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The following unions are referred to by initials in this booklet:



AEEU:		engineers and electricians

ASLEF		train drivers

BALPA		airline pilots

BECTU		broadcast and entertainment

BIFU			banking and insurance

CMA			telecom managers

CPSA		civil servants

CWU			communication workers

FDA			top civil servants

GMB			general workers

GPMU		print and paper

HCSA		hospital consultants

ISTC			iron and steel

MSF			manufacturing, science and finance

NASUWT		teachers

NATFHE		lecturers

NLBD		blind and disabled

NUT			teachers

PTC			public services, tax and commerce

RMT			rail and maritime

T&G			transport and general workers

UCATT		construction

UNISON		public services

URTU		road transport

USDAW		shops and distribution
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�Organising for Union Recruitment







Introduction



Despite 18 years of Conservative attacks, resulting in the contraction of whole sectors of the workforce and seriously undermining the rights of unions to organise workers and represent their interests, the trade union movement is alive, strong and vibrant. 



In fact unions are experiencing something of a rebirth. Opinion polls show that they are more popular than ever before. An overwhelming majority of people believe that unions are necessary, should be recognised by employers and should be able to represent workers on pay and conditions, health and safety and other important work-related matters. And unions themselves have a renewed confidence that they can recruit new members, organise them and protect them from the worst ravages of the modern labour market.



Some of this confidence stems from activity at the head of the union movement. The emphasis by the TUC on "New Unionism" - the need to attract and recruit workers who have traditionally been outside the union movement - along with its campaigns for union growth, have concentrated minds and provided a sense of optimism. Examples of union renewal in other countries, particularly the USA, have also shown what can be done if effort and resources are set aside for recruitment and organisation. 



This renewed sense of confidence is also apparent at grass roots level. Well organised workplaces have never stopped recruiting, but the changes that have occurred in the labour market over the last two decades have brought about fresh challenges for those at the sharp end of recruitment. Workplace reps are increasingly aware of the importance of recruiting groups of workers beyond their immediate and traditional base and are responding, as this booklet reveals, often with imagination and flair. 



The target group may be white-collar staff who are not recognised by management despite a well-organised shop floor, part-time canteen staff, contract workers who are in and out of employment or cleaners who have never been union members.



A Labour Research Department (LRD) survey of 173 well-organised workplaces, which forms the basis for parts of this booklet, shows that workplace union activists are increasingly targeting their recruitment efforts towards such groups. While these workers have exactly the same need for unions as existing members, the traditional lack of organisation in these areas means that special efforts must be made to unionise them. The survey has unearthed a volume of good practice ideas and guidance from trade union reps engaged in recruitment activity on the ground. 



Those included tend either to have organisational arrangements with the employer which enable them to approach - and sign up - new starters or they have conducted specific recruitment campaigns aimed at bringing in non-unionised workers in the organisation - in some cases long-term non-members.  In both cases "conscious recruitment activity" is shown to be essential since new members are unlikely to fall into the union's lap. As research by academics at Warwick University has found, fewer than one in three new union members join up on their own initiative. 



The rewards, in terms of new members, for unions which embark on these conscious recruitment drives are potentially enormous.  There are around four million non-unionised workers currently employed in union-recognised organisations, many of whom would be union members but for the asking. That is an extra four million trade unionists to add to the almost seven million currently in TUC-affiliated unions and boost the collective strength of the movement.   



This LRD booklet will be particularly useful for reps in organised workplaces who are seeking to draw in those workers who are currently outside the union through "conscious recruitment activity". It aims to provide reps with the ideological arguments and the organisational tips for winning non-members into the union as well as advice on how to keep them interested and involved once they are signed up. 



�The LRD survey





A large part of this booklet is based on the experience of 173 workplace representatives surveyed by LRD. The reps were mostly from workplaces with a strong union base, at least in parts of the organisation. The vast majority had carried out some recruitment activity in the last two years and 91 had run a specific recruitment campaign.



All the reps were asked about the general recruiting environment in their workplace, for example whether they had any agreements with management which aided recruitment and whether they had any particular recruitment difficulties. 



Responses showed:



Over 80% had agreements with management giving the union access to the names of new employees and of union members in the organisation;



Just over half had union input into company induction/training sessions and over one-third were entitled to a union-run session with new employees;



Over one-third had paid time off for recruitment work; 



Hardly any had an officer whose sole union job was recruitment;



Campaigns to encourage union members to re-sign up for union check-off deductions, as required by law, helped rather than hindered recruitment activity. While 34% of reps said it helped, only 18% said it hindered.



Those 91 reps who had run specific recruitment campaigns were  asked some additional questions about that campaign, for example, whether they had targeted particular groups, who carried out the recruiting and how they approached potential recruits.



Just under half (43%) started out with a comprehensive list of the non-members they were targeting and where they worked.



Forty-four per cent largely knew who was not in the union, while just 11% made a general approach without knowing who was a union member.



The groups most commonly targeted were:

temporary/casual staff (targeted in 31 campaigns);

workers in a particular section (22);

women (20);

part timers (17);

workers employed by contractors (14);

shift workers (14);

young workers (13); and

workers in outlying areas (6).



Recruitment drives were generally run by local officers, including reps, stewards and branch officers. And the bulk of the recruitment work was done by workplace reps and stewards.

�1. Arguments for union recruitment







This chapter looks at what makes people join unions and at why some people may not be keen to join. It also rehearses the arguments in support of union membership.  



What makes people join unions? Academics at the University of Warwick recently carried out the largest ever survey looking at why people join unions. They asked 11,000 new union members - half of them men, half women - why they joined and found that two reasons dominated the responses: support when they had problems at work; and better pay and conditions.





University of Warwick survey: 



Why do people join unions



										All	Men	Women 

										  % 	  %	    %	

Support with problems at work					72	68	76

Better pay and conditions						36	42	31

I believe in trade unionism					16	20	13

Free legal advice							15	12	19

Most people at work are members				14	15	12

Professional services, training and education		11	  3	19

Other reasons								  7	  8	  6

Industrial benefits							  4	  7	  2

Financial services							  4	  3	  4



The LRD recruitment survey of 173 well-organised workplaces also asked those 91 workplace union reps who had conducted specific recruitment drives in the last two years what had been the most important "triggers" for people to join. The triggers they identified could essentially be divided into two categories - individual and collective. The main individual triggers mentioned were representation at work, legal and other services and fringe benefits.



But the majority of reps referred to collective triggers. The most cited were related to the union's ability to: 

negotiate better pay and conditions;

defend jobs more effectively than could individuals;

provide collective support to individuals; and

exert some control over the work environment - either working practices or health and safety.



In other words they were persuaded by the "collective strength" argument - that by joining the union they put it in a stronger position on all of these matters.



Inclusion can be another strong reason for joining the union. A number of reps also said the fact that most of the workers were already in the union was influential in persuading non-members to join. The GMB rep at engineering company Caradon Ideal referred to "peer pressure", while the rep at Robinsons Soft Drinks said potential recruits were "made to feel they were joining a 'club'". And the steward at chemicals firm Akzo Nobel Decorative Coatings said it made them "feel part of the wider workforce".







Recruitment difficulties

Union reps were also asked to specify the most common difficulties they encountered in recruiting new members. Generally these were the cost of contributions and "apathy" or the feeling that there was no need or benefit. Additionally reps cited a problem with the image of unions or people's ideological objections and organisational problems such as a lack of stewards to do the work (see pages 15-16).



In addition a few specific groups were mentioned as being harder to attract, particularly temporary staff and young workers.  Reps said temporary staff often felt there was no point joining the union for a short time. The T&G rep at meat products firm Bowyers said: "Some temporary staff feel it is not worth joining as they have short contracts." Reps also pointed out that union subs can cost more for temporaries who might earn less overall, a comment also made about part-time workers. Although many unions now have a lower rate for part timers, there can still be problems for those on very short hours. 



Some reps identified young workers as another group needing special understanding when it came to recruitment, either because of their negative image of, or lack of experience of, unions. The T&G general union rep at BP Chemicals, Grangemouth, said his main difficulty was with "young people brought up under the Tories and taught to resent unions."



Young workers are seriously under-represented in unions and their experience of unions is often non-existent. Only 24% of 20-29 year old workers are in a union and just 6% of those under age 20 are members, compared with 35%-40% of older workers.



But as recruiters can point out, both these groups have special reasons for needing unions. In particular they have less legal protection than many permanent and older workers because a number of legal rights are only available to people who have worked for a specified period. For example, unfair dismissal, redundancy and maternity leave rights only accrue after two years' service, which is less likely to have been attained by temporaries and young workers.  





Advantages of union membership

Activists will all have their own ways of approaching potential members but it can be useful to have some arguments and facts available to deal with questions or objections and demonstrate clearly how workers are better off in unions.



Levelling the playing field 

Collective organisation and activity by workers helps redress the power imbalance between employer and employee. By joining the union workers make it stronger to negotiate better deals, make individuals less vulnerable in relation to management and give each other support in times of difficulty at work.



Pay

Workers in unions get more pay than non-members. Research (1997)

by Andrew Hildreth of Essex University shows that union members in the private sector earn on average over 6% more than non-members. Unionised manual workers get 9% more than non-members and unionised white-collar staff get 4% more than non-members. The "mark-up" is highest in the production sector, where union members get 11% more than non-members.



Holidays

Workers in unions get more paid holiday than non-members. Government figures, published in the Labour Force Survey, show that almost two thirds (63%) of union members get 25 days' or more paid holiday a year compared with under a third (32%) of non-union members. And 34% of non-members get fewer than 20 days' paid leave compared with only 12% of union members. 



Health and safety

Unionised workers are safer and healthier at work than non-members. Safety reps have special legal rights to inspect the workplace and to have consultations with employers about hazards. And union head offices can provide safety reps with training and expert information to help them look after their members' health and safety. 

A survey of manufacturing workplaces by academics at Sussex and City universities showed that those with union-appointed safety representatives had significantly lower injury rates - on average 5.3 injuries per thousand employees - than those where management alone determined health and safety arrangements - 10.9 injuries per thousand employees. 

This, and other surveys, has also shown that the record of non-union appointed safety reps is less effective than that of union-appointed reps.



Job security

One of workers' biggest fears is of losing their job - and with good reason - the latest government figures show that 853,000 workers have experienced redundancy in the year to autumn 1996.  But unionised workers are less likely to lose their jobs than non-members and if they do they get better compensation. A recent LRD survey of union-organised workplaces found that:

three-quarters had a procedure agreement on redundancy consultation;

80% had agreed measures to avoid redundancies;

two-thirds had an agreed selection procedure; and

nearly three-quarters had a redundancy pay scheme better than the statutory scheme, with the best examples providing up to five times more pay than the statutory minimum.



Individual representation 

The Warwick survey of 11,000 new union members (see page 6) found that "support, should a problem arise at work" was overwhelmingly the most common reason people joined a union. Overall 72% of workers put this as one of their top two reasons for becoming a member and it was particularly important for women, 76% of whom cited it as a key joining trigger compared with 68% of men. Likewise the LRD recruitment survey found that union representation for individual workers on matters such as disciplinaries and grievances had been a very important attraction to potential recruits. The T&G union rep at IBC vehicles in Luton said the main trigger for joining was "representation on all issues - dismissal, attendance, grievance, merit, quality problems, discipline and health and safety".



Cost of contributions

Union contributions are a good deal. LRD research has shown that they average around 0.5%-0.6% of workers' earnings, compared with almost double that in other European countries. In Germany, France and Italy, for example, union members pay at least 1% of their earnings. In addition there are financial benefits from being in a union which can offset the cost. For example, the TUC has shown that members get back an average of Pst47 a year from their union in workplace injury and ill-health compensation alone. 



Legal advice and assistance

Unions provide legal advice and support through legal claims. For example, they can help in compensation claims for occupational ill health and injury and in industrial tribunal claims for unfair dismissal, discrimination and other issues relating to justice at work. The facts speak for themselves:

- unions take around 6,000 tribunal claims and 120,000 injury compensation cases a year for their members; and

- in 1996 they won an estimated Pst5 million compensation from tribunal cases and Pst304 million from ill health and injury claims.

Legal assistance is clearly the most popular single benefit unions provide for individuals. This was confirmed by reps responding to the LRD recruitment survey who said it was an important lure to potential members. And the Warwick study of new members found that free legal advice was the fourth most popular reason for joining a union and that for women it rated even higher (see page 6).



Financial benefits 

In recent years unions have developed additional membership benefits, such as cheap mortgages and insurance, to encourage people to join. The range of these fringe benefits is constantly increasing, according to LRD/TUC surveys, and recent additions include holiday clubs, shopping discounts, cheap AA membership, discount wills and credit cards, as well as benefits specific to the occupation covered by the union.  These benefits may have a role but they do not appear to be a major reason for union membership. Only one of the 91 workplace reps in the LRD recruitment survey who had run a recruitment drive mentioned them as a main joining trigger. And they were the least quoted reason for joining a union in the Warwick study of new members, although managerial and professional staff were more likely to cite it.





Advantages of unions - a summary



Collectivism - unions provide collective strength and help redress the power imbalance between management and individual workers;



Pay - unionised workers earn more on average than non-members. In the private sector, they earn 6% more than non-union members;



Holidays - almost two-thirds of union members get 25 days or more holiday, but more than two-thirds of non-members get less than 25 days;



Safety - non-union workplaces have twice the rate of accidents as unionised ones;



Redundancy - four in five unionised workplaces have agreements which help avoid redundancies and three quarters have enhanced redundancy payments;



Individual representation - unions represent individuals in grievances and disciplinaries;



Legal help - unions won members an estimated Pst5 million compensation in tribunal cases and Pst304 million in ill health and injury claims in 1996;



Financial benefits - unions provide special deals on insurance, holidays, AA membership and so on;







AND REMEMBER



Most union contributions represent only around half a percent of workers' earnings.





�Organising for on-going recruitment







This chapter looks at how to make permanent organisational arrangements which help the union to recruit new staff as they join the workforce. These might include coming to agreements with management over access to new staff, ensuring that management projects a positive attitude to unions and, on the union's part, making sure there are enough reps to do the work.



The best and simplest way to maximise membership in a workplace is to set up a system in which the union automatically approaches, and hopefully recruits, each worker as he or she joins the workforce. However, this clearly requires enough time and sufficient workplace activists to do the work along with the ability to identify and access employees who are not already in the union.



Agreements with employers Some of these organisational matters can be dealt with through agreements with employers. The LRD recruitment survey of 173 well-organised establishments found a high proportion of them had useful agreements of this sort. 



For example:

More than four in five had an agreement with management on access to the names of new employees and on access to the names of existing employees or union members;

Two in three had agreement over paid time off for recruitment work;

Almost two in three had an agreement to run a union session with new employees; and

Over half had a union input into company induction or training sessions.





Access to names

An ACAS code of practice (see page 14) suggests it is good practice for employers who recognise unions to provide union officials with the names of new workers. Sometimes such information is made available through the provision of lists of employees, new starters and/or those paying union subs by check-off. 





Time off

A reasonable amount of time off to talk to new members is likely to be assumed under a general recognition or facilities agreement. However, a specific agreement may be useful and is mentioned in the ACAS code of practice. 



The agreement between the National Association for the Care and Resettlement of Offenders (NACRO) and the clerical section of the T&G general union states:

"Accredited representatives whose responsibilities justify it will be given reasonable paid time off to enable them to undertake functions of the office(s) they hold."



The agreement lists examples of functions including:

"Introduction to and recruitment to the trade union of new employees from within the union representative's department or area" and:



"Explanations to groups of new employees of the role of the union in the NACRO industrial relations system."





Union input to company induction

In some workplaces, unions are entitled to make their own input into employer-run induction courses. This provides an opportunity to give new employees positive information about the union as soon as they arrive. As important, taking part in a management-organised arrangement gives the union a clear sense of legitimacy and may remove any fear among the new employees that if they join they will suffer management reprisals.



The T&G's agreement with food manufacturer Kraft Jacobs Suchard states:

"New employees must be introduced to the representative in their area by the supervisor during the normal induction programme before commencing work."



And at another food factory, Nestle Longbenton, the union input is extended to agency workers supplied by employment agency Manpower. Nestle notes to managers of Manpower staff say: 

"The GMB will be involved in the induction training of Manpower staff onto site to enable them to advise employees on the benefits of being a GMB member."





Management encouragement

Since changes to the law in the 1980s made it more difficult for employers to insist on employees being union members, a number of agreements have sprung up in which management has agreed to encourage people to join. 



At Devonport Dockyard, for example, the agreement between unions and the Ministry of Defence states: 

"Because the existence of fully representative and recognised trade unions is essential to effective joint consultation, employees are encouraged to belong to trade unions."



At lingerie manufacturer Playtex, the agreement goes further:

"The Company will encourage all hourly paid employees to become members of the GMB, to take an active part in the affairs of the Union and to play a positive role in the continuing spirit of co-operation that exists between Playtex and the GMB." 



It carefully adds that: 

"the decision to become or remain a member of the Union shall be at the sole discretion of the employee."



A particularly comprehensive agreement exists at Nestle Longbenton. Making clear that

"membership of the GMBATU (now GMB) and AEEU will be encouraged for all hourly-paid employees"

it includes the following detailed clauses:

"The Company believes that fully representative and responsible Unions capable of negotiating with authority play an essential part in industrial relations. The Company, therefore, accepts the following in respect of membership of either the AEEU or GMBATU.



"To clearly advise new permanent full time/part time employees at induction and interviews that membership of either one of the Unions concerned is encouraged within 4 weeks of the commencement of employment.



"To make available application forms for the appropriate Union when new employees commence.



"To introduce new employees to an appropriate Area Representative.



"To give Area Representatives an opportunity at induction to talk to new employees about Union Membership".





Workplace activists

If recruitment is to be on-going and comprehensive there needs to sufficient workplace reps to carry it out. But this can be a problem.



A major study of workplace organisation, the 1990 Workplace Industrial Relations Survey, found only 38% of workplaces had union representatives. Yet the LRD recruitment survey found it was overwhelmingly stewards, departmental reps and branch officers who do the recruiting.



Two large unions - UNISON and the GMB - have both identified a shortage of workplace activists as a serious barrier to union recruitment and both are taking steps to deal with it. UNISON has launched a campaign to encourage people to come forward as stewards.



Meanwhile it may be that the workplace/branch official's first job is to recruit stewards from the existing membership. Sometimes a high-profile recruitment drive can itself create more activists at the workplace. The T&G at the Berkshire Brewery in Reading signed up all new starters and also secured two new stewards.



It is worth remembering that certain groups are under represented as reps or branch officials. For example women generally are under-represented and they also make up the majority of part timers and temporary workers - groups which are particularly under-represented. Since these are also the groups that are now often being targeted as potential recruits (see section 3), it makes sense to target them also as potential reps.  



One of the reasons that these groups are less likely to be union reps is that, despite social change, women still have more domestic responsibilities than men. Organising job-sharing of union posts and holding meetings and other union activities at convenient times are possible ways of dealing with this.



Another inducement is to ensure women and other under-represented groups have access to trade union training. It might take some imagination to attract them but it can be done, if a recent T&G success at Sun Valley poultry processors in Hereford is anything to go by. The union recently held a successful breast cancer awareness seminar that also proved to be a valuable way to get women members more involved in the union. It resulted in the appointment of a branch equalities officer and 27 women applying for union education courses. The union said: "For lots of women members, women's courses are the turning point in their union lives".





Time off for union duties

There is a legal duty on employers who recognise unions to allow union officials  reasonable paid time off to carry out certain duties. Although these are mostly related to collective bargaining there are two areas which are useful in terms of recruitment and organisation. 



The associated code of practice, Time off for Trade Union Duties and Activities, published by ACAS, gives examples of what these duties could be:



Trade union membership or non-membership

Examples could include:

- representational arrangements; and

- any union involvement in the induction of new workers.



Facilities for officials of trade unions

Examples could include any agreed arrangements for the provision of:

- accommodation;

- equipment; and

- names of new workers to the union.





�Running a special campaign







This section deals with running a one-off, special campaign to either draw in non-members or target specific groups of non-members. These generally involve investing specific resources, particularly in terms of activists' time, in a focused recruitment drive. 



It provides guidance on how to organise and execute the campaign with examples from workplaces that have conducted successful recruitment drives. Selected case studies are highlighted in section 4.



There are very few workplaces which would not benefit from a focused recruitment drive. Even where, for example, there is virtually 100% membership on the shop floor of a factory, there are likely to be non-members among the white collar workers, casuals, canteen staff or other groups. They might be working for the same employer or for other firms because the work has been contracted out by the main company/organisation.



Special campaigns may be best organised around something specific that is happening in the workplace. Union reps at The Stationery Office conducted a drive around the threat of privatisation, for example. But it does not have to be anything so dramatic and could be based around general concerns such as health and safety or low pay. 



Whatever the situation, there are a few basic organisational principles which can be helpful to make the best use of resources.





Identifying the non-members

The LRD recruitment survey of well-organised workplaces, which included 91 workplace reps who had conducted special recruitment campaigns in the last few years, found that fewer than half had a comprehensive list of the non-members they were targeting and where they worked. Most of the rest relied on the fact that they "largely knew who was and who was not in the union".



A comprehensive list is particularly important in a large workplace or a campaign spreading over a number of sites. The CWU at British Telecom, City and East London, whose campaign across a number of prioritised sites brought in a massive 350 long-term non-members, put the success down to a well-planned campaign, in which branch officers had clear lists of non-members in each building to be targeted (see case study on page 27).



Even if a full audit is considered unnecessary, it is worth getting names and sections down on paper so that an efficient strategy can be followed. USDAW reps at Booker Cash and Carry got a list of all staff, compared it to the members' list and drew up a list of all part timers not in the union.



Section 2 of this booklet looks at the possibilities for management co-operation in obtaining lists of employees and union members. If this is not available it will be a question of hard grind, help from your union branch/region/national office on lists of members and getting as much help as possible from union members in the workplace to gather the information.



UNISON has a recruitment briefing pack which sets out the following points for planning a campaign:

Identify who the members/potential members are and where they work;

Make lists of the names of the employees in your constituency and identify who the members are; and

Draw up a timetable for visiting each non-member, more than once, if necessary.



Education material on recruiting and organising produced by the MSF union suggests drawing up a workplace profile summary. This should include total numbers of members and non-members and a breakdown by, for example, location, job, gender, ethnic group and employment status (full time, part time or temporary).



It also suggests going further, by finding out as much information as possible about each non-member, such as their job and where they work, their age, gender and first language and interest, or lack of it, in the union.





Clarifying the target group

A recruitment campaign may aim to bring in all non-members in the workplace, but this may be too daunting a prospect in many establishments in which case it will be important to clarify exactly which group is being targeted. 



Identifying the target group from the outset means also that the campaign can address the issues important to that particular group and that those doing the recruiting can be briefed on those concerns.



Targeting also helps identify when potential recruits might be approached. This is particularly important in the case of part timers and temporary workers. As a BT union rep pointed out, leaving material on the desk of a part-time worker who was not due to be in for a few days was counter-productive since it was likely the material would have been removed by the time she returned to work. Clearly it is even more important for face-to-face approaches.



It is also worth considering whether recruiters can be matched with the workers being targeted. For example, women non-members may be more responsive to a female rep, and temporary staff might be better convinced of the benefits of union membership if a temporary worker is doing the persuading. The same might apply to people working in particular departments.



The LRD recruitment survey found a range of specific groups were being targeted. The most common of these were temporary/casual workers, women and workers in a particular section (see column). 



Other target groups were part timers, contract workers, shift workers and young workers. There were also examples of campaigns aimed at workers in outlying areas, such as:

the campaign by the AEEU at Northern Ireland-based Shorts Missile Systems to recruit a small group working in England;

the targeting of a new office in Inverness by PTC at the Scottish Tourist Board;

the drive by the already well organised T&G at South Wales Transport to recruit at a bus company which had been taken over; and

the campaign by PTC activists at unionised Onley Prison to recruit among private prison employees.





The recruiters

It may be that there is only one person doing the recruiting but clearly if work can be spread around the campaign will be more effective. As many activists have noted, there is no great secret to a successful recruitment campaign - it is largely about good organisation and persistent hard work. 



The LRD Recruitment Survey found that the work was overwhelmingly done by departmental reps or stewards (including convenors), followed by branch officers.  It might be useful to establish an officer on the union committee whose sole union job is recruitment - a rare feature in current recruitment practice. 



Another possibility is to set up a lay recruitment team. In the PTC's Home Office campaign each steward was given two or three people in their area to target; and at Aerospace Composites, each MSF steward was given a copy of the new starter induction list and told to follow up on new starters and any other non-members in their area.



As mentioned above, it might also be useful to match recruiters with the target group. Australian and American unions have used the theme "like recruiting with like", where recruiters are matched with potential members in terms of sex, age and ethnic origin. 



This approach may be over-optimistic in terms of the numbers of recruiters available, but it is worth some effort to find people with whom the target group will identify. The CPSA rep at the Home Office said it was important to "ensure as many women reps as possible take part in the recruitment so the union is not seen as male dominated". 





Approaching potential members



Face to face

The dominant message coming from the reps in the LRD recruitment survey, as well as from elsewhere, is that there is no substitute for face-to-face recruitment. 



The GMB rep at North Surrey Water reported that a leaflet campaign of contractors was largely unsuccessful but a one-to-one approach was looking more encouraging. Similarly the MSF rep at NAAFI said: "Face-to-face is best; letters etc help but don't replace meeting new members." 



And the CWU rep at British Telecom, City and East London, reported: 

"A quality approach is required to signing up each and every individual. If (potential recruits) are too busy to talk, arrange to come back another day when it is convenient."



MSF's educational pack on recruitment gives detailed advice on the best way to approach people face-to-face. Here is a summary:

Know as much as possible about the person;

Choose the time well;

Enter into conversation casually;

Listen - don't sell;

Pick up the person's concerns - show understanding and respect for their views;

Avoid argument;

Be sure of any advice you give - check it and get back later if necessary; 

Always get agreement for them to do something - even if it's just to think about it; and

Arrange a further meeting before you part.



Responses from reps in the LRD recruitment survey reinforce this approach. Many advise recruiters to be honest, not to be pushy and to listen to what the non-member has to say. The rep at food firm Heinz suggested "talking to people, gaining their confidence and allaying their fears about what being a union member means."



However, some or all of the methods outlined below may also be useful for approaching potential members.





Written materials

Written materials, such as letters, leaflets, newsletters and information packs, distributed to individual non-members can be a useful starting point in a campaign. There may be material available from the union head/district/branch office, but it is best to have at least some of it tailored to the workplace.



Letters can be addressed personally to each non-member and leaflets and newsletters can focus on the concerns of the particular group or department targeted. Reps in the LRD recruitment survey indicated that successful leaflets should emphasise recent gains by the workplace union and current concerns such as job threats. 



Written materials are also useful for summarising union benefits. For example, UNISON nationally is pushing health and safety as an important union benefit with posters saying "For safety's sake join UNISON" and leaflets with similar messages. 



The union has published a guide to recruitment which advises reading any written material with a critical eye and says "cut out any jargon, sets of initials not spelled out, and in-jokes".





Material on public display 

Posters, notice boards and union stalls are useful for setting the scene for recruitment and generally raising the profile of the union at the workplace. Image is important with this kind of approach and the union regionally/nationally might be able to offer some assistance.



CPSA reps recruiting in the Home Office's Immigration and Nationality Directorate organised a union stall in the reception area of the building - staffed all day - with leaflets and other literature. They pointed out that it is best to "set up an eye-catching stall so the union is seen in the best light". 



The AEEU at Luton's Vauxhall Motors, placed an advert in the local Sunday newspaper as part of a recruitment drive at, and around, the workplace. The subscriptions of new recruits paid for cost of the advert several times over (see case study on page 26).





Meetings and social events

Meetings or social events involving potential as well as existing members can be useful for countering people's feelings of isolation, demonstrating that union members are ordinary workers, providing information in a different atmosphere and fostering communication between members and potential members. 



Where there are specific concerns in the organisation, such as the threat of redundancies or a health and safety issue, it may be worth inviting non-members to attend a meeting to demonstrate that the union is the organisation which can tackle such problems on behalf of all workers. USDAW reps recruiting at Tesco in Basingstoke showed a union video and answered questions afterwards.



Sometimes much less formal events are arranged. Reps at NCM Credit Insurance organised a cheese and wine buffet; and at the Scottish Tourist Board a lunch was laid on.





Outside the workplace

Approaching people outside the workplace is used mostly for "cold recruiting" at non-unionised establishments. It could be used to invite people to an event to explain further what the union has to offer. But approaches outside the workplace can also be useful as a more personal or informal approach, like that taken by a T&G rep in Shrewsbury:



The rep received a phone call from a woman in another workplace who had heard of her work with the T&G and whose colleagues were having their own workplace problems. The T&G rep set up a meeting in a local pub with the district official and 12 people from the other workplace. All 12 joined the union, the official helped sort out the problems and the workplace now has 150 members and is still growing.





Incentives

Several unions have at national level introduced incentives to encourage activists to recruit new members. These include prize draws, cash, and free union products (see column right).



Some reps in the LRD recruitment survey also found incentives useful. For example, the GMB at Caradon Ideal used the union's "member get a member" campaign by which union members receive a Pst5 Argos voucher for each new member they recruit. They have recruited 30-40 new members. And the PTC at NCM Credit Insurance gives Pst25 gift vouchers. The union has recruited six to eight new members. The GMB at AT&T, Sheffield gives a prize but the rep noted that stewards, who were disqualified from the prize, still did most of the recruiting. Almost all new starters are recruited.



Incentives for potential recruits, particularly introductory cut-price subscriptions but in some cases prize draws, have also been introduced nationally by some unions (see column on page 24). And at local level, the CWU at BT City and East London offered potential members the first month's subscription free. The campaign generated 350 new members (see case study page 27). 





Signing people up

When people are ready to join it is worth offering them help to complete the form. Some people may have difficulty understanding the form or filling it in and this may be enough of a disincentive for them to put off completing it. In addition, if a form is not completed properly this might delay processing the membership application with consequent irritations for both union and individual.



Being present at the time the person completes the form also gives the rep an opportunity to welcome the individual into the fold.





Assessing the campaign

Assessing the success of a campaign is an important but often neglected task. Obviously reps and other recruiters want to know if their hard work has paid off, but it can be useful to assess different aspects of the campaign for future use.



UNISON's guide to recruitment encourages an assessment of the exercise with the following guidelines:



Short term:

- how many new members did you recruit?

- which parts of the "drive" were easy - which were more difficult?

- did you fail to meet deadlines and if so, why?

- what feedback have you had from other members of the branch committee?

- what feedback has there been from stewards, members and non-members? and

- how can you build on the success of the campaign?



Long term:

- did your distribution system work?

- how could it be improved?

- where you only have a few stewards, how are going to increase the number? and

do members get enough information and the chance to discuss what's happening in the branch?



Obviously the pure numbers aspect must be looked at in the context of who was being targeted. The CWU at BT City and East London were particularly pleased to have recruited a large number of long-term non-members (see page 27) as was UNISON at the London Borough of Merton and MSF at chemical firm Akzo Nobel, where reps recruited "some people who previously said an emphatic 'no'."





Specific groups targeted in recruitment campaigns



contract cleaners

by T&G at Berkshire Brewery      



office staff

by GMB at Kangol



maintenance workers

by T&G at Stagecoach Western     



home helps 

by UNISON at London Borough of Merton



canteen and office staff

by T&G at Blackpool Transport    



long-term non-members

by CWU at British Telecom, City & East London          



Immigration and Nationality Directorate

by CPSA at the Home Office       





Incentives for recruiters  



BECTU      

cash prize draw



BIFU 

prizes, competitions



CMA  

a range of union products



CPSA 

prize draws, competitions 



GPMU 

prizes, holidays etc organised at branch level



Independent Union of Halifax Staff

gift vouchers and prize draw



NASUWT     recruitment draw



NATFHE     

recruit a friend with sponsored prize draw for two holidays



NLBD 

Pst5 per new member



RMT  

incentive payments to branches 



UCATT      

prize draw 



USDAW      

local initiatives decided by divisions





Incentives for recruits



ASLEF      - free membership for Eurotunnel train crew during recognition campaign

BALPA      - reduced rate subs for varying periods

BECTU      - incentives for new entrants to industry 

FDA - reduced subs for specific groups

GMB - ASDA new stores six months' free membership

GPMU  - national recruitment rate 

HCSA - cut-price introductory subscription

ISTC - lottery with a  car as first prize

NATFHE - three months' free membership for new entrants to FHE lecturing; earnings-related subs for part timers

NUT - first term free for newly qualified members and half rate for first two years

T&G - for direct debit payers, 12 months' membership for 11 months' payment

UNISON - special rate for low-paid, part-time workers

URTU - no entry fee; four weeks' free; free prize draw 



�Recruitment case studies







This section provides a more detailed account of four of the recruitment campaigns which featured in the LRD recruitment survey of 173 well-organised workplaces. They have been chosen to reflect the variety of campaigns which emerged from the survey and to highlight particularly successful techniques and outcomes.





Kawneer, Runcorn (MSF)

Campaign aim: Organise white-collar staff.

A campaign is underway at engineering firm Kawneer in Runcorn to recruit white-collar workers into MSF and, eventually, to seek union recognition from the company. The shop floor is well-organised - virtually all the 130 shop-floor workers are in the union and they have recognition. But only a handful of the 143 staff in the same building are union members and they have no recognition.



The campaign began when one of the shop-floor representatives identified job insecurity among the white-collar workers. He collated names from the internal telephone list and had an initial recruitment target of 15 staff members. It was considered that once this number was reached, others would be less frightened to join.



The campaign started with a very informal "sounding out" of those staff members who were not supervisors or with another "title", with the aim of gaining their confidence. The union's regional office then provided leaflets and posters focusing on the company. Further information on what individual services staff members could expect from the union was produced locally. 



The campaign has recently passed its 15-member target and has stepped up a gear. A buffet and drinks session was held with a short "What is MSF?" presentation followed by the distribution of "Why join MSF?" packs. A few more staff have since joined and the campaign continues.





Vauxhall Motors, Luton (AEEU)

Campaign aim: Raise union profile in the area.

Vauxhall Motors, Luton, is a well-organised workplace with the vast majority of the company's 3,500 employees in unions. The AEEU, however, decided it wanted to raise its profile in the area, hoping to recruit workers from other companies as well as maximising membership amongst new starters at Vauxhall, particularly contract workers.



The union took the unusual step of advertising in the local Sunday newspaper. The advert meant that that many workers being taken on at Vauxhall had already heard of the union and were more willing to sign up - 160 were recruited into the union. But the advert also drew interest from workers in the surrounding area. The union representative at Vauxhall and local officials opened up the union office to the public on a number of Saturdays. Hundreds of people responded, either by taking the information packs which the union had put together or talking to the union representatives about their workplace problems and how the union could help.



A massive 200 joined up, including 55 from a company in Milton Keynes where management had increased hours and cut pay. A union official subsequently went in to the company to help sort out problems. Others who joined included employees of a local welding company and many individual workers. One of the main concerns expressed by people responding to the advert was health and safety. They were interested in the technical advice available from the union head office.



The union total of 360 new members recruited from this campaign

- at full rate contributions - paid for the advert many times over.







British Telecom, City and East London (CWU) 

Campaign aim: Draw in long-term non-members.

This section of British Telecom employs some 2,700 white-collar workers, of whom 1,800 are in the CWU. The CWU recruitment campaign was aimed at large groups of non-members in specific buildings. It was timed to coincide with major changes taking place across the company which were causing widespread uncertainty and insecurity.



The union had access to names of new and existing employees and of union members, and also had a union-run session as part of new employees' induction to the company. 



The recruitment drive was conducted by branch officers armed with a list of non-members and of buildings to be targeted. Each potential member was first sent a membership pack with an introductory letter, followed up by an introductory visit from one of the branch officers. There were further follow-up visits.



As an incentive to potential members, the first three months' subscriptions were waived. The success of the campaign was measured by the fact that 350 long-term non-members who had been at BT for five years or more were recruited. The union put the success down to having a well planned campaign and taking "a quality approach to signing up each and every individual". Their tip for others is: "If a potential member is too busy to see you one day, come back whenever it is convenient for them."





Guardian Insurance (BIFU)

Campaign aim: Raise union density in nationwide company. 

BIFU's campaign at Guardian Insurance, from October 1996 to January 1997, was aimed at mopping up the 40% non-members out of around 6,000 employees. They had agreement with the company's management on access to names of new and existing employees which meant they had a comprehensive list of people they were targeting and where they worked. There was also agreement for teams of BIFU officials to have access to major sites. The campaign coincided with changes in the company remuneration and benefits structure and threatened redundancies. The union also had an incentive for recruiters of Pst5 for each member recruited. The drive was highly successful. The union massively exceeded its target of 100 new members, reaching 300 before the end of the campaign. The official responsible put the success down to "planning and organisation".



�5. Participation in the union and retention of members







Participation

If a recruitment campaign or system of on-going recruitment is seen as finished as soon as the signatures are on the application forms, there could well be problems in the future. 



For many unions retaining people in membership is as significant a challenge as signing up new members.  If the new recruits feel they are either not involved in the union or not benefiting from membership they will, at the very least, decline to contribute to the health of the union at the workplace, and may soon drop out of membership again. 



The MSF guide suggests the following programme: 

Keep the committee active, involved and outward looking; 

Use a survey to confirm and prioritise employee concerns and interests;

Consider areas for some early negotiations, but don't over-estimate your strength;

You need positive results even if they are small ones rather than what may look like a "loss";

Keep contact with members;

Keep up the flow of information about what the union is doing in the workplace;

Continue one-to-one discussions around the workplace (using committee members and other activists);

As some negotiations take place, keep spreading the agenda into new areas, including for example equal opportunities or vocational training; and

Ensure that members of the committee and activists have access to trade union training courses.



One of the priorities will be to ensure the union finds out and takes up the issues of concern to the new members. This is especially important if a particular group of non-unionised workers has been targeted in the recruitment process.



For example, unions at both food firm Kelloggs and engineering firm Thomas Bolton targeted temporary workers for recruitment and subsequently negotiated rates and conditions equal to permanent staff. And the T&G at Nestl , Tutbury, where the shop floor was fully unionised, had a recruitment campaign among white-collar staff who had no recognition, and subsequently obtained a recognition agreement for them.



It may be that the concerns of a newly-recruited group are very different from those of existing members. It might be worth doing some research into what their priorities are.  



Another way to keep members interested is through good communications and keeping up a high profile for the union, particularly its successes. This comment was made by many reps in the LRD recruitment survey of well-organised workplaces, responding to the question "Do you have any activity aimed at stopping existing members from falling out of membership?" Here are some examples of the replies:

"To be seen and heard doing my best for members - always available for people" (T&G, BTR Silvertown);



"Giving members information and having a union display board showing what the union has to offer" (GMB Kangol);



"We have close contact with our membership and have a steward in every area" (GMB, Rh"ne Poulenc); and,



"Ensure that members are kept regularly updated with circulars, branch magazine of events and changes in the workplace" (CWU, BT City and East London).





It is also important that new members should be given every opportunity and encouragement to join in union activities at the workplace (and beyond). It is worth checking whether the way union activity is organised is conducive to their participation. 



This is especially important where particular groups have been targeted for recruitment. For example, part-time workers are unlikely to attend meetings at times when they are not in work, and workers in outlying areas may find it difficult to get to the main site.



While modern shift and part-time working makes it very difficult to arrange meetings suitable for everyone, the subject has been tackled by a number of workplace unions. At the North Middlesex Hospital Trust, for example, the union organises two or three meetings at different times so that all members can attend at some point. At Tesco stores, the shop steward structure is organised so as to try to cover all shifts, and many stewards are themselves part-time workers.





Retention mechanisms

In most workplaces there will be some people disappearing from membership for a variety of reasons. It may be to do with disaffection from the union but it could be for other reasons, for example they may have changed jobs, been made redundant or have retired without the union knowing.



The TUC's six-monthly surveys of national unions, Trade Union Trends, show that nearly two in three unions say they have problems of membership "turnover". On average they have to recruit 12% of their membership each year just to stand still.



This tends to be less about dissatisfaction with union services and more about job loss or change and retirement.



Some unions have national strategies to deal with this problem. For example, college lecturers' union NATFHE introduced an arrears amnesty which had brought in some 2,500 lapsed members.

It has also commissioned a survey to ascertain why members leave, an approach also adopted by UNISON. 



However, it will often be down to those closest to the former members - that is the union at the workplace - to follow up those who have dropped out and try to get them back in again.



The first stage is to find out who is leaving or has left the union. Some union officers get information from the company which helps in this process. For example NAAFI provides the MSF rep with lists of leavers; Rolls Royce provides AEEU reps with details of anyone ceasing check-off deductions; and Eden Vale, Minsterley informs the T&G of anyone leaving the company or retiring. Others get the information from their branch or district office.



The next stage is to discover the reasons for leaving. The union response obviously needs to vary according to whether the person is dissatisfied with the union or is undergoing a change of circumstances. UNISON reps at the London Borough of Merton write to members who have stopped payments to discover why - it is often due to maternity or education leave.



In those rare cases where someone is leaving out of some dispute with the union there may still be ways of resolving their complaints and keeping them in membership. A number of reps in the LRD recruitment survey said they ensured that any leaver was contacted by letter, telephone or face-to-face to discuss any problems. The USDAW rep at Kelloggs offers to bring in a union official to help resolve local problems, and several reps said they reiterated the basic benefits of being in the union.



But in the majority of cases, people leave unions because of a change in their circumstances - job change, job loss or retiring are common reasons - and these cases require a different  approach.



The T&G general union at J Sainsbury, Charlton, have a pre-printed leaflet aimed at those who are leaving because they are changing job, becoming unemployed or retiring which points out that "your T&G membership is not dependent upon a particular employer". It outlines the benefits of retaining membership in these circumstances and the special subscription rates to certain categories of member.



The GMB rep at Triplex Safety Glass informs such individuals that there is a special branch in the region for retired or unemployed members. And T&G reps at a number of transport depots point out to retired members that if they retain membership their subscriptions are paid for by the branch.





Retention tips

- Keep all members well informed of union activity and achievement;

- Try to set up a system with either the employer or the appropriate level of the union to be informed automatically of  people stopping their contributions;

- Be aware of the key points in people's lives when they might drop out of the union. These will include: promotion; switching to another area of work; leaving the job; when on temporary leave; when changing address; on retirement;

- Check whether they are dropping out due to dissatisfaction with the union or financial difficulty;

- Ensure somebody from the union speaks to the individual, preferably face-to-face. If they are dissatisfied with the union they may be impressed by a one-to-one effort to keep them in membership. If they are leaving for another reason they need to know what the union can continue to offer them; and

- Make it easy for them to stay in the union or re-join if they have already left. Complicated forms and procedures should be avoided.





This information copyright © Labour Research Department

�



��PAGE�27����








