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Executive Summary

On Nov. 2, 2007, Gov. Bill Ritter Jr. issued Executive
Order D 028 07, entitled “Authorizing Partnership
Agreements with State Employees.” Since then,
considerable discussion, speculation and assertions have
focused on how the partnership agreements will affect
the operation of state government.

To help inform the debate surrounding this issue, the
Bell Policy Center reviewed the research on labor
management partnerships and the effects they have had
on government agencies and private companies that
have implemented them. This issue brief addresses four
questions:

* What are labor management partnerships?
+ Where have they been used?

* What effect have they had on government agencies
and private companies that have implemented
them?

* What lessons can Colorado state government draw
from the experience of other organizations that
implemented labor management partnerships?

Labor management partnerships (LMPs) are formal
agreements that allow employees and managers to
negotiate over issues of mutual concern. While the
research on labor management partnerships is limited,
it strongly suggests they have been used by a wide
range of public entities and private businesses with
generally positive results.

Summary of conclusions

On balance, the research on labor management
partnerships finds them to be positive.

LMPs have been found to improve labor-
management relations and to increase worker
participation in decisions affecting their work. In some
cases, the changes brought about by labor management
partnerships have resulted in better performance
outcomes, such as improved customer service, more
efficient work processes and cost savings.

Labor management partnerships:
Research from the public
and private sectors

Most partnerships have been implemented in
unionized workplaces that have collective bargaining.
To a large extent, they have been used to shift labor-
management relationships away from being adversarial
and toward being constructive.

To some extent, Colorado will be breaking new
ground by creating labor management partnerships in a
setting where collective bargaining does not already
exist.

Based on these observations, we make the following
recommendations for the implementation of labor
management partnerships in Colorado state government

Summary of recommendations

1. Labor-management partnerships should focus on
issues that state workers and managers agree need
to be addressed, where joint action from both sides
would result in more effective solutions, where
immediate action is needed and where both sides
are committed to addressing the issues.

2. The Colorado partnerships should focus on those
issues related to improving the performance of state
government. Other organizations have successfully
used partnerships to focus on these types of issues,
resulting in improved services.

3. At the outset of the partnership, the agencies
involved should develop mechanisms to collect the
necessary data so they can evaluate the effects of
the partnership on improving operations.

4. The results of the partnerships on agency operations
should be reported to the governor and the
legislature at least annually and made readily
available to the public.

5. The state should be committed to providing the
necessary training and upfront support to ensure
that both managers and workers involved in the
partnership have the necessary skills to effectively
implement partnerships.
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1. What are labor management partnerships?

Labor management partnerships are formal
agreements that provide a mechanism for representa-
tives from labor and management to review, discuss and
build consensus on issues relating to work processes and
methods for improving the quality of services.

Labor management partnerships are a response to
the challenges of traditional, hierarchical-based
management. They most often consist of an established
team that includes representatives of labor and
management who work together to create more efficient
ways of accomplishing the organization’s goal.

Labor management partnerships seek to engage all
employees in the mission and vision of the organization
in an effort to increase its all-around effectiveness.
Generally, they focus on at least one goal that both
labor and management have in common and can work
on together.' The way an organization chooses to
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implement and maintain its labor-management
partnership depends on the organization’s goals and
work environment.

Just as no two organizations are the same, no two
partnerships are the same. The goals of individual labor
management partnerships are as diverse as the
organizations that use them. Generally, labor
management partnerships have been focused on
improving organization operations in four areas: labor-
management relationships, customer service, efficiency
and effectiveness, and employee satisfaction.

Effective labor management partnerships focus on
areas that both sides agree need improvement and joint
action to address. Some organizations have
implemented labor management partnerships during or
following a crisis because it provides a common goal for
all parties involved.? Crises caused by safety issues or
financial problems have often prompted companies to
implement labor management partnerships.

Background on Gov. Ritter’s
executive order authorizing partnership
agreements with state employees

The labor management partnerships authorized by Gov.
Ritter's executive order are intended to cover items related
to improving government services, achieving efficiencies
and establishing the framework for discussing issues of
mutual concern to employees and the state.’

The executive order allows classified state employees
to choose a certified employee organization to represent
them in discussions with the state. Different groups of
employees could elect different organizations to represent
them, and several certified employee organizations could
be authorized to negotiate labor management partnerships
with the state.

To form partnership agreements, representatives of the
certified employee organizations will negotiate with the
governor's designee representing the executive branch.

A labor management partnership may be created on a
statewide, occupational group or departmental basis.
Depending on the scope of the partnership, the
negotiations would include the governor's designee,
executive directors of relevant state agencies, and

executive officials charged with administering issues
subject to the agreement, such as the director of the
Department of Personnel and Administration.

Depending on its scope, a labor management
partnership is subject to approval by the executive director
of the relevant state agency and/or officials charged with
administering issues covered by the labor management
partnership. The governor has the final say in creating
every labor management partnership and must approve
each partnership before it can take effect.

To comply with the executive order, partnership
agreements cannot be used to affect total employee
compensation, diminish the authority of department heads
for the operation and management of personnel systems in
their departments, or permit binding arbitration. The
executive order expressly prohibits engaging in or
threatening a strike, work stoppage or work slow down.

A recent opinion issued by Colorado Attorney General
John Suthers determined that under current law, state
employees have a limited right to strike. The governor's
executive order may further limit this right, but Suthers’s
opinion stated that the order “cannot override the
legislatively-created right to strike for all state employees.”
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2. Where have labor management
partnerships been used?

Labor management partnerships have been used by
a wide variety of organizations and are found in the
public and private sectors. Kaiser Permanente and the
city of Indianapolis have received considerable attention
for their use of labor management partnerships, but
they are only two of many.

In 2003, the Public Sector Labor-Management
Committee and Harvard’s John F. Kennedy School of
Government identified 53 labor management
partnerships used by public education, police, social
services and water agencies across the country.’

Since 2005, American Rights at Work has published
an annual Labor Day List that highlights public and
private organizations that have successfully implemen-
ted labor management partnerships. American Rights
at Work is a policy, research and analysis organization
based in Washington, D.C., that advocates for protection
of workers’ rights. Partnerships on the list have been in
place for one to 10 years. Table 1 (page 4) presents a
summary of the organizations identified by American
Rights at Work and the effects of labor management
partnership, as reported by each organization.

The Front Range Economic Strategy Center (FRESC)
has identified 18 public organizations and governments
that have used labor management partnerships.® The
FRESC list includes the Ohio state government Quality
Services Through Partnership initiative, Massachusetts
Highway Department partnerships related to highway
maintenance, and partnerships within the Connecticut
Department of Developmental Services (formerly
Department of Mental Retardation).

Most of the labor management partnerships
identified in these research reports were successful. It is
possible that there have been times when partnerships
have been used and did not work out, but were not
documented for various reasons.

Most partnerships have been implemented in
unionized workplaces that have collective bargaining.
To a large extent, they have been used to shift labor-
management relationships away from being adversarial
and toward being constructive. In fact, many have been
implemented to address problems stemming from very
negative or even hostile labor management relations.

Colorado will be breaking some new ground by
establishing labor management partnerships in a state
government that does not have collective bargaining.
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3. What effects have labor management
partnerships had on government agencies
and private companies
that have implemented them?

Because most labor management partnerships were
established to address specific problems with labor-
management relations, many of the studies focus on
how the partnerships affect these relationships. Many
studies also focus on the factors that make LMPs
effective. Fewer studies have assessed the effects of the
partnerships on operations such as customer service,
efficiency and productivity.

We present the results of research on the effects of
labor management partnerships in the federal
government, the city of Indianapolis, and health care
company Kaiser Permanente. We also describe a labor
management partnership currently used in the Douglas
County School District and present the comments of the
superintendent and teachers union president.

We chose the first three partnerships because there
has been a fair amount of academic research
documenting how they worked and the outcomes they
produced. We chose the Douglas County School District
because it is an example of an existing partnership in
Colorado.

Labor management partnerships
in the federal government

Labor management partnerships became an
important part of government during the Clinton
administration. The National Performance Review
(NPR),” led by Vice President Gore in 1993, assessed the
performance and efficiency of federal government
operations. The NPR recommended numerous changes
to “reinvent government” and counter the low level of
public trust in the government to perform effectively.
Empowering federal government employees was a core
principle of the NPR and seen as a critical step in
carrying out the other recommendations to reinvent
government.

President Clinton issued Executive Order 12871 in
1993, directing the heads of federal agencies to create
partnerships and establishing the National Partnership
Council to oversee the implementation of the
partnerships. Labor management partnerships were
created as a means to empower federal employees and
overcome what was considered at the time a very hostile
labor-management relationship.
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Table 1. The effects of labor management partnerships in selected organizations

Work environment Effectiveness
Customer
Labor- satisfaction
Work . -
management " Quality Efficiency
. conditions
relations

Addus Healthcare Inc. v v

Allina Hospitals & Clinics v/ v v

American Electric Power v 4

AT&T v/ v v v

Boh Bros. Construction Co. v 4 v

Brightside Academy v v v v

Catholic Healthcare West 4 v v

Cingular Wireless 4 v v v

Costco Wholesale Corp. 4 v v

DoubleTree Hotel, San Jose 4 4

Douglas County School District 4 4 v

Edward Kraemer & Sons, Inc. 4 v v

Harley-Davidson Motor Co. 4 v v v

Jackson & Perkins v v v v

Kaiser Permanente v v v v v

McAninch Corp. 4 v

Montfiore Medical Center v 4 v

NHS Human Services 4 v v

North Philadelphia Health System v/ v 4

SCA Tissue North America v v v

Stromberg Metal Works, Inc. v v v

Swanton Berry Farm 4 v v v

Thompson Electric, Inc. v v v

Beginning in 2005, American Rights at Work released an The categories “labor-management relationships” and

annual list of companies and organizations that use labor “work conditions” include factors such as access to
management partnerships. This chart describes the education and training, wages and benefits, and absenteeism
partnerships’ effects as reported by these organizations. and turnover. “Quality” refers to quality of services or
A check mark (v') indicates a positive effect. products; “efficiency” is measured by an increase in profits or

reduction of costs.
Y8 Online at
www.americanrightsatwork.org/labor-day-list/updates/
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President Bush issued Executive Order 13203 on
Feb. 17, 2001, revoking President Clinton’s order.” The
Bush order dissolved the NPC and rescinded agency
directives implementing partnerships.

The labor management partnerships created in
response to President Clinton’s executive order have
received considerable analysis. Below are summaries of
three reports — the first is a study commissioned by the
National Partnership Council, the second an annual
report by the U.S. Office of Personnel Management, and
the third a cost-benefit analysis conducted by the Booz-
Allen and Hamilton consulting firm on the U.S.
Customs Service partnership.

National Partnership Council study:" In 1999,
the National Partnership Council commissioned a study
to evaluate the effects of labor management
partnerships on federal agency performance. Eight
federal agencies participated, and 61 specific
partnerships were studied. These included six agency-
wide partnerships and 55 smaller partnerships within
agencies.

The researchers conducted surveys and structured
interviews with partnership participants and examined
data describing partnership operations. They focused on
how well the partnerships worked, whether labor-
management relations improved and how the
partnerships affected the organization.

While not all the partnerships proved effective, the
researchers concluded that the overall effect of
partnerships was positive. The study concluded that
LMPs resulted in improvements to labor relations,
labor-management communication, internal customer
service and organizational culture. On the other hand,
those surveyed reported that overall productivity,
quality, customer satisfaction and cost savings were not
significantly affected, positively or negatively.

The researchers found that cost savings came from
fewer labor-management disputes. They also found that
LMPs that focused specifically on improving customer
satisfaction, reducing workplace disputes or increasing
productivity achieved demonstrable results."

The researchers concluded that the most successful
partnerships:

Received high levels of support from management
and labor.

Provided appropriate training to all participants,
such as relationship skills for management and
knowledge skills for labor.

1 Labor management partnerships
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* Benefited from the presence of strong unions that
effectively represented the views of workers and
communicated the results of partnership decisions
to workers.

Office of Personnel Management report:” In a
December 2000 report to the president, the U.S. Office
of Personnel Management compiled information from
federal agencies on the effects of labor management
partnerships. The researchers found that most federal
agencies collected little quantitative data to support
conclusions about the effects of partnerships. OPM
asserted that most agencies found it difficult to measure
the effects of changes in labor-management relations on
the performance of large, complex organizations.

The Social Security Administration and the U.S.
Customs Service were two agencies reported to have
developed detailed analyses to judge how the labor
management partnerships affected agency performance
and to measure partnership costs and benefits.

OPM reported that the partnership between the
Social Security Administration and the Association of
Federal Government Employees changed the way
workers handled calls on the agency’s toll-free customer
service phone line, producing dramatic gains in
customer service. OPM reports that in 1995, the Social
Security Administration outscored other organizations
for customer satisfaction with its toll-free line,
outperforming companies such as Nordstrom, L.L. Bean
and Xerox. In 1999, the agency’s toll-free line received
an overall customer satisfaction rating of 88 percent,
with its staff receiving a 90 percent score for courtesy.

U.S. Customs Service: The U.S. Customs Service
and National Treasury Employees Union (NTEU)
developed a labor management partnership in 1994 that
extended from headquarters to each port of entry.
Customs contracted with Booz-Allen Hamilton (BAH) to
analyze the partnership, comparing the costs of
“partnership management” with the savings generated.

BAH considered savings from fewer labor disputes,
less time at the bargaining table and initiatives that
improved agency operations. Initiatives to improve
performance generated the majority of the benefits: a
$1.25 payoff for every $1 invested.” Overall benefits
exceeded costs by $3 million between 1994 and 1998."

Through the partnership, Customs and NTEU
developed a strategy to increase narcotics seizures at
the borders. “Operation Brass Ring” resulted in a 42
percent increase in narcotics seized and a 74 percent
increase in drug money seized over the six-month life of
the initiative.”
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Labor management partnerships in
Indianapolis city government

Indianapolis voters elected Republican Stephen
Goldsmith as mayor in 1991. Goldsmith ran on a
platform of privatizing city services. When he took
office, Mayor Goldsmith faced a declining population,
weak property tax base and a budget deficit. He saw
privatizing government services as a means to increase
productivity, reduce costs and help eliminate the deficit.

City departments also faced internal problems that
affected performance. Procedures for purchasing
equipment were cumbersome and work crews often sat
around waiting for necessary supplies to arrive.
Employees had little input in purchasing decisions, and
In many cases equipment purchased by the city did not
meet performance standards. Labor management
relations were often hostile, morale was low,
absenteeism was high and work practices were
inefficient.

Goldsmith’s threat of privatizing public services and
pressure to run city services more efficiently forced a
creative solution, according to University of Indiana
research documenting the process.' Union and
management leaders asked for an opportunity to bid on
contracts for public services. Members of the Association
of Federal, State, County and Municipal Employees
negotiated guidelines so city employees could bid on
contracts and compete fairly with private contractors.

During this process, a labor management
partnership was created within the public works
department. It took more than three years to build the
partnership, but it took hold and resulted in improved
operations. Trash collection, leaf collection and pothole
repair were done more efficiently and effectively. Under
the partnership, workers had a say in equipment
purchases, resulting in better decisions and equipment
appropriate for the department’s needs.

City employees participating in the partnership
effectively competed with private companies, winning
two-thirds of the contracts they bid on. Before the
implementation of the partnership, private contractors
won half the city’s snow removal contracts. Based on
changes through the partnership, public works
department employees won back all the contracts
through competitive bidding.

The partnership also yielded improved labor
management relations. Formal grievances declined from
250 1n 1993 to one in 1997 and one in 1998. Accident
rates also fell by 80 percent.
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Mayor Goldsmith, who finished his term in 1999,
writes that the managed competition system put in
place during his administration led to service-oriented
partnerships. He credits to the city’s labor management
partnerships for:

* Moving the city from a deficit in 1992 to a $102
million surplus by 1998.

+ Increasing customer satisfaction with city services.

+ Allowing the city to reduce property taxes four
times."”

Goldsmith advocated privatizing government
services as a tool for increasing efficiency, but found
that labor management partnerships were just as
effective, if not more so, at achieving his goals. “Public
employees are an easy scapegoat,” Goldsmith said in
1998, “but when union workers are given the freedom to
put their own ideas into action, they can be as
innovative, effective, and cost-conscious as their private-
sector counterparts — and they can prove it in the
marketplace.”"®

The University of Indiana researchers, Barry Rubin
and Mark Rubin, professors in the School of Public and
Environmental Affairs, concluded that the partnership
was effective because leaders on both sides had a strong
commitment to the partnership and projected this
commitment throughout the organization. They also
found that giving all workers the opportunity to
participate in the partnership, while providing union
protection in the process, strengthened the partnership.

Finally, the researchers highlighted the connection
between the collaboration of labor management
partnerships and collective bargaining. Collective
bargaining addresses issues such as salary, benefits and
time off. Collaboration and labor-management
partnerships address less tangible workplace issues,
such as feeling valued and engaged. The authors believe
the approaches complement each other and should
handled as connected but parallel processes.

The researchers concluded that an established
collective bargaining relationship is a key element for
developing a labor management partnership. The
inadequacy of the existing collective bargaining
relationship in Indianapolis led both sides to seek a
different type of relationship.

Colorado state government differs from Indianapolis
in that it has no collective bargaining process. However,
the Indiana researchers asserted that union
representation for city workers added to the success of
the Indianapolis partnerships.
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Labor management partnership
in Kaiser Permanente

Kaiser Permanente is well known for its labor
management partnership, formed in 1997. It is the most
ambitious partnership in the United States and one of
the most comprehensive and complex. It has also been
well documented and studied throughout its
implementation, so it serves as an excellent case study
of labor management partnerships.”

Throughout Kaiser’s partnership, there have been
changes in leaders, contract negotiations and difficulties
with integrating the partnership model into ongoing
operations. Throughout the experience, however, Kaiser
has remained a strong advocate for the partnership
model.

Kaiser has a highly decentralized structure with
significant control and decision making at the local
level. As a result, most of Kaiser’s partnerships are
implemented within local clinics, hospitals and regions.
This results in differing levels of implementation,
support and success at each location.

Researchers at the Massachusetts Institute of
Technology Sloan School of Management evaluated
implementation and effects of the partnerships. By
Iinterviewing participants, reviewing records tracking
the work of the partnerships and attending partnership
meetings, the researchers developed case studies to
reach broad conclusions.

The achievements of the partnerships between 2002
and 2004 include:

+ Creating joint efforts to successfully address serious
financial crises and budget problems.

+  Expanding the number of partnership projects and
the number of employees involved.

+ Improving employees’ satisfaction with their role in
decision-making, and with their managers’
willingness to use employee ideas for improving
operations.

+ Improving employee satisfaction with Kaiser as a
place to work.

* Reducing grievance rates in most locations by
significant amounts.

* Increasing efforts to involve union members in
marketing Kaiser’s products, which helped expand
and retain customers in several locations.
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+ Realizing cost savings in one-time budget cuts, such
as reductions in hours worked or staffing, without
resorting to layoffs.

+ Improving safety conditions and reducing
absenteeism in specific locations.

There has been less progress in meeting several of
the partnership’s initial goals, such as:

+ Taking the achievements resulting from one-time
cost savings efforts and incorporating them into day-
to-day management and work processes.

+  Expanding improvements in safety conditions,
attendance and market growth beyond specific
locations to the Kaiser system nationwide.

+ Tracking the effect partnership activities have had
on improving Kaiser’s return on investment and
delivery of quality health care.

The last point is important. Although Kaiser’s
operating profits have improved steadily since the
partnerships have been implemented, there was no data
to show the extent to which partnerships may have
contributed to these outcomes. Efforts have been made
to collect data and develop methodologies to evaluate
these effects. However, the researchers were frustrated
with the lack of data and reliable measures to judge the
effects of the partnership on outcomes, such as patient
care. They identified Kaiser’s tradition and culture — a
decentralized structure that promotes local decision-
making — as the major reason this data had not been
collected.

Expanding on the effect of the partnerships on
customer service and other measures of quality, the
researchers compared data collected by Kaiser to
outcomes found in other industries. For example, Kaiser
conducts a periodic employee survey at all of its
hospitals and clinics. The data from these surveys show
a steady improvement in various measures of employee
job satisfaction that correlates positively to involvement
in the partnership.

While the researchers could not link improvement in
employee attitudes to better patient care, they do point
to studies from the retail industry that show an increase
in employee satisfaction is associated with improved
customer satisfaction. In addition, they point to
research from the automobile and airline industries that
links positive labor relations to product and service
quality.

While the researchers found that partnership
successes varied depending upon location and the
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nature of the partnership, the results have been
primarily positive.

Based on their analysis, the researchers identified
four factors that contribute to the success of labor
management partnerships:

1. Labor and management are driven by a sense of
urgency.

2. Leaders share a clear definition of the problem and
a vision of the goals they are trying to achieve.

3. Management, physician and union leaders are held
accountable for using partnership principles to
achieve concrete results.

4. Partnership participants were given the time,
resources and training to fully engage in
partnership activities.
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Labor management partnership in
the Douglas County School District

Douglas County School district is the third largest
district in Colorado, with 50,370 students in the 2006-
07 school year. It is also projected to be one of the
fastest growing districts in Colorado with an expected
addition of 2,200 students each year for the next five
years. In the past year, the district added 500 teachers
and support staff.?

The Colorado Department of Education rated 92
percent of Douglas County schools as excellent or high
according to educational standards and CSAP (Colorado
Student Assessment Program) test results. Ratings
show that 95 percent of the schools in the district are
stable, improving or significantly improving. The
district has a very high graduation rate and a low drop-
out rate compared to other districts in Colorado.*

Advice for managers on involving
workers to achieve goals

Expanding the role of workers in decisions affecting
their work has received considerable attention from
management experts. In recent years, private sector
companies and government agencies have undertaken a
variety of approaches to do this, including creating labor
management partnerships.

Management expert and author Peter Drucker
emphasizes the importance of decisions made by front line
workers in accomplishing an organization’s objectives.” In
describing what makes leaders effective, he wrote, “Most
discussions of decision-making assume that only the
senior executives make decisions or that only senior
executives’ decisions matter. This is a dangerous
mistake.”*

Drucker describes how changes in the nature of work
and the rising importance of knowledge workers affect
how organizations are managed. Knowledge workers
possess specialized skills and considerable theoretical
knowledge in their specialty. They often know more about
the jobs they do than their bosses. Doctors, lawyers,
accountants, computer technicians, analysts in clinical
labs and paralegals are examples of knowledge workers.”

Drucker found that knowledge workers — and state
government has many — want input into planning and
carrying out their work and generally know best how to do
the work most effectively. They expect to make the
decisions in their own area. “Above all, they want respect,
not so much for themselves but for their area of
knowledge,” he wrote.”

Tom Peters, management expert and co-author of In
Search of Excellence, concluded that successful
companies continuously solicited, considered and acted
on information, ideas and insights offered by employees at
all levels of the organization. He wrote that successful
companies have a culture where they consider employees
as partners and treat them with dignity and respect.”

Peters also emphasized the importance of authentically
involving workers.

The use of autonomous groups, per se, is a
major source of energy, enthusiasm, and
cohesiveness throughout the institution. In contrast
with the notion of entrepreneurship dictated from
on high and captured by the apparent maxim, “Be
creative, damn it!"*”’
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In the 1994-95 school year, Douglas County became
one of the first school districts to implement
Performance Pay. The program was seen as the first
step towards establishing a partnership between the
school administration and the local chapter of the
Federation of Teachers. In the 2004-05 school year,
newly-appointed Superintendent Jim Christensen began
to formalize the partnership by creating a position in his
cabinet for the president of the teacher’s union. Since
then, classified workers have also unionized and gained
a position in the superintendent’s cabinet.

There has been no formal study of the labor
management partnerships in the Douglas County
schools. To prepare this report, we interviewed
Christensen and Brenda Smith,* the teachers union’s
president. Both report that open communication, equal
access to information for all, and shared responsibility
for the district’s performance have contributed to the
success of the partnership. Teachers and classified
workers feel they have a voice in every decision made
and that the partnerships have created an environment
where teachers and staff feel supported and encouraged
to work as a team.

Both Christensen and Smith credit the partnership
with helping the district increase the number of schools
performing in the high or excellent category on CSAP
tests from 83 percent in 2003-04 to 92 percent in 2006-
07. They also point out the district spends little on
arbitration over internal issues, which they credit to the
relationships built and systems established through the
partnership. No teachers have filed grievances in the
past eight years.

Finally, as a result of the partnership, the teachers’
union and the school district formed a collaborative
resource center for teacher training, The Learning
Center. Douglas County teachers rate this as the
highest level of continuing education they receive.
Through the center, the union and district created a
program for licensed teachers to become certified for
hard-to-fill positions such as special education.”

Both labor and management recognize that the
partnership is dependent upon the people in key
leadership positions. Smith stated that the future of the
partnership is highly dependent on changes in the
leadership of the union and administration. To remain
successful, new leaders must continue to support the
relationship between both parties.

Superintendent Christensen summed up his view of
the partnership by saying, “We win together, we
challenge together. We're a team.”
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4. What lessons can Colorado state
government draw from the experience
of other organizations that have implemented
labor management partnerships?

On balance, the research on labor management
partnerships finds them to be positive. They have been
found to improve labor management relations and
increase worker participation in decisions affecting their
work. In some cases, the changes brought about by labor
management partnerships have resulted in better
performance outcomes, such as improved customer
service, more efficient work processes and cost savings.

Most partnerships have been implemented in
unionized workplaces that already have collective
bargaining agreements. To a large extent, they were
established to shift existing labor management
relationships from adversarial to constructive. As a
result, most of the research focuses on labor
management partnerships in unionized workplaces,
where unions play an important part in implementing
the partnerships.®

Researchers have found that the established
leadership and strength of the unions contribute to
successful partnerships. This is because unions provide
a means for workers to collectively articulate their
concerns and ideas about work processes and conditions.
They also protect workers so they can participate
candidly, minimize the status differences between
workers and managers, and provide leaders who are
already trusted by workers.

There is less agreement in the literature about the
role of collective bargaining in labor management
partnerships. In Indiana, Rubin and Rubin view it as
essential to the success of labor management partner-
ships. Others see it as helpful but separate. There is no
agreement among researchers on whether partnerships
can be effective without collective bargaining and only
limited research on the effects collective bargaining
have on labor management partnerships. Conversely,
most research shows that labor management
partnerships have a positive effect on collective
bargaining by helping it proceed faster and smoother.

Successful partnerships have focused on problems or
issues that labor and management agree need to be
addressed. In successful partnerships, both sides have
common goals and a common vision of what needs to be
achieved. Those that focus on specific outcome goals
such as improving customer service, streamlining work
processes or reducing costs have shown positive results.
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Research consistently shows that strong support and
commitment is needed on the part of management and
labor for partnerships to be successful. Without
commitment and accountability from all parties, labor
management partnerships have not been successful.

The support on both sides must start with influential
people who are capable of uniting both sides and
establishing a strong relationship. However, to be
successful over the long term the partnerships can not
remain dependent upon those individuals.

Successful partnerships require leaders who have the
necessary interpersonal and task related skills. This
reinforces the notion that training is needed for all
parties in order to build skills and ensure that all have
a common understanding of the processes used to
implement the partnership. Trust among the
participants in the partnership is essential to building
the relationships necessary to make the partnership
successful.

Research also identifies several potential problems
with labor management partnerships. One challenge is
that partnerships can take longer to make decisions
because of the number of people involved in the process,
which decreases the flexibility of the organization. This
may make it more difficult for the organization to
respond to a crisis.

A second challenge is that partnerships take time.
Because workers add partnership activities to their
regular workload, some report feeling overworked.

A third challenge of partnerships is the need to
invest in training and other resources at the start in
order to create conditions in which a partnership can
flourish. Unless participants have the necessary skills,
partnership activities may be ineffective.

Finally, many of the organizations using labor
management partnerships have not set up ways to
gather the information needed to evaluate the effects of
the partnerships on operational outcomes, such as
iImprovements in customer service.
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Recommendations

As Colorado state government begins implementing
labor management partnerships, it can benefit from the
lessons learned by other organizations. Research
conducted on the effects of partnerships has identified
several characteristics that contribute to success of labor
management partnerships.

1. Labor management partnerships should focus on
issues that state workers and managers agree need
to be addressed, where joint action from both sides
would result in more effective solutions and where
immediate action is needed. Both sides should be
committed to addressing the issue and developing a
common vision of what needs to be done. All
partnerships should be structured to ensure the
goals are clear and agreed upon from the beginning.

2. As indicated in Gov. Ritter’s executive order, the
partnerships should focus on improving the
performance of state government. By starting with
goals to improve customer service, streamline work
processes and reduce costs, the promise that the
partnerships will lead to better outcomes is more
likely to be realized. Other organizations have
successfully used partnerships to focus on these
types of issues, resulting in improved services.

3. At the outset of the partnership, the governor’s
designee should work with the agencies involved to
develop mechanisms to collect the data needed to
evaluate the effects of the partnership on improving
operations. The governor should also establish a
central contact within his office or the Department
of Personnel and Administration to help agencies
develop measures of partnership effectiveness,
coordinate partnership activities and share best
practices emanating from the various partnerships.
Many of the organizations that have implemented
labor management partnerships find they have
improved operations, but have not collected the type
of data or instituted procedures to document the
extent of the effects. Developing procedures to
evaluate the effects of the partnership and thinking
through the type of data that needs to be collected at
the beginning should help agencies document the
effects of the partnerships down the road.

4. The results of the partnerships on agency operations
should be reported to the governor and the
legislature at least annually and made readily
available to the public. Demonstrating the results of
the partnership will help answer questions about
their creation.
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5. The state government should be committed to
providing the necessary training and upfront
support to ensure that managers and workers
involved in the partnership have or gain the skills
to effectively implement them. This could include
training to develop interpersonal skills, skills
needed to carry out specific tasks such as analyzing
budgets, and a common understanding of the
processes used to implement the partnership. The
Department of Personnel and Administration or the
central contact person suggested in recommendation
No. 3 should be assigned responsibility for providing
the necessary support.

Conclusion

Research shows that labor management partnerships
are an effective method for tapping into the skills,
knowledge and dedication of workers in federal, state
and local government agencies and private sector
companies. While not all partnerships have been
successful, they have the potential to create positive
change.

Successfully implementing labor management
partnerships will require a commitment from managers
and workers to operate transparently, in good faith and
with a focus on issues both agree need to be addressed.

If done right, the evidence seems clear that labor
management partnerships represent a positive
approach that can improve government operations and
save money.
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