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The Need for NTAs

The aim of thie paper is to propose a way in which trade unions
and management can prewvent or minimise retrenchment due to the
introduction of new techncliogy. The way is to extend their
Agreements with each other to include a Mew Technoloay Agreement

(MTA) over and above a Retrenchment Procedure.

The introduction of new technology by private or pubiic
enterpricses holds the potential ricgsk for workers that it may lead
to reductions of the labour force ewen though it could - on
accasion involve an expansion or diversification of producticon
resulting in increased employment. Sometimees reductions can be
drastic as was the caze with containerisatioﬁ of the Scuth
African aocks during the 1978s, In Cape Town the <ctevedoring
workers were reduced from approximately 2006 down to 400, i.e. to
about one-fifth their previous number. A company manufacturing
telephone exchange equipment on the East Rand introduced new
technoloqy in order ‘to change from producing mechanical to
efectronic switching gear. Ac a recsult it retrenched noe less

than 922/ of itc 3000 employees endinq up with only 250 employees.



The current explosive growth in the application of the micro-chip
csweeping the world magnifies the threat of redundancy to many
workKers round the world over at least the next decade if not

longer.

The net effect of such redundancies in South A%rica is to add vet
more workers to the very large reserve pool of unemployed
workere., For African workers who are not permanent residents of
the industrial cities and towns, i.e. who do not qualify to
reside permanently in the prescrlbéd areas under Section iﬁif)(a)
or (b) of the Blacks (Urban Areas) Consolidation Act, it alﬁost
certainly means extreme hardship and poverty. Not only do they
tose their employment, but they are endorsed out of the area.
Thie means that they Join the country’s poorest and most
disadvantaged group of rural Blacks and as such they run the risk
of becoming marginalised by not‘being able to obtain wage

employment in the industrialised economy again.

In the light of these phenomena it is impartant for trade unions
and management to distinguish between labour redundancies

resulting from economic receseions and those that are due to the

introduction 64 new technoloaqyr. Redundancies due to recessions
resuytlt from a fall in demand for the company’s products or
services. j &3 it is sustained over a long period it becomes
fairly inevitable that the company will have to reduce the <cize
of its Jabour force. A union can do little to avoid such
reductioné, tut it can try to ensure that the burden of the

recession is not only borne by the workers, but also by the




company . To this end the union can try to minimise the number
of workers retrenched and ensure that there iz adequate financial

compensation for retrenched workers.

Redundancies due to new tecﬁnology are the rezult of oprior
investment decisions taken by management of a company. A1 though

management’s hand may have been forced by competition to invest

in new technology, it can still exercise caonciderable discretion
reqarding the investment deciczion. It is particularly during
the early planning stage that trade wunione can play a

constructive role by trying to ensure that workers” jobs as  well

as their health and safety will not be jeopardised by the new

technoloqy. Trade unions could be enabled to do so if they and

management neqgotiated a Mew Technologqy Agreement which taid down

the terms of reference and procedures for their participation in
the investment decisions. Unions will however have to seize the
tnitiative in neqotiating such agreements since management will

initially tend to wview them as unwarranted infringements of

managerial prercgative.

It is constructive to examine what has been happening in other
countries on this front. In this paper 1 shatll concentrate

exclusively on the developments and advances that have been ‘made
in Britain. (The Cape Town Trade Union Library turned out to
be a most valuable zource cof information on concrete developments
in trade unionism. A1l the references on Britain used in this

raper were obtained from the Trade Union Librzry.)
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Development of NTAs in Britain

A Report by the British Trade Union Councit (TUC) to its 1979

Congress cantended that

Trade union action can play a central role in
determining the impact of new technology: the gpeed of
ite introduction, the way in which it cperates and its

effects on employment...

For this reason collective bargaining, involving the
whole workforce through establiched procedures, provides
the most effective and cuitable vehicle for the trade
union responcse to technological change... The trade
union recsponse must be in a positive context of full
involvement in technological change - from the planning
decicion to the point of implementation., <(TUC, 1979,

p.34>

The TUC Report recommended that unions <chould respond to
technological change by neqgotiating New Technoleogy Agreements
(MNTAs) . The firct principle is that no new Fechnology which has
major effects on the workfdrce'should be‘introduced ﬁhilaterally
by management., Furthermore workers need ta ke qiven confidence
thét chanqee which are introduced are not intended to have the
effect of destroying jobs without, at the came time, creating new
opportunities, Otherwicse - warkers would natural;y oppose such

changes. (Ibid., pp.386-7)

The Report also includes a ten—point checkliet to assist trade




union representatives in negotiating MNTASs . The checklist

contains the following points:

- Mew technoloqy should not be installed unitaterally by

management.

- Secure a full and regular flow of information retevant to

all aspects of technological change from management.

- Agree to a plan on expansion of output and improvement in

services _to maximicé employment opportunities.

- Make adequate provision for retraining in new skille without

lossz of earnings.

- The benefits of new technoloaqy should be distributed fairly

to all workers.,

- New technology should not be used to increase managementss .-

ability to control and monitor workers.

- Adopt stringent ctandarde on health and safety.

- Ectablish procedures to monitor developments and to review
progress against the aims stated in the NTA. (Bratton and
Waddington, 1981, p.2t. The full checklist is reprinted as

Appendix A.)

The Britieh General and Municipal Workers’ Union went as far as
to draw up a model NTA which incorporated three major principles:

security of employment for workers, joint regulation by




management and uniones of emplioyment conditions due to
technological change, and the elimination of hazards to workersg”
health and safety. (GMWU, 1982, pp.s&2-5 {The model &agreement

is included as Appendix B.)

Survey of NTAs in Britain

The recommendations of the TUC in 1979 did not fall on deaf ears.
By 1982 there were numerous NTAs in operation and a survey was
conducted to establish the contents of these agreements. 1t
revealed some interesting results. The survey was based én 163
completed questionnaires received from workplaces and 229
agreements involving new technology. Both the questionnaires
and agreements had a heavy white collar bias in that only 34 of
the questionnaires and eight of the agreements came from
machining, assembly and other manual areacs. (Labour FResearch
Department, Bargaining Report 22, - undated, but probably  late

1982, pp.2-2>

A& major finding of the survey was that, in the office sector,
trade wunions had been successful in makKing the introduction of
new technology a subject for collective bargainingy in only one-—

third of cases was it introduced without consultation.

Quer half of the signed NTAs specified that any further
installatione could only be introduced with union aqreement or
when negotiating procedures had been exhausted. Amongst  the

companies and wunions that signed such agreements were Cummins
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Engines with Associati&n of Scientific,'Technica! and Managerial
Staffe (ASTMS): Ford with ASTMS, Amalgamated Union of Enqineering
Workers - Technical, Administrative, Superwvicory Section (AUEW-
TASS) and Ascociation of Profecssional, Executive, Clerical and
tomputer Staff (APEX)>: GEC Small Machines with ASTﬁS and APEX;
ICI (Momd) with ASTMS: Leyland WVehicles witp APEX: Lucas
Electrical (Switchqgear) with Transport and General Workers’
Union (TGWUW), AUEW-TASS and General and Municipal Workers’ Union

(GMWU)> 3 and Plessey (Merseyside) with APEX, (1bid., pp.4-5)

A typical clause of one of the agreements stipulated that
The company undertakes not to introduce the use of new
technolegy and the union agreecs not t6 take any form of
industrial action until the procedures embodied in this
agreement and the existing negotiating machinery have
been fully exhausted, (Ibid., p.4)

More than half of the agreements alzo committed management to

providing detailed information on the impact of any additional

new technology.

The survey establiched that workers’ fears of job locses as a

result of introducing new technology were justified. In about

.one third of the caces it was reported that jobs had heen lost as

a result thereof. Howewver, over half of the agreements
contained meaninqful Job security clauses. In 2874 of the
agreements it was stated that there would be no compulsory
redundancies, in 227 that there would be ne redundancies, and in




87 that there would be no job Jloss as a result of the
introduction of new technology. (Ibid., p.7> Most of the
agreements were not restricted to a particular piece of

equipment, but covered the whole range of new technology.

One agreement stafed that
No employee will be made redundant as a result of the
application of new technology provided that hesshe does
not refuse suitable re—deployment or  retraining as

agreed by the working party, (Ibid., p.8&)

Furthermore the survey revealed that workers experienced few
tenefits, either financially or in reduced warking time, through

the introduction of new technology.

Over 284 of the workplaces congidered that their jobs had not
been deskilled. Instead, half the respondents considered that
their jobs had improved in térma of greater Qariety or individual

responsibility, or by making work more interesting. (lbid., p.11)>

Although in 164 of the cases the new technoloqy was being used to
monitor performance, this was generally not the case. About one
quarter of the agreements contained safequards againet monitoring
of workers by machines. The great majority of these prohibited
the use of machines to menitor performance or from being used for
disciplinary purposes while the remainder only made moniforing

possible with union permission.



One agreement stipulated that
Information -will not be used for work measurement or
monitoring employees’ performances nor for disciplinary

purposes without prior agreement with the trade wunion.

(Ibid.y p.122

Limitations of NTAs

In a more theoretical analysis of New Technology Agreements
Bratton and Waddington see both advantages and disadvantages in
the =aqreemente. Their arqumentes in favour of NTAs include

that:

-~ Trade wunions can take <come initiative in relation to the
implementation of new technoleoaqy. They can try to ensure that
aspects of technoleogy. that are favcurabkle tc workere are taken

into consideration. P

- A comprehencive agreement necessitates trxde union
representatives Seccming involved in the planning and ~design
stagese of plant or company policy. Involvement of trade
unionists in this area of decision-making ena2bles manaqgement to

take intec consideration the views of workers at an early stage.

Their arguments aqgainst NTAas are that:

- Whilset they are useful as a means to 1limit managerial
prerogative, uniens still do not guestion company invectment

priorities. A company i¢ forced to compete with other multi-
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nationale in world markete and thus cannot free itself from

measures such as automation which that competition nececsitates.

- In tlarge companies the decigions’ about investing in _new
technology are made at the top level, but trade unioncs neqgotiate
at the tower plant level which is not where the ‘big’ decisions

are made, (Bratton and Waddington, 1981, pp. 21-20

Bratton and Waddington conclude that MTAs constitute only =&
partial solution in ensuring that the benefits of technological
progress ig& shared by all. They maintain that there are four
issues that cannot be resolved by traditional collective
bargaining.
Firetly, resistance te the introduction of new
technology con management’s terms, whether it he outright
or negotiated, leaves open the poscibility that capital
will be invested overseas where trade union organisaéion
is weaker or non-existent, Secondly, unemployrment,
which ie already unacceptably high, is likely to rise as
microproacessor—based technalogy is installed. Thirdly,
world competition necessitates that new technology
dieplaces workers if coste are to be minimised and the
company is to remain competitive and survive.
Fourthly, ‘trade unicniste have in the main little or no
opportunity to present their point of view to the
higheét levels of maﬁagement who are responsible for
tong—-term decisions concerning investment and corporate

planning. (Ibid., p.23

i@




Although these arguments do point ocut valid limitations of what
NTAs can achieve, they do not eliminate the neceszity for unions

to negotiate such agreements with management. While there are

Timits to what trade unions can achieve, it is nonetheless their
responcibility to represent their memkers” interecsts as

extencively as they can.

Potential for NTAs in South Africa

In Sbuth Africa where the indepehaent trade union movement ie
still relatively weak in comparison witﬁ British trade unions.-it
is unitikely that they will achieve the same recults as their
Britich counterparts within the foreseeable future. Thie does
not however prevent them from embarkKing on =zxttempts to neqotiate
NTAs in the companies where they are organised. Sim}larly, a
responzibility reste on%manaqement in South Africa to respond,
favourably to such efférts az such agreements can assist in
curtailing technological wunemployment and enguring that the
benefits of technoloqical change are shared by maﬁagement and

workers.

An  example of what trade unione in Scuth Africa could aim for at
this <ctage of their development is provided by the Food and
canning Workere’ Union:. The union had a dispute with a company
over retrenchments as a result of the introductien of a new
avtomatic packing machine. The exicting Agreement incorporated

a Retrenchment Policy which specified that
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The Company shall use.only the following criteria in
selecting workers for retrenchment:

Last in first out, provided that Management may take
into account the poscsession of necessary skills. Before
entering into retrencment programme, Management will
consider the possibility of trancsfers ‘between

departments.

The dicpute could not be satisfactorily rezolved without being
referred to mediation. During the mediation process the union
put forward a proposal regarding the introduction of. new
technoloqy,_ which, in their estimation, would be acceptable to

management. The propocsal contained the following provisions:

Before introducing new technoloay or machines into the

factory, management shall:-

Inform the Union Committeer of the proposed- new
techneology at the earliest pocssible <=tage and <chall
disclose sufficient information to enable the Committee
to fully understand the basic features of the proposed

chanqge including health and safety aspects.

Endeavour to retain all workers in employment as fas as
possible, .Before any worker is made redundant, the
Company will attempt to deal with situations of over-
manning by transfer, attrition and natural wastaqe. 1¥
this ie not =ufficient, a barn on overtime work,
possibilities of‘working ;hort—time, reéraining; and

voluntary early retirement shall be thaoroughly

12




investigated. Thereafter the retrenchment procedure

shall be followed.

Fill any new wacancies that may cccur as a result of new
technology as far ac possible from amongst the workers

emplayved,

Retrain from downgrading warkers or reducing their wages
as 5 resylt of introduction of new technology.

(Feod and Canning Workers’ Unicn proposal, 28 Febr 1984)

Uniong will have to Jjudge their relative strength and the
attitude of management in deciding orn the extent of demands they
can incorporate into a draft NTA. There ic also nothing that

prevents management from propesing the negatiation of ~Such, an

agreement. But regardiess of where the initiative comes
NTAe could potentially make some contribution in curtaifiﬁ§: an

increase in unemployment as a result of technological chanqe.
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Appendix A
New Technology ARareements

A Checklist for Negotiators

Extracts from EmplnimanL_and_Iachnnlagx.Eaponi by the (British)

TUC General Council to the 1979 Congress

1. The Principles of New Technology Agreéments

The process of technological chanqge ie & dynamic one. 1t
radically affects the whole basis of the  organisation of
production and the pattern of work in an enterprice. 1t
therefore opens up a wide ranqe of issues for neqotiation. The
objective of MNew Technology Agreements e to ceize this
oppeortunity and to exert trade union influence as fully as

poscible over thie whoale process — from the decision to invest to
the operation of equipment - so that questions such as hours of
work, manning ltevels, workKing conditicons, even the desian of

equipment itself, are matters for neqotiation.

Thic objective can best ke met by quaranteeing full trade wunion
involvement, +from the earliest stage, in the process of adapting
to new technology. This in turn requirec a high degree of
awareness of new developments which are likely to affect
enterpricses, factories and offices. An important role for
unions at the national tevel will be in developing thie

awareness, collecting information and experience, pacssing it on

14
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to negotiators and pooling it with other unicns.

For néqétiators there are a number of crucial principles on which

New Technology Aqreements should be based.

a. The first objective should be “change muzt be by agreement”.
Employers should be committed not to introduce new
technology wuntil full agreement has been reached on the
wheole rang? of neqbtiating issues, In practice this will

aften entail <full concsultation before the decision to

purchase - and therefore the chaoice of actual technology -
ie taken.

b. e

c. The objectives which ﬁgipns wich to see achieved - whether

for example on employhent tevels, hoursz of work or working
coenditions - by the introduction of new techology should be
clearly cpecified. Failure tobachieve this may lead to
technolo§ical change being brought about in a piecemeal or
ad hoc fashion, and producing undesirable recsults, cso that
negotiators are unwaware of the <signiticance of these
changes until it is too tate ta alter the emplover’s
investment plans or to place acceptable conditions on the

operation of new technoloqy...

2. Aspects of Union Organisation and Inter~Union Relations

Technological change can challenge both traditionat union

demarcation lirnes and establiched occupational and skitl

15




categories. ~An effective trade union response te the challenge
of new technology will use the wvehicle of collective bargaining -~
invalving the whole worktorce through established and tested
procedures, For full effectiveness...the machinery and
procedures of coliective bargaining...must be developed so that
"pressure can be exerted at 3l1 lewels of corporate decision—

makina, bearing in mind that ultimately new technology will often

affect all parts of the workforce throughout an enterprise.

Questions concerninag inter~union relations, the development of
company—wide union machinery...will have to be resolved on a

case—-by-cace basie but negotiators should bear in mind:

a. that joint union machinery, which can often be dewveloped out
cf exieting but less formal structures, =hould embrace the
targest poscsible proportion of the workforce since
technological deuélopments which initially atfect only one
work group may) eventually hawve implications for the entire
worktorce s A

b. . e e

€. the importance of building up expertise on all questions
concerﬁed with technology to increase the effectiveness of
union involvement. Health and safety representatives are
alfeady developing considerable expertise in various acspecte
of new technoloqgy and procedures should be -developed to
integrate this Knowledge and experiece into negotations over
technology. On other occasions it may be appropriate to

allow for the occasional inclusion ot addi tiona?l




representatives in joint bodies - representatives with
special responsibilities for, or Knowledge of, ' technoclegy
matters.

3. The Provision of Information

Securing a full and.regular flow of information on which the key
decicsione taken by companies on new technoloay are based ie wital
if unions are to be in a position to determine change Jointly,
rather than having - to reepond te decisicons® taken solely by
management. Guarantéed accese to information from the earliest
stages of the decision—making proceaalis therefore vital to HNew

Technology Agreements.

EW Aaqgreements chould specify that all iniofmation which is
relevant to decicsion-making, planning or jmp[ementatioﬁ_b¥
techknological .change.vshould-,ba made  available to wunion
representatives prior te any deéision being taken.
Information should also be in a usable and compfehensible

form.

b. The oprovision of information should be linked with regular
consultation and discussion of the enterprise’s plans. This
will enable union representatives to identify in advance the
likelihood of technological chanée and thus encsure that they
receive the relevant information early  encugh to exert

influence on plans,

c. there appropriate negotiators may wich to allow technicail

information to be ewvalusated by union nominees from oudtside

17




the enterprise...

d. Agreements may specify that union reprecsentatives will be
provided with paid time-off to attend courses, <ceminars and
conferences by the union‘s own choosing s0 as to better

equip them ftor neqotiating on issues of technolegr...

4. Agreed Plans on Employment and Output

Trade union strategiés towards dealing with technological change
will be based on the objective of maintaining and improuing
employment and living standards,.. Negotiatore will be seeking
to identify the adoption of new technology with greater cecurity
of employment and expancsion of job opportunitjec rather than the
neqative policy of producing the same output with a reduced
workforce. Te this end a Key demand will be for full wunion
ivolvement in manpower and production planning within enterprices

in arder that employment opportunities are maximised.

a. Security of employment for the existing workforce can best
te achieved by a quarantee of no redundancies, even if this
involves individual workeres changing Jjobs within ‘the

enterprisce.

. Negotiatore should look critically at proposals for using
natural wastage to change the size of a workforce and should
bear in mind the effect which it can have of redistributing
unemployment towards young entrants to the labour market.

Agreement on manning levels chould be a condition for the

18




introduction of new techncicgy, but negotiators will also
need to pay attention to manpower dewelopments when the

equipment becomes operational to ensure that agreed levels

. are maintained.

If neqotiators can succeed in maintaining or even improving
the total tevel of employment in the enterprise then new
technalogy need not be asscociated with growing unemployment.
To achiewve this it may be necessary to.commit enterprises to
pursuing an expansion of output and improvement in cervices
co as to maximise alternative employnent opportunities.
Megotiators can press for exploration by Jjoint union/

management teams of new markets 4for exizting products,

T alternative product ranges, the scope for import

zubstitution and for a commitment that the enterprise will
be guided by the recommendation and targets of Sec tor
Working Parties. In the pubtic and priﬁate zervices the aim
of trade unionists will be to extract recoonition of the
principlte that new technology provides a timel» oppartunity
to increase the level and quality of cervice provision

rather than to cut staffing levels.

Even when quarantees of job security or expansion of
employment can be achieved the pattern of labour demand s
liKely to be changed by new technolgy. Redeployment of the
existing workforce is therefore an issue which requires
ta;kling in bargaining about technelogy. The eztablishment
ot redéployment units which enable workers to express a

preference about their future deployment, advance

19




councelling of workers and an explicit commitment by
enterprises to full consultation before any change is made
can atl help to avoid the tikelihood of forced redeployment.

e. S

f. Where it is impossible to reach no-redundancy agreements
there is a strong case for trying to improve redundancy
payments. In some circumstances neqotiators may be able to
prese for continuing arrangements in addition‘to lump-—sum

payments,

5. Retraining

Many new technoloqical dewvelopments will significantly change the
pattern of demand for various sKills in industry and the serwvice
sector, Adequate provision for retraining is therefore crucial

in the pursuit of real job securityr...

& Agreement can be reached that thoese sections ot existing
workforce whose Jobs are most directly atfected by
technological change should be given priority both in
retraining in the new skilis and in applying for new Jjobs,

subject to existing and accepted procedures.

k. At company level employers can be committed to set up a
training scheme for thocse who will operate new machinery,
with adequate payments for attendance. The coperation of
schemes should be carefully monitored to encure that

traininag opportunities are fairly distributed and that ' the

moet appropriate skills are being provided.

L0
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c. The principle "~of maintained or improved earnings <cshould
apply to those who make use of retraining arrangements which

are mutually aqgreed,

d. Redundancy notification periods can be used to provide

retraining to affected workers in skKills which will enable

i

them to +ind employment in other tradec or industriec.

é. Hours of Work

A pericd in which new technology ic being introduced provides
areat scope for reducing the length of working hours. Becauze of
ite effecte on the orqanisat@on of work and production
technological change opens up the entire gquestion of the pattern
of working time fbr rnegotiation, offering the préspect of much
areater flexibility. bNegotiators will be seizing the
cppor-tunities offered and will 1ink agreementz on new technology -

to réduction= in working time.

a. Alongeside the campaign for a general reductién in ..normal
hours to ‘the level of 35, there is <scope for achieving
breakthroughs for specific groups and then generalising them
through the collective bargaining syztem. NMegotiators
should be aware, however, that.this will reéuire attention

to be paid to the exchange of information within and between

unions.
k. .o
c. Longer holidaye, cabbaticalse and early retirement on

21




improved pencsions can all be purcued in bargaining about new
technology and attempting to "reduce working time. The
reduction or elimination of systematic overtime chould be a

bargaining priority.

d. Where new technoloqy produces an increacse in shiftworking
thie <hould be accompanied by a reduction in hourse worked.
The flexibility associated with microelectronic technolay
can be wused to change shift patterns to bring about =&
greafer intensity of'capital utilization and shorter working

hours,.

7. Distributing the Benefits of Technology

By changing sKill requirements and, indeed, accupational
cateqgories, new technology can present negotiatore with potential
disruption to existing pay structures. Another danger is of the
polarisation of the workforce into a minority of highly paid
workere with considerable job saticefaction and a majority of de-

skilled workers whose earning power is consequently 1imited.

This is an important area for negotiators to tackle through New
Techolog» Agreements since the case for accepting technological
change reste largely on a fair distribution of the concequent

benetits.

a., A first ctep is to ensure that precent incomes levels are

maintained and improved.
b. The additional skills required by operatives should be taken

. z2



inte account in asgeessing their pay oarades. Lhere job
evaluation cystems exist they may need to be redesigned to
reflect changes in skill reguirements. ' Such systems can

also be used to safequard or improve the position of women

affected by new technology.

[« Since new technology will biur, even on cccasiéns transform, .

ectabliched divizion within the workforce - such as manuals
non—mahual, staff/hourly paid, skilled/csemi~zkilted”s

uncskilled - bargainingk over ite introduction offers the

ocopportunity by improving conditions of serwvice for  all
employees, hut recognising the particular progreze required
for  =some qgroups to move raﬁidly towardes single status for
the whole workKfarce. Holidays, <sick-pay, penzionsg, the
working  enviranment, . and special leave entitlement are all
aﬁeag where unjustifiable differences-still exict ke tween

aroups:of emplorees.,

8. Control Over Work

One feature of new technoeleqyr which has raiced conziderable fears

iz related to the ability of scme new machines to increase the
measurement, regulation and contral by management of operatives.,
1¥ workers are to have confidence that they can share in the

bernefite of technolgical change they will need firm assurances on

this -aspect, and this in turn will require initiative and some

‘expertice on the part of their recspresentatives.

& {1t is at the desian stage for & technological system  that

23



decisions will be taken that affect the technoleoegy‘s

influence and control over those who work with it.
Negotiatore schould therefore seek full involvement at this
staqe.

b. Even after a system has teen installed, hawever,
microprocessors can be reprogrammed at very Jlittle cost.

Negotiatore should therefore be aware that objectionable

features of a techological system are not beyond their

influence.

[ To enable thie to take place agreements can lay down
procedures covering, +or exampte, the storage and use of
data relating to personal performance, or other detzils of

the workforce,

d. Such procedures can be based on the principle that no
information acquired by computer based systems shall be used
for individual or collective work performance measurement.
Aany breach of this principle would then allow for re-

programming of the system.

?. Health and Safety

The implications of new technaology for health and safety at work

are widespread and profound. Trade unioniste will be faced with

the proespect of working with machinery and procescses, <cuch as

Vieual Display Units, which place new =strains on operatives.

The need for stringent standards on health and safety will be

24

I




Bt 0

greater than ever.

a. Megotiaters should ensure that the manning levels for new
equipment provide sufficiently for maintenance and running

[
repaire or the operation of the machinery may lead to

increased hazards.

b. Aagreements can specify regular breaks from workKing with new
equipment which increazees the strainm on cperatives,

c. - Where unions, especially at national level, hawve produced

detailed guides on the health .and zafety aszpecte of
par-ticular equipment, these can be uced by negotiators to
govern the workKing conditionse associatated with new

technoloqy.

18. Procedures: for Reviewing Progress .

Even where: aqreement‘ is reached on  the  acceptance of new
technoloqy, and employers have agreed to proceedron the basis of
consent, there will be areas of uncertainty about the precise way
in which new machinery and proéesses will operate in practice,
There will therefore be a need to establish procedures to monitor
developments and to review progress against the objectives set

out in new technolgy agreemente,

a. An effective way df achieving this is to set up joint union/
management study teams with the responsibility for
monitoring the detailed effects of the imolémentatjon of new

technolioqy». This approach has the advantage of highiighting



iscues which can be tackled at the purchasing and design

stage by the came team when considering further chanqges.

Az a further zafequard new technolgy agreements can specify
a trial period of operation during which consultation and
negotiation can continue in the light of practical

experience of working with the new technologr.

Problems arising during this period may be processed through
established grievance procedures, but this may require
attention to be given to whether these procedures can: work

swiftly enough.
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Appendix B
i Model New Technology Agreement

(British) General and Municipal Workers’ Union, 1982

General
1. This is an agreement between the Manacement and the Union
f covering technological change, in so far as it affecte or

might affect the Union‘s memberchip, either individually or

4 collectively.

Z, The term “techneclaogical change” in this agreement shall be
; taken to include all changes or proposed changes in
P equipment, materiale, processes or preoductes and altl

changes or proposed changes in working practices or

b conditioné associated therewith.

3.  The Management and the union agree that- technological change .

will only be zuccessfully achieved if proeper regard is paid

at each stage to the principles of job security and control.
4. This aqreement should be read az a whole.
Procedural
S. Uihere tethnological change recsults in a dicagreement between
» the Management and the Union, working practices shall revert

to what they were prior to the disagreement, and the change

shall not be made until it is agreed through the negotiatinag

procedure,

- The Unicon reserwves the right to re—open negotiatione on

existing agreements where their application is altered by
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cubsequent technological change.

7. Thic agreement shall be subject to annual revieuw.

Job Security

8. There <chall be no reduction in overall employment levels as

a result of technological change.

7. The Management undertakes to bring forward a programme for
future employment, including targets for arowth in

employment levels.

16. any reductions in standard 1labour input as result of
technological change shall wherever possibie be managed
through agreed reductions in working time without loss of
earnings. Negotiators shali give full consideration to the
following methode of reducing working time:
ta3) Reductions in normal workKing hours.

(b) Elimination of overtime,.

tc) Increased holidays.

{dd WUoluntary earty retirement with full pension rights.
(e) Sabbatical leave,

(f> Time off for training or retraining.

11. Mo worker shall be downaraded or suffer a financial loss as

a recsult of technological change.

Job Control
12, The Management and the Union agree to develop machinery and

procedures appropriate to their joint control of technological

e
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change.

13,

14.

16,

A Committee shall be establiched, composed of Management and
Union representatives, to concider al) matters arising in

connection with technclogical change.,

The Committee chall in particular concern itself with the

following aspects of technological change:

{a) Investment and research and development programmes.

(b) Equipment and procese desian, location and installation.

(c) Product decian.

(d> Work design and organisation, incltuding Job
satisfaction and health and safety aspects,

(e) All manpower icsues arising, including emplayment and
manning féve|s, training and retraining.

(+) Monitoring of. 211 aspecte,

These matters shall be conzidered by. the Committee, and

agreement reached on. substantive issues, in =11 cases prior

to the ordering of new eqguipment.

The.union recerves the right to take through the eatablfshed
disputes péocedure any matters coming before the Committee.
The exercise of this right shall  have the effect of
activating the prouisioné in Clause 5 above, and of
au%pending digcussion on tﬁe items in question by the

Commi ttee.

The Management shall bring all propocals for technological
change to the attention of the Committee at the earliest

poscibile stage, and shall disclase sufficient information to

27



18.

12.

20.

enable the Union representatives to undercstand the
fundamental features of the changes proposed, and the

importance of these changes to the Union’s members.

The Management shall disciose to the Committee all
information requested by the Union in connection ‘with
technological change and with the fulfillment by the
Commi ttee of the particular functions described in Clause 14

above.

The Management undertakes to enter into a disclosure of

information agreement with the Union.

The Management shall appoint a Secretary to the Committee,

who shaltl handle all necessary andministrative and clerical

work. Agreed minutes <hall be kept of altl Committee
meetings and shall be made available to alt Committee
members.

The Committee <chall meet at the request of either the

Management or the Union, and in any case shall meet not less

than once in each quarter.

Committee meetings shall be held wherever possible during
working haoure. Union representatives shall be given time

off at average earnings to attend.

The management shall extend to the union side members of the

- Committee the facility to attend Union—approved training

courseés related to technological change. Time off shall . be
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22,

249,

paid at average earnings. The Management undertakes to
enter into an agreement with the Union providing time off

for training.

Union representatives on the Committee =hall be given full
facilities for reporting committee proceedings and decisions
to their memberchip; the use of <such facilities <chall

involve no financial loss to any Unicn member.

Full-time Union officiale and advigors shall be eligible for -

co-option by the Union side of the Committee.

The collection, storaqge, processing or use of personal data
in computer systems shall not take place unless it can be
Jjustified as being necescary for efficient management. The
Management undertakes to enter with the Union intc an agreed

proceduFe gaverning all aspects of. the cellection, <=torage,

- processing and use of personal data.

Heal th and Safety

26,

27.

Safety representatives <shall be involved at the earliest

" possible stage in the conception and planning of

technélogical change. it ie recognicsed that the Health and.
Safety at Work Act and the Saftety Representatives

Requlations give ~cafety representatives the right to be

'involved-at,this earliest stage.

It is most effective, and in the interest of Management, to
eliminate hazarde at the decsign and planning stage. It is

also recogniced that the views of final ucercs must be made




28,

29.

3a.

31.

known to designers and planners if all forseeable risks and
needs are to be identified. The Management therefore agree
to involve safety representatives in agreeing specifications

with architects, decsigners and planners.

The Management undertake to: <¢i) monitor all available
literature and other sourceg_of information on hazards and
technical developments; (ii) supply this information to
safety representatives, and (iii> act on information which

safety representatives consider important.

The Management undertake to identify and, so far as

possible, eliminate any ill effects of technological change

on &ll those who may be affected. This may invoilve obvious
hazard removal, but may also require changing the
application of the technology, cooperating with other

emploeyers to create jobe, or prohibiting imports from
countries with poorer warkKing conditions than in the United

Kingdom:

The Management undertake to provide medical surveillance and
meet any cost of prevention and treatment that may be

appropriate or necessary to particular hazarde.

Safety representatives shall be allowed paid day release tor
union training, and shall be provided with appropriate
technical training by the Management, <so that they can be
more effective in Jjoint consultation. This means that
courses should take place before the detailed consultation

over the design of technological change begins. END
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These papers constitute the-preliminary findings of the
Second Carnegie Inquiry into Poverty and Develop-
ment in Southern Africa, and were prepared for presen-

‘tation at a Conference at the University of Cape Town

from 13-19 April, 1984.

The Second Carnegie Inquiry into Poverty and Develop-
ment in Southern Africa was launched in April 1982,
and is scheduled to run until June 1985.

Quoting (in context) from these preliminary papers with
due acknowledgement is of course allowed, but for
permission to reprint any material, or for further infor-
mation about the Inquiry, please write to:

SALDRU '

School of Economics

Robert Leslie Building

University of Cape Town

Rondebosch 7700

Edina-Gniffiths




