was
in the promotion of services. Extending and augmenting RWO training was recommended to improve
awareness of the RWO and increase capacity for conflict management within the government. Finally,
improving the intake process for employees that need to open a case with the RWO was highlighted as a
further area for improvement.

4.4.1 TRAINING
Recommendations for who requires training, when training should be provided, and the level of ongoing
engagement with training for employees varied amongst the respondents. An important insight from the
interviews was that different individuals and parts of government required training targeted at addressing
the specific needs and requirements of the position, and length of service. This included training
specifically tailored to management and executives, refresher training for employees, and training for the
HR community. One client of the RWO suggested that “there has to be some training for the older
employees shifting over to new competencies and a new way of being because they have not changed.”
Management was considered as requiring more extensive training because of their important role in
addressing minor conflicts within the workplace prior to escalation.

TRAINING FOR MANAGERS

Members of the HR community highlighted the idea that for managers, conflict-handling skills were part
of a broader spectrum of competencies that contribute to an individual’s overall leadership capabilities.
However, due to turnover in certain management positions some staff may not have a chance to develop
the full breadth of knowledge required to handle conflict appropriately:

[new managers] need to learn about labour relations...they need to learn why you have to do honest
performance appraisals, they need to learn about that stuff... but people see somebody as bright and good
and they just want to snap them up... putting them through a series of jobs where they get skills, different
set of skillsets just isn’t happening (HR practitioner)

In order to be well-rounded, new managers require personnel management experience in addition to the
technical skill-set required by the business area requirements of a particular position. In some cases, it
was suggested that new managers who climb the ranks quickly from a technical position such as policy
adviser, may not have the opportunity to learn how to manage people. A senior executive echoed the
suggestion that conflict-handling skills in particular are an important competency for leaders in the
government:
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I think that that is something that should be done at all supervisory levels, again if you are more mindful
about the conversations that you are having when you are saying what you are saying, and have
competencies that we have agreed to in leadership what does some of this look like and how does it fit...

TRAINING FOR EMPLOYEES AND HR

Employees at other levels of the government might require ongoing training that helps them to maintain
awareness of the RWO. A senior executive highlighted the fact that in the time since the RWO has been
established, employee’s knowledge of the RWO may have lapsed ““...when we set up the policy, set up the
office we did a lot of training and awareness which was really good, but that was a number of years
ago.” Employees who may have taken RWO training when the policy was first implemented may not
have maintained the same awareness of the RWO as others who had received training more recently.
While it was noted that this initial effort to train a significant component of staff contributed to the
successful implementation of the RWO, it was suggested that this commitment to training might need to
be renewed:

when the program was first established...there was a commitment there to train eighty five percent of the
managers the directors, and the supervisors there, excluding people out of the union on the processes...on
the policy that the RWO has ... I think they hit that or marginally got close to that, but that...[commitment]
has to be renewed

Additional training for HR practitioners was also highlighted as a priority. A union representative
suggested that capacity challenges and turnover within departmental HR units also pose considerable
challenges:

...a lot of the time people are learning HR on the job which, you know, we don’t, this territory is not
always about formalized education and that is fine, but it does lead to a lot of gaps, and especially things
like sexual harassment in the workplace

In order to provide the best support to employees and ensure that HR was able to refer cases appropriately
to the RWO, further training would be required to familiarize HR practitioners with the Office’s process
and approach. HR practitioners also highlighted a need for more conflict management training. One
suggested the need to ensure consistency in training for the entire HR community within Yukon
government:

There 're some foundation pieces I think in the human resource community generally, facilitation and
consulting skills period are an area which we could strengthen ...I think the organizational diagnosis
capacity, it is certainly an area in which 1 will be doing work to ... [improve] facilitation and intervention
as well as the skills capacity to do it effectively

As well as developing skills around conflict management and organizational development, HR
practitioners were recognized as requiring better knowledge of the work of the RWO. Another HR
practitioner suggested that education could provide a means of ensuring better coordination between the
RWO and departmental HR:

| think education is really the solution because when you’re in the thick of it, and there’s as there has
been sometimes, a bit of a disconnect between departmental HR and RWO ... in the cool light of day,
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more of a training or discussion or information sharing environment you re more likely to be able to
understand different roles and avoid process conflict, or conflict in the process.

This suggests that there is a need for HR practitioners to receive training that is specifically targeted at
identifying the roles and responsibilities of HR and the RWO, in addition to building foundational
conflict management skills amongst individual employees.

4.4.2 PROMOTION OF CONFLICT MANAGEMENT SERVICES AND RWO
COMMUNICATIONS
The need for the RWO to promote the services that it offers and effectively communicate what it does
was a key concern for all groups interviewed for the study. One union representative suggested that,
“people don’t understand the process and they don’t understand that they have the resources at their
fingertips.” Employees recalled not having been introduced to the RWO or being aware of its services
prior to opening a case with the Office, with one individual recalling that “I didn’t know anything about
the Respectful Workplace Office at all, didn’t know it existed.” Another individual suggested that the
management within their Branch, including their director had failed to engage with the RWO, or suggest
that they access their services during the initial stages of a workplace conflict. Others suggested that the
reputation of the Office among government employees was also a factor:

1 think their reputation is probably harming their work a little bit... I think if people hear negative
comments about their work before they 've even had to deal with them themselves, then they 're probably
not going to pick up the phone and call, right? (Union representative)

In relation to the concerns that the RWO’s reputation is being impacted either by a lack of overall
visibility within the organization, or misconceptions about the services that it provides, numerous
respondents suggested that it was important for the RWO to communicate more effectively. As one HR
practitioner suggested, “they 've gotta be... they have to be constantly promoting themselves and working
with...people.” One of the key elements discussed as supportive of the RWO’s work was confidence in
the Office. For some respondents, building employee confidence in the RWO was about effectively
communicating results

I've said this many times... ‘what [are] your metrics, [what do you] do over there,’ they have an office up
the street across the road from me here and I don’t think that people know anything about what they do.
They hear about them, but only when they need them, when they are impacted by them.

While there was an acknowledgement that communicating ‘results’ would be challenging given the nature
of RWO cases and the time that it takes to resolve issues, it was suggested that the RWO needed to
provide:

... the metrics to say ‘here we are, here’s what we do, here’s how successful we are, we are not perfect,
but these are the things we do’ to demonstrate the success and their value proposition of what they have,
because I think they re missing a bit of that...they re like us [HR], they 're all messy and complicated,
there’s nobody there with a thank you to say, ‘here’s your tea and cookies.’ . . . it’s a difficult task.

4.4.3. INTAKE AND REFERRAL

42



The problem of ensuring that employees are provided with the right services for the type of case or issue
that has been brought forward was also highlighted. One of the areas of difficulty around ensuring that
employees made it through the doors of the RWO were gaps in the referral process. In some cases, the
remedy of workplace issues was attempted at the level of management or directors, exacerbating the
problems faced by employees. In other cases, a concern would be referred to HR and be dealt with
through investigative or disciplinary measures rather than being referred to the RWO. One HR
practitioner suggested that from a labour relations perspective:

...we hope that when issues start developing in the workplace, of a harassment nature, we hope that the
individual manager, employee, whoever it is realizes that they have an issue that they can’t manage on
their own, they realize we hope that there are opportunities to resolve it. They can do that with their HR
people in their branch, or...they can reach out to the RWO...who is a huge resource to folks who are in
initial stages of those kinds of conflict situations.

However, the experiences described by employees who had been clients of the RWO suggested that
employees do not always engage with the RWO when they are facing a workplace issue. Some
respondents confirmed that gaps exist in terms of the cases that get referred to RWO “it’s not completely
sterile of course, we’ll have things that people that go through their office and end up in [the labour
relations] office of course when it doesn’t work.” One employee recalled that they were only referred to
the RWO once their conflict had already escalated considerably:

...it wasn’t until everything blew up that I realized that when I got called in HR just said, ‘well you better
get a hold of respectful workplace’ and I was like, ‘oh, ok.’ So, I had known a little bit and I had
enquired, and I said ‘oh yeah well thank you for that and I did reach out to them.

This highlights the fact that there are different paths to the RWO open to employees. While the model
stated in the policy mandates that individual all cases involving harassment and disrespectful confuct go
directly to the RWO, this is not always the case. The difficulty of assessing the workplace issue and
deciding whether to take on a case was also highlighted. As one senior executive stated:

...Respectful Workplace has to determine whether or not it’s...a legitimate complaint, is it their mandate,
what does it need, is there some coaching and to get somebody so that they can go back and have that
conversation and...feel comfortable having that more difficult conversation?

It was further suggested that HR has an important role to play in the intake process. HR participation was
especially important given the volume of cases referred to RWO and the diversity of issues that are raised
through employee complaints:

...t may not be all of them, but it’s almost triage, you're coming into emergency you re over here, if
you 've got a gunshot wound you ’re over here first kind of thing...how can we provide and use some of the
HR staff and supervisors within the government to take away some of the caseload that we are seeing.

Closer alignment between HR and the RWO would be of potential benefit in terms of the overall
efficiency in addressing the RWO’s workload. If HR is able diagnose problems accurately and refer them
to the RWO in when appropriate, some of the capacity pressures on the RWO could be reduced. HR also
has an important role given the relative proximity of departmental HR staff to individual workplaces:
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that’s really where HR really needs to be involved because there could be something happening within
the workplace that could be causing, you know, the underpinning of a conflict...that may be a piece that
might need to be improved upon.

Evidence provided in the interviews indicated that overall, there can be inconsistency in the way that
employees are provided access to the RWO. However, the existence of multiple pathways does provide
some flexibility that is valuable insofar as it ensures that RWO services are accessible to employees
facing diverse circumstances and working through all levels of government. Nonetheless, a lack of
coordination and connection between RWO and HR has significant potential to create blockages that
harm the overall effectiveness of the system.

4.4.4 SUMMARY
Potential improvement of the RWO process key findings:

e Managers and executive leadership would benefit from additional conflict management training
specialized to suit their respective roles in the organization

o Employees and HR staff who have already received orientations to the RWO require ongoing
refresher training to remain up to date with the process and policy over time

o Effective communication—what the RWO actually is, what it is not, and the work that it does, is
key to the acceptance of informal conflict resolution in the Government of Yukon.

o Employees may lose the opportunity to seek support from the RWO due to a lack of awareness of
the RWO among HR departments

e The intake process is important as a point of contact for employees and is also a sticking point
where eligible cases could be prevented from reaching the RWO.

4.5 RWO Impact

Perspectives shared by interviewees in relation to their actual experiences working with the office in
person were largely positive. Many commented that deciding to get involved with the RWO either on an
individual basis, or through a group process was the right decision. This section reviews findings related
to respondent’s experiences working with the RWO staff and comment on the positive aspects of the
RWO process.

4.5.1 RWO STRENGTHS
Some respondents described how the RWO’s collaborative process was unlike other human resource
practices or approaches because it actually involved the unions, in addition to representatives from within
government like deputy ministers, and the Yukon government’s HR community. The vital role of
collaboration was frequently stated as important to the success of establishing the RWO and
implementing the Respectful Workplace Policy. One HR practitioner noted that this unique effort to
obtain buy-in from all parties was crucial to ensuring both the success and credibility of the new process:

from the point of view of the unions, and their support was really critical, what really made a difference
is that they were involved early on. And I think a lot of times unions look at management as... a sort of
antagonistic, you know enemies, where, ‘you're our enemies, we re your enemies’ but we had some good
people in the unions at that point and so... the trust building was really essential. (HR practitioner)
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The fact that Yukon Employees Union and Yukon Teachers Association gave up the right to grieve
harassment related complaints was often cited as significant. Ongoing participation by all parties is
required for the process to work. According to many respondents this concession was important because
this reinforced trust among all of the parties involved:

...it is definitely a collaborative effort, and Yukon Government, and YEU that being the Yukon Employees
Union joining hands on this... giving up their right to grieve harassment and instead agreeing to this
different approach, and so it’s a bit of a, I don’t want to say a three ring circus, but there’s three
important partners, not only three important partners in this, and one is departmental HR, the other is the
RWO and the third is the union. (HR practitioner)

The decision to require ongoing involvement from all parties also set the stage for complex
interrelationships between the RWO, the unions and human resources. The fact that the RWO policy is
inclusive of union representation is unique within government. The involvement of multiple parties from
both inside and outside of government, means that collaborative relationships established during the
design process is essential to the RWO’s capacity to function effectively on an ongoing basis.

Numerous examples were provided that demonstrate that the RWO is fulfilling its role of building
respectful workplaces in government. as established in the RWO Policy. Employees who had worked
with the RWO stated that they had received the support that they were looking for and shared positive
experiences. In some cases, these positive outcomes were unlike previous experiences engaging with HR.
As one employee explained, the RWO “didn’t quote any policies or procedures, they just listened, they
listened carefully about what my issues were, they treated me more like a human being.’ Others pointed
out that the RWO stood out as being unique and innovative based on their prior experience working in the
fields of public service and labour representation:

In my history...I've been around on different sides of the table and different unions, I hadn’t seen a
program that offers up what they did in such a unique way. (HR practitioner)

Employees placed strong emphasis on the necessity of being able to speak freely and needing a safe place
to discuss their case. In many cases RWO services provided more than a means of simply resolving
issues, offering support to clients already struggling emotionally due to their circumstances. Employees
who had been clients of the RWO also contrasted their experience with their interactions with
management and human resources. In one case, an employee suggested that their encounter with the
RWO was more helpful because:

it felt like a confidential, safe, supportive, all of those things I think was very good for me because like |
said | was in, | was in tears by the time it got to that sort of state... it felt like they were there to help me
whereas my manager,.../they re] going to HR and... getting direction from HR (Employee)

This highlights the concern that while individuals who are empowered by their seniority rely on HR,
employees with less power are more likely to seek support from either their union or the RWO. Emphasis
was also placed on the role that training in conflict management skills and conflict coaching had in
assisting employees who sought assistance to deal with difficult situations in the workplace:

After my work with the respectful workplace, I can...this experience was the best experience for me as a
director, as a manager, but the hardest experience | ever went through in my life. (Employee)
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While clients of the RWO emphasized their positive experience in terms of managing conflict at the
individual level, members of the HR community suggested that the RWO was also able to provide
positive outcomes at the work unit level:

Well I think the process worked really well in the community nursing branch. And I think it worked really
well there because they did take a systems approach...I think part of the difference there was that there
were multiple complainants as opposed to a singular complainant (HR practitioner)

In this case, RWO success was attributed to the ability to stage an intervention that sought to accept input
from all parties and involved considerable efforts to involve all staff in communities throughout the
territory. One HR practitioner described the value of RWO’s commitment to follow-up to see whether the
anticipated outcomes of a process had been achieved:

they provided a much more balanced input and really useful in helping the branch...they revisited it, like
they came back periodically...once they got it going they came back, and they worked on it, revisited it
and they did other periods over a period of | don 't know how long, I would say eighteen months. You
know? So, moving the whole, | mean everyone in that branch, to a new place and a new relationship. (HR
practitioner)

This employee observation confirms that the RWO put considerable time and effort into a sustainable,
lasting outcome to the intervention and that this had a significant impact on “everyone in the branch.” In
this instance, sustained contact between the RWO, and the workplace before, during, and after a conflict
resolution intervention aligns the RWO policy’s goal of supporting long-term systemic change to promote
respectful workplaces. Union representatives also expressed confidence that under the right
circumstances, the RWO can be successful in supporting their union members:

most of the people appreciate what RWO does, we also have been putting a lot of effort into explaining to
members that the process really does work, ‘what RWO does, does work, it’s your department...So, trust
the system, the system works.’

In sum, it seems evident that in its holistic, integrated approach to handling conflict the RWO
has been successful. While the foregoing sections of this report support areas for improvement,
it is clear that the RWO’s way of working with employees and seeking collaborative solutions
has clearly provided an overall benefit to the organization.

4.5.2 SUMMARY
RWO Impact key findings:

e The collaborative nature of the RWO policy has contributed to a change in the way the
harassment and disrespectful conduct is managed by the public service

o Employees who have accessed RWO’s services attest to positive experiences after seeking
support from the RWO

e HR practitioners recognized the success of RWO interventions at the work unit level

e Maintaining the RWO’s ability to follow up and provide long-term support to both individual
employees and entire workplaces is an important aspect of the RWO’s approach to conflict
management
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5.0 Discussion and Analysis

5.1 Introduction

This research has demonstrated that in some cases, the RWO and HR still take a different approach to
addressing conflict in the workplace. Given the complexity and range of issues facing the RWO, there is
no easy answer or ‘quick fix’ to the challenges of aligning the RWO with the HR approaches to conflict
management. However, based on the responses provided by interviewees, steps can be taken supplement
and extend the benefits that the RWO provides to employees. Below | discuss insights drawn from the
interview process, and offer thoughts on ways to increase the overall level of collaboration between the
RWO and departmental HR.

5.2 Collaboration under the RWO Policy

The introduction of a new approach to managing conflict through the RWO represented a fundamental
shift in the way that the Government of Yukon addresses harassment and disrespectful conduct. The
transition from the former Harassment Prevention Office (HPO) to the RWO has led to positive change
within the public service The RWO process is markedly different from the previous approach to
harassment and disrespectful conduct and has improved the overall way that conflict is dealt with via the
RWO policy. The HPO process was ineffective and, in some cases, detrimental to the employees who
required assistance. Change was made possible by the collaborative approach taken in establishing the
RWO. The fact that unions have given up the right to grieve complaints related to disrespectful conduct
and harassment, was noted as a key strength of the process and a foundational aspect of the collaborative
relationships maintained by the RWO.

Nabatchi et al. (2012) outline a framework for collaborative governance that proposes a collaborative
dynamic consisting of three interactive components: principled engagement, shared motivation, and
capacity for joint action (2012, p.5). In a collaborative governance system, these three components work
together to produce joint action to implement change. Continued success of the RWO requires ongoing
cooperation and collaboration amongst all parties to the process. Nabatchi et al. (2012) further suggest
that collaborative actions are more likely to succeed if they align with an articulated shared theory of
action along with the capacity to take joint action towards implementation (2012, p.20). In order to
implement the RWO policy more fully, there is a need to re-engage with departmental HR and clarify a
shared purpose for both parties moving forward.

All respondents identified communication and collaboration as being key to successful outcomes.
However, it was evident that potential for collaboration and strong relationships between the RWO and its
partners in the departments has not yet been fully realized. The RWO has made an effort to reach out to
the HR community at all levels of government. However, in some cases either due to a lack of
comprehension of the RWO’s work and the value that it offers, or intentional avoidance of the RWO
process, not all of the relationships that the RWO has with HR are as strong and effective as they need to
be. One of the ways to renew confidence in RWO processes would be to draw on leadership within the
organization to further champion its work. For instance, presenting evidence of observations by relevant
leaders or even employees stating that the RWO is worth ongoing investment from departmental HR
could help to build trust in the system.
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While in one sense the RWO should necessarily be included in the overall organization-wide range of
services dedicated to developing and supporting employees in their work, there are fundamental
differences in approach that also set it apart. At present, common understanding of how to resolve
problems and address workplace conflict is not consistent throughout the organization. While bodies such
as the RWO Steering Committee have an important role to play in guiding the work of the RWO, it may
be necessary to undertake broader efforts to re-connect with departmental HR. Ultimately, enhanced
collaboration between the RWO and HR necessitates better understanding of the process and skills taught
and practiced by RWO practitioners—what sets their work apart from the HR community as well as
discussion of the ways in which their practices intertwine with the work of HR. Providing further
evidence, of the real benefits of RWO processes for employees, especially to senior decision-makers,
would help to reinforce a clearer sense of the ongoing value that the RWO provides to the public service.

5.3 Barriers to Conflict Management

The RWO performs a variety of roles and interacts at many different levels within the organization, and
some confusion does persist in terms of the RWO’s position relative to that of HR. Based on the results of
the data gathered during the interview process, it is evident that conflict management is viewed differently
by the RWO and HR—both for individuals and organizations within the public service. Employees rely
on the RWO as a place to seek support when they encounter difficult situations at work and obtain advice
about how to handle conflict constructively. In contrast, the HR community and senior executives often
perceive the RWO as part of a larger effort to enhance performance and increase productivity within the
organization by proactively addressing conflict. Despite the guidance provided by the RWO Policy,
which includes a statement of roles and responsibilities, differing expectations of the RWO’s role and
purpose within the organization persist.

Tensions between the formal and informal conflict handling processes facilitated by RWO and HR were
identified as diminishing the effectiveness of the RWO. In some cases, it seems that HR is using its
investigatory powers to override the RWO. There are also instances in HR where conflict remains
unaddressed in workplaces, where management or employees do not have the skills to address the
situation, or where individuals do not feel comfortable asserting themselves to address the issues. In
particular, inequitable power relationships between employees and their managers, and line management
and executives pose ongoing challenges. As one respondent articulated, employees who feel powerless
seek support from the RWO or their union, while their empowered counterparts seek support from HR.
This creates a double standard that ties into the inherently conflictual position of HR practitioners
identified above in the literature review.

Uncoordinated case management resulting in the misdiagnosis of a conflict that can raise further issues or
exacerbate a conflict that would have benefited from an early informal approach to resolution. Both
employees and practitioners highlighted the fact that sitting down to talk openly about an issue, can offer
a path to a meaningful resolution. However, some employees still do not always have this opportunity.
This brings up an issue of fairness of access to justice for employees. To succeed, conflict management
systems need to offer a means of addressing conflict that leverages interventions to balance the interests
of all parties, providing fair and durable resolutions to conflict management interventions. Ensuring
meaningful and consistent participation from all employees and reinforcing the importance of fair access
to conflict resolution with HR practitioners should be a key priority. It is important that HR practitioners
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understand the extent to which the organization can benefit from conflict management processes that are
centered on the needs of individual employees. Allowing employees to speak on their own behalf and
play a role in formulating the resolution to an issue provides numerous benefits, including the greater
likelihood that a conflict may be resolved.

Health and well-being including psychological safety were also highlighted as a key consideration. Some
respondents suggested that in certain cases, the investigative practices or mandate of HR practitioners can
have a detrimental impact on employees, particularly in instances where a workplace conflict is subject to
investigation. There is a need to ensure that the RWO is able to participate and potentially intervene in
cases where an individual has been or has the potential to be harmed by personnel management practices.
The RWO is uniquely positioned to champion and promote the uptake of psychological health and safety
standards in the workplace, as an attentiveness to all aspects of an employee’s emotional and physical
well-being is a fundamental aspect of their practice

5.4 Potential Improvement of the RWO Process

As is discussed above, effective communication—what the RWO actually is, what it is not, and the work
that it does, is key to the acceptance of informal conflict resolution in the Government of Yukon. There is
a need for the RWO to ‘tell its story’ by continually reinforcing the value of matching ADR conflict
resolution practices and approaches to particular conflicts. Doing so is an important form of relationship
building that can help to strengthen the connection between the RWO and its partners in departmental
HR. Communicating not just what the RWO does, and the services that it offers, but also articulating how
informal conflict interventions differ from formal or adversarial approaches, particularly to line managers
and HR staff who deal with workplace conflict ‘on the ground’. One way to foster support is by
continuing to activate leadership from senior executives, union leadership and human resources to
champion the program.

Managers and executive leadership would benefit from additional conflict management training that is
specialized to suit their respective roles in the organization. Continued progress towards the objectives set
out under the RWO policy requires an investment of resources in the RWO itself, including staff
members and resources to develop and enhance training at all levels of the organization. Improved
communication can be facilitated not only through training, but also further alignment and integration of
RWO policy’s principle values, with HR strategies and the overall goals of the organization. Ongoing
meaningful engagement between the RWO and HR at all levels of the government has the potential to
enhance partnerships and improve overall participation in the process.

Finally, ensuring that the RWO remains easily accessible to employees is important. This requires that the
RWO both remain visible within the organization and retain the ability to continue to build constructive
relationships with HR, the unions, and other partners throughout government. One of the key areas for
improvement highlighted by respondents was the connections between workplace stress, mental health,
and interventions to resolve workplace conflict. Where processes have not ended successfully, whether
they were offered by RWO or facilitated through departmental HR, stress can result for employees. In
more serious cases, the outcomes of a workplace conflict can have a significant negative impact on an
individual’s long-term health and well-being. In order to work better together, RWO and departmental
HR will need to take mental and emotional well-being into account as they work to improve the quality of
both conflict management interventions and approaches to personnel management. A joint effort to
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address these important concerns has the potential to not only further integrate conflict management
approaches, but also to clarify the key strengths, and roles and responsibilities of both the RWO and HR.

5.5 RWO Impact

Despite the challenges that face the RWO has made considerable progress and has brought numerous
benefits to the organization. For instance, based on employee responses, this improvement is particularly
evident during individual consultation and coaching sessions. The confidential, supportive environment
that is provided made a significant difference for individuals who accessed RWO services. Being able to
work with a trained conflict resolution practitioner who is trained to listen to a problem and respond with
non-judgmental, constructive advice appears to have made a significant difference to individuals who
have accessed these services.

The RWO also received recognition for its work at the work place level, and the success of larger
interventions that involved entire workplaces or branches. This confirmation of the approach taken by the
RWO is encouraging, but it was also evident that large-scale workplace interventions require a significant
commitment of time and resources over the long term in order to have an impact. It was also evident that
successful interventions at this sale need buy-in and support from the departmental HR team to conclude
successfully. HR practitioners that provided input to the study seemed more comfortable supporting
broader interventions aimed at supporting organizational development. This suggests that this may be an
area of RWO practice where both the RWO and HR may be able to foster greater collaborative action.
While the scope of this research does not allow for conclusions to be drawn regarding impacts across the
entire organization, it seems that the work that is being carried out by the RWO has positively benefitted
many individuals. The success of the RWO is evident in that respondents to this study from all of the
groups of interviewees attested positively to the value of outcomes provided by the RWO. However, it is
difficult to extrapolate the results of this study to the entire work force population of the Yukon
Government.

As of 2018, the RWO has been operational for five years. Statistical analysis undertaken by the RWO
shows that overtime, and workplace issues dealt with by the RWO have remained consistent. As of the
last three fiscal years covered by the analysis, the number of cases handled by the RWO averaged out at
around 239 a year (RWO, 2018). With the number of employees in the Government of Yukon totaling 5,
503 workers in 2017, it is evident that within the system-wide context of government, the RWO only has
the capacity and opportunity to work with a small percentage of the public service work force (Yukon
Bureau of Statistics, 2017). Similarly, employee engagement scores from the 2018 Corporate Results
Employee Engagement Survey indicate that the average score for employees who believe that who think
“In my work unit, conflict is dealt with effectively”” has only increased marginally from an average of 57
out of 100 points to 58 between 2016 and 2018 (Yukon Bureau of Statistics, 2018). This suggests that
promoting further overall change in the culture of conflict management will take time.
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6.0 Recommendations

Ensuring the continued success and growth of alternative, approaches to conflict resolution for the
Government of Yukon requires will require persistence and trust on the part of all parties involved. The
findings of this study suggest that the retention and further development of the RWO as a primary
element in changing the culture of conflict management in the public service is key to supporting this
effort. Implementation of any or all of these recommendations will require an investment of time, effort,
and in some cases financial resources. However, it is anticipated that improvements in the working
relationship between RWO and its HR counterparts will contribute to efficiencies, ameliorate outcomes
for employees, and support a more consistent approach to handling conflict across the public service.

The recommendations are also intended to reflect the key findings discussed in the literature review and
the overall need for balanced interventions reflecting efficiency, fairness, voice and attentiveness to the
emotional well-being of employees. The interview findings have highlighted both opportunities and
constraints to the RWO process that have shaped the impacts of the policy overtime, and influenced the
overall collaborative dynamic between RWO and departmental HR. In order to sustain the RWO policy
into the future, there is a need to revisit the drivers for collaboration that generated the initial impetus to
establish the RWO in 2012.

Three key areas for further development were highlighted during the interview process. First, effective
communication of the role of the RWO, and the work that it does, and the opportunities it offers is
essential to the acceptance of informal conflict resolution in the Government of Yukon. Second, training
was uniformly emphasized as an important means of disseminating information about the RWO and
improving the overall coordination between the RWO and departmental HR. Finally, intake and lack of
HR referral of employees to the RWO represented one of the sticking points where eligible cases could be
prevented from reaching the RWO. The recommendations that conclude the study have been developed to
reflect the data gathered through the literature review, principles established in the conceptual framework,
and semi-structured interview data. It is hoped that they will assist the client in determining next steps.

Opportunities to enhance current practice

Recommendation 1: Expand the mandatory training provided by the RWO to promote awareness of
conflict management across the organization. This would include multi-day courses for employees,
managers, and departmental HR staff including:

e Mandatory awareness training provided to HR practitioners to raise awareness and skill in
conflict management within the HR community, promote familiarity with the RWO policy, and
provide evidence of benefits provided by RWO interventions an approach

o Dedicated training courses and outreach for Government of Yukon senior leadership to promote
stewardship and awareness of the RWO value from the top down

e Mandate regularly scheduled refresher or update training courses for employees who have already
received RWO familiarization training to provide a follow-up to initial RWO training and
reinforce foundational skills

e Incorporate mandatory RWO familiarization training incorporated into the Government of
Yukon’s onboarding process for new employees
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Recommendation 2: Enrich RWO training for all employees to address present gaps in awareness and
understanding of the RWO policy and conflict management skills. Additions to training offerings should

include:

Applying a range of approaches and learning methods including extended role-playing activities
around mediations and facilitated conversations that reinforce key concepts in an experiential way
Outlining learning objectives that encourage and assist employees to practice what they have
learned and implement knowledge and skills in the workplace

Hiring outside facilitators to present additional courses on mediation skills or conflict coaching
for managers and senior leadership and increase the frequency and availability of conflict
management training available to all employees.

Opportunities for ongoing improvement

Recommendation 3: Extend outreach to HR practitioners with a focus on clarifying expectations,
recognize the interdependent nature of RWO and HR roles and responsibilities, due process in
investigations, and the role of the HR professional in relation to the RWO Policy.

Recommendation 4: Work with departmental HR to revise and update Standards of Conduct guiding HR
Investigations. A revised approach would include the following:

Establishment of a committee including RWO and departmental HR, along with PSC labour
relations, open to all departments to develop a common protocol or procedure to integrate conflict
principles with the investigative process.

Discussion of ethics, power dynamics, and steps to take when processes break down.

Emphasis on renewed commitment to collaboration at all stages of the investigative process and a
more integrated approach to the well-being of workers

Outline of roles and responsibilities that encompasses all levels and kinds of interaction between
HR, RWO, PSC and line managers in the workplace

Explicit recognition of psychological health and safety standards, and the need for a safe
environment within the process.

Recommendation 5: Develop an integrated interest-based communications strategy and improve internal
(Yukonnect) and external (public) RWO websites. The RWO website should be revised and updated to
provide details about the services that it offers and provide specific evidence of internal organizational
improvements or benefits attributable to the RWO:

Arrange resources for employees in a ‘one window’ format,” that explains how HR processes and
procedures fit in with services offered by the Respectful Workplace Office.

Provide testimonial or examples of successful case work outcomes to better ‘tell the story’ of the
RWO

Develop visual or workflow diagrams to depict intake and referral to the RWO for employees to
map out available RWO resources and options available to individuals requiring assistance.

Opportunities for long-term transformational change
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Recommendation 6: Re-engage with Government of Yukon senior executive leaders on an annual basis
to discuss the ongoing sustainability of the RWO and strengthen organization-wide strategies that support
ongoing change in the culture around conflict in the public service

Recommendation 7: Celebrate and acknowledge successful collaboration between RWO, YEU, YTA,
and departmental HR, upholding these examples to provide inspiration for future change.
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7.0 Conclusion

Although the scope of this research is relatively narrow, this study has provided a window into the
organisational and individual outcomes of the RWO. The aim of this research was not to validate the
impact or outcomes of particular interventions. Instead, this study has sought to understand how a conflict
management system might become increasingly more integrated over time within a large, complex
organization that manages employee relationships and the organizational environment through multiple
practices and approaches.

Although it has been five years since the initial implementation of the RWO policy, the new approach to
handling conflict is still emerging. Further efforts need to be made to ensure that efforts to change the
culture around conflict management in the Yukon government are sustained. After analysing the results of
the literature review and semi-structured interviews it was apparent that the RWO policy has contributed
successfully to changing perspectives around conflict in the workplace. Numerous constraints like RWO
capacity, divergent values and philosophies around conflict, and even the far-flung geography of the
Yukon create unique challenges. However, the outcomes of this research show that the RWO does
provide an effective mechanism for dealing appropriately with harassment, disrespectful conduct, and
workplace conflict.

This research makes a contribution to the overall body of literature on conflict management systems in
Canada. In addition to Yukon, several provincial governments including Nova Scotia and British
Columbia have similar Respectful Workplace Bodies in place within their respective public service
organizations. However, relatively little is known about the status of these organizations, the outcomes
that they provide to employees, or the extent to which informal ADR-oriented conflict resolution
approaches make up their practices. In particular, further opportunities exist to assess these processes
through the lens of collaborative governance. Such gaps in the literature provide an opportunity for other
researchers to compare interest-based conflict management systems in different systems in terms of their
varying components and the collaborative relationships that contribute to their operation.

Overall, the experience of developing and implementing the RWO shows how an organization can alter
its approach to handling conflict. The Government of Yukon has taken a unique approach to addressing
workplace conflict that is unique and unparalleled in similar institutions throughout the country. While
the transition to the new policy is still a work in process, the establishment of the RWO represents an
important step forward towards changes that will support further innovation and provide ongoing benefits
to employees into the future.
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Appendices
Appendix 1 — Recruitment Documents

. Introductory Letter from the RWO

To: ...
Subject: Conflict Management Research

I am supporting a research project on employee engagement, conflict resolution and mental health within
the Yukon public service. One of the goals of the project is to identify ways to better integrate conflict
resolution services offered by the respectful Workplace Office and Human Resources services for
government employees.

The researcher, Patrick Bradley, is a graduate student in the Masters of Dispute resolution (MADR)
program at the University of Victoria. Patrick is also currently employed as a co-op student with the
Department of Energy, Mines and Resources in Whitehorse.

[Senior Leaders/Managers]

Part of the research involves understanding how conflict is managed within Yukon government. You have
been identified as a senior leader with considerable knowledge and experience of the challenges and
opportunities in the provision of conflict management services to Yukon public servants.

[HR Personnel]

Part of the research involves understanding how conflict is managed within Yukon government. You have
been identified as a [HR professional] with considerable knowledge and experience of the challenges and
opportunities in providing Human Resources and conflict management services to the Yukon public
servants.

[Union/Labour Representatives]

Part of the research involves understanding how conflict is managed within Yukon government. You have
been identified as a [union representative] with considerable knowledge and experience of the challenges
and opportunities in Human Resources and conflict management services provided to the Yukon public
servants.

[Employees]

Part of the research involves understanding how conflict is managed within Yukon government. You have
been identified as a [Yukon government employee] with knowledge and experience of the challenges and
opportunities in Human Resources and conflict management services provided to the Yukon public
servants.

If you are willing to assist with this research, | would appreciate your participation in an in-person semi-
structured interview that Patrick will be conducting for the project. The interview will be 45-60 minutes
in duration and be scheduled at your convenience.

Please review the attached consent form before agreeing to participate in the research. You will not be

asked to share confidential information as a part of this research study. Choosing not to participate in this
study will have no repercussions on employment standing, or relationships with the researcher or with
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myself as the RWO Director, and client of this study. The RWO will not be directly involved in the
research and will not have access to the original data.

Patrick will disseminate the results of the research to us to inform the work of the RWO. You will be
provided with the opportunity to review the draft report once it is completed to ensure that no private or
confidential information is made public as a result of your participation in the study. Your name and
contact information will only be shared with Patrick if you agree to allow the disclosure. If you are
interested in participating, please contact me in the next few days and I will provide you with Patrick’s
contact information to schedule an interview date.

Thank you for your consideration,
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1. Email script to set interview times from researcher

Dear, ...

Thank you for your interest in my study entitled Aligning Human Resources and Conflict Management
Services in Yukon Government.

As a graduate in the Masters of Dispute Resolution program at the University of Victoria, | am carrying
out research for my client the Yukon government’s Respectful Workplace Office (RWO). The report that
results from the research will be presented to them, but all data gathered will remain anonymous and
confidential.

The purpose of the research project is to determine how the RWO could work better with Yukon
government’s departmental human resources to provide conflict management resources to public service
employees. The research will also ...

If you consent to voluntarily participate in this research, the process will involve answering a series of
guestions during a semi-structured interview. The time commitment required for participation in the
project will not exceed one and a half hours, with the interview itself taking 45-60 minutes. You will have
an opportunity to review the draft report once it is completed to ensure that no private or confidential
information is made public as a result of your participation in the study.

Is there a convenient time this month for you to participate in an interview? | have availability:
... available interview slots

We can meet either at your workplace, or at some other location that is most convenient for you. If an in-
person interview is not convenient, we can schedule a telephone interview.

If you agree to participate, please contact me at pbradley@uvic.ca or (250) 882-9561 to schedule a
meeting at your convenience. If you do decide to participate, you may withdraw at any time without
consequences or explanation. In the event that you withdraw from the research, your data will not be
used, and immediately destroyed.

Please do not hesitate to contact me if you would like further information.
Thank you,
Patrick Bradley
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ii.  Follow-up email script
Hello ...

You indicated interest in taking part in my research project entitled 'Aligning Human Resources and
Conflict Management Services in Yukon Government.’

I apologise for bothering you again, but | am hoping to arrange an interview with you to gain your
perspective on this topic. The interview itself should take approximately 45-60 minutes.

Are you still able to participate in the research? | am hoping to schedule my remaining interviews before

Thank you,
Patrick Bradley
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Iv. Informed Consent Document — Interviews

University Participant Consent Form
of Victoria

Aligning Human Resources and Conflict Management Services in Yukon Government

You are invited to participate in a study entitled “Aligning Human Resources and Conflict Management
Services in Yukon Government” that is being conducted by Patrick Bradley. I am a graduate student in
the department of | am a graduate student in the department of School of Public Administration at the
University of Victoria. You may contact the me if you have any further questions at (250)-882-9561 or
pbradley@uvic.ca.

As a graduate student, I am required to conduct research as part of the requirements for a Master’s degree
in Dispute Resolution. It is being conducted under the supervision of Dr. Tara Ney. You may contact my
supervisor at (250)-592-1966.

The client for this research is the Yukon government’s Respectful Workplace Office (RWO), and RWO
Director Cheryl McLean. The results of this research will be presented to my client, but the primary data
collected during the study will remain confidential and anonymous.

Purpose and Objectives

The purpose of this research project is to find out explore how improved integration between Human
Resources and the RWO can contribute to conflict management capacity in Yukon government. | am
interested in finding out how services are currently being delivered, and what is necessary to create a
more seamless conflict management system within the Yukon government. Ultimately, the goal of this
project is to provide the Respectful Workplace Office with reccomendations that The objective of the
research is to address the following:

¢ How can Human Resources and Respectful Workplace Office work together to improve conflict
management capacity in Yukon government?

e What factors contribute to a more seamless conflict management system within the Yukon
government?

o Are there ways that the RWO can encourage further use of conflict management resources by
employees?

Importance of this Research

This research will assist the RWO in improving the way that it delivers conflict management services to
public service employees. Providing recommendations to the RWO will assist in the further integration of
conflict management resources for Yukon government public servants. The research also has the potential
to contribute to employee well-being and promote respectful, healthy and well-functioning workplaces
within Yukon government.

Participant Selection
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You are being asked to participate in this study because you have experience or expertise relating to the
topic and processes under consideration by this research.

What is involved
If you consent to voluntarily participate in this research, your participation will include a single in-person
interview conducted by Patrick. The details of the interview process are as follows:

e The interview will be approximately 45-60 minutes in length and will be scheduled to take place
at your convenience

o | will provide a copy of the interview guestions in advance so that you may review them prior to
the interview

e On the day of the interview, | will meet with you at a location of your choosing.

o | will also request your explicit consent to make an audio recording of the interview and take
hand written notes on your responses to create a transcript afterwards that will support the
research process. You may decline audio recording during the interview.

¢ You may also decline to answer any of the questions asked during the interview.

e Once the research is complete, all written documents relating to the interview process including
transcripts and audio files will be either destroyed or digitally erased.

Inconvenience

Participation in this study may cause some inconvenience to you, including time necessary to participate
in the interview, and any other time spent in preparation for the conversation or adjusting your schedule to
accommodate the interview. Completing the interview outside of work hours may also be arranged.

Risks

This study is considered to be of “low-risk” as defined by the Tri-Council Policy: Participants will not be
subject to any physical harms greater than those encountered in their everyday life as it relates to this
research. However, due to the potential for discussion of sensitive subject matter relating to workplace
conflict or disputes, there are some potential risks to you including emotional, social, or psychological
discomfort. You will be provided with the opportunity to review interview questions prior to our
conversation. As participation in the study is completely voluntary, you may decline to answer questions
during the interview, and may withdraw completely at any point without consequence.

Discussion of work-related conflict may implicate third parties who have not consented to participate in
the research. There is also a possibility of reputational harm, loss of status or respect, alienation or stigma
if sensitive or private information is disclosed in the research report. To prevent these risks, and protect
all study participants, you will be asked not to provide names or discuss easily identifiable situations
during the research interview. Participants will be identified by function or role only in the final analysis,
and you will have the opportunity to review the report prior to its dissemination to ensure that your
privacy has been protected.

Benefits

The potential benefits of your participation in this research include the opportunity to assist the Respectful
Workplace Office improve the integration of its services. A copy of the completed report will be available
to all study participants upon request once the study has concluded. Additionally, your participation will
help to indicate the effectiveness of the Respectful Workplace Policy, and contribute to recommendations
to the RWO that will promote principles outlined in the policy.

Voluntary Participation

64



Your participation in this research must be completely voluntary. If you do decide to participate, you may
withdraw at any time without any consequences or any explanation. If you do withdraw from the study
your data will either:

e Be used in the study only with your consent or
o Not be used in the study and destroyed

Anonymity

You will be anonymous in the dissemination of the results of the research. The names of participants and
their respective positions, departments or institutions will be omitted in the dissemination of this research.
No references to your specific workplace or organization will be made, and you will be referred to by
your function or role only in the final report. However, due to the small population if the research sample,
your anonymity may be limited during the data gathering stage. However, your anonymity will be
maintained at all other phases of the project. Participants will be encouraged not to disclose the names of
specific individuals in response to interview questions.

Confidentiality

Your confidentiality and the confidentiality of the data will be protected by coding each interview (e.g.
‘Participant 1.” ‘Participant 2’) and through control over access to research data. Once handwritten notes
and audio files have been transcribed by the researcher to an electronic file, they will be destroyed.
Electronic files will be stored in a password protected file on the researcher’s personal computer, and all
paper hard-copy documents will be stored in a locked cabinet. Research data will not be made available to
the Respectful Workplace Office, and the only information shared will be in the form of the final research
report.

Dissemination of Results

It is anticipated that The results of this study will be shared with others during the final defense of the
final ADMIN 598 project. The defense is attended by the client, the academic supervisor, another faculty
member and any individuals from the community who may wish to attend. The final report will be
available to you as well as other participants in the research. The data collected will not be analysed now
or in future for any purposes other than this research project.

Disposal of Data

Data from this study will be disposed once the research has been concluded. Paper files will be shredded
and all audio and electronic files will be deleted

Contacts

Participants may contact the researcher or academic supervisor at any time to verify the ethical approval
of this study or state any concerns they might have about the research.

Patrick Bradley, researcher Dr. Tara Ney, supervisor
(250) 882-9561 (250)-592-1966
patbrdl@gmail.com tney@uvic.ca

In addition, you may verify the ethical approval of this study, or raise any concerns you might have, by
contacting the Human Research Ethics Office at the University of Victoria (250-472-4545 or
ethics@uvic.ca).
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Your signature below indicates that you understand the above conditions of participation in this study,
that you have had the opportunity to have your questions answered by the researchers, and that
you consent to participate in this research project

Name of Participant Signature Date

A copy of this consent will be left with you, and a copy will be taken by the researcher.



Appendix 2 — Sample Interview Questions

Questions:

1. Please tell me about yourself—what is your current position, and how long have you worked with
the Yukon Government?

2. Inyour experience, what kind of support for conflict management exists in your workplace (if at
all)?

3. What experiences or involvement have you had with the respectful workplace office?
4. What is your understanding of the relationship between the RWO and Human Resources?

5. Overall, what works well in terms of Yukon government Human Resources responses to
workplace conflict?

6. Inwhat ways might Human Resources response to workplace conflict be improved?

7. Are RWO services complimentary to the services provided by Human Resources?

8. What recommendations (if any) would you provide to improve coordination between the RWO
and Human Resources?

9. In your experience do any other needs exist for conflict management processes in the Yukon
government that are not currently being met by available services?

10. Do you have any additional comments or suggestions?



Appendix 3 - RWO Complaint Process

Employee manages
conflict in the workplace
informally

No

Individual attempts to
manage conflict in the
workplace informally

Employee requests
assistance from RWO

RWO Director or delegate
assesses issue and
workplace context.

Decision taken to accept
the case / complaint

A4

Consultation with
departmental HR and the
union(if applicable).

4

Response 1o a reguest for
assistance determined
(i.e. conflict coaching,

referral 1o manager,
mediation etc.)

RWO develops
communication plan in
collaberation with HR,
management, depuly

heads, unicn etc.

Intervention(s)
implemented

RWO will develops follow-
up plan for intervention,




