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Foreword

In response to the crisis resulting from the 11 September 2001 events, the Director-
General of the International Labour Office convened a Think Tank on the Impact of the
11 September Events for Civil Aviation, which was held in Geneva on 29 and 30 October
2001. It brought together Government, Employer and Worker experts, as well as
independent and industry experts from the civil aviation industry, for two days of intensive
discussions on the impact the crisis was having on the industry. The Think Tank agreed
upon a number of recommendations for further work by the ILO in preparation for the
meeting on civil aviation scheduled for January 2002.

In November 2001, the Governing Body of the International Labour Office decided to
change the purpose and the title of the Meeting to “Tripartite Meeting on Civil Aviation:
Socia and Safety Consequences of the Crisis Subsequent to 11 September 2001”. It also
asked the Office to prepare an Issues Paper that would serve as the basis for the
discussions at that Meeting. For the preparation of this paper, the ILO Sectoral Activities
Department commissioned several studies as recommended by the Think Tank.

The present working paper by Peter Turnbull and Geraint Harvey on “The impact of
11 September on the civil aviation industry: Social and labour effects’ is one of the studies
that have been taken into consideration for the ILO paper. One of the interesting aspects of
the paper is that it includes the results of a globa questionnaire survey of trade union
officials worldwide. The paper reviews the relationships between management and
workers in the industry so as to better understand their responses to the present crisis. It
describes the varied responses to the 11 September events and gives examples of
innovative and socially responsible practices. The next section presents the main results of
the survey. The paper finally considers the differential impact of the crisis on men and
women and minorities.

As a sectoral working paper, the study is meant as a preliminary document and
circulated to stimulate discussion and to obtain comments. Earlier drafts of the paper were
intensively discussed at the ILO; the opinions expressed are nevertheless those of the
authors and not necessarily those of the ILO.

Cleopatra Doumbia-Henry,
Deputy Director,
Sectora Activities Department.
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1. Introduction

This study was initiated by the ILO Think Tank on the Impact of the 11 September
Events for Civil Aviation (Geneva, 29-30 October 2001). Amongst other conclusions, the
Think Tank recommended that the ILO:

(@) collect information on best practices and innovative and socially responsible ways to
respond to the crisis, and disseminate this information to its constituents; and

(b) undertake studies on the differential impact of the crisis on men and women and
minorities. *

This research paper, which addresses these two issues, is based on an extensive search
of secondary materials, telephone interviews with managers, union officials and other
representative organizations involved in the civil aviation industry, and a global
guestionnaire survey of trade union officials (a copy of the questionnaire is appended to
the paper. Thirty-five unions responded to the questionnaire, including trade unions from
North America (5), Europe (20), Latin America (2), Asia-Pacific (6) and Africa and the
Middle East (2). Respondents included four specialist pilot unions as well as severd
unions representing air traffic controllers.

Given the limited time available, the survey response compares reasonably well with
a previous study of civil aviation unions undertaken by Cardiff Business School in 1997. 2
However, the results of the present study should be regarded as indicative of recent
developmentsin the civil aviation industry, rather than representative.

Thereisalong history of difficult relationships between management and workers in
many airlines and other civil aviation companies. Thus, the response of both management
and labour to the present crisis must first be set in context. Thisis the purpose of section 2.

Section 3 discusses the varied responses of different airlines and other civil aviation
companies to the events of 11 September. Examples of “best practice” and other
“innovative and socialy responsible” ways to respond to the crisis are presented in this
section.

Section 4 presents the main results of the questionnaire survey as well as more
detailed case study research based on secondary and interview data. The question of
“preferred approaches’ to cost reduction is addressed, as well as the response that unions
would like national governments and international agencies to adopt.

The differential impact of the crisis on men and women and minorities is considered
in section 5.

1 |LO (2001) Report of the Director-General, Sixth Supplementary Report: Think Tank on the
Impact of the 11 September Events for Civil Aviation, GB.282/14/6, 282nd Session, Geneva:
International Labour Office.

2 Blyton, P., Martknez Lucio, M., McGurk, J. and Turnbull, P. (2001) “Globalization and Trade
Union Strategy: Industrial Restructuring and Human Resource Management in the International
Civil Aviation Industry”, in International Journal of Human Resource Management, 12(3): 445-63.
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2.

Labour relations in the
civil aviation industry

Labour relations have aways played an important part in the competitive
performance of airlines and other companies in the civil aviation industry. Historicaly,
strikes and other forms of industrial conflict have attracted a great deal of adverse
attention, no doubt because of their visibility and the immediate impact of any work
stoppages on passengers and revenue. The three-day strike by British Airways (BA) cabin
crew in 1997, for example, is estimated to have cost the airline £125 million in lost
revenue. The dispute also led to a deterioration in employee morale, job satisfaction and, as
aresult, adecline in customer satisfaction. 3

Likewise, there is clear evidence that labour conflict in the United States is negatively
associated with airlines’ service quality, productivity and various financial outcomes. *
However, the most important influences on airline performance are the more mundane
issues of work organization such as work rules, employee attitudes, the level and structure
of labour costs, and the effects of these variables on productivity and service quality. °

These issues have assumed even greater importance in recent years. In an industry
where both domestic and international competition have intensified markedly as a result of
deregulation, liberalization, and the commercialization or full privatization of many
airlines, labour assumes an ever more prominent role in the competitive strategies of
carriers seeking to reduce fares and maintain or improve service quality.

Teamworking, customer care and quality control programmes are now commonplace
throughout the industry, and many airlines have invested heavily in new human resource
management policies. ® To quote Sir Colin Marshall of British Airways (BA), In an industry
like ours, where there are no production lines, people are the most important asset and
everything depends on how they work as part of the team. This means that, to get the best
results, managers have to care about how they [the employees] live and function, not just
about how they work and produce. ’

There are some indications that management-labour relations have improved in recent
years. In the United States, for example, strike activity declined significantly in the late
1980s and 1990s. °

3 Lebrecht, D. (1999). Effects on Airline Employees of Growing Competition, Airline Industrial
Relations Conference, SMi Group, 25-6 October, London.

* Hoffer Gittell, J., von Nordenflycht, A. and Kochan, T.A. (2001). Mutual Gains or Zero Sum?
Labor Relations and Stakeholder Outcomes in the Airline Industry, Harvard Business School, USA.

® Cappelli, P. (1995). Airline Labor Relations in the Global Era: The New Frontier, Ithaca: ILR
Press.

® Blyton et a (2001). Op. cit., p.456.

’ Financial Times, 1994.

8 For adiscussion of labour relations and industrial disputes in the European civil aviation industry,
see Blyton, P. and Turnbull, P. (1995). Growing Turbulence in the European Airline Industry,

European Industrial Relations Review, (255): 14-16; and Gall, G. (1996). Converging on Conflict,
European Journal of Industrial Relations, 2(2): 255-60.
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Other indicators of management-employee relations, however, suggest a rather
different picture. Measures of “bargaining efficiency” in the United States, for example,
indicate a significant rise in the time taken to negotiate new or revised collective labour
agreements. Based on data for the ten major US carriers, the average duration of contract
negotiations is now over 17 months, with US Airways recording a figure of almost two
years and America West 30 months. °

It is now not uncommon for airlines in many countries around the world to impose,
rather than negotiate, changes to working time, the introduction of performance-related pay
or pay for new entrants, the regrading or cross-utilization of staff, and teamworking. *°
Evidence from the United States, however, indicates that “hard bargaining” and union
avoidance strategies are not very successful. ** In fact, one of the main conclusions of the
Massachusetts Institute of Technology (MIT) Global Airline Industry Research
Programme is that “attempts to reduce labour’s bargaining power are likely to lead to
negative, if not disastrous, results’. *2

On a global scale, more than two-thirds of civil aviation unions recently reported a
deterioration in management-labour relations. ** In particular, cabin and flight crew were
more likely to indicate worsening employment relations. ** For many airline employees,
thisis adirect result of declining working conditions and quality of working life. A recent
survey of 926 cabin crew in the United Kingdom, for example, concluded that a
“potentially lethal combination is generated by poor-quality physical working conditions, a
stressful and demanding (physically and emctionally) role, and punishing work
schedules’.

These problems can only be fully appreciated in relation to three important features of
the civil aviation industry. These features, in turn, are crucia to any assessment of the
events of 11 September and any evaluation of the appropriateness of different responses to
the crisis.

First, the industry’ s product is perishable and airlines have no real inventory. Thus, if
flights are cancelled, airlines cannot “stockpile” or easily recover logt traffic in the

° “Duration” is defined as the number of months to elapse between the amendable date of the
previous contract and the ratification of the contract being negotiated. See MIT Global Airline
Industry Programme (2001). Average Length of Negotiations for Airline Labor Contracts,
Massachusetts I nstitute of Technology, USA.

10 Blyton, P., Martinez Lucio, M., McGurk, J. and Turnbull, P. (1998a). Contesting Globalisation:
Airline Restructuring, Labour Flexibility and Trade Union Strategies, London: ITF, p.19.

1 Hoffer Gittell et al, op.cit.

12 von Nordenflycht, A. (2001). Alternative Approaches to Airline Labor Relations, Massachusetts
Ingtitute of Technology, USA.

3 Blyton et al. (2001). Op. cit., p.453.

4 ibid. See aso Blyton, P., Martinez Lucio, M., McGurk, J. and Turnbull, P. (1998b).
Globalisation, Deregulation and Flexibility on the Flight Deck, report prepared for the European
Cockpit Association, Cardiff Business School, Cardiff University; and Eaton, J. (2001). Swim
Together or Drown Separately, The AVMARK Aviation Economist, October, pp.12-13.

> Boyd, C. (2001). HRM in the Airline Industry: Strategy and Outcomes, Personnel Review, 30(4),
p.451.
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immediate future, especialy in the wake of terrorist attacks or wars that have a massive
negative impact on passenger confidence.

Second, demand for air transport is procyclical, is that air traffic generally expands
(contracts) with increased (reduced) economic growth, but at a much faster rate. Business
class travel is particularly sensitive to economic fluctuations, which has a disproportionate
impact on airlines revenue and profitability.

Third, labour accounts for a significant proportion of total operating costs and is one
of the few variable costs under the direct and more immediate control of management
(unlike fuel costs, landing charges, aircraft costs, etc.). Labour costs typically account for a
fifth of the operating costs of Asian airlines and athird for European and US carriers. ® In
other areas of the industry, such as air traffic control, around two-thirds of operating costs
arelabour costs.

These three features of the industry have important implications for human resource
management policies and labour relations. First, the “perishability factor” means that in
response to any crisis, airlines will try to move quickly to cut capacity in order to minimize
financia losses. Capacity cuts invariably result in job losses, both directly and indirectly
(i.e. jobs are lost at the airline in question and in a range of support activities such as
catering, cleaning, fuelling, airport services, local suppliers, etc.).

It is estimated that one operational aircraft supports 150 to 250 direct jobs, and there
is one additional indirect job for every direct airline job.™ The United Kingdom's
Transport and General Workers' Union (TGWU), which represents over 46,000 employees
in the industry including cabin crew, catering, ground handling and security, estimates that
for every one job lost in an airline, between four and ten jobs will be lost inside the
perimeter of the airport and a minimum of a further three jobs per airline lost outside the
perimeter. ° In the words of one union official, “Job losses in the industry are like awave,
or aripple on a pond. It starts with the airlines and just gets bigger and bigger the further

out you move from the airport to the local community and related businesses”. °

Based on the figures compiled by the Air Transport Group at Cranfield University in
the United Kingdom, who estimate that around 800 aircraft have been grounded since 11
September, #* these “multiplier” effects suggest that 120,000 to 200,000 direct jobs will be
lost at airlines around the world, and a total of 240,000 to 400,000 in the civil aviation
industry.

% Oum, T. and Yu, C. (1998). Winning Airlines: Productivity and Cost Competitiveness of the
World's Major Airlines, Boston, MA: Kluwer, p.201.

1 Alexander ter Kuile (CANSO), information made available at the ILO Think Tank Meeting
(Geneva, 29-30 October 2001).

18 |LO (2001). Chairperson’s Summary, Think Tank on the Impact of the 11 September Events for
Civil Aviation, 29-30 October, Geneva: International Labour Organization.

¥ TGWU (2001). Evidence to the Transport Sub-Committee from the Transport and General
Workers' Union, London: TGWU.

2 |nterview notes.

2 Morrell, P. and Alamdari, F. (2001). The Impact of 11 September on the Aviation Industry,
Geneva: International Labour Organization, p.14.
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The second factor — the procyclical nature of the industry — often means that the
expectations of management and labour are out of step with current or future market
conditions. For example, during any downturn or crisis, when airlines suffer a more
significant decline in demand than most related businesses, costs will be tightly controlled
and employees are often expected to make sacrifices to safeguard the financial position of
the airline. When business picks up, airlines still tend to be cautious on costs, knowing that
traffic might be lost to rivals in an increasingly competitive and deregulated aviation
market or adversaly affected by any future downturn.

Employees, in contrast, anticipate improvements in pay and benefits in line with
business prosperity, as well as an element of “catch up” to make up for previous sacrifices.
This “mismatch” is most apparent, and potentially most explosive, at the peak of the
business cycle, when employee expectations are still rising but airlines anticipate, or
actualy face, faling demand.

Thus, prior to the events of 11 September, even though traffic figures were aready in
decline:

In the United States, United Airlines and the Air Line Pilots Association (ALPA)
agreed on a contract that awarded pilots an average 30 per cent increase, with American
Airlines facing a similar increase. Claims were based on both “catch-up” for past
concessions (airline pilot salaries actually fell by 1.3 per cent between 1991 and 1999) and
“comparability” with contracts negotiated elsewhere. Comair, Delta’'s regiona airline,
faced prolonged strike action in 2001 and disputes were threatened at Air Wisconsin (flight
crew) and Piedmont (cabin crew). Industry labour costs were expected to rise by over 6 per
cent in 2001, following an increase of over 8 per cent in 2000, compared to just 2.5 per
cent in 1998 and 3.1 per cent in 1999.

m In Europe, severd carriers faced industrial disputes during 2001, including Alitalia,
Iberia, Lufthansa and Sabena, and BA pilots were preparing for possible action in
recognition of previous concessions and on the basis of comparability with the
significant increase in pay for Lufthansa pilots.

m In Asia, Cathay Pacific, Korean Air and Japan Air System all faced disruption in
2001. At the beginning of October, pilots at Cathay Pacific entered their fourth month
of work-to-rule, sick-outs and other industrial action, which was estimated to have
cost the company as much as US$5 million aday.

Researchers at MIT have found that the length of contract negotiations in the United
States civil aviation industry are not only cyclical, but the worst periods, in terms of the
likelihood of prolonged negotiations, seem to straddle the cusp of the industry’s financia
slumps (i.e. beginning in the later years of the industry’s “boom” times and stretching into
the first years of the “bust” times). %

The third factor — airlines’ cost structure — means that adjustments made in response
to any crisisinvariably focus on labour costs. In fact, in an age of globalization and an ever
more deregulated operating environment, labour increasingly bears the brunt of cost-
cutting programmes, service quality initiatives, outsourcing strategies, etc. # This feature
of the industry is perhaps the most evident at the present time, as airlines and other civil
aviation companies seek to adjust to the events of 11 September.

2 MIT, op. cit.

% Blyton et a (2001). Op.cit.; See also Oum and Y u, op. cit..
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Table 1.

Labour restructuring in response to
11 September

Following the events of 11 September, US carriers moved very quickly to announce
schedule and employment cutbacks. The industry had already been hit by falling passenger
demand, especialy for business travel, and most carriers announced cuts of around 20 per
cent. Early lay-off announcements, asillustrated in table 1, matched the schedule cuts.

Initial cuts in the United States

Carrier Total employees Lay-offs (Oct. 2001) Schedule cuts (%)
America West 14,000 2,000 (14%) 20
American 138,000 20,000 (20%) 20
Continental 60,000 12,000 (20%) 20
Delta 82,500 13,000 (16%) 20
Northwest 53,000 10,600 (20%) 20
United 100,000 20,000 (20%) 20
US Airways 56,000 11,000 (20%) 23

In Europe, the fall in traffic was much less severe, and so too were the initially
announced job losses. Three factors appear to account for the slower adjustment.

First, there was greater uncertainty about the impact of 11 September. Second, flag
carriers were unclear about whether, or to what extent, any financial or other support
would be forthcoming from national governments or the European Commission (EC).
Third, provisions for social dialogue via works councils and other mechanisms required
prior consultation on job losses with employees and trade union representatives.

Lufthansa, for example, only on 22 November 2001 set in motion procedures to lay
off between 2,000 and 4,000 employees from the end of December 2001, following
protracted negotiations with the public sector union Ver.di and the pilots union
Vereinigung Cockpit. A range of other cost-cutting measures have aso been agreed,
including a hiring freeze for pilots and a four-day working week for cabin crew. However,
the company failed to reach an agreement for a four-day working week for ground staff
and a commensurate 20 per cent pay cut.

There is a clear asymmetry in the response of North American and European airlines
to the crisis. In North America, airlines immediately announced swathing job cuts and then
embarked on a process of (often difficult) negotiations with employee representatives as
trade unions sought to reduce the scale and mitigate the effects of impeding job losses.

In Europe, in contrast, many carriers considered, and implemented, a range of
alternatives to direct job losses and consulted extensively with employees and trade union
representatives, usually in accordance with national employment law. In the case of BA,
for example, one union official commented that “We have had more meetings with

2 Includes TWA.
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management than at any other time that |1 can remember. At times it seemed that we were

having more meetings than there were days in the week”.

Data are presented in table 2 on the initial and revised job cuts announced by airlines
since 11 September, adong with examples of cost-cutting measures designed to
complement or avoid job losses. ? As the data indicate, the net result of these different
approaches in North America and Europe may well be the same in terms of a much
reduced number of lay-offs than initially anticipated. However, the approach to socia
dialogue in North America seems to have exacerbated long-standing tensions between
management and |abour.

United Airlines, for example, has encountered problems with the renegotiation of
pilot contracts and currently faces the prospect of strike action by machinists. Negotiations
with the International Association of Machinists began in December 1999, and the
machinists have not had a pay increase since 1994.

American Airlines initially stated that it intended to invoke force majeure clauses in
its labour contracts that would permit it to void certain lay-off benefits, but the carrier
retreated in the face of widespread criticism from trade unions and other organizations.

Given the history of labour relations in the industry, the impact of procyclica
demand, a perishable product and the high proportion of labour costs, it is perhaps
unsurprising that crisis can lead to opportunism, or at least accusations of opportunism,
rather than constructive dialogue or the creation and consolidation of social partnership.
This is certainly the initial conclusion of MIT’s global airline industry study, which has
reported that responses to the crisis, to date, have increased tensions and lowered trust, and
will probably lead to intensified conflict in the weeks and months ahead. %

Many unions claim that managements have used the events of 11 September to push
forward pre-existing restructuring plans, developed during the earlier downturn of 2001,
often without proper consultation. Roy Freundlich, spokesman for the Air Line Pilots
Association (ALPA) at US Airways, for example, claimed that the carrier’s proposed cuts
were “opportunistic and, it appears, excessive ... There is a difference between getting
through 518 crisis and taking advantage of it ... They have cried poverty too many times
before”.

% |nterview notes.

% Many of the “revised” figures, especially for US carriers, refer to involuntary job losses after
voluntary severance or other schemes have been exhausted.

%" Kochan, T.A. (2001). Requirements for Airline Industry Recovery, Massachusetts Institute of
Technology, USA.

2 Airline Business, November 2001.
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Table 2.

North America

Airline job losses

Airline

Initially proposed job losses

(percentage of workforce)

Revised job losses
(percentage of
workforce)

Employment cost reduction
measures

Air Canada

AirTran

Air Wisconsin

Aloha Airlines

American Airlines (AA,
American Eagle, TWA)

American Trans Air
America West

Atlantic Coast Airlines

Atlas
Canada 3000

Continental Airlines

Corporate Airlines

Delta Airlines

Emery Worldwide Airlines

Express Airlines

9,000 (4,000 announced August

2001, 5,000 announced 26
September)

300 (10%)

250
20,000 (14%)

1,500 (19%)
2,000 (14%)
11%

200 (14%)
1,400 (33%)
12,000 (21%)

100
13,000 (16%)

130 (42%)
650 (30%)

8,871

4,800/airline bankrupt

8,500 involuntary job
losses (15%)

2,000 involuntary job
losses (2%)

Customer sales and service agent
members of CAW agree to 20 per
cent reduction in hours for 20 weeks.
Pilots agree to mandatory work-
sharing, voluntary block time
reduction and retirement incentive
scheme.

Changes to pilots four- year contract
(22 per cent saving on pilot related
costs) in exchange for no furlough
agreement.

Reduced pay and suspended
bonuses for its senior officers and
encouraged workers to take leave
without pay for the month of October

Chairperson and CEO Don Carty
elected to forego compensation for
the remainder of the year. Employees
take voluntary pay cuts — signing up
using the company web site.

30-40 per cent reduction in executive
pay and suspending all executive
cash bonuses, freeze on merit pay
increases for management and
salaried employees, elimination of
cash bonus programmes for 2001 and
suspension of bonus for 2002.

CEO Gordon Bethune and President
Larry Kellner elected to forego all
compensation for the remainder of the
year. Leaves of assistance and early
retirements.

CEO Leo Mullin elected to forego
compensation for the remainder of the
year. Meal service cut in economy
class flights of less than 1750 miles
and first class less than 700 miles. 1-,
2-, 3- and 5-year voluntary leaves,
voluntary severance and early
retirement.
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Airline Initially proposed job losses Revised job losses Employment cost reduction
(percentage of workforce) (percentage of measures
workforce)

Frontier Airlines 440 20-40 per cent salary reductions for
directors, management salary
reductions.

Hawaiian Airlines 430 (12%)

Midwest Express 450 (12%)

Mesa Air Group 700 Senior management 50 per cent pay
cut.

Middle management 20 per cent pay
cut.

Employees 10 per cent pay cut.

All those affected offered stock option
and bonus programme to make up for
lost wages — those excluded (pilots/
mechanics) refused to accept pay
cuts.

Mesaba Airlines 400 (10.8%)

Midway Airlines 1,700

Midwest Express 450 (12%)

Northwest Airlines 10,000 (19%) 9,000 (17%) Attrition, voluntary leaves and
elimination of open positions.

Southwest Airlines Continue to hire pilots and flight
attendants to maintain adequate
staffing levels.

Spirit Airlines 800 (33%)

Sun Country Airlines One year contract for flight crew
involving a pay freeze, increased
insurance benefits and a common rate
of pay for all equipment types.

TSA 200

United Airlines 20,000 (20%) Chairman and CEO Jim Goodwin
requests suspension of his salary
through the end of the year, and
directors pay reduced.

US Airways 11,000 (24%) 9,000 Time off (voluntary furloughs) for up to
3 years.

Vanguard Airlines 10-15%

World Airways 250

Europe

Airline Initially proposed job  Revised job losses Employment cost reduction measures
losses (percentage of  (percentage of
workforce) workforce)

Aer Lingus 600 temporary staff and 2,026 (32%) Non-payment of 5.5 per cent pay increase, release of
1,700 (27%) permanent temporary staff, curtailment of overtime, cancellation of
staff cadet pilot and apprenticeship programmes, unpaid leave.

Air 2000 365 (14%) 5 per cent reduction in pilots’ salaries, 16 captains

demoted to first officers.

Air Europa 800 (38%)

Alitalia 900 flight crew Early retirement offered to 900.
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Airline Initially proposed job  Revised job losses Employment cost reduction measures

losses (percentage of  (percentage of
workforce) workforce)
1,600 ground staff compulsory) (14%)

Austrian Airlines 800 (10%) Staff taking deep cuts in holiday pay, settling for unpaid
holiday and stepping up part-time working and early
retirement

British Airways 1,800 7,000 CEO Rod Eddington and 12 senior executives take 15 per
cent pay cut, 600 senior managers take 10 per cent pay
cut — voluntary. BA refuse to pay management bonuses
until 2002 and propose 5 per cent pay cut for middle
management. 36,000 employees holiday bonus for
October “temporarily” unpaid. Reduced over-time, cut-back
of industrial placements, contractors and agency staff.

British European 50

bmi British 600 (11%) Job sharing for pilots (half week for half normal pay) will

midland significantly reduce the number of pilot redundancies.

Cimber Air 44

City Bird 600 (bankruptcy)

Finnair Management take 10 per cent salary reduction Holiday and
incentive bonuses and pay increases suspended for 2002
for office staff, technicians, pilots, engineers and
management. Termination of temporary contracts.

Gill Airways 240 (ceased trading)

Icelandair 273 (11%)

Iberia Unspecified reductions 2,516 (9.3%)

as a result of downturn
in traffic

JMC 105

KLM 2,500 12,000 Netherlands based employees on short time shifts
and employees asked to take “substantial” pay cuts.
Scheduled pay increase postponed, ground staff to take a
four day cut in time off with flight staff taking a six day cut.

LOT Polish 800 (20%)

Airlines

LTU 10 per cent pay cuts and working conditions agreement
with pilots (loss of 13th month bonus until 2003 and no pay
rise until 2004).

Lufthansa None initially 2,000-4,000 Executive board take 10 per cent pay cut in basic
remuneration. Senior management expected to follow suit.
825 cabin crew on probation will not be taken to full time
contracts. Overall employee payroll to be trimmed by 10
per cent and shorter working hours for its flight attendants.
Co. has applied for 12,000 cabin crew to be placed on
short-time working.

Monarch 80 (4%)

SAS 800-1,100 3,300-3,600 (10%)

Sabena 12,000: airline collapse 6,000 employees (50 Creation of DAT Plus employing half of Sabena’s

per cent) due to employees. Cabin crew foregoing seniority and pilots
creation of DAT Plus salaries reduced by 30 per cent despite increased
productivity agreement.

Swissair 9,000 5,363 in October

1,000

10
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Airline

Initially proposed job
losses (percentage of

Revised job losses
(percentage of

Employment cost reduction measures

workforce) workforce)
Airlines and staff pay cuts and early retirement.
Transavia 323 (22%)
Virgin Atlantic 1,200 (15.2%) Recruitment freeze, voluntary early retirement/redundancy,

voluntary furloughs, non-renewal of temporary/
probationary contracts, pay cuts.

Latin America

Airline Initially proposed job losses Revised job losses  Employment cost reduction measures
(percentage of workforce)  (percentage of workforce)
LanChile 650 (6.5%) Recruitment freeze and reduced training.
Mexicana 70
Transbrasil Non-payment of wages (90 per cent
September, 100 per cent October and
November).
Varig 1,700 (10%)
Asia Pacific
Airline Initially proposed job Revised job losses Employment cost reduction measures

losses (Percentage of

(Percentage of workforce)

workforce)

Ariana Afghan Airlines 1,300

All Nippon Airways 1,000 (9%) Voluntary leave offered to 12,000 (3,000
management and 9,000 general
employees) early next year paid at 40
per cent less than their normal salary.

Air New Zealand 800 (8%) 6 of 12 senior executive posts have
been cut, and remaining managers pay
reduced by 15 per cent.

Asiana Airlines 360 (5%)

Cathay Pacific Hong Kong staff lose their discretionary
annual bonus and cabin crew were
offered unpaid leave. Hiring freeze in
force for ground staff and cabin crew,
pilot recruitment phased out.

Korean Air 350 (5%) 1,000 (6%)

Quantas 1,500-2,000 Wage “pause” in exchange for lump sum

Singapore Airlines

bonus if profits exceed previous year.
Annual and long service leave, job
sharing and unpaid leave.

Pay cuts for management of between 7-
15 per cent. Pay cuts for employees of
between 5-7 per cent.
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Africa and the Middle East

Airline Initially proposed job Revised job losses Employment cost reduction measures
losses (percentage of (percentage of workforce)
workforce)

Air Afrique 4,000

Gulf Air 450

This view was echoed in some sections of the business press. Fortune magazine, for
example, pointed out that while 11 September caused the descent into crisis, management
should be held responsible for the financial vulnerability of many airlines. *° The latter was
attributed to a “binge-purge” cycle of adding capacity and loading on debt during good
times and then pleading for government assistance and concessions from labour during bad
times.

It was in this context that Pat Friend of the Association of Flight Attendants (AFA) in
the United States described the attitude of US airlines as “abysmal”, seeking the maximum
commitment of public funds with no guarantees in terms of job protection and continuing
resistance to security measures which add costs.

Similar criticism has been voiced elsewhere. Unions in Brazil, for example, accused
their airlines of taking advantage of the crisis to justify various concessions such as wage
adjustments. * In the United Kingdom, the British Air Line Pilots Association (BALPA)
has suggested that charter airlines may be using the crisis to make amends for “rash post-

consolidation expansion”. *

Thus, despite, or in some cases precisely because of the crisis in the industry, court
action, strikes and other forms of action have been threatened or implemented in recent
weeks at various airlines and other civil aviation companies around the world (e.g. Alitalia,
Cathay Pacific, French air traffic controllers, Manchester Airport, Mexicana, Qantas,
Sabena and United Airlines). These developments illustrate, on the one hand, the legacy of
adversaria relationships in the civil aviation industry and, on the other hand, the need for
more constructive forms of social dialogue.

Despite these ongoing problems, there are many examples of what most parties would
regard as good practice and several examples of innovative and socialy responsible
responses to the crisis. In the United States, for example, Southwest is widely regarded as
an airline which has followed a “high commitment” model of labour relations and human
resource management. The company has developed a strong culture of socia diaogue,
“thick” corporate communications, high levels of supervisory involvement with front-line
employ%(gs, strong corporate leadership and a commitment to building trust and employee
morale.

Southwest regularly achieves the highest levels of performance in the industry (in
terms of profits, customer satisfaction, quick turnaround of aircraft and labour
productivity) and topped Fortune's list of “Best companies to work for” in 1998 (the

% Fortune, 15 October 2001.
% |TF Civil Aviation Briefing, Issue 28, 13 November 2001.
3L Interview notes.

% See von Nordenflycht, op. cit.
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company was placed in the top four in 1999, 2000 and 2001). To date, Southwest has not
announced any lay-offs in response to the events of 11 September, although as a * point-to-
point” carrier it is more akin to many of Europe’'s low cost-carriers, such as Ryanair and
easyJet, which have experienced rising traffic in recent months.

Delta and especialy Continental Airlines provide further examples of innovative
responses to the crisis. Delta was traditionally managed on the basis of a strong “family
culture”, with high wages and a commitment to lifetime employment. This strategy worked
very well for many years, until the carrier announced 15,000 lay-offs in 1994 and
unilaterally cut wages. *

Following the events of 11 September, Delta has worked hard to avoid any
compulsory lay-offs, with more than 11,000 employees accepting one of six different
voluntary job reduction programmes. The number of involuntary job losses will therefore
total just 2,000, as reported in table 2. Many employees on extended leave of absence will
no doubt be recalled when demand picks up.

Continental Airlines has transformed its culture in recent years (post-1993) and the
carrier has improved its performance based on higher levels of trust and employee
commitment. > Frequent and substantive communications between management and
employees at multiple levels have been introduced, aong with performance-based pay, and
policies and procedures covering all employees to foster interoccupational cooperation. *

After initially announcing job losses of 12,000 employees, Continental was able to
reduce this figure by 3,500 after workers slated for dismissal opted for early retirement or
leaves of absence. The latter programmes allow workers to continue to enjoy some
company benefits, such as health insurance, for up to ayear.

In Europe there has been an even greater emphasis on avoiding job losses wherever
possible, especially on an involuntary basis. As in the United States, many European
airlines simply do not have the money available to funding existing severance and early
retirement packages (at least in the absence of state support) and most unions are strongly
opposed to compulsory lay-offs.

Asia-Pacific, Latin American and African airlines face a similar situation in terms of
cash flow problems. Nonetheless, of the unions representing airline staff who responded to
the survey, 59 per cent reported that voluntary early retirement programmes had been
introduced since 11 September and 48 per cent reported voluntary redundancy programmes
(see Appendix, question 1). Severa African unions have reported that they are willing to
accept and well placed to deal with voluntary redundancies, as the necessary provisions
exig in established collective agreements. In one case, however, these agreements were
circumvented by parliamentary decisions and High Court rulings on bankruptcy. *

The most common response to the crisis has been to freeze recruitment (reported by
83 per cent of respondent unions). Other cost-cutting measures designed to avoid the

% See Hoffer Gittell et al, op. cit. Deltais currently the subject of a union organising campaign by
the Association of Flight Attendants.

% See Bethune, G. (with S. Huler) (1998). From Worst to First, New York: John Wiley & Sons;
see also Hoffer Gittell et al, op. cit.

% von Nordenflycht, op. cit.

% |nterview notes.
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enforced lay-off of core staff include the non-renewal of temporary contracts (62 per cent
of respondent unions), probationary staff not being transferred to full-time contracts (59
per cent), greater temporal flexibility such as shorter working time, part-time working and
work sharing (45 per cent), pay cuts for management (45 per cent), pay freezes for airline
staff of varying duration (45 per cent), pay cuts for non-managerial staff (31 per cent) and
voluntary furloughs (28 per cent). Despite all these measures, 48 per cent of unions
reported compulsory redundancies.

Table 2 includes summary details of such policies introduced by many airlines around
the world. All Nippon Airways (ANA) provides an example of how these different policies
might be combined. In addition to 1,000 job losses, ANA has sought to cut costs by
postponing the appointment of 200 cabin crew recruited for February 2002, dropping plans
to recruit a further 300 cabin crew, and offering voluntary leave to 12,000 staff for periods
of one month (staff will receive 40 per cent less than their normal monthly salary during
leave periods). In addition, around 100 staff have accepted early retirement.

Unions were far less likely to report cost-cutting measures at regional or low cost
airlines. This is consistent with the lesser impact of 11 September on these carriers.
However, some regional operators, such as bmi Regional and Flightline, are more
adversely affected because they fly routes for mainline carriers. During economic
downturns, this work is often pulled back into the mainline carrier under contract and
scope clauses. ¥

In discussions with management and trade union representatives, frequently cited
examples of “good practice’ in Europe included:

m  BA's intensive process of consultation and the conversion of job losses into a
“personnel equivalent”, which is arrived at by adjusting full-time staff numbers to
take account of part-timers, overtime working and contract staff. By releasing short-
term contractors and cutting overtime, BA will “lose” 2,100 jobs. Another 1,200 will
be shed through natural wastage. Other options include unpaid leave or part-time
work for periods of three months or more. In all, only 200 jobs will disappear as a
result of voluntary redundancy or early retirement, a clear indication of the
company’ s determination to preserve cash.

m  The part-time working agreement reached between BALPA and bmi British Midland.
The agreement is formulated to provide 50 per cent of the working days that a full-
time pilot could be expected to work, with a corresponding 50 per cent reduction in
pay. Part-time pilots will be required to work up to nine days per roster period, with
part-time blocks of work normally of at least two consecutive days (pilots can express
a preference to be rostered in two-, three-, four- or five-day blocks of work, and the
bmi Crewing Department will endeavour, wherever possible, to produce rosters where
the bulk of the work is close to the part-time pilot's preference). The agreement
includes appropriate adjustments for pension contributions and a range of unchanged
provisions (e.g. days off bought payments, subsistence, airport standby allowances,
late finish payments, flying licence renewal costs, medical fees, private medica
cover, sick leave time periods and annual |eave).

3" Scope clauses ensure that if regional/low cost operations increase, then this must be accompanied
by an increase in mainline operations to ensure career opportunities for pilots or other occupational
groups. Conversely, if demand falls, work is consolidated at the mainline carrier.
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Table 3.

7  KLM’s programme of short-time working, deferral of the implementation of part of a
planned pay increase, and greater flexibility to ensure a target 2 per cent increase in
structural efficiency.

As dready indicated, the knock-on effects of job losses at major airlines can be
substantial, both inside and outside the civil aviation industry. Table 3 presents a range of
examples of job losses announced by other air transport companies.

As with airlines, the impact of 11 September has been extremely varied across
different countries and different companies. Airports Council International (ACI), which
has a membership of some 541 airports and airport authorities operating 1,400 airports in
168 countries and territories, has reported that larger airports (especially international
hubs) have faced afar greater impact on their business as aresult of recent events.

London Heathrow, for example, which relies heavily on transatlantic business, has
been harder hit than London Gatwick. On a global scale, North American airports have
been much more severely affected than Asia-Pacific airports.

In North America, where airports generate an estimated US$450 billion per annum
and employ 1.9 million employees (and generate a further 5 million “dependent” jobs in
local communities), total revenue losses resulting from 11 September were estimated to be:

= $84 million for the period 11-15 September, when airports were shut down or
severely affected;

= $101 million for the week 16-22 September; and
= $2.3hillion for the 12-month period up to September 2002, *

ACI-North America (ACI-NA) has aso sought to gauge the impact of 11 September
on major food and beverage and retail concessionaires in North American airports, based
on a survey of nine mgor companies collectively employing over 31,000 people in North
American airports. ACI-NA conservatively estimates that these companies will lay-off
9,600 employees, or one-third of their total workforce. As the nine companies account for
around 50 per cent of the total airport concessions market it is estimated that total job
losses could be around 20,000. * A similar level of job losses (i.e. 30 per cent) has been
reported P()y professional service providers certified as “ disadvantaged business enterprises’
(DBEs).

Job losses in other civil aviation companies

Company Initially proposed job losses  Revised job losses  Employment cost
(percentage of workforce) (percentage of reduction measures
workforce)
Airbus (United Kingdom) 1,600 (18%) Wage freeze, short-time

working and 2 week lay-offs
for French employees

* These figures are based on a survey of 50 large, medium-sized and small airports. Airports
Council International-North America (2001). The UN Airport Industry and Estimates of Airport
Economic Impacts of recent Terrorist Threats, 27 November, ACI-NA.

¥ ipid.

“© ibid.
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Company Initially proposed job losses  Revised job losses  Employment cost

(percentage of workforce) (percentage of reduction measures
workforce)
Airtours (MyTravel) 450
Anglo Normandy 45
BAE Systems 1,700
BBA 50
B/E Aerospace 1,000 (22%) Senior management pay
reduced by 35-50 per cent.
Bombardier Aerospace 3,800
Boeing 20,000-30,000
Embraer 1,800
FLS Aerospace 900
Gate Gourmet 3,000 (10%)

Globe Ground (Stansted 80

Airport)

Go-Ahead Aviance 700

(airport services)

Goodrich 2,400

Heathrow Airport 6,000 (10%)

LSG Sky Chefs 4,800 (30%)

Manchester Airport 90

National Air Traffic 225 (2%) of support and

Services management staff

Rockwell Collins 2,600 (15%)

Rolls-Royce 5,000 (aircraft engine division)

Sabena Technics 700 (30%)

Shorts (Belfast) 2,000 (26%) No overtime, non-renewal
of contract workers.

TRW Aeronautical 1,100 (16%)

Systems

Tenzing 80 (sales and marketing)

Communications

Thomas Cook AG 2,600 (10%) Employees earning in
excess of £10,000 a year
asked to take a pay cut of
3-10 per cent.

Travelocity (10%) non customer service

workforce
uTC 5,000

In the Asia-Pacific region, in contrast, many small and medium-sized airports have
reported positive passenger growth for the third quarter of 2001 compared with the third
guarter of 2000, despite the events of 11 September. An ACI survey of members
representing 20 of the Asia-Pacific region’s 154 ACI member airports found that only 18
per cent had introduced lay-offs or furloughs of staff. The majority had relied on other cost
cutting measures such as reduced staff travel (46 per cent) or a combination of recruitment
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4.

Table 4.

freezes, reduction of contract and/or “on-loan” <aff, and curtailing “discretionary”
expenditure such astraining (64 per cent).

The preferred strategy of airports in this region has been to retain staff and cut back
on other costs such as capital budgets. As one representative from the region put it,
“Airports survived the Asian economic crisis, albeit with some staff retrenchments. Thisis
another bump on the road, but the long-term prospects are for growth and airports need to
retain good staff”.

Preferred response to the crisis

In order to determine what might be regarded as “socialy responsible ways to
respond to the crisis’, trade unions were asked how acceptable a range of different human
resource policies would be to their members. Responses ranged from “ Acceptable under
norma circumstances’ to “Only acceptable as a short-term/crisis measure” and
“Unacceptable under any circumstances’ (see Appendix, question 4). The responses to this
guestion are reported in table 4.

The majority of respondents regarded voluntary early retirement, part-time working,
educational leave and employee share ownership plans (ESOPs) as human resource
policies that might be introduced at any time. ** Rather more human resource policies were
only acceptable as a short-term/crisis measure, including working time adjustments
(e.g. short-time working/shorter working week and/or a reduction in the number of shifts),
the non-transferral of probationary staff to full-time contracts, and forgoing bonus pay.

Pilotsin particular expressed concerns about recruitment freezes and reduced training.
According to InterCockpit Pilot Training Network, an independent subsidiary of Lufthansa
Flight Training, European airlines will need up to 80,000 new pilots over the next ten
years. The European Cockpit Association (ECA) has therefore called on the European
Commission to consider policies that might ensure the continuation of qualifications and
licenses amongst unemployed pilots, the need to support the existing and future training
costs of pilots, and policiesto promote labour mobility within the European Union (EU).

Union responses to human resource policies (percentage of respondents)

Policy Acceptable under Only acceptable as a short-  Unacceptable under
normal circumstances  term/crisis measure any circumstances
Recruitment freeze 28 56 16
Voluntary early retirement 73 27 -
Voluntary redundancy 39 57 4

L ACI-Pacific (2001). Report on the Impact of Events of September 11 on Airports in the Pacific
Region, Airports Council International .

2 | nterview notes.

3 |t is worth noting that ESOPs tend to produce more polarized views. This mirrors the findings of
our earlier and more representative study of civil aviation unions, in which less than one-in-five
unions with experience of ESOPs regarded this form of financial participation as a vehicle to
improve management worker cooperation and 45 per cent saw ESOPs as a “ploy” to make workers
pay for past mismanagement (see Blyton et al, 1998a, p.23).
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Policy Acceptable under Only acceptable as a short-  Unacceptable under

normal circumstances  term/crisis measure any circumstances
Compulsory redundancy - 31 69
Voluntary furlough 41 45 14
Compulsory furlough - 35 65
Unpaid holiday/leave 32 25 43
Short-time working 11 70 19
Shorter working week 27 65 8
Fewer shifts per month 17 70 13
Part-time working 54 32 14
Work-sharing 40 36 24
Probationary staff not 8 61 31
transferred to full-time contracts
Non-renewal of temporary 37 41 22
contracts
Reduced training 4 43 53
Educational leave 57 29 14
Pay freeze - 48 52
Forgo holiday pay - 27 73
Forgo bonus pay - 54 46
Pay cut 3 21 76
Employee share ownership plan 48 19 33
(ESOP)

Air traffic controllers have also expressed grave concerns about cutbacks to training
in some countries. Worldwide, it is estimated that there is a 15 to 20 per cent shortage of
air traffic controllers, and it takes three to five years for controllers to be fully trained and
operational.

A significant number of human resource policies were widely regarded as being
unacceptable under any circumstances, including compulsory redundancies and furloughs,
the suspension of holiday pay and pay cuts. Even the suggestion of these policies hasled to
the threat of strike action by several unions around the world in recent months. Even
within the same airline, however, pay cuts and compulsory job losses have been agreed by
some unions and rejected by others. Such cases illustrate the point made previously that the
data presented in table 4 are illustrative rather than strictly representative. Put differently,
these data are not a blueprint for restructuring. Every situation must be carefully
considered and properly negotiated by the social partners.

The human resource policies discussed thus far relate primarily to company-level
decisions, although given that many flag carriers are publicly owned these policies will
often involve government input (e.g. financial support for early retirement programmes
and voluntary severance packages or partial assistance for short-time working). Unions
were therefore asked about the policies they believe national governments should pursue to
support the civil aviation industry during the current crisis (see Appendix, question 5). The
summary results are reported in table 5.

“ Marc Baumgartner (IFATCA), information made available at the ILO Think Tank Meeting
(Geneva, 29-30 October 2001).
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Table 5.

Government policies preferred by unions (percentage of respondent unions)

Policy Disagree Neither agree Agree
nor disagree

Contribution to pension funds for early retirement 15 15 70
Funding for severance pay 15 15 70
Low-cost loans to civil aviation employees 15 26 59
Payments to partially cover short-time working 8 31 61
Payments to fully cover short-time working 19 22 59
Extending unemployment benefits 8 11 81
Funding for medical/health insurance 11 30 59
Funding for retraining programmes - 15 85
Financial compensation to airlines for loss of traffic 24 20 56
Financial compensation to airports for loss of business 31 19 50
Financial compensation to other companies (e.g. air traffic

services, catering, aircraft manufacturers, etc.) 35 19 46
Financial support to airlines for higher insurance costs 12 16 72
Financial support to airlines/airports for improved security 8 8 84
Relaxation of foreign ownership rules 61 23 16
Protect services to remote communities 4 12 84
Promote mergers/take-overs/consolidation 61 23 16
Initiatives to promote social dialogue - 7 93

There was very strong approval of funding to support retraining programmes, as well
as extending unemployment benefits. Financial support to airlines/airports for improved
security also dlicited very strong support, as did financial support to enable airlines to
cover higher insurance costs.

Financial compensation for loss of business/traffic received far less support. In fact,
several unions were extremely critical of such assistance. As one US union officia
explained, “The airlines demanded privatization and deregulation in the 1980s. They
should not now be turning to the Government for financial assistance”. *> European unions
have also expressed concern over the financial support offered to US airlines, which is
widely regarded as potential distortion of competition on transatlantic routes.

Loyola de Palacio, the European Union's (EU) Transport Commissioner, has stated
that the problem at present is not so much to maintain a level playing field in Europe but
how to guarantee fair competition with the United States. However, whereas the
Commission is trying to minimize any state support to European airlines, European unions
would like to see a similar level of support to that offered in the United States. Trade
unions are particularly concerned about the possibility of enforced consolidation within the
EU as aresult of the current criss.

Not surprisingly, most unions, not only in Europe, are opposed to any policies
designed to promote mergers/take-overs/consolidation, or indeed the relaxation of foreign
ownership rules. These issues are closely associated with questions of public interest and
public services.

> Survey notes.
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In the United States, for example, it has been cogently argued that, as a result of the
11 September events, civil aviation is more central than ever before to national security
and macroeconomic recovery. As the industry cannot recover without improvements in
employee and labour relations, industry experts at MIT have suggested that the Air
Transportation Stabilization Board (ATSB) should require each loan applicant to
demonstrate the commitment of the company and its workforce to a human resources
strategy than can contribute to the industry’ s recovery. *© Without such a strategy in place,
airlines run the risk of failure and public funds will be wasted. New regulatory activities
such as this should be more widely debated throughout the industry.

Individual unions have made a strong claim for continued public support of their
national airline, typicaly on the basis of “public interest”. The Central Representative
Council of Aer Lingus, for example, has argued that, as an idand economy, Ireland would
suffer substantial losses without a national airline. The public interest case for the
continuation of Aer Lingus, dready in a very weak financia dituation prior to
11 September as a result of the foot and mouth disease outbreak in the United Kingdom
and the recession in the United States, is based on:

m  the importance of tourism to the Irish economy (140,000 jobs). Passengers who fly
direct into Ireland stay longer and spend more money (100 per cent of Aer Lingus
operations are into and out of Ireland);

m  the peripheral location and small population of Ireland demands services that are not
purely dictated by profit maximization; and

m the continuation of foreign direct investment, especialy from the United States,
depends on regular, reliable and direct air links for both passengers and freight. *’

Many more unions support government action to protect services to remote
communities on similar grounds, especidly island economies (e.g. Greece, Iceland,
Indonesia and the Philippines) (see table 5).

The policy that elicited strongest trade union support was “Initiatives to promote
social didogue’. Many individual airlines and other civil aviation companies were
applauded for their efforts to promote extensive and more meaningful social dialogue
following the tragic events of 11 September. But unions still regarded government
initiatives in this area as vitally important.

The scale of the crisis has demanded government intervention in a range of business
and related decisions, not least labour restructuring programmes, and unions want to be
fully involved in these deliberations and policy decisions. Moreover, unions favour
initiatives to promote social diaogue at the regiona and international as well as the
national level.

European unions, for example, along with other industry organizations, have pressed
the European Commission to initiate social dialogue and create an ad hoc group to look at
the social consequences of the civil aviation crisis (on the same basis as groups dealing
with security and insurance issues). ® The first meeting of this group took place in

“6 K ochan, op. cit.
4T CRC (2000). Crisisin Aer Lingus, Dublin: Central Representative Council.

“ See, for example, the joint statement issued by ACI, AEA, CANSO, ECA, ERA, ETF and IACA
Europe to the Council of Transport Ministers meeting in Luxembourg, 16 October 2001.
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Brussels on 3 December 2001. Although the meeting produced only limited results, the
Commission declared its intention to closely monitor the impact of the ongoing crisisin
collaboration with the social partners.

At the globa level, individual unions, the International Transport Workers
Federation (ITF) and other internationa organizations have welcomed the ILO’ sinitiatives
to promote socia dialogue, in particular the Think Tank on the Impact of the 11 September
Events for Civil Aviation, held in October 2001, and the Tripartite Meeting on Civil
Aviation: Social and Safety Conseguences of the Crisis Subsequent to 11 September 2001,
held in January 2002.

5. The differential impact of the crisis on
men and women and minorities

There is a dearth of information on the employment of women and different ethnic
groups in the civil aviation industry. The International Civil Aviation Organization
(ICAOQ), for example, collects data on the total number of employees for airlines in 55
countries, but does not compile data on gender.

Data for individual countries are equally scarce. In the United Kingdom, for example,
official statistics provide a breakdown for male (47.5 per cent) and female (52.5 per cent)
employees in “Air Transportation”, but there is no detailed breakdown for different
occupationa groups or subsectors of the industry (e.g. airlines versus aircraft maintenance,
flight crew versus cabin crew).

The United States is one of the few countries to publish more detailed information.
These data reveal that pilots are predominantly white males with college degrees (women
make up just 3.7 per cent of the pilot workforce, blacks 1.9 per cent and Hispanics 4.3 per
cent). Likewise, amongst mechanics only 6 per cent are female, 8.3 per cent are black and
9.0 per cent Hispanic. Flight attendants, in contrast, are 80 per cent female (blacks
constitute 12 per cent of the cabin crew workforce and Hispanics 8 per cent). *°

The most common response to questions about any differential impact on women and
minorities (Appendix, questions 2 and 3) was that human resource policies were applied
equally in the case of women and that there was generally no disproportionate effect on
ethnic minorities. Most unions, however, were keen to distinguish between
“disproportionate effects’ and “discrimination”.

It was not uncommon for unions whose membership was predominantly female
(e.g. cabin crew) or drawn from ethnic minorities (e.g. catering and cleaning) to report a
“disproportionate impact” on these groups as a result of recent labour restructuring
programmes. For example, the AFA in the United States and the National Union of
Commercial Cabin Crew (SNPNC) in France, both with a predominantly female
membership, pointed out that there was a “disproportionate effect”, by definition, on

women. %

% Bureau of Labor Statistics. For a discussion, see Brown Johnson, N. (2001). Airlines, School of
Management, University of Kentucky, USA.

0 Survey notes.
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6.

Other unions pointed out that many of the temporary or contract jobs targeted by
“soft” cost-cutting measures (i.e. protecting the airline's “core” staff by dismissing
“peripheral” groups) had a disproportionate effect on women and ethnic minorities.

However, a full assessment of the differential impact on men, women and minorities
would require a detailed analysis of different airlines, airports and other civil aviation
companies, broken down by job category. In the limited time available it was impossible to
compile such data. >

On the question of discrimination, several unions cited the role of contract clauses,
most notably seniority rules, as an effective form of protection for women and minorities.
As one union official commented, “Racism and sexism are institutionalized within some
parts of the industry, but seniority is one labour market institution which counteracts
this’. %2 In some cases, however, seniority clauses have been waived to provide additional
benefits or advantages to these groups (e.g. the part-time working agreement signed by
bmi/British Midland and BALPA states that pilots wishing to take up part-time work
following maternity leave will be given priority for any vacancies, regardless of seniority).

There were other examples, in contrast, where human resource policies may be
“formally fair” but “informally discriminatory”. Many restructuring programmes involve
changes to working time or new shift patterns which might be less suitable for or
acceptable to female employees. At Aer Lingus, for example, some employees have
expressed concerns about proposed changes to shift arrangements that might lead to a
significant number of female cabin crew “volunteering” for the redundancy package now
on offer.

It has long been recognized that, in any restructuring exercise, there will be arange of
decisions on job cuts ranging from voluntary redundancy (worker-selected) to compul sory
redundancy (employer-selected). But many employees will “accept” a severance package
because proposed changes to work organization and conditions of employment are no
longer attractive or acceptable (“forced voluntary” redundancy). >

Redundancy schemes and changes to working arrangements should therefore be
carefully monitored. Neither management nor unions should simply assume that an
employee who “volunteers’ for redundancy or leave of absence is acting of his or her own
volition.

Conclusions

The impact of 11 September on employment and working conditions in the civil
aviation industry has been immediate, significant, but also extremely varied. In some
cases, recent events have served to exacerbate long-standing difficulties between the social
partners. Given the importance of labour relations to the success of individual companies
and the industry as awhole, new approaches must be found to establish “mutual gains’ and
afirmer foundation for management-labour relations.

*! Requests were made to several civil aviation companies for such data. Most firms, however, said
that they did not yet have any detailed breakdown and/or that they would not normally make such
information available.

2 Survey notes.

8 See Turnbull, P. and Wass, V. (2000). Redundancy and the Paradox of job Insecurity, in E.
Heery and J. Salmon (eds), The Insecure Workforce, London: Routledge, pp.57-77.
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In other cases, the events of 11 September have been seized as an opportunity to
improve the quality of working life, the commitment of staff and the competitiveness of
the organization. Instead of a simple “head-count” strategy, many organizations have
developed innovative and socially responsible human resources strategies. It is important
to learn from, rather than simply seek to imitate, such examples of best practice. Recent
experience indicates that socia dialogue is an effective, and certainly preferred, approach
to the dissemination of best practice.
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Appendix

ITF/Cardiff University questionnaire on
the impact of 11 September events

Please answer al five questions. If you have any additional comments, please use the space
between questions.

Name of union and country:

Q.lL Which of the following policies have been introduced by aviation companies in which you
have members following the events of 11 September 2001? (Please tick all that apply.)

Policy Flag/imajor airline  Low-cost/regional Other civil aviation companies
airline (e.g. airports, catering, ground
handling, maintenance)

Recruitment freeze
Voluntary early retirement
Voluntary redundancy
Compulsory redundancy
Voluntary furlough
Compulsory furlough
Unpaid holiday/leave
Short-time working
Shorter working week
Fewer shifts per month
Part-time working
Work-sharing

Probationary staff not transferred to
full-time contracts

Non-renewal of temporary contracts
Reduced training

Educational leave

Pay freeze

Forgo holiday pay

Forgo bonus pay

Pay cut B management

Pay cut B other staff

Q.2 Have the policies introduced by aviation companies since 11 September affected men more
than women, women more than men, or both equally? (Please tick all that apply.)

Policy Affected men more Affected women more Applied equally

Recruitment freeze
Voluntary early retirement
Voluntary redundancy
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Q3.

Policy Affected men more

Affected women more Applied equally

Compulsory redundancy
Voluntary furlough
Compulsory furlough
Unpaid holiday/leave
Short-time working
Shorter working week
Fewer shifts per month
Part-time working
Work-sharing

Probationary staff not transferred to
full-time contracts

Non-renewal of temporary contracts
Reduced training

Educational leave

Pay freeze

Forgo holiday pay

Forgo bonus pay

Pay cut

Further comments:

Have these policies had a disproportionate effect on ethnic minorities? (Please tick the

appropriate box.)

Policy Yes

No

Not applicable

Recruitment freeze
Voluntary early retirement
Voluntary redundancy
Compulsory redundancy
Voluntary furlough
Compulsory furlough
Unpaid holiday/leave
Short-time working
Shorter working week
Fewer shifts per month
Part-time working
Work-sharing

Probationary staff not transferred to full-
time contracts

Non-renewal of temporary contracts
Reduced training

Educational leave

26
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Q4.

Policy Yes

No Not applicable

Recruitment freeze
Voluntary early retirement
Voluntary redundancy
Compulsory redundancy
Voluntary furlough

Pay freeze

Forgo holiday pay

Forgo bonus pay

Pay cut

Further comments:

How acceptable to your members are the different policies listed below? Please consider
whether the policy in question would be accepted under normal operating conditions, would
only acceptable as a short-term response to the current crisis, or is unacceptable under any

circumstances. (Please tick the appropriate box.)

Policy Acceptable under

Only acceptable as a Unacceptable under

normal circumstances short-term/crisis measure any circumstances

Recruitment freeze
Voluntary early retirement
Voluntary redundancy
Compulsory redundancy
Voluntary furlough
Compulsory furlough
Unpaid holiday/leave
Short-time working
Shorter working week
Fewer shifts per month
Part-time working
Work-sharing

Probationary staff not transferred to
full-time contracts

Non-renewal of temporary contracts
Reduced training

Educational leave

Pay freeze

Forgo holiday pay

Forgo bonus pay

Pay cut

Employee share ownership plan
(ESOP)

Further comments:
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Q5.

What policies should national governments pursue to support the civil aviation industry
during the current crisis? Consider the following policies and tick the appropriate response,
where SD = strongly disagree, D = disagree, N = neither agree nor disagree, A = agree and SA

= strongly agree:

Policy

SD

Contribution to pension funds for
early retirement

Funding for severance pay

Low cost loans to civil aviation
employees

Payments to partially cover short-
time working

Payments to fully cover short-time
working

Extending unemployment benefits

Funding for medical/health
insurance

Funding for retraining programmes

Financial compensation to airlines
for loss of traffic

Financial compensation to airports
for loss of business

Financial compensation to other
companies (e.g. air traffic services,
catering, aircraft manufacturers,
etc)

Financial support to airlines for
higher insurance costs

Financial support to airlines/airports
for improved security

Relaxation of foreign ownership
rules

Protect services to remote
communities

Promote mergers/take-
overs/consolidation

Initiatives to promote social
dialogue

Further Comments:
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