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DEC IS ION

( 1 ) I n t rod uct ion

Before me is a g roup g rievance (Exh ib it 1 ) on beha lf of s ix (6) Adm iss ions Adviso rs

at Mohawk Co l lege a l leg ing imp roper c lass i f icat ion at Payband 'H ' , 559 po i n ts . The part ies

a re ag reed on the content of the P . D . F . . I rece ived he lpfu l briefs from the Un ion and the

Col lege in advance of the heari ng . The hea ri ng was he ld at Mohawk Col lege on January

1 9 , 20 1 0 . Ms . Theresa Ba i n test ified on beha lf of the Grievors ; Ms . Debb ie Ca la rco ,

Ass istant Reg ist rar , testified for the Col lege .

(2 ) Overv iew of the Pos i t io n

U nder the d i rect ion of the Ass istant Reg ist rar , the Adm iss io ns Advisor coord i nates

adm iss io n act iv i t ies for one (1 ) or more Mohawk Col lege prog rams , with the goa l of

adm itt i n g qua l ified app l icants in order to meet the Col lege 's en ro lment targets .

The incumbents do th is by :

( 1 )

(2)

(3)

(4)

(5)

eva luat ing adm iss ion requ i rements of prospective app l icants ;

adv is i ng app l icants of defic iencies i n h is/her app l ication and how these defic iencies

m ig ht be remed ied ;

having i n m i nd ta rget en ro lments , manage , add to , o r p ru ne wa it i ng l i sts ;

ass ist non-qua l if ied app l i cants to obta in a l ternat ive post-secondary education ;

admi n ister matu re student tests , eva luate resu lts , determ ine adm iss i b i l ity , a nd

adv ise matu re students of the i r educat iona l optio ns .
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I hea rd evidence from Grievo r The resa Ba i n as representat ive of the g roup . Ms .

Ba in confi rmed that the t ime a l locat io ns set out i n the P . D . F . ( Exh ib it 3 , pages 3-5) are

rough ly accu rate . Th is was a lso confi rmed by her Supervisor, Ass istant Reg ist rar Debb ie

Ca la rco . Th is means that about s ixty percent (60%) of an Adm iss ions Adv isor's t ime is

spent p rov id ing informat ion or ass istance to prog ram app l icants with i n her p rog ram area ;

th is i nc l u des eva l uat i ng t ranscripts , determ in ing equ iva lenc ies , recru i tment , management

of wa i t i n g l i sts , and fo l low-up .

Another ten pe rcent ( 1 0%) of her t ime is spent test ing matu re students who may

lack competency i n Eng l ish , Mathemat ics , or Sc ience .

The rema i n ing th i rty percent (30%) of an incumbent's time is spent on re lated

functions , s uch as rank i ng e l ig ib le app l icants , ca lcu lat ing and posti ng g rade po int

averages , mak i ng offe rs to app l icants on the wait ing l ist , dea l ing with i n ternat io na l

app l icants , process i ng withd rawals and i n it i ating tu it ion fee refunds , faci l i ta t i ng transfe r of

students i n and out of co-op prog rams , recommend i ng cand idates fo r Co l lege tu it ion

bu rsaries , a nd genera l re lated recru i tment tasks .

The ev idence of the Grievor, Ms . Ba in , and of he r Superv isor, Ms . Ca la rco , left no

doubt in my m ind that the Adm iss ions Advisor p lays a crit i ca l ro le in the Col lege adm iss ion

process . They are the front l i ne se rvice prov iders for app l icants . The adm iss ion process

is governed (externa l ly) by the M i n ist ry of Tra i n ing , Co l leges and Un ivers it ies "Adm iss ions

C ri te ria" , a nd ( i n terna l ly) by Mohawk Col lege's own adm iss ion po l icies , wh ich a re part of

the Col lege 's "Banne r System" . Al l of the Grievors work wi th i n these po l ic ies and have

expert fam i l ia rity wi th them .
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Appl icants app ly th rough the O .C .A .S . (Onta rio Co l lege App l icat ion System) ; routine

app l icat ions from prope r ly qua l ified Ontario seconda ry schoo l g raduates are automat ica l ly

processed by the Banner System . Adm iss ions Adv isors essentia l ly here dea l with

except ions . Such except ions i nclude determ i n i ng cou rse equ iva lenc ies , app l ica nts who

do not meet m i n imum grade requ i rements , and dea l ing wi th qua l if ied app l icants to "ove r

subscri bed " prog rams . For example , the Col lege rece ives app roximate ly ten ( 1 0) t imes as

many app l ications as i t has p laces in the Ca rd iovascu la r Techno logy prog ram .

Matu re student app l ications , fore ig n student app l icat ions , home-schoo l app l icants ,

and others who fa l l outs ide the "regu lar h ighschoo l stream" account for between forty and

fifty percent of an Adm iss ions Advisor's work load . Th is cohort of the Adm iss ions Advisor's

respons ib i l i t ies requ i re cons iderab ly mo re i nvest igat ion , t ime and ana lys is and must

genera l ly be assessed on a "one off" bas is .

(3) Job Factors Ag reed

The pa rt ies a re ag reed on the fo l lowi ng job factor rat i ngs :

Occas iona l

Job Factor Leve l Po ints Leve l Po i n ts

I A . Ed ucat ion 4 48

l B . Ed ucat ion 1 3

2 . Experience 5 69

5 . Gu id ing/Advis ing Others 4 4 1

6 . I ndependence of Actio n 3 78 4 9

8 . Commun ication 3 78 4 9

9 . Phys ica l Effort 1 5 2 6
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1 0 . Aud ioNisua l Effort

1 1 . Work i ng Env i ronment

2

2

35

38

(4) Job Factors i n D ispute

The pa rt ies d ispute the fo l lowi ng job facto rs :

3 . Ana lys is and P rob lem Solv i ng

Th is factor measu res the leve l of comp lexity i nvo lved in ana lys i ng s i tuat ions ,

i nformat io n , or prob lems of va ry i ng leve ls of d ifficu l ty ; a nd i n deve lop i ng options ,

so l ut ions or other actions .

The Co l lege has rated th is factor at Leve l 3 : "S i tuat ions and p rob lems a re

ident i f iab le , b ut may requ i re fu rther i nqu iry i n o rder to defi ne them precise ly .

So lu t ions requ i re the ana lys is and co l lect ion of i nfo rmat ion , some of wh ich may be

obta ined from a reas or resou rces wh ich a re not normal ly used by the pos it io n . "

The Un ion has rated th is facto r Regu la r, Leve l 4 : "S ituat ions and prob lems are not

read i ly ident ifiab le and often requ i re further i nvest igation and resea rch . So lutions

req u i re the i n terp retat ion and ana lys is of a range of i nfo rmat ion accord ing to

estab l is hed techn iq ues and/or princip les . "

I n cons idering Levels 3 and 4 , I note the fo l lowing cr i teria of d ifferent iatio n :
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read i ly

Leve l 3 p rob lems requ i re fu rther " inqu i ry" ; Leve l 4 prob lems often requ i re

fu rthe r i nvestigat ion and research ;

Leve l 3 requ i res co l lect ion of i nformat ion ; Leve l 4 requ i res " interpretat io n and

ana lys is" of informat ion .

I start with the P . D . F . . At pages 8- 1 0 the P . D . F . g ives th ree (3) examples of regu la r ,

recu rr i ng p rob lems : ( 1 ) app l icat ion from fore ig n tra i n ed doctor ; (2 ) reg istration

d iscrepancy i n BScN prog ram ; (3) mon itoring acceptance leve ls to atta i n optima l

en ro lment . At page 1 1 the P . D . F . g ives an "occas io na l " prob lem example ; an

improper rejection letter . I have cons ide red , a nd ana lysed , each of these examples

and I find that each fits comfortab ly wi th in Leve l 3 .

I asked Ms . Ba in what was the most complex prob lem she regu la rly faced? She

rep l ied : "The d ivers ity of app l icants we dea l with , a nd how to ta i lor a correct

response to each particu lar app l ica nt" . Roug h ly ha lf an Adm iss io ns Advisor's

work load comes from app l icants outs ide the ma i nst ream ( i . e . Onta r io h ig hschoo l

g raduate st ream) . Even wi th the h ig hschoo l app l icants , a n Adm iss ions Adv isor may

be i nvo lved ; e .g . i n switch i ng the app l icant's p rog ram after an unsuccessfu l fi rst

year.

But for what m ight be ca l led the "atyp ica l " app l icant (as i nd icated , rough ly forty to

fifty percent of an Adm iss io ns Advisor's work load ) , the ana lys is/p rob lem solv i ng



7

requ i rement is g reater . The Adm iss ions Advisor must "d ri l l down" (Ms . Ba i n 's term)

to correct ly identify potent ia l p rob lems with the app l ication ; e . g . E ng l i s h language

deficie ncy , cou rse equ iva lenc ies , test i ng that may be requ i red , etc . . F rom the

ev idence of both Ms. Ba i n and Ms . Ca la rco , I was left i n no doubt that th is is whe re

ana lys is and prob lem so lvi ng ski l l s of the Adm iss io ns Adviso r a re tested .

The s i tuations and prob lems the Adm iss ions Advisor is confronted wi th must (a) be

p rope rly identified , wh ich may requ i re fu rther inq u i ry ; (b ) the Adm iss io ns Advisor

may know what is necessa ry (e . g . Eng l ish or math test ing) or may have to check

e lsewhere (e . g . anothe r Co l lege or Un ivers ity) to get fu rthe r informat ion (e .g .

cou rse equ iva lenc ies) ; a nd must then (c) stee r the app l ica nt to where any perce ived

deficie ncies can be remed ied .

I n cons ideri ng a l l of the examp les Ms . Ba i n referred to , I note : ( 1 ) gene ra l ly

speak ing the p rob lems are recu rrent and read i ly ident i fia b le ; (2 ) the prob lems often

requ i re fu rther investigation but not resea rch ; a nd (3) wh i le the Adm iss io ns Adv iso r

co l lects i nformat io n from va r io us sou rces , s he genera l ly does not " inte rp ret or

ana lyse" it . A l l these facto rs i nd icate Leve l 3 .

I asked Ms . Ba i n where an Admiss io ns Adv isor can go for ass istance? She sa id :

"The Coord inato r, a nd we re ly on each other a lot" . I t i s important here to note that

the Adm iss ions Advisor has no ro le i n sett ing e ither (a) adm iss ions criteria or (b)

prog ram requ i rements . Adm iss ions cri teria are set by the M i n ist ry and by Mohawk

Co l lege ; prog ram req u i rements a re set by the va r ious p rog rams . The Adm iss ions

Adv isor function is more than that of a gatekeeper ; she exerc ises empathetic ,
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i nvest igative and amel io rat ive sk i l l s , b ut she operates with i n adm iss io ns and

prog ram crite r ia that s he has no d iscret io n to a lter .

Ms . Ca larco test if ied that the most complex recu rrent p rob lem an Adm iss io ns

Adv isor faces is to make su re that " . . . u nusua l app l icants do not fa l l th rough the

cracks" . She gave as examp les an app l icant who uses two (2) d ifferent names or

who acqu i res two (2) ident if icat ion numbers . Such prob lems , she test if ied , "m ight

take an hou r or two to correct" .

From the evidence of both the Grievor and he r Superv iso r, I ho ld that the evidence

fa i ls to prove Leve l 4 . I n fact , the Man ua l 's defin it ion of Leve l 3 : "S ituat io ns and

p rob lems a re ident ifia b le , b ut may requ i re fu rthe r i nq u i ry i n order to defi ne them

p rec ise ly . . . . " cou ld have been wri tten to descri be the Adm iss io ns Adv isor pos i t ion

at Mohawk Col lege .

Ana lys is and P rob lem Solvi ng - Leve l 3 - 78 Points

4 . P lann i ng/Coord i nat i ng

Th is factor measu res the p la nn i ng/coord i nat i ng requ i rements of the pos it ion .

The Col lege has rated th is factor Leve l 2 : "P lan/coord i nate act ivit ies and resou rces

to comp lete own work and ach ieve ove rlapp i ng dead l i nes . "
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The U n ion rates th is factor Level 3 : " P la n/coord in ate act iv it ies , i n fo rmat ion or

mate ria l to enab le complet ion of tasks and events , wh ich affect the work sched u le

of othe r emp loyees . "

I n ote , f i rst , that based on the ev idence the p rima ry person affected by the

Adm iss io ns Adv isor is the app l icant or prospective app l icant . The pos it io n does not

requ i re p lann i ng o r coo rd i nat i ng act iv i t ies wh ich have a s ign ificant impact on the

t imetab les or work of other Co l lege emp loyees .

Second , I have cons idered the fou r (4) examples of p lann i ng/coord i nat ion set out

at pages 1 2- 1 4 of the P . D . F . [ ( 1 ) Qu ick Adm it ; (2) P rob lem with Rank i ng App l icat ion ;

(3) P rov id ing I ne l ig ib le App l icant with Options ; (4) On-Campus Recru itment] . Aga i n

these examples do not reflect tasks wh ich impact the work schedu les of other

emp loyees . They do requ i re p la nn i ng and coo rd inat ing tasks and resou rces to

complete the work of the Adm iss ions Adv isor . So , the P . D . F . examples inc l i n e me

to a Leve l 2 rat ing .

So , a lso , d oes the viva voce evidence of Ms . Ba i n and Ms . Ca larco . Ms . Ba i n

po inted out that the Adm iss ions Adv isor is Mohawk's "front l i ne officer" dea l ing with

app l icants . I accept that . I a lso accept that s he and her co l leagues "fu l f i l a n

important ro le rep resenti ng the Co l lege i n recru i tment , i ncl ud ing the an nua l "Red

Ca rpet" , Open House , and re lated act ivit ies . But these act iv i t ies a re p la nned ,

organ ized , a nd managed by othe rs i n the Col lege ; the Adm iss ions Adv isor attends

i n order to pe rsona l ize the adm iss ion process and to p rovide i nfo rmat io n .
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I accept , w i thout reservat ion , Ms . Ba in 's ev idence about the Adm iss ions Advisor's

ro le i n (a) meet i n g and (b) manag i ng prog ram targets . Th is i s impo rtant wo rk , b ut

i t fa l l s with i n "comp lete own work and ach ieve overlapp i ng dead l i nes" ( Leve l 2) .

I t is certai n ly t rue that much of the Adm iss io ns Adv isor's work is subject to

dead l i n es ; but these dead l ines are O . C .A . S . a nd Col lege d riven , and they re late to

the academ ic ca lendar . The document (P lann ing and Coord i nat i ng) prepared by

the Grievo rs and g iven to me at the hea ri ng exempl i fies th is . Month by month the

dead l i nes corre late to the i nevitab le seasons of the academ ic year . I went th rough

each of those funct ions , month by month , a nd found l itt le evidence of " . . , tasks and

events , wh ich affect the work sched u le of other emp loyees" .

Accord i ng ly , I have concluded that P la nn ing/Coord i nat ing is co r rect ly eva l u ated at

Leve l 2 .

P lann i ng/Coord inat ing - Leve l 2 - 32 Po i n ts

7 . Se rv ice Del ive ry

Th is factor exam i nes the manner i n wh ich the pos it ion de l ivers service to

customers .

The Col lege has rated th is facto r at Leve l 2 : " P rovide se rv ice accord ing to

spec i f icat ions by se lect ing the best method of de l iveri ng service . "
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The U n ion has rated th is factor at Leve l 3 : "Ta i lo r serv ice based on develop i ng a

fu l l u nde rstand i ng of the custome r's needs . "

Aga i n , I h ave sta rted with the P . D . F . a nd note , fi rst , the var iety of "custome rs" (from

Deans to app l ica nts , sponso rs , g u idance counse l lors , etc. ) to whom the i n cumbents

must re late and de l iver service . I note , next , the fact that forty to fi fty percent of the

Adm iss ions Advisor's work load cons ists of non-t rad it iona l app l icants ( i . e . matu re ,

fore ign , home-schoo led) . Part icu larly wi th these app l icants , the evidence

estab l is hed that the i n cumbents "ta i lo r" the service to the particu lar needs of that

app l icant . The req u i rement to unde rstand an app l icant's specia l needs , a nd then

to prov ide an i nd ivid ua l ized response to those needs , is a cha racte rist ic instance of

"ta i lo ri ng " service . S i nce th is requ i rement app l ies i n rough ly ha l f of an Adm iss ions

Advisor's work load , it i s a regu la r , recu rring funct ion of the pos i t io n .

Ms . Ba in test i f ied that "ta i lo r i ng" service to the id iosyncrat ic needs of the app l icant

(or potentia l app l icant) is the most complex part of he r dut ies . When I asked he r

how d ifferent app l icants were , a nd how often she had to i nvest igate an id iosyncratic

app l ication and find a particu larized so l u tion , she app l ied : " Eve ry phone ca l l , every

day" . She elaborated : "On every ca l l I h ave to ascertai n what the rea l issue for that

pe rson is , a nd then I have to add ress it" .

F rom the ev idence , I find that the Co l lege has s ig n if icant ly u nderva l ued Se rv ice

Del ivery in respect of its Adm iss ions Adviso rs .

The Manua l (page 22) defi nes what is meant by "ta i lo r service" (Level 3) ; "Th is

means that in orde r for the pos it ion to provide the rig ht type of service , he/she must
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ask q uest io ns to deve lop an understand i ng of the customer's s i tuation . . . . " . Th is is

what the Adm iss ions Adv iso r does wi th respect to roug h ly ha l f of her work load .

Having correct ly understood the natu re of the app l icant 's prob lem , the Adm iss ions

Advisor then "custom izes the way the service is de l ive red " ; that is , she steers the

app l icant toward cou rses necessa ry to complete defic ie nc ies ; o r she d iscusses

fi n anc ia l ab i l i ty and steers the app l icant to resou rces i n o r out of the Col lege that

may be ab le to ass ist ; or she d i rects them for Eng l is h or math test i ng ; or she

d iscusses prog ram requ i rements and , perhaps , steers the app l icant to a more

su itab le p rog ram ; or she exam ines a cou rse transcri pt to see if perhaps the

app l icant has completed cou rses that m ight be cons ide red equ iva lents ; etc . , etc . .

To me , a l l of these a re examples of custom iz i ng serv ice to an app l icant's

id iosyncrat ic requ i rements , a nd bespeak "ta i lo ri ng serv ice based on deve lop i ng a

fu l l u nde rstand i ng of the customer's needs" . I ndeed , i t wou ld not be a stretch to say

that the core respons i b i l i ty of a Mohawk Adm iss ions Adv isor is to ta i lor adm iss io n

advice to the part icu l ar req u i rements of each app l icant .

I th erefore conc lude that Serv ice De l ivery is p rope rly eva l uated at Leve l 3 .

Serv ice Del ivery - Leve l 3 - 5 1 Po ints
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(5) Decis io n

I have comp leted , and attach , a n Arb it ra tion Data Sheet .

From the evidence put before me the pos it io n of Adm iss ions Adviso r at Mohawk

Col lege is correct ly eva l uated at Payband ' 1 ' , 580 po ints .

Accord ing ly the Group Grievance before me (Exh i b i t 1 ) is a l lowed .

I rema in se ized to dea l with any iss ue wh ich may a rise in the imp lementat ion of th is

Dec is ion .

Dated at the City of St . Thomas th is [ day of /E -Z ' ' , 'I , 20 1 0 .

sso r l a n

Q.__ b it rato r
A . Hunte r



ARBITRATION DATA SHEET - Suppo rt Staff C lassifi cation

Col lege : Mohawk Co l lege I ncumbent : Adm iss ions Adv isor Superv isor : Ca la rco , D .

Cu rrent Payband : H Payband Requested by G rievor :

1 . Concern i n g the attached Pos i t ion Descript ion Form :

_1

x__ The pa rt ies ag reed on the contents The Un ion d isag rees wi th the contents
and the spec i fic deta i l s are attached .

2 . The attached Writte n Subm iss ion is from : x_ The U n ion __ The Col lege

Management
Reg u la r/
Recurr i ng
Level Po i n ts

U nion Arbi trator

Regu la r/ Reg u la r/
Occasional Recu rring Occasiona l Recurr i ng
Leve l Po i nts Leve l Po i nts Leve l Points Leve l Po i ntsFactor

I A . Educat ion 4 48

1 B . Education 1 3

2 . Experience 5 69

3 . Analys is and
Problem Solving 3 78

4 . Plann ing/
Coord i nat i ng 2 32

5 . Gu id i ng/
Advis i ng Others 4 4 1

6 . I ndependence
of Action 3 78

7 . Se rvice Del ivery 2 29

8 . Commun icat ion 3 78

9 . Phys ical Effort 1 5

t 0 . Aud ioNisuai
Effort 2 35

1 1 . Worki ng
Envi ronmen t 2 38

Subtotals (a) 534

Tota l Points

(a) + (b) 558

Resu lt i ng
Payband H

4 9 3 78 4 9 3

3 5 t 3

4 9 3 78 4 9 3

2 6 1 5 2 6 1

2 38 2

(b) 24 (a) 6 1 2 (b) 24 (a )

1 3

5 69

4 t 1 0

3 56

4 4 1

2 35

636

4 48 4

1

5

2

48

3

69

78

32

4 t

78

51

78

5

35

38

556

580

1

Occasional

Leve l Points

4 9

4 9

2 6

(b) 24


