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Summary y 

I .. INTRODUCTION 

Thee subject of this study is the modernisation of conditions of employment poli-

cyy in the 1980s and '90s. It mainly focuses on trade union research into Dutch in-

dustry.. Three sectors wil l be highlighted: the chemical and the metalworking /elec-

tricall  engineering industries (the 'grootmetaal' or iron and steel industry) and the 

metall  and technical sectors (the 'kleinmetaal' or light engineering industry). Byway 

off  comparison two other, non-industrial sectors have been examined: the construct-

ionn industry and the temporary-employment sector, FNV Bondgenoten was the 

mostt important trade union I studied. 

Thee key concept of the study is 'strategic creation of conditions of employment': 

i.e.. which strategic factors do trade unions consider when outlining their policies, 

howw do they take into account the demands of current and possible future mem-

bers,, and how do they respond to the strategy of opponents and possible competi-

tors?? The field of influence with regard to the creation of conditions of employment 

cann be defined as follows: 

FigureFigure 1.2 The field of influence with regard to the creation of conditions of employment 
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Soo this field of influence is determined by modernisation of industrial relations, on 
thee one hand, and by corporate innovation and changes in private life, on the other 
hand.. 'Corporate innovation is understood to mean modernisation of an orga-
nisationn under the pressure of changes in the market (Bolwijn and Kumpe, 1989). 
Innovationn has a significant influence on conditions of employment: working hours 
change,, the level of expertise rises and employees are given more responsibility. 
Changess in the socio-cultural domain also have an impact on the creation of condi-
tionss of employment. Nowadays employees are better qualified than in the past and 
needd to develop their job skills. More women are in gainful employment and an in-
creasingg number of employees work part-time. Childcare and leave for carers have 
noww become familiar concepts at the negotiating table. Employees are more inde-
pendentt and seek to influence not only their job but also their own conditions of 
employment.. They have less security and have to rely on their own initiative. To-
getherr these socio-cultural trends are summed up in the concept of'change in pri-
vatee life'. Of course, we can speak of interaction between private life and corporate 
innovation. . 

AA distinction can be made between three types of trade union activities: creation 
off  collective conditions of employment (core product: collective agreement), indi-
vidual,, mainly socio-legal protection of the interests of members (core product: 
memberr service) and support of active trade union members (core product: activist 
stratumm within the union). This study addresses the creation of collective condi-
tionss of employment, although the synergy with the other product groups will also 
bee examined. 

Withinn the conditions of employment a distinction can be made between the fol-
lowingg core components: 
-- Income (including deferred wage components such as holiday allowance, aspects 

off  social security and pension). 
-- Working hours (including working hours on a lifetime basis, such as retirement 

age,, entidement to parental leave or career breaks. 
-- Qualifications (entidement to and facilities for professional training, retraining 

andd refresher training, as well as position within the work organisation that a 
qualificationn can lead to). 

-- Job security (the nature and status of the contract of employment). 

2 .. DEFINITION OF THE ISSUES 

Thee issues studied can be defined as follows: 
A.. How can the strategic creation of conditions of employment be analysed, in par-

ticularr at sectoral level? 
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B.. What is the connection between changes in the work organisation and in the 

privatee life of employees and what impact do these changes have on the process 

off  creating conditions of employment? 
c.. How can the connection oudined above be thematised to the benefit of trade 

unionn policy? 
Followingg on from Part A above, in Chapter i a 'strategic tool' will be developed, 
whichh can be used to assess a trade unions view in the field of conditions of employ-
ment.. The strategic tool will be evaluated in the five sectors mentioned above (Part 
i,, Chapters 2 to 6). 

Partss B and c above will be discussed in four theoretical studies (Part 11, Chapters 
77 to 10). These chapters address the following aspects: the trade union and work or-
ganisation,, arrangement of working hours, employability and configuration of the 
collectivee agreement. The study will be completed with an epilogue about indus-
triall  relations in the Netherlands. 

3.. INDUSTRIAL RELATIONS AND STRATEGY 

Sincee the 1970s, a great deal of research has been conducted in the Netherlands in-
too the relation between trade unions, employers' associations and the government. 
Mostt researchers drew their inspiration from works by the American Windmuller 
(Windmuller,, De Galan and Van Zweden 1990), who considered the Dutch cultu-
ree of central consultation a unique global example. In this respect, Reynaerts and 
Nagelkerkee (1986) discuss 'the science of industrial relations'. In my study, trade 
unionss and employers' associations are regarded as organisations that are capable of 
makingg their own choices, while taking into account the demands of the people 
theyy represent and economic conditions.. The study thus falls within the tradition 
off  the 'strategic choice' (Kochan 1980). 

Thee study can also be placed within the tradition of 're-regulation' (Teulings 
1997,, Vos and Buitelaar 1996). Looking after the interests of employees by drawing 
upp protective rules and regulations, for example through collective agreements, will 
formm no hindrance to the economy, but may be important for its modernisation 
andd growth. Therefore the question is not whether there should be fewer or more 
ruless and regulations, but rather what the content should be. The pace at which the 
markett and the labour market are changing require corrections and sometimes even 
ann entirely new type of legislation, for example in the field of work through tem-
porary-employmentt agencies or leave for carers. 

InIn the Netherlands, the science of industrial relations is dominated by what might 
bee called the 'neo-corporatist tradition'. Within this tradition, however, there is littl e 
interestt in dynamic processes within companies, associations, pressure groups, fami-
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lies,, etc. Instead, the focus is primarily on institutional developments such as legis-
lationn and consultative procedures. In order to get to the very core of how trade unions 
functionn in relation to their environment, this study makes use of theories on the 
creationn of strategy, such as the theory of strategic management (Wissema 1990). 

Strategicc management is characterised by determination of objectives on the ba-
siss of external and internal information. From the company's point of view, infor-
mationn about the market, but also about the labour market, insight into industrial 
relations,, insight into the cost and the quality of labour are elements of strategic 
information.. In this respect, the most obvious solution is to develop the concept of 
'strategicc trade union work' or 'to create strategic conditions of employment'. Grant 
(1995)) identifies four features of a successful strategy: a clear long-term objective, 
insightt into the external environment, knowledge of one's own capabilities, the abi-
lityy to use those capabilities in an optimum way and to co-ordinate them. Hamel 
andd Prahalad describe how organisations can change their way of thinking and, in 
thiss context, use the concept of'strategic architecture' in order to distinguish it from 
strategicc planning. A characteristic feature of strategic architecture is "rewriting the 
ruless of the game [...] and creating new scope for competition''. The basic principles 
off  this concept are not the existing structures, but rather broadening horizons and 
gainingg "insight into discontinuities and competencies" (Hamel en Prahalad 1994: 
287).. The challenge for trade unions in a situation where the socio-cultural posi-
tionn of employees is rapidly changing is to reformulate basic principles that were 
longg considered invariable. Who are the competitors of a trade union? Who are die 
opponentss and who are the competitors of the opponents? What are the most im-
portantt trade union services or products? How much synergy is there between the 
variouss activities? These are the most important questions derived from the con-
ceptt of strategic management and will be discussed in this study. 

4.. STRATEGIC TOOL 

Thee 'strategic tool' I have developed comprises five questions. 

-- Market position: What can be said about the presence of the trade union in this 
sectorr in relation to its competitors and opponents? 

-- Executive power: Is the trade union in this sector capable of planning within the 
frameworkk of the objectives indicated and of implementing and evaluating these 
plans? ? 

-- The status of the collective agreement as a product: In this sector what can be 
saidd about the status of the collective agreement in relation to other arrangements 
regardingg conditions of employment? 

-- Knowledge organisation: Is the trade union in this sector capable of gathering 
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internall  and external information, weighing up the pros and cons and making 
usee of this information? 

-- Abilit y to make distinctions: Wil l the trade union succeed in translating strate-
gicc changes in the work organisation and in the labour market into policy on 
conditionss of employment? 

Thee trade unions 'ability to make distinctions', i.e. how firmly things are rooted in 
thee work organisation and in the labour market, seems to determine the results in 
thee long term. This is where the major differences between the trade unions I have 
studiedd are found, this is where crucial mistakes are being made and this is where 
thee edge trade unions have over the other players in the market becomes apparent. 
Thee trade union movement in the Dutch chemical industry, for example, is very 
muchh involved in work organisation, but is weak at checking the labour market. As 
aa result, it is difficult to get new people entering the labour market to commit them-
selves.. On the other hand, for a long time the Dutch trade union for the construc-
tionn industry had a strong influence on the labour market. The members in the con-
structionn industry are young and the trade unions have a great deal of influence on 
smalll  and medium-sized businesses and on suppliers. The Bouw en houtbond FNV 
(FNVV trade union for the construction and timber industry) does, however, seem to 
bee losing its influence because the union has not paid enough attention to innova-
tivee processes within work organisation. The trade union movement in the services 
sectorr is weak with regard to work organisation and it occupies a weak position in 
thee labour market. Within the services sector, FNV Bondgenoten is insufficiently 
differentiatedd from, for example, an insurance company.169 

Inn addition, in my study many differences between sectors are found with regard to 
thee 'collective agreement as a product' and the trade unions have an edge over pos-
siblee competitors in this field, too. The question is, however, whether the develop-
mentss in the field of collective agreements will determine the growth in members-
hipp in the long term. This growth seems to be more dependent on the synergy be-
tweenn the collective agreement and other aspects associated with protecting 
members'' interests. 

'Executivee power' and 'knowledge organisation are easier to control than the other 
aspectss I studied and they mainly depend on the investment options the trade union 
inn question has. Finally, the aspect 'market position seems to be ripe for reasses-
sment.. The conventional concept of level of unionisation (the number of trade 
unionn members in relation to the number of employees) is suffering a decline because 
itt is becoming increasingly difficult to define the concept of employee as such. The 
questionn could even be posed as to whether the trade union of the future will solely 
havee to deal with members/employees. There may also be clients/users who will 
makee use of the trade unions service system at a fixed rate from time to time. 
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Thee tool I have developed could serve to initiate a more detailed analysis of the crea-

tionn of conditions of employment. It also has a limited predictive value and can be 

usedd for policy consulting. 

5.. THEMATISATION: INDIVIDUALISATIO N AND COLLECTIVE BARGAINING 

Bolwijnn and Kumpc (1989) characterise the evolution of work organisation as fol-
lows.. In the 1960s the theme was efficient business, in the '70s it was qualitative bu-
siness,, the '80s were marked by flexibility,  and the '90s by innovativeness. A com-
parablee model of evolutionary phases can also be applied to what I have called pri-
vatee life' and to trade union work. The 1960s were a period of greater control with, 
ass a result, trade union activities within the company. In those days activities were 
veryy much focused on fighting collectively, an attitude which started to change du-
ringg the 1970s. In private life the quality of work became a familiar concept and 
withinn the trade union, training and education of active trade unionists became in-
creasinglyy important. In this way, there was more attention for personal or indivi-
duall  aspirations. In the, economically speaking, difficult 1980s there was an increas-
ingg need for security and the trade unions started to invest substantially in profes-
sionall  or member services. Finally, I have characterised the 1990s as the years of 
employability.. This includes a trade union strategy, which could be characterised as 
'creationn of personal strategy'. 

Inn the near future the trade union movement will still have a need for aspects 
thatt were developed earlier: creating collective power within companies, active trade 
unionistss and professional services. But that is not enough. At the end of the 1990s 
aa new form of protection of interests emerged, not only individual-oriented but also 
strategy-oriented.. Creating a personal strategy means that the individual employee 
himselff  knows about his own situation ('this is my age, my experience, my personal 
situation),, learns how to assess the field of influence (what is the work organisa-
tionn strategy, what opportunities can the labour market offer me?') and makes his 
ownn choices. The employee takes his own steps forward, but he needs advice to find 
thee right track to pursue in order to develop his training, career and income. 

Thee trade union can offer its services to enable the creation of a personal strategy. 
However,, the trade union movement cannot do all the work for its members, be-
causee this would require a system that could not be covered by trade union mem-
bershipp dues. The trade union movement enables its members to make their own 
strategicc choices and sets down the most important options in a collective contract. 
Figuree 10.3 shows what this collective contract, the collective agreement of the future, 
mightt look like. I call this the 'network collective agreement'. 
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FigureFigure 10.3 The network collective agreement 

Overr the past few years, there has been a lot of criticism in the Netherlands about 
thee regulating effect of the collective agreement. Neo-liberal economists wonder 
whetherr the collective agreement is not obstructing labour pricing policy. Others 
arguee that the collective agreement is virtually a thing of the past, because today's 
emancipatedd employee can conduct his own negotiations and seems to have a greater 
needd for individual protection of interests. I feel that the collective agreement does 
havee a future, albeit in an adapted form. In the first place, a collective contract is 
effective.. If collective arrangements were to disappear, we would need a series of in-
dividuall  agreements to stipulate the performance goals and remuneration of each 
individual.. This argument is supported by the theory of transaction costs. Secondly, 
thee collective agreement serves as a core product of two of the most important play-
erss in the market of industrial relations: the employers' associations and the trade 
unions.. Both organisations seek to co-ordinate wage formation, which currently 
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takess place through collective agreement policy. If this tool were to become obso-
lete,, the parties would look for a new, more or less comparable alternative. Thirdly, 
thee collective agreement does have a future because it is a tool that can be adapted 
easily.. The Figure above illustrates this once more. 
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