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The Trade Union Challenge of Democratic Participation

Foreword by Jacques Delors to
The Trade Union Challenge of Democratic Participation

Social dialogue or industrial relations? Socid partners or socid actors? Tariff partners or 'both sides of
industry'? The existence of such a variety of expressions to describe labour relations is clearly no
accident. It illustrates the different perceptions of industrial society and the socio-economic relations
which that society had engendered.

It is against this backdrop of never entirely co-operative, never entirely confrontational industria
relations that the importance of recent research conducted by a mixed group of academics and
representatives of the European trade unions can be appreciated. Their work tackles head-on the most
difficult question facing trade unionists, the defenders of the workers moral and materia interests. to
what extent is their task compatible with direct worker participation in the decison-making and profits
of the company which employs them?

We are living in anew era. Industria relations are being refashioned on an interactive basis. Individua
cregtivity isincreasingly important, and accumulated knowledge and know-how are being utilised more
and more. Links between life at work and life outside work are being increasingly recognised, in part
because women are participating far more in company life. All of these changes are bringing about
radica upheavals in socid relations but without eradicating such age-old problems as conflicts of
interest and the dangers of domination. Having redefined the economic bounds of the nationa
economy and the sectors of industry, industrial relations are rediscovering the importance of the
company and the workplace. It is a company level that such important issues as flexibility,
employability and job security are being tackled. It is clearly at this level that trade unions in particular
must devise new forms of employee representation.

Research into democratic representation is meeting this chalenge and exploring avenues for the
development of different dynamic compromises which should serve as inspiration for a new European
definition of industria relations. This research illustrates particularly clearly that it ought to be possible
to establish a set of basic guarantees concerning employment, wages and individual worker access at
the heart of the human collectivity of the enterprise, while fully respecting the independence of the
various socia actors and their specific responsbilities. The ideas thrown up by this research should
provide food for thought not only for those who support greater information access and consultation for
workers, but also for those who opposeit.

I very much hope that this research will stimulate debate within the trade union movement as it faces
the daunting challenges of the new millennium. It is my further wish that its conclusions be carefully
addressed by employers. It would be a pity if employer organisations failed to react positively to the
prospect of renewed democratic participation in companies merely because they were unable to
overcome a harrow view of their interests or because it was perceived as unfashionable to do so.

Jacques Delors
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Preface

The am of this paper is to present the main points of andysis put forward by the authors, Gérard
Kester and Henri Pinaud, and to encourage readers to explore the subject of democratic worker
participation more fully. The paper describes briefly the state of worker participation in Europe and
andyses both the causes and the implications of recent changes in this fidd, before offering the
authors recommendations for trade union policies for democratic worker participation.

The subject of worker participation is more fully explored in Trade Unions and Democratic
Participation in Europe: A Scenario for the 21st Century and an earlier edition in French:
Syndicats et Participation Dimocratique, Scenario pour le 21iPme siPcle’. These books are
based on the analyses of researchers from across Europe of trade union experience of worker
participation, the culmination of a collaborative project, which began in 1991, involving trade unions
and academic researchers.

The contributing researchers, whose papers form the empirical basis of the arguments set out in this
paper, are:

Janine Goetschy, Centre National de la Recherche Scientifique, Travail et MobilitJs,
University of Nanterres, France

Michael Gold, University of Westmingter, London Management Centre, United Kingdom
Fausta Guari€lo, University of Rome, Itay
John Holford, Univeraty of Hong Kong

GJdrard Kester, African Workers Participation Development Programme, Indtitute of Socid
Studies, The Hague, The Netherlands

Peter Leisink, University of Utrecht, The Netherlands

Jacques Monat, Consultant to the Internationa Labour Organisation and the Internationa Ingtitute
of Socid Studies, Geneva, Switzerland

Henri Pinaud, Centre National de la Recherche Sientifique, Laboratoire Georges Friedman,
Conservatoire National des Arts et MJtiers, France

Thoralf Ulrik Qvale, Labour Research Ingtitute, Odo, Norway
cke Sandber g, Arbetdlivsinstitutet, Stockholm, Sweden
Gy rgy Sz3l, University of Osnabrnck, Germany

Daniel Vaughan-Whitehead, The International Labour Organisation, Central and Eastern
European Team

Edward Zammit, Workers Participation Development Centre, University of Mdta

Kester, G and H Pinaud (Eds) (1996): Trade Unions and Democratic Participation in Europe: A Scenario for the 21st Century.
Avebury Press, Aldershot, England; and Ashgate Publishing Company, Brookfield, USA.

Kester, G et H Pinaud (Eds) (1995): Syndicats et Participation Damocratique, Scenario pour le 21liPme siPcle. L'Harmattan,
Paris.
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Introduction: A Challenge for the Future

Trade unions have a new role to play in strengthening democracy and supporting socid and
economic development. In the past, by concentrating on representative participation and conflict,
they have dlowed employers to take the initiative in defining and establishing ‘participation’ in the
workplace. As aresult, new forms of corporate culture, based at least in part on employer-defined
participatory practice, have come to dominate workplace organisation and trade unions have
deprived themselves of an important means of improving or re-establishing links with workers. At
the same time, workers are more acutely aware of the need for grester democracy and
transparency. Now is the time to promote democracy a work and within society and revitaise the
trade union movemen.

A two-track strategy would appear to be the answer - developing both bargaining and participation.
The key role of collective bargaining cannot be diminished; rather it could be enhanced and
supported by recognition of the pivotd role of trade union organisations in the wider democratic
world. As a result of their actions, trade unions would win wide support as a congructive socia
partner, if they could succeed in linking ther role in bargaining to ams of sustainable development,
socid justice and democratic participation.

In the pagt, trade unions have proved that they could achieve this. During post-war reconstruction,
diverse forms of participation flourished in many European countries. But present indtitutions of
labour relations cannot cope with the issues confronting labour today; their concerns are too rigid
and narrowly focused. The internaiondisation of ownership and production processes, rapid
technological change; socid, political and demographic change are creating new kinds of workers
and are threatening socid ability. Today, new forms of labour relations based on principles of
democratic participation are needed to influence the changing workplace and higher levels of
decison making.

The review of research findings on the current state of participation in Europe (Chapter 1) provides
an overview of evidence of the multiplicity of current participation structures in Western Europe and
the complex economic and socid problems that they are incapable of solving. In Chapter 2 we
present nine principles on which the terms of the debate may be based. Underlying dl of these isthe
notion that participation must go beyond what are normaly consdered to be workers issues.
Throughout, we make the link between democracy a work and wider issues of socia and political
democracy. Participation a work has arole to play in demongtrating the vaue of democracy and in
helping to create a culture of democracy. The three scenarios presented in Chapter 3 may serve as
points of reference in the debate on the development of European trade union policies and strategies
for participation and in discusson of setting up an gppropriate forma framework to support
democratic participation. The scenario for the 21st century - Scenario 21 - does not break
completely with the past but refers back to essentid elements of trade unionism and relaes them to
the chdlenges thet lie ahead.
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Five Main Forms of Participation

In this document we discuss worker participation in terms of five main forms of participation. The
first three are forms of representetive participation, the fourth is direct participation, which takes
different forms, and the fifth is financid participation, which may dso teke different forms, ether
through representative or direct participation. These forms of participation are not necessarily
mutualy exclusive and they are not the only ones possible, but they are those most commonly found
in European labour relations today .

Representative Participation

& Collective Bargaining: negotiations between organised workers (mainly trade unions),
management and/or employers bodies on terms of the employment contract and working
conditions, and may include issues of the rights of trade unions and workers. Collective
bargaining may take place at any leve of interaction between the representatives of workers and
employers, from the workplace to industry or nationd level. Trade unions play a dud role in
collective bargaining. They stand up againgt employers whose interests, as in dl conflicts of
power, are clearly different from their own; and at the same time, they assume the role of an
independent opposition, abiding by democraticaly accepted rules.

& Co-management: found in regiond, nationd or internationa bodies made up of union and
employer representatives, or aso including representatives of the state. They can control large
budgets, such as for unemployment compensation, socia security and vocationa training. They
can aso be aforum for consiltation, asin the case of sociad and economic councils?, hedth and
safety committees and the Internationa Labour Organisation (ILO).

& Co-determination: differs from collective bargaining in thet it is a democraic inditution in itself
and worker influence is exerted through specia procedures. Co-determination is a process in
which workers gain access to decison making via representatives. Thus, they are directly
concerned with financia, organisationa and work environment problems, from the shop floor to
higher levels in the company. The mogt well known example of co-determination is the German
Mitbestimmung in which worker and trade union representatives St on supervisory boards of
companies and on shop floor level works councils. Another is in Scandinavia, where there is
statutory employee representation on the supervisory board of large corporations, and in Work
Environment Committees, Works Councils and Department Councils. In Sweden, there is dso
a locd trade union right of access to information and negotiation with the employer before
subgtantia changesin the company or as may affect anindividud.

Some forms of participation fal between co-determination and organisationa participation, which
we refer here to as participation in management. Health and safety committees are an example.
When they are set up to implement policy decisions dready taken, they are aform of participation in

2 gocial and economic councils are bodies (at national, regional or European Union level) where social partners are represented
equally with the presence of public (EU) officials; they are regularly consulted by public authorities (or by the European
Commission) about future social and economic legislation and policies.
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management. But to the extent that they formulate hedth and safety policy, they are a form of co-
determination. The same gpplies, generdly, for works councils and joint production committees.

Direct Participation

Direct paticipation is participation in decison making at the workplace by individua employees or
groups of employees. Although participation in management may aso take place through structures
of representative participation, direct participation is characterised by participation in management.

Participation in Management: a sysem in which workers are directly involved in executive
management. This is achieved mainly through various workplace participation schemes such as
quaity cirdles and "employee participation’, for example: autonomous production teams, in
which workers are consdered partners in production rather than partners in strategic decison
meaking processes. However, to amore limited extent, workers may be directly involved in higher
levels of decison making. The following are three agpects of participation in management.

Participation in the job: The amount of discretion exercised by the individua worker will vary
according to the organisation of work, technology and management practices. Recently, in
moving away from the 'scientific management' of TaylorisT?, a growing interest has been shown
in decentraised, flexible and frequently team-based forms of work organisation, which
necesstate much higher levels of decison making by the individua.

Participation in problem solving: Thisisaform of participation, generdly inspired by Japanese
management methods such as quality circles, that tends to be organised through specid, targeted
groups of workers.

Participation in planning and evaluation: Some employers and trade unions perceive the
need to involve dl employees in andysing the enterprise’s Stuation, planning for its devel opment
and implementing these plans. The am of such a procedure is to link the Strategic decison
making with participation in daily work.

Financial Participation

Financid participation takes the form of schemes which give workers, in addition to a fixed wage, a
varidble portion of income directly linked to profits or some other measure of enterprise
performance. This bonus must be specifically linked to enterprise results, and not just expressed as a
predetermined proportion of pay. There are two mgor ways in which employers can distribute the
financia results of improved enterprise performance to their employees. profit-sharing or workers
share-ownership, both being generdly applicable to whole plants or companies. Profit-sharing
bonuses can be didributed on a deferred basis, with sums being invested in enterprise funds or
frozen in specid accounts for a specific period, or be pad directly in cash. Examples of employee
share-ownership include cooperatives (in which al the firm's shares are collectively owned by its
workforce), ESOPs (employee share-ownership plans, which involve aloan to an employee benefit

3 Taylorism, named after the person who developed the idea, refers to scientific management, which proposes that manual
workers should become expert at performing one specific task within ajob and that the whole job should be completed via a
series of specialist workers. Only management should be responsible for planning and organising the job.
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trust) and employee buy-outs (under which the company's shares are exclusvely purchased by its
individua workers).

Depending on the kind of control or influence such schemes have over decison making, financia
participation may take the form of direct or representative participation.

12 DWP 96.07.1 (E)
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Chapter 1: Participation in Western Europe

The drength and durability of participation is linked to a complex mixture of policies of the
employers, trade unions and the government, and the attitudes of workers, and on ther relative
socid, economic and politica strength within each country. Research on direct and representationa
forms of participation has raised questions concerning the role of the mgor socid actors in

participation.

How important is'participation’ to the actions and ideas of employers?

Participation in Management:

Since the 1970s, often asssted by the use of information and communications technology, managers
in the private and public sectors have tried various forms of work organisation as a way of adapting
to market fluctuations:

- Companies with little or no technica modernisation, tried to introduce dud flexibility: internaly
through stock management and externaly through staff cuts, short term contracts and sub-
contracting.

- Other companies invested in the modernisation of production processes and implemented 'lean
production’ management methods. The number of low-skilled jobs in manufacturing fell but
Taylorigt principles were reinvented as 'human resource management', a mixture of modernisation
of production processes and decentraised operationa decision making.

- Some companies tried to make the Taylori modd more flexible by introducing a mixture of
modernisation of the production processes, and attempts at decentraising operationa decision
making, decompartmentalisation and company coherence achieved by persuasve means.

These methods have often contained a strong dement of 'employee paticipation’ but ther
productivigt gods are 4ill closdly controlled by management. Focusing on the adjustment of work
organisation - job redefinition, multi-skilling, qudity circles and decentrdised profit centres - the
effect has been to shift the adjustment to a considerable degree onto short term contracts and sub-
contractors.*

Despite the language of participation, such techniques are merely an extension of traditiona attempts
to ensure that the management of an enterprise (public or private) is not influenced by worker
representatives. Thus, 'employee participation' schemes have had the effect of hindering trade
unions, often leaving them on the defengive. This policy of seeking greeter flexibility has aso greetly
contributed to making jobs and wages insecure and to raisng unemployment, with destructive
consequences for the whole of society.

4 Itissignificant that employers have had a European focus on these new management techniques since 1987 through the
European Federation of Quality Circles Associations and since 1988 by the European Federation of Quality Management.
Trade unions, on the other hand, have not had a correspondingly coordinated response.
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Financial Participation:

Although opposed to any binding arrangement, employers associations have usualy supported
enterprise-level schemes introduced on a voluntary basis, with the design of the scheme being Ieft to
the discretion of the enterprise. Employers usudly consider financid participation as an important
eement of human resources management for the purpose of improving employee motivation and
commitment. The income varigbility resulting from financid participation, which leads to greater
gability of profits, is one ther principd advantages for employers. They have traditiondly argued for
the introduction of tax incentives,

Such schemes have generdly been more popular with workers than with their trade unions, who
reman ather indifferent or hogtile. This has been one of the greatest chdlenges of unions fighting
privatisation: their membership has been frequently been split on theissue.

How havetrade unions viewed worker participation?

The policies and initiatives of European trade unions on representative and direct participation have
been mixed, mainly according to nationd traditions and priorities.

Representative Participation:

The basic trade union drategy is the consolidation and strengthening of representative participation
both within the enterprise and beyond. They do this through el ected trade union representatives and,
where gpplicable, through worker representatives elected to workplace or company councils or
committees. Hence, European trade unions intend to continue to try to develop worker participation
mainly by increasing the means and powers of bodies of workers representation as well as by
maintaining collective bargaining. Severa European economies provide examples of recent trends.

Italy: From 1974 onwards, the right to information became increasingly widespread in the public
and private sector. After 1976, collective bargaining in different professons gave rise to a growth of
the right to information in workers councils. During the 1980s, large public sector companies set
up joint consultative committees operating a different levels. Recent sectord collective agreements
aso require permanent bodies with equa worker-employer representation to be set up. These
bodies process the vast amounts of information available and undertake joint initiatives to tackle
such issues as the job market, training, job classfication and hedth and sefety.

France: Legidation in 1982 (manly inspired by the trade unions), and other lavs snce then,
grengthened company councils and hedth and safety committees (which have the right to cdl in
experts, to refuse work in dangerous Stuations and generdly oversee a wide area of responsbility
including operationa budgets). Also stipulated was an obligation for annual negatiations a company
leve on matters such as wages, hours, work organisation, the work environment and vocationa
equality; and, the election of worker representatives on the supervisory boards of nationalised
companies. From this point an important shift away from nationd inter-sectoral and sectora
bargaining to company bargaining can be detected.

14 DWP 96.07.1 (E)
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The Netherlands: Unions generdly represent workers interests through collective bargaining. But it
is through works councils, and in particular by developing their bargaining power and increasing the
power of worker delegates, that the FNV believes it will win better participatory rights for workers.
One of the main gods of union activity isto provide support for elected representatives and improve
coordination between sectord and company negotiation. This has become even more important in
recent years as works councils have become potentia rivas to the unions at enterprise leve. With
some exceptions, neither the unions nor eected works councils have the right to eect
representatives to the supervisory board, despite trade union demands for this.

Belgium: The participatory rights of workers are limited. The company committee mainly provides
information and advice. While management agppoints its own nominees to this body, workers
representatives are elected by al workers every four years. Until recently, only representative
workers organisations could nominate representatives. Then in 1987, the National Confederation of
Middle Management adso won the right to propose candidates, creating an imbaance between
management and workers on the committee, as middle management more often sde with senior
management than the trade unions. Trade unions, not company committees, conclude collective
agreements with management. They are therefore wel adapted to deding with decentraised
negotiations.

Scandinavia: Since the 1970s workers and/or loca unions in Sweden, Norway and Denmark have
been dlocated one third of adl seats on company boards. In Sweden and Norway, where "union
clubs' are elected by the workplace members, there is a tendency to replace or supplement detailed
negotiations with different forms of project groups or committees, which include union
representatives and management.

Germany: The German system of co-determination offers union members an important role in
outlining and discussng clams and drawing up company agreements in coordination with sectord or
regiond union organisations. Here too, there is no doubt that the German Trade Union
Confederation (DGB) regards co-determination as the principa form of worker participation.

United Kingdom: One of the key characterigtics of British indugtrid relations is the centrd role of
collective bargaining in regulaing the workplace. For most of the 1980s, collective bargaining and
joint consultation remained very much dive in certain indudtrid sectors and in larger companies, but
overal there has been a serious drop in both.

The European Trade Union Confederation (ETUC) places great emphasis on developing
European wide socid didogue through collective barganing and the actions of worker
representative bodies. These are particularly relevant in the light of the Directive on European
Works Councilsin multinationad companies.

In severd countries, a fdl in trade union representation on worker representative bodies has made
unions fearful that these bodies are trying to replace trade unions and their role in collective
bargaining with employers. In 1990 and 1991, in the dections for works councils in France, more
than 50% of the workers votes were in favour of non-union ligts; this has been a clear trend since
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the end of the 1970s. In the Netherlands, a third of those elected to works councils were not union
members. In Germany, recent elections for the country's socid security supervisory council showed
a drop in votes for the DGB and a rise in non-union ligs. As in France, Begium and the
Netherlands, this decline in union influence is, to some extent, a consequence of what has often been
a conflictud relationship between the unions and the elected representatives in companies. More
importantly, the overdl decline in union influence is due to processes of economic restructuring,
deregulation and so on.

Direct Participation:

Direct paticipation has not been a centrd concern of many European trade unions. Nor has it
represented one of the main areas of confrontation with management. Looking a cases from across
Western Europe, we can see the unevenness of trade union policies for direct participation:

France: In the 1980s, a the indigation of some unions and in spite of the vigorous opposition of
others, the Socidist government gave workers some rights to direct participation (le droit
d'expression). These palicies followed on from the trade unions push in the 1970s for greater
worker control within a framework of self-government at the level of society ('autogestion). The
legd right to workers participation in deciding the conditions, qudity, content and organisation of
work was introduced with the am of radicaly changing work relations. However, by the time they
were introduced in the 1980s, the economic conditions were very different, being marked by risng
unemployment and de-unionisation, and much less importance was attached to the work
environmen.

Scandinavia: The concept of direct participation entered the debate on industrial democracy in
1962. After years of experimentation and research concerning the democratisation of work by
sysematicaly redesigning jobs, technology and the organisation of work, the discussion has more
recently shifted to the relevance of democratisation programmes desgned to improve
competitiveness, suggesting a possble powerful dliance between economic needs and human
development in working life and society. In Sweden, in particular, many unions have been active in
developing new forms of work organisation - decentralisation of decisons on work planning, team
work, and the integration of traditional blue and white collar work. Trade unions have congantly
emphasised ther role in devel oping these new forms of work organisation.

Germany: In the 1970s Germany's DGB was ideologicaly opposed to any form of direct worker
participation. From the 1980s onwards the trade unions, especidly the metal and chemica workers,
gradudly softened their postion until company agreements were Sgned introducing employer-
initiated forms of participatory management (decentralisation of operationa decison making, qudity
circles, decentralised groups) in exchange for benefits such as traning and shorter hours. Pilot
schemes have been set up in some public services.

The Netherlands: The idea of worker sef-management has been supported by the Dutch trade

union movement for years. The FNV advocates a decison making process in which workers have
the find say and as far as possible take decisions by themsdves. Democratisation of companies and

16 DWP 96.07.1 (E)



The Trade Union Challenge of Democratic Participation

socid ownership are seen as parts of the same process. In November 1990 a policy document,
which said that "workers participation is the main reason for and the main goa of the trade union
movement" was accepted by the FNV conference. In practice, however, trade union efforts have
mainly been directed at representative participation. In fact, recent management initiatives for direct
participation are accepted if certain conditions are met.

United Kingdom: Here the idea of direct participation has been closdy associated with specific
workplace issues, particularly in the redesign of jobs and the introduction of technical change. Within
the wider context of ‘industrid democracy’, the focus has varied mainly according to government
economic policy of the day, ranging from support for industrid worker cooperatives to management
initiated schemes. Trade union policies on participation have been equdly varied but, fearing ther
own margindisation, they have tended to oppose direct participation.

Malta: Various forms of direct participation have been introduced since 1971, with the support of
the Generd Workers Union. The government took a flexible and pragmatic approach and by mid-
1979 dmost onethird of wage earners in Madta enjoyed some form of formdly indituted
participation. Trade union education programmes encouraged workers in participation, despite
criticism that they were neglecting their defensve role. Although popular and governmenta support
for participation has weakened, trade unions have taken an adaptive gpproach and work within
current government policies to keep the issue dive.

In other countries, action-oriented policies for worker participation have been far less ambitious,
even where provision exigs. For example, in Itay participation has only rarely been regarded as a
dable inditutiona factor in indudrid rdations, despite the conditutiond right of workers to
participate in the management of companies.

In many countries, the right to participation has been held back by the inertia of Taylorist structures
and practices, hogtility from within the company, indifference or opposition on the part of some trade
union members and eected representatives, and disillusonment on the part of workersin view of the
ineffectua application of the law. Added to these factors may be aweak and fragmented trade union
movement. Thusthe right to direct participation lgpsesinto inactivity.

The position adopted by the ETUC in 1991 should not be underestimated in terms of the potentia
backing it can give to initiatives for direct participation. In 1991 the ETUC resolved® that ¥it is of
fundamentd importance that workers be assured the right to information, to consultation, to
negotiation and to participation in European companies and in trans-national companies operating in
Europe, especidly on issues concerning employment and technologicd and environmenta
changes.=. Furthermore, the ETUC declaration of March 1992 concerning the work environment
stated: ¢ Concertation, participation, information and consultation on the part of workers, their trade
union representatives or their delegates in the company must be the fundamenta principle a every
level of hedth protection in the workplace ... the right of every worker to be informed, to lodge a
complaint and to participate in the workplace must be stipulated in writing=..

This evidence confirms that the propensity for participation is determined by a unique set of nationd

® ETUC 7th Congress Resolutions, Preamble, point V (For an Economic and Political Democracy), 1991.
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characterigtics. Although some countries share bargaining systems or specific attitudes towards
participation, apolicy for worker participation can only be made on the basis of what is possible and
what is wanted in each nationd context, and what is gppropriate for each industry or sector.

Financial Participation:

In contrast with employers, trade unions have traditiondly opposed financid participation schemes,
while they were more popular anong workers. Trade unions emphasise that such schemes could
increase income inequality between different categories of workers, or between industries or
enterprises, and that they entall a redigribution of risk. Oppodtion from trade unions is aso
traditiondly explained by ther fear of logng ther traditiond bargaining role through the devel opment
of a direct partnership between management and workers. financid participation might enable
management Smply to bypass the unions. Neverthdess, the present podtion of most trade unionsin
Europe seems to have become more pragmatic as financia participation has become widespread. In
many cases, trade unions redised that ther initid strong oppostion to those schemes was going
againg workers expectations and would have contributed to the decline of trade union membership.
In most Centrd and Eastern European countries, the unions are now playing a mgor role to
promote employee share-ownership in the privatisation process.

Belgium: Ferce opposition from the trade unions, which feared losing their negotiating role, crested
an unfavourable climate for companies wishing to adopt financid participation schemes. However,
despite the rgjection of these schemes by some trade unions at the nationa leve, local unions sarted
to play an ective role in their implementation at the enterprise leve.

Italy: Oppogtion from shop stewards explains the lack of pure 'profit-sharing' formulae in Itay. The
shop stewards expected that arrangements of this type would be manipulated through accounting
practices that favoured management. Therefore, they preferred bonuses related to commercia and
production indicators.

United Kingdom: One of the main features of financid participation in the United Kingdom is that
there is no legd obligation to negotiate financid participation schemes. As a result, these schemes
are normdly introduced unilaterdly by management. Fewer than five per cent of agreements have
been negotiated with the trade unions. Some 70 per cent of employees view financid participation
schemes in generd as being an excdlent idea, dthough the trade unions remain opposed to their
development.

France: French legidaion provides tha dl the dements of financid participation agreements (such
as the formula, the criteria and information channels) have to be negotiated with workers
representatives. As a result, trade unions at the enterprise level have played an increasing role in
determining the financid participation formula most appropriate for the employees.

Direct and representative participation, the crucial relationship:

The interaction between direct participation and representative participation is crucia to the success
of worker participaion. Direct participation without representative participation could dilute
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solidarity and equdity among employees, while representative participation without direct
participation could lead to bureaucratisation, homogenisation and a plit between employee
representatives (in works councils and in trade unions) and their members. Direct participation does
not replace representative participation. On the contrary, in a number of countries to varying
degrees, trade unions, via representative participation, have supported direct participation
throughout the past two decades. Thisis especidly the case of the past five or Six yearsin Sweden.

This is eaborated in a later section on Scenario 21, which explores more fully the necessary
involvement of trade unions in dl forms of workplace participation and in dl levels of decison
meaking in industry and with other representative groups throughout society.

How important istherole of the sate to participation?

Governments have played a key role in promoting economic democracy. Yet, state support for
worker participation has been variable across Europe and has changed over time.

After the Second World War, most western European governments sought to render their
economies more democratic by nationalising key industrid and service sectors. Some, either through
legidation or the nationd conditution, established forms of indudtrid relations which were far to
workers and trade unions.

Financid participation received continuous government support in France from the late 1950s. The
law envisages a variety of financia participation schemes (mandatory and voluntary) on cash-based
profit-sharing, deferred profit-sharing, employee ownership, with different tax incentives, which have
recently been extended. Legidative and fiscd encouragement has been important in the recent
development of profit-sharing and ownership in the United Kingdom. However, the arrangements
are voluntary rather than mandatory and are supported by al the main political parties. In contrat,
financid participation emerged in Italy and Belgium without any public support.

Mainly socidist and socid democratic governments dso encouraged the development of various
forms of direct and representative worker participation, either by working with trade unions or as a
result of pressure from them. For example, the Swedish government supported the trade unions by
introducing the Co-Determination Act in 1976. In Norway, extreme forms of Taylorist work
organisation were banned, while 50% worker participation was introduced in safety and work
environment committees. Direct financia support to companies based on worker participation has
a0 been sgnificant: the Mdta Drydocks and industrid cooperatives in the United Kingdom.
Support for research and participation development projects was provided in countries like Mdta,
France, Sweden and Norway.

Eventudly, however, interest waned and in a less optimistic economic climate support for worker
participation began to be withdrawn. Most notably in the United Kingdom, policies for deregulation
and attacks on trade unions have undermined democratic worker participation and encouraged the
goread of participation in capitd. Even where government support for direct participation has
higoricaly tended to be strong, as in Norway and Sweden, government commitment has declined.
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There is no longer an impetus to bring in legidation to create the conditions for more generdised
development of direct participation at work.

At European levd, initiatives to encourage the spread of direct participation among workers have
not moved beyond limited measures for European Works Councils, and unconfirmed measures for a
European joint-stock company and worker participation in profits.

The effect of policies to increase worker participation and to maintain an element of worker control
over the organisation of work has been severdy limited by the trangent nature of politics and
governments. The time required to develop and encourage the process of democratic participation is
much longer whereas, as has been seen in the United Kingdom in the 1980s, very little time is
needed to dismantleit.

What areworkers. attitudesto participation?

Across Europe, workers movements have been a decisive factor in winning union demands for an
improved work environment and direct worker participation. During the late 1960s and 1970s they
played arole in changing employers attitudes, encouraging new forms of work organisation and new
legidation. Mot Western European countries experienced vigorous protests against poor working
conditions and unrewarding forms of work organisation that offered no hope for the future:

- In France, most sectors were affected (recal Renault, the banking sector and post and
telecommunications). Uprisings were led mosly by poorly qudified blue and white collar
workers, notably women and immigrants.

- In Begium, certain "wildcat" strikes were actively supported by some trade unions and in
some cases there were cals for production under salf-management.

- In Scandinavia, during the 1970s, a reaction among workers againgt the lack of participation both
in managerid and union structures and risng concern about the work environment led to radica
new laws and contributed to the development of co-determination.

But across Europe, these expressions of anger diminished as unemployment rose, the trade union
movement lost power and employers heeded at |east some of the demands of the 1960s and 1970s.
Neverthdess, workers have perssted with their concerns about the work environment and work
organisation, as indeed the most recent socia conflicts - by hospitd staff, sociad workers, employees
of the state owned railways, arlines and long-distance road haulage drivers - especiadly in France
and Belgium, proves.

With a few exceptions, direct participation has so far not been one of the demands made by
workers and unions weskened by the threat of unemployment and socid excluson. This fact should
be contrasted with studies of severa attempts at direct participation, which suggest that it is an
underlying need that workerstry to satisfy as soon as conditions make this possible.

The more worker representatives show an interest in the quaity of life in the workplace, the clearer

and more obvious the need becomes. In France this has helped prove the theory that the spread of
direct participation in the workplace is closdly linked to increased union interest in such demands. In
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a less conflictud manner, there dso gppears to be a smilar link between increased direct
participation and increased interest in committees for hedlth and safety and the work environment.
This seems to be the case in Sweden where there is a dynamic relaionship between the degree of
union interest in work organisation and direct participation and the extent to which each of these
affects the other.

Conclusion

Since the 1980s there has been a risng trend of de-unionisation in most countries of Western
Europe. This has been accompanied by a steedy decline in the number of union representatives
gtting on company committees, as in France and Belgium, or on co-determination councils, as in
Germany.

Participation, both direct and representative, at company level and beyond, whether trade union or
management sponsored, based on collective bargaining, co-determination or financia participation
are not dl contradictory or incompatible. Indeed, their effect can be cumulative. When gpplied on a
piecemed basis without reference to long term objectives for socia ownership, participation is
neither effective nor sustainable. Some forms can undermine the rights of workers and downgrade
their working conditions and terms of employment. There is a need for a Strategic gpproach to
greater democratic participation.

Trade unions are best placed to take up this chalenge by integrating participations diverse
characterigtics into a coherent strategy. They need to give direction, provide a forum for discussion,
act as a source of information and an arenain which decisions can be made concerning what should
be handled on a conflictua basis and what should first be handled on a participatory basis. Such a
strategy would provide trade unions with a chance to wrest back their historical control of decision
meaking in al spheres of working life, and to get to grips with al forms of direct and representetive
participation in an attempt to achieve true democracy a work and in society.

With the danger posed by unchecked liberalism and authoritarian regimes, it isimportant to resst the
idea that democracy, both in workplace and society, is aluxury or an irrdevance. At atime of rising
unemployment and socid division between the employed and the unemployed, those with permanent
contracts and those without, nationas and immigrants, legal and illega, and full time and part time,
democracy is indigpensable if we are to succeed in finding any lasting solutions to these problems.
Democratic participation must be seen as both a strategy and agod.

Chapter 2: Nine Elements of a Strategy for Democratic Participation

To focus the debate on the development of democratic participation, we present it in terms of a st
of principles®. These are of a genera nature and do not relate to a specific country, nor to a specific

®  These principles are drawn from an earlier analysis of experiences in different parts of Europe and elsewhere. They also draw
on the general body of literature on participation and the many comments and suggestions of an earlier draft of this paper
made by trade unionists during a pre-colloquium on Democratic Participation and Trade Unions, held in Parisin March 1993.
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gtuation. They are merely abass for a debate on trade union policy and Strategy.

1. Democratic participation is a fundamental human right

Research from different countries confirms that when workers are familiarised with effective
participation, they associate it with vaues such as equity, democracy, humanity, solidarity and
efficiency. These vaues, cited by workers regardiess of their culture, suggest that participation is
more than a dedrable aspect of work, many workers see it as a fundamental human need. As a
human need, it atracts a human right” to fulfilment.

Y et dthough democratic participation may be consdered a universa human right, not everyone will
want to exercise it. Lack of interest among certain groups or categories of workers does not affect
this fundamenta right, which must be defended for those who do want to exercise it. The right to
participate is independent of trade union membership. Workers have a right to participate just as
they have theright to join atrade union.

2. Demacratic participation isnot owned by one political ideology

Participation and sdf-management are seen by many as a remnant of faled sate socidism. In
Central and Eastern Europe in particular, where forms of worker participation figured prominently,

dogans, rhetoric, oppressve bureaucracy, corruption and manipulation turned workers againg the
idea. Migtrust of participation is encouraged by the promoters of privatisation who present western
capitalism as the only way forward. This can be countered by launching worker participation as a
principled pogtion in its own right.

Trade unions are dso going through a criss: in Centrd and Eastern Europe their identity, once tied
to the state gpparatus, is in question; in Western Europe, they are losing membership and influence.
This presents an opportunity for change in which democratic participation can play a Strategic part.
Furthermore, it is ther historic role and their duty to put participation on their agenda and to make
proposals for appropriate forms and strategies for its development.

" The Universal Declaration of Human Rights and the European Charter of Fundamental Rights regard participation as a basic
right: the right to express oneself and the right to vote are considered to be fundamental components of the integrity and
dignity of each human being.
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3. Theorigin of theright to democratic participation isin labour

The principle of participation is not a function of proportiona capita ownership, but a right, based
on one's labour.

There is an increasing tendency to link participation to capital rather than to labour. Employers
encourage financid incentive schemes while denying workers access to decison making.
Participation based on capital ownership is rapidly becoming the centre of debate surrounding
privatisation in Central and Eastern Europe. In Western Europe, areviva of profit sharing and share
holding schemes is taking place. With very few exceptions, this attempt to motivate the workforce
does not dter the basic structure of ownership in which employees can only ever own atiny minority
and therefore can never hold decision making power.

This trend must be identified, exposed and chdlenged. Only then can the principle that the right to
participation is based on labour be asserted. It is precisely this right that the trade union movement
has taken asiits rdlying cry for over 150 years.

4. Democr atic participation isa dynamic process

The development of meaningful and effective democratic participation can only be maintained if it is
an active and continuing process. To avoid stagnation, it must take on new idess, actions, policies
and drategies that increase worker influence. As a dynamic process, the meaning of democrétic
participation needs to be adapted to new Situations.

By edtablishing inditutions of participation, workers can increase their independent and effective
influence over decison making at different levels of management in their workplace. Through their
nationa trade unions, this influence may extend to other levels of decison making beyond the
workplace.

The dynamics of democratic participation should take into account socia and economic changes
taking place now and in the foreseegble future. The internationdisation and globdisation of the
economy, the didocation of ownership, the far-reaching changes in work relations (part time work,
lean production, increasing cuts in the workforce, and so on) different styles of management, and
new systems of information management. All these changes bring with them new chalenges for the
development of democratic participation. They must be dedt with skilfully and imaginaively.

5. The development of democr atic participation requires an appropriate support

Participation is a dynamic process, requiring coordination, organisation and support. It is developed
within a broad framework, which includes policy and strategy formulation, the design or redesign of
structures and procedures, and the expresson of opinions and expectations by workers, their
leaders, management, employers, government and others. The search for conditions suitable for the
development of participation should take into account its complex processes and inherent tensions.
This is particularly true given tha conditions for further development are often found in processes
beyond the workplace.
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In some countries, legd measures have been introduced to encourage the development of
democratic participation: notably France, Germany, Greece, the Netherlands, Spain and in
Scandinavia. Yet despite these measures, in many countries across Europe specific research and
training support for direct and representative participation is non-exisent or declining sharply.
Documentation centres for participation have been closed, courses have been discontinued and
some journas are no longer published. Exceptions to this trend are Sweden, Finland and Norway
where consderable resources are being dlocated to research and development programmes
promoting productivity in combination with direct participation, athough research promoting
representative participation has been wesk in those countries.

Neverthdess, dl attempts should be made to create or renew a support base for democratic
participation, operaing with a jointly agreed agenda of research, education and training, and
consultation on the development of policy and action.

6. The trade union movement must reinvest in demaocr atic participation

Trade unions are necessary for the renewal of worker participation. As workers organisations,
trade unions can give participation new direction and shape; acting as brokers and as a bridge, they
can represent its objectives and expectations as they are turned into new policies and strategies.

Democratic participation can aso help revitdise the trade union movement. In Centrd and Eastern
Europe, where the collgpse of orthodox poalitica parties has created a palitical vacuum, trade unions
should ensure that they do not become mere 'bread and butter' unions. In Western Europe the rights
to paticipation that workers have won so far must be defended and expanded away from
employers initiatives. Worker participation can thus be a 'springboard' for trade union renewdl.

7. Collective bargaining or participation - a false choice

There is a tendency to view collective bargaining and participation as contradictory. It is true that
different orientations underlie each: collective bargaining emphasises the worker as the wage
labourer and focuses trade union action on the terms of employment, while participation emphasizes
the worker as a partner in production who can clam, on the basis of his or her input, an influentia
place in the whole production process.

However, the relaionship between participation and collective bargaining is complementary when
trade unions give support to the development of participation, usng it as a means for trade union
renewa or adso as a direct response to workers expectations about |abour relations and their
ambitions for participation. Trade unions can take up the chdlenge of participation, above and
beyond their present role a the bargaining table. They can champion this additiond form of
representation of workers interests by giving it direction, serving as a platform for debate,
developing new perspectives, gathering information and working out a strategy to decide what will
be solved through bargaining and what will be handled through participation and coordinating these
two spheres of influence.

All this will make the work of the trade unions far more complex, demanding greeter flexibility. It is
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important that different trade union roles be clearly assgned and specified so that the autonomy of
each can be protected and unions can remain effectively accountable to their members for their
actionsin the different roles they play.

If trade unions see participation as a threet to their bargaining power, they play into the hands of the
employer, particularly those who do not hesitate to impose their own forms of participation as away
of undermining trade union power.

8. There can be no democracy without participation

Worker participation is a necessary complement to political democracy. It encourages people to
view democrdic involvement as a way of life. If collective bargaining is the preferred channd of
worker influence, and if employers succeed in their attempts to fully decentraise it, then eventudly
trade union activity will be concentrated on the survivors of deregulation - those in full time and
secure work. If trade union action is focused on such a narrow group and on a limited scope for
action, its opponents will find it eeser to create disunity by creating different categories of workers
and widening the gap between those with jobs and those without.

There is sufficient cause to promote participation in a way that transcends the boundaries of the
organised workplace. Associations with other popular movements whose interests are shared by
working people can reinforce the movement towards grassroots democratic renewa. Trade unions
have an historicd role to play in this regeneration of the right to participate democraticaly. And more
widdy, through internationa trade union links, development of policies for participation in Western
Europe could have an influence in more paliticaly volatile regions, which are under severe pressure
to conform to socidly destructive economic policies.

9. Demacratic participation: alever for solidarity

Solidarity is a centrd concept in trade unionism, taking many different forms and posing ever new
chdlenges. We need to search for forms of participation that take in account the interests of al
workers. The democratisation of participation is not a luxury. Deveopment of dl forms of
participation adapted to specific Stuations, at every level, from the workshop and department to the
company, region, industrid sector and the country as a whole, is imperative in order that lagting
solutions be found to the scourges of unemployment and the breakdown of society.

In many ways and under certain conditions, participation is an essentid element in creating a
productive and dso an incusve work organisation. But paticipation as an ingrument of
management may result in, on the one hand, the involvement of a core group of employees. skilled,
mae nationas, and on the other hand, the margindisation of other groups of employees. Trade
unions concerned with the continuing development of society and of the economy must address the
danger of participation as a means of excluding certain groups and instead look to the potentid for
participation to include a broad base of workers.

Participation, in which less privileged groups can express themselves and exert influence, share the
fruits of economic success and above dl co-determine ther future, promotes solidarity. Such
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‘organic Solidarity' is a mgor line of defence againg socid digntegration, risng naiondiam, racism
and violence.

Solidarity also means a globa perspective. A new wave of enthusasm for developing democratic
participation is not only needed in the countries of the European Union. Centrd and Eastern Europe
and the Third World are dso undergoing rapid and merciless economic transformations. Trade union
influence is weskening and indtitutions of participation are vanishing. Democratic participation should
be developed to defend globa solidarity.
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Chapter 3: The Decline, Consolidation or Growth of Democratic
Participation

The previous chapter presented democratic participation in a genera context in order to pave the
way for debate on trade union policy and strategy for the future of democratic participation. Now,
to start the debate, we set out three scenarios for democratic participation. They represent broad
policy outlines based on an analysis of experiences in a number of European countries, as described
in Chapter 1, and on a set of generd assumptions, as discussed in Chapter 2.

These scenarios are not models, but projections of possble trends. They are presented in smplified

and generd terms, recognising that conditions vary in each country and according to sector and
industry, commercid and financid frameworks, and trade union traditions and structures.

TheBread and Butter Scenario

Unions concentrate almost exclusively on negotiating the terms of employment through
collective bargaining. Collective bargaining is likely to become less effective in the long
termif unions do not actively seek to develop other forms of participation.

Some trade unions have reservations about co-determination and other forms of worker
participation. With collective bargaining as their main form of action, trade unions neither oppose nor
seek to influence employer and management-initicted "participation” schemes. Collective
bargaining is likely to become increasingly less effective because:

a) its scope will be increasingly limited as employers continue to develop and expand their own
forms of participation. Bodies of elected worker representatives, such as works councils, run the
risk of being increasingly controlled by non-unionised employees who are more susceptible to
employer pressure. Work environment issues will be increasingly discussed in fora generated by
participation in management. Financia participation will give employers the opportunity to dedl
much more directly with workers. This may mean that employers will begin to offer workers a
framework for discussing financid and remunerative maiters, rendering trade union bargaining
redundant.

b) asemployersincreasingly negotiate directly with workers on the work environment and financia
incentives, and respond directly to their other concerns, trade unions will find it harder to win
support for industria action from workers and the genera public.

If trade unions do not acknowledge and embrace existing and new forms of participation but only
concern themsdlves with collective bargaining and related forms of action and protest, they will
become increasingly stigmatised as trouble-makers and are likely to find themsdves rapidly losing
support and membership.
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The Consolidation Scenario

The essence of the Consolidation Scenario is combining collective bargaining and co-
determination at company level. Existing forms of co-determination will eventually lose
their effectivenessif trade unions do not play a more active role in them and strengthening
links between co-determination and managerial and financial participation.

Co-determination will continue to be an area of contention between trade unions and management.
Employers will continue to try to bring co-determination under their control. They may succeed to
the extent that managerid and financia participation cregte a corporate culture in work organisation.
Therefore, co-determination could become a form of representation to which trade unions have no
access. The success of a works council in the Netherlands in concluding a non-union collective
agreement with their employer illudrates the extent of the potentid de-unionisation of co-
determination. More widely, the proportion of eected trade union officids on workers councils
continues to decline.

A reduced trade union role in co-determination is unlikely to be in the interests of industria
democracy. It was trade union pressure and power that originally led to a widening of the scope for
co-determination. But as co-determination increasingly fals under management control it risks
becoming primarily a forum for information and consultation, thereby assgning trade unions to the
same fate as the Bread and Butter Scenario. If employers and management continue to dominate this
domain, they will make renewed atempts to reach agreements with workers on matters regarding
the work environment and financid incentives while not ceding any of their managerid authority.

The danger of corporatism in this case cannot be over-emphasised. If the trade union movement
does not take a lead in developing dl five mgor forms of participetion e different levels and uniting
different categories of workers, then the gulf between the employed and the unemployed will widen.
Within the category of the employed there will be further divisons as employers succeed in ther
attempts a dividing workers with financid participation.

It is dso in the interests of employers and management to encourage financid and manageria
partticipaion and co-determination because they provide an opportunity for setting up
ingtitutionalised channels between management and employees. As these channels and links develop,
trade union power, concentrated on collective bargaining, will diminish. This may lead to a
weskening of employment contracts. If thisis the case, unions will have no aternative but to respond
by fighting for forms of participation of their own choice and trying to win back the confidence of the
workers.

Scenario 21: The Growth of Democratic Participation

The basis of Scenario 21 is the development and spread of co-determination and active
union involvement in all forms of workplace participation, including participation in
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management and financial participation.

If this scenario is played out, the following trends are to be expected:

1.

Collective bargaining will flourish because the area it covers can be better defined and
coordinated with other forms of participation.

. Co-determination will be better able to defend the interests of the workers if it is actively

supported by trade unions. Research suggests that active trade union support increases the scope
and extent of co-determination. Training, education, advice and encouragement are vital aspects
of trade union involvemen.

. Management and financia participation would better reflect the individua and collective interests

of the workersiif such schemes were actively supported and coordinated by trade unions. Thisis
epecidly true if these forms of participation could be combined with co-determination and
collective bargaining. This would provide a comprehensive framework in which workers interests
could be represented. It would ensure policy continuity and a better balance between individua
and collective interests and between the interests of the privileged and the under-privileged. The
democratisation of management and financia participation would eevate these incentive schemes
to ahigher and broader level. Thisis unlikely to happen without explicit trade union support.

Trade union involvement in dl forms of participation would make it possible to balance individud,
group and collective interests and thus promote socid justice and socia cohesion. This new form
of solidarity would be even more effective if trade unions were to give workers training and
broad support in areas of research and coordination.

Trade unions are able to present a strong and united front in tripartite bodies and when
negotiating policy with industry and government. Such co-determination opens up the possibility
of rasing participation to higher levels of decision making in the company and in industry.

Different forms of participation (collective bargaining, co-determination, co-management,
participation in management and financid participation) are neither mutudly contradictory nor
incompatible. On the contrary, their effect can be cumulative and together they can be a dynamic
force. Thus, trade unions may enjoy a comprehensive hold over labour issues and dl forms of
labour participetion.

Ultimately, Scenario 21 is a scenario of greater democracy and empowerment for workers. It
seeks to link the issues of the shopfloor and the enterprise to industry level and on to locd and
regiond, nationa, European and globa chdlenges. It offers the possbility for trade unions to
promote a democratic culture of solidarity in which workers fight for their own rights and the
rights of others by building and using solid democratic inditutions in the world of work and the
wider economy.

Some steps have dready been taken towards reaching democratic agreements, for instance through
bipartite and multipartite agreements with consumer groups, environmentaids, anti-racist and
women's organisations. It is in these areas that we find the mgor chalenges of the future and they
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can only be dedlt with by imaginative tactics and strategies.
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Source: Kester, G et H Pinaud (Eds) (1996): Trade Unions and Democratic Participation in Europe: A Scenario for the 21st
Century.
Avebury Press, Aldershot, England; and Ashgate Publishing Company, Brookfield, USA.
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Conditions for Scenario 21

The sustained spread of democratic participation is only possible under gppropriate conditions. The
two most important conditions are: a coherent national and internationd trade union participation
palicy, and aframework which would provide facilities for research, information, education, training,
publications, consultancy, legd advice. It isthe role of trade unionsto begin to devise this Srategy.

Severd mgor issues deserve atention. Fire, the absence of a declared trade union policy on
participation just as employers are taking the initiative in participation, unhindered by union counter-
proposas. Trade unions need to take a firm stance on this issue. In addition to formulating short,
medium, and long term objectives, trade unions must o outline the means and conditions required
for achieving these objectives.

The absence of any trade union policy is paticulaly noticesble a internationd level. The
internationaisation of the economy implies an internationaisation of labour relations. The informeation
and consultation procedures enshrined in the EU's present socid policy are totaly inadequate as
tools of labour influence. Severa courses of action must be taken a European leve:

a) recognition is required of a number of fundamenta principles of democratic participation. These
will form the bass of a socid policy. They indude not only the right to information and
consultation but dso to the right to participation in decison making on al matters which directly
or indirectly affect workers, both the employed and the unemployed, in the workplace and at
regiond, nationd and internationa level.

b) while winning recognition of the right to participation, this right must be sufficiently flexible to
enaure that its gpplication in particular countries is feasble given the local socid, paliticd, and
economic conditions. There should be no modds, what we need ae tralblazers for
participation. Once an accepted st of principles exists, trade unions in countries where
conditions are suitable would take the lead, devise an gppropriate strategy and encourage others
to join them. Thisis afar better way than adopting a sngle moded based on the lowest common
denominator.

c) given the internationdisation of the economy, a framework for democratic participation must be
developed to alow workers, through their trade unions, to influence economic and socia policy
of Europe and beyond.

This raises the obvious question: how can a trade union movement that is aready experiencing hard
times, ded with naiona and internationd policy issues as wdl as the problems of its own
workplace? Clearly the only solution is to ensure that the development of democratic participation at
dl levels is harmonised and that a complementarity and inter-dependency between these levels is
achieved. Furthermore, the workers must be convinced of the utility of democratic participation.
Only postive results will convince them.
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Practical support for democratic participation

A trade union policy in favour of participation is not dl that is needed for podtive results.
Democracy is alearning process and a dynamic phenomenon which requires a permanent support
structure to monitor and evauate. It is of primary importance that the process of implementation be
reinforced, in society and in the economy. Although democracy in the workplace is one of the most
fundamental aspects of a democratic and cohesive society, it has tended to be weak, badly
coordinated and often arbitrary, rather than systematic and lasting.

Research and evduation are indispensable for the development of democratic participation.
Frameworks need to be created in which workers can regularly express their experiences,
permitting them to explain what they would like to implement in order to improve participation and
widen its scope, thus creeting continuous feedback. This is imperative if monitoring is to verify the
extent to which stated objectives have been actualy achieved, and dlowing adjustments to be made.

A comprehensgve education and training policy would enable workers to play a full pat in
democratic participation. It would concentrate on railsng awareness of participation as well as
undergtanding its dynamics, potentid and links between participation at different levels of industry
and society. Steering clear of dogma, it should be well-informed discussion of policy choices and
methods of implementation.

Long term cooperation between trade unions and researchers is needed to produce an integrated
programme of research, education, information, training and assstance with policy formulation. Y e,
mogt trade unions do not have substantiad research departments, and certainly not large enough to
respond to the needs proposed here. If the trade union movement wishes to be the leader again in
democratic participation, it should establish bilaterd relationships with universities and independent
research inditutes, working together on a programme of research, education and training, and
consultation on the development of policy and action.

Sustained support for democratic participation: Therole of research and education

Implementation of Scenario 21 requires the congtant and systematic support of research and
education. A key element of this support is research that feeds back its findings for implementation in
the continuing development of democratic worker participation in a changing and globaising world.
Education methods must be transformative in nature so that workers learn the skills of enquiry and
andyss necessary for meaningful participation, and materias must be kept dive by new input from
research results. Therefore, the link between researchers, educationdists and trade unionists must
remain constant but also dynamic.

Researchers have a pivota role to play in this configuration and so a first step would be to creete a
sysem of permanent evauation by researchers of the various forms of participation that exist
throughout the private and public sectors. Their responshbilities could be set out according to three
mgor forms of fied research: 1, research into company-level democratic participation so that the
relaionship between the main forms of participation can be evauated; 2, research a regiond or
nationd level to dlow an evauation of innovative trade union action; and, 3, internationd research to
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examine posshilities for promoting participation a internationa and globa levd.

Bearing in mind specific nationd contexts, three principles can be identified by which to focus the
research methodology: 1, trade union priorities must be considered; 2, research projects should be
decided jointly by research and trade union counterparts, their respective roles having been clearly
set out and understood in the context of mutua respect; and, 3, optimum utility research, including
help with formulating trade union policy and strategy, comprehengve didtribution of research results,
adapted for trade union education and training programmes, and the maintenance of a central data
base and documentation centre.

The danger of a fragmented research effort is present without adequate measures for regulating and
coordinating the work. Organisational coordination, in the form of networks of academic
researchers, would provide frameworks for mutua support and reference. Thematic coordination
would improve organisationa coordination and facilitete evauation and exploitation of research
results a sectord, national and European leve. Independent scientific and trade union committeesto
evaduate the qudity of the research and its usefulness for trade unions and societies would lend
legitimacy and provide added coherence to the project. Moreover, research must take a long term

perspective.

University researchers with a trade union perspective have a unique part to play in enabling a better
undergtanding of the processes which lead to the growth of democratic expresson. Their research,
covering a wide range of socid, economic and palitical aress, is reflected in their teaching activities:
in the subject and design of the courses they choose and in the supervision and encouragement they
give to sudents and other researchers. Mogt students go on to assume responsible positions in
society - many of their students will become the employers and managers of tomorrow - and some
become leaders; therefore, univergity teachers are in a pogtion to influence the future decision
makers of government, industry and commerce, and of sociad and politicd movements. Univerdties
are dso teaching future teachers, who in ther turn will take up this vita postion of influence. But
overdl, a high sandard of research and teaching of trade union subjects at university helps raise
genera awareness and acceptance of trade union positions.

Trade unionists may gain directly through professona training and education in subjects relevant to
ther role in participation, and by acquiring a better understanding of the changing role of trade
unions. Trade unions adso contribute to universties through their contribution to research
programmes. by working with a trade union perspective, research is focused on the processes of
change rather on the status quo. Reveding the causes and the nature of these changes through
‘action research’ with trade unions is essentid to understanding contemporary society and industry,
and how democracy isformed and expressed.

Educetion is indrumenta in making the most of research output. However, in many cases this vita
link between research and education has not been forged due to lack of full cooperation between
universties and trade unions. Some of this is out of their hands: most unions cannot afford to fund
research and state-funded university research is directed to the employers sde of industry. There
are dso many politica and inditutiona obstacles preventing unions from participating in the exchange
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of company information. Beyond these, is the traditiond gulf that exists between workers and
academics and, in some cases, a lack of willingness, under present economic and politica
conditions, to accept researchers as competent and objective partners. And overdl, there is a lack
of nationd palicies to encourage the development of collaborative research.

However, recognising the rapid rate of change occurring in society, industry and the workplace,
cooperaion between univerdties and trade unions is now consdered more urgent than ever.
Collective bargaining has gone beyond traditiona areas of concern and unions are assuming ever
greater respongbilities. Therefore, it is deegply disturbing that the leve of funding for collaborative
trade union-university research is generaly inadequate and in some cases getting worse. In most
countries, state funding has been cut, if not removed, and where provison is made by specid trusts
and foundations, research has tended to ignore participation except as it relates to productivity. A
review of collaborative research programmes across Western Europe would show a great diversity
in terms of focus and purpose, and only a few redly addressng the core issue of democratic

participation.

Univergties are increasingly turning towards human resource management and away from traditiond
subjects such as labour relations, trade unionism and worker participation. This trend may have long
term consequences for democratic participation a dl levels, as students of the future are taught
about labour solely from the perspective of capital. Universties and research inditutes have a duty to
reverse this trend and trade unions have a duty to support them in this endeavour.

Conclusion

Full employment, socid guarantees and equd rights for al must replace deregulation. Therefore,
development of democratic participation must reflect the interests of trade union members and non-
members dike, the employed and the unemployed, the young and the socidly excluded. In this,
trade unions may find themsdves faced with a paradox, as far as membership is concerned. In the
gruggle to hdt faling membership, priority must be given to improving their direct links with workers
in the workplace and deding with concrete bargaining issues. Further involvement in co-
determination a nationd level and policy agreements a internationd leve will not in themsaves
produce a sharp increases in union membership. Scenario 21 is, therefore, an investment for the
future. However, democratic participation is dso ameans of revitalising trade unionism.

If trade unions continue to concentrate their energy into bargaining, employers will continue to try to
impose their own forms of participation. Equdly, if trade unions do not engage in the development of
democratic participation, their effectiveness and their policy making role will diminish. The Bread
and Butter Scenario and the Consolidation Scenario are two possible patterns based on a lack of
direct trade union involvement in deciding participation policy. What could emerge from them is a
lit in the representation of workers interests into union representation and management
representation, a Stuation that would be exploited by employers to further split an dready
fragmented workforce. As a consequence of increased financid participation, collective forms of
representation and collective bargaining would be replaced by sdlf-representation and the creetion of
even more ways of dividing workers.
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This greater fragmentation of the workforce would contribute to socid disintegration, the beginnings
of which we are dready witnessng. On the one hand would be the productively employed, enjoying
materiad benefits as a result of corporatist schemes and hence requiring less and less trade union
support. On the other hand would be the margindised workers with few or no materia benefits and
the unemployed. Trade unions would be increasingly isolated, as they are forced to ded more and
more with only the negative effects of deregulation and individuaised labour relaions. Ther policy-
creeting role would have been removed. This inability to be pro-active would lead to further falsin
union membership, power and influence.

How can this be avoided? Trade unions are limited by practicad condraints, and this must be

recognised - there is no room for Utopiain our liberd market economy. However, blind acceptance

of such condraints limits the potentid development of democratic participation. Imagination and

innovation are needed, but o is openness and a willingness to enter into this debate. Trade unions

are in a drategic pogtion to take up the chalenge of democratic participation by drawing up a
comprehensive and coherent policy and devising appropriate Strategies. Trade unionists need to ask

where they are going and how their present structure and policies contribute to solving the problems

described earlier: an internationalised economy, fragmented workforce, socid disintegration and new

management techniques that are displacing conventiond trade union activity.

Scenario 21 is not an extenson of the two scenarios in which the power of collective bargaining
represents the sole foundation of trade union action. Rather, it is a new response to a rapidly
changing world affecting the labour market, and the dructure and nature of employment. This
includes reated issues such as the environment, qudity of life, socidly useful production and
continuing adult education. We have presented these three scenarios so that the debate can begin
and so that strategies can be drawn up for the achievement of greater democratic participation.

DWP 96.07.1 (E) 37





