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ABSTRACT

This paper is a discourse on the impact of uniombership alienation on industrial harmony in thegdlian Industrial

Relations setting. With the aid of a historical/alrical approach, the paper traced and viewed ¢neergence of labor
organizations as the justification to balance tmeeided determination of price and conditionsatifor and the relation
of the state to industrial action. This led to #raergence of the three principal actors (employerd their representative
organizations, workers and their representative amgations, and the State). The paper noted thatctamor for the
emergence of labor organizations or worker collgtigs was to ensure that workers have a say ird#termination of the
conditions under which they work. It was noted tiat models and concepts relating to workers pgditon in decision

making, decision making models and worker aliematieesis addressed only the inter group aspectookplace decision
making, with little or no emphasis on intra groupti@a Union) or membership participation in decisimnaking and the
gamut of issues relating to intra union decisionking and intra union membership alienation. Revighe structural

dimension of the effect of union membership alienawhich led to industrial adversarialism, the gagoncludes with a
recommendation that the worker participation modaisd the decision-making models based on bounatéahglity be

adopted within the union membership structure stoasinimize industrial adversarialism in Nigeria.

KEYWORDS: Workers Participation, Decision Making, Workers ehation, Industrial Harmony, Industrial
Adversarialism

Article History
Received: 24 Mar 2020 | Revised: 27 Mar 2020 | Accepted: 10 Apr 2020

INTRODUCTION

Industrial Relations as a discipline emerged asaation to the increasing challenges that werdaogpwhen employment
relations were managed by the application of freeket economic forces of the demand and supplyofreodities. The
orthodox, classical and neo-classical commoditiratif labor were seen to have led to an unbalafreedtrade labour
market model which in turn contributed to the labproblems experienced during the era of increassidgstrialization in
Europe and America. Kaufman (2004a) pointed out #saearly as 1886 and 1887, Ely and Adams empgthsin the
justification for the emergence of labor organiaasi to balance the one-sided determination of g conditions of

labour and the relation of the state to indusadciion.

The clamor for the emergence of labor organizatimme/orker collectivities was to ensure that woskbave a
say in the determination of the conditions undeictvithey work. This, as supported in the works afiknan (2004), is in
tandem with the works of Dunlop (1958) who saw Istdal Relations as the study of the rules of tleekplace; Flanders

(1965) with his emphasis on job regulation; Cox7(IPwith his social regulation of production thedsidd (2004) and
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his advancement of equity, efficiency and voicethie employment relationship; and Eberwein et aD@0with their
representation and political regulation of differérerests position. These works led to the emnieht of the literature on
the various ways through which workers have a sathé determination of their terms and conditiofsvork at the

workplace.

One of the basic criticisms of classical managerttegdry, particularly Taylorism is that he dividagob into the
“thinking” and the “doing”, allocating the thinkingspect to Management and the doing aspect to veortee to
deficiency in the technical or discretionary “knawi' on the job. This is because of decision-makimgself requires the
necessary knowledge or knowhow. The point beingartate is that it may be necessary for workersetinterested in
participating in decisions relating to their emptmgnt conditions, but it may not be sufficient besmaudhey may be

deficient in the principles of decision-making.

The purpose of this paper is to use the knowledgéved from the concepts and models relating tokexs
participation in decision making, decision makingdals, workers alienation models to review the mixte which union
members in Nigeria are alienated from intra uni@tision making and the aftermath of this in thei@agment of

industrial harmony and/or indeed, industrial adagedism.

To enrich this paper, this paper shall discussvireus ways by which workers participate in demsimaking
(have a say) at the workplace. This paper shall dilscuss the decision-making models before aneparur discourse on
the alienation of union members from intra uniortisien making and which may likely lead to eithedustrial

adversarialism or harmony.
Workers Participation in Decision Making

Workers participation in decision-making has beefingd in various ways. The European Economic Conitysees it as

the various ways by which employed persons infleghe decisions of the enterprises for which theykw

A 1978 British white paper on industrial democraegs it as the means by which employees at evesi/ ieay

have real share in the decisions within their campand therefore a share in the responsibilitynfiaking it a success.

Johnston (1983) sees the above-mentioned definiti@nnarrow. He pointed out that they only focussedhe
enterprises. For Johnston therefore, a wider petisgecould cover the whole process of employeelvement in
national economic and industrial affairs. He sdws dbjective of workers participation as positivatpership between

management and workers, rather than defensive isteaxe.

All the forms in which workers participate directty indirectly in the affairs of the enterprise aherefore

indicators of industrial democracy.

These forms of worker’s participation vary from oty to country. The well-known forms are:
Joint Regulation
Joint regulations involve the following:

« Joint Consultative Committee (JCC)used at the plant level to discuss workers welfaaéters and productivity.
Some powerful workers are known to seize it as gpodunity to discuss issues relating to wages @her

workers benefits.

Impact Factor (JCC): 5.4097 NAAS Rating 2.84
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e Joint Industrial Council (JIC) used at the industrial level for industry-wide k@Ening or negotiation, which
leads to collective agreements. This is in factrttaehinery for collective bargaining which resiiftsubstantive

and procedural agreements.

It is worthy to note that Joint Consultation, thbugs a form of workers’ participation as practiéedNigeria is an
indirect form of workers’ participation because tiapation in the affairs of industry are done thgb their shop-floor

representatives.
Board — Room Model of Workers’ Participation

This type of workers participation is practiceddermany. It is known as the principle of co-deteration. The objective
of co-determination is that, because labour togethith employers brought about the re-constructibrGermany after
World War I, every citizen therefore should be leled to participate on equality basis in the ecoieproultural and
political decisions affecting his country. The elqparticipation laws called co-determination lawsoyide for the

following:

» The Top Tier (Supervisory or Policy Board) with employees’ reqmetation. The function of this top tier board is

to oversee the running of the company and not tovmEved in it.

e The Second Lower Tier(the Management Board) is concerned with the dagaly running of the business. It is

composed of executives; there is no employee reptatson on the Board.

»  Worker Co-Operatives and Labour Co-Partnership Arrangements Through the formation of co-operative

associations, workers tend to form the managemestch associations. Another form is where labarms

partnerships with certain employers.

» Profit-Sharing and Incentive Schemes:This provides for the purchase of shares by empwyn Sweden,
some companies, out of their profits make allocetito a collectively owned investment fund annuallyich

enable workers ownership stakes in Swedish companie

The reason and objective for the various partigypatypes by countries vary from country to countggion to

region but they generally include the following:

» Ethical Considerations This is linked with the growing awareness of wankdiscrimination on the basis gender

which, beyond the political sphere should alsoxiereled to economic pursuit.

» Socio-Political Objectives This is aimed at applying the principles of denadic self-government within the

economy.

» Economic Objectives This is aimed at making it possible for workees farticipate in the preparation of
measures and policies in undertakings which. theycalled to implement particularly in terms of guativity

and profitability of under-takings.

From the above, it can be deduced that the vaneukers’ participation models which vary accordittga

country’s statutory regulation, prevailing economicumstance, political system of Management,rtie of unions and

employers, are as follows:
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Workers Management This is typified by the Yugoslav system wherelwe tmanagement of public sector

undertakings are entrusted to workers-appointedesagithin the undertaking.

Board Model Participation: This is typified by the West German model of coedetination whereby they have
a Two-Tier Board where the Top Tier have 50% waskepresentation responsible for supervising tfegrafof

the undertaking.

Participating Through Statutory Bodies (Works Committees or Councils): This is typified by the statutory
provision of the West German system, where workermcils exert influence and having co-decision imgk
rights (either jointly or solely) elected by workesince they are prohibited from having the stpkaver, the

unions still play a more important role.

Voluntary Consultative Bodies: These are joint Committees which are merely coasult bodies with no
binding powers. Members are elected by workers mpomted by their union and representatives of the
employers. In most cases, these committees oniy fmart of a more complex system of labor management

relations in undertakings such as company levejdiaing etc.
Participation Through Trade Union Action: This could be in two ways:

Through voluntary collective bargaining: here, the union is often statutorily recognizéte partially or fully

with a concurrent obligation on management to nagoand consult in good faith.

Through unions in planned economiesHere work councils are statutorily given powershe consulted on all

aspects of management to advice on and approwdvanae certain kind of decisions.

Participation Through Responsibility, Decentralizaion and Supervision DemocraticallyThis involves

participation of workers in their decisions to gaout their duties through a democratic method.

WORRKERS
PARTICIPATION IN
DECISION MAKING

| |

| | | | | | 1 1 | 1
JOINT BUARD WURKERS PARTICIPATION VOLUNTARY PARTICIPATION
ROOM fMANAGEMEN] THROUGH consumTtation]|  |rHrRouGH union
REGULATION
MODEL TY STATUTORY BODIES ACTION
BODIES
JOIINT
CONSULTATIVE |f=d THE TOPTIER
COMMITTEE
JOINT THE SECOND
INDUSTRIAL | TIER

WORKER CO-UOPERATIVES
= ANDLABOURCO-
PARTMNERSHIP

PROFITSHARING AND
INCENTIVE SCHEMES

Figure 1: Forms of Workers Participation in Decision Making.

Source: Desktop Study, 2020
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Decision Making Models

Models put forward on decision making enriched edi#ht disciplines, including operations researchese models

stemmed from a combination of the neutrality ofdgbral science and practical advice to administsat
Decision making models are seen to be orienteleddilowing:
» The goals of the organization (specifically, manageoals).
» ltis also concerned with the equilibrium of thgamization.

The literature on the models put forward for dexisimaking could be seen in two perspectives. Thalitype

that is based on objective rationality and the lieghrationality type, which is said to be bracketed

The ideal decision-making model views organizatiassa network of decisional processes of choicedmat

alternatives, in terms of reaching organizatiortallg. The ideal model assumes the following:
* That decision-making processes occur throughoubtpanization, from top to bottom.

» It operates within a framework whose main atterspbishow that the concept of the economic manabegiin

all levels of organization.
Decision making process can be seen as a highbneiact which involves the following:
e The selection of goals.
« Listing or finding all alternatives strategies fgal attainment
» The listing of all the consequences of each altar@a
» The evaluation of the effectiveness of all theraki¢éives
* The choice of the best alternative.
The assumptions behind the ideal decision-makindahare as follows:
» That behavior in formal organizations are rational

* The rejection of the conception of man in the adstiative design model which is passive and theesfo
irrational

» The ideal type believes in the ability of humamigsito search for and find answers.
Certain criticisms have been put forward agairistitteal decision-making model:

* Various challenges such as the lack of informatimman sentiments, ideological differences andipslderived
from internal and external environmental factorstlud organization will stand on the way of achigvie

rational decision-making model.

e This has led to the production of the bounded nafity concept of decision making. That is, ratiityais
bracketed or decision-making takes place withoubhd@rmed with all the necessary information, aairass

objective rationality where all knowledge and inf@tion needed are available, with all things beiggal.
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Due to the above highlighted challenges, decisiakinyg will have to operate on the framework of “hded
rationality”, resulting into “satisfying results”saagainst objective and rational decision makingicivhproduces

“maximizing results”.
The decision-making models phrased on the bouratézhality model depended on the following:

» It operates within a framework whose main attensptoi show that the concept of the economic manatann

operates in all levels of organization.

e That, an important element is the administrativenwho must utilize the means available to arrivpraper and

useful decisions.
Satisfying results refer to the making of decisi@rbest as one can with limited information andWedge.

Maximizing results refer to the making of decisicarened with all the information, and which operaitesan ideally

rational situation. This is abstract and therefosa-existent.

DECISION MAKING MODELS
I I I
OBJECTIVE RATIONALITY BOUNDED RATIONALITY
MAXIMISING RESULTS SATISFICING RESULTS

Figure 2: Decision Making Models.
Source: Desktop Study, 2020

The Concept of Labour Alienation

In discussing the concept of alienation (also kn@snestrangement) below are the works of the fatigvechools of

thought:

e The Works of Blauner (American Sociology)in his works, he related alienation to job satista in terms of
its relationship to technology. He saw no differmetween the feelings of meaninglessness (anocame)
alienation (estrangement) feeling on worker inredern factory who puts in his effort in the protiluc process

but gets estranged when the output is delivereccaminercialized.

* The Works of Berger and Luckman (Phenomenologdis® conception of these phenomenologists is saidlie
a derivative of the conception of Marxism as it redtes to the interpretation of workers alienation inthe
collectivity within which they work. They believedthat, in terms of the objectification of human life and

human activity, that is, in terms of its externaliy to man, that social life is reified, turned intoa thing

Impact Factor (JCC): 5.4097 NAAS Rating 2.84
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against man who himself originally constructed it.The import of their discussion is that every sociaftole
today is alienating to the performers. The point tliey are making is that everything in social life is
constructed by man, but that, capitalist developmeinhas made this social construct of man to be forgin to

man, and therefore in opposition and confrontatiorto man (reification).

» The Marxist Conception of Alienation For the Marxian school of thoughbur elements are contained in the

concept of alienation.

e That the product of labour is alienated from labaulich is, the proceeds of what the labourer exehis labor

for, is not taken by him; it is estranged to thgolarer.

e That labour is internal and work is external. Tlere, in the process of capitalist production, teourer is
compelled to go and work. That is to say, the wiorlbe done by the labourer is not dictated by #imlirer

himself, but from instructions from outside thedaber.

* That the capitalist system has led laborer to lemaled from himself. That man has lost his esaktigis because
of the way he is located in the production systensttanger to the decision on what he is to produe®m
Maslow’s assertion that man is a self-actualiziegnh, however, the capitalist system has deprivad from

feeling himself as a human being.

e Marx contends that, the separation of capital abedr gives rise to the notion that, being a wageker under
the capitalist system of production, is synonymuith the idea that the worker so involved has saomeheen
disposed of his own person. That is to say, hisdalpower which he has put up for sale has turneditito a

commodity. Man’s labour power has been sold foregag a capitalist society.

In summary, Marxian contention or argument is thatcommoditization of workers labour power haktie the
estrangement of the worker from his labour powdratTis, the labour power exists outside of the worknd therefore
alien to him. The product of his labour can onlyseen by man as an end product and he does nothmanit came to be

a final product hence his labour power has beeargtd from him.

Central to the models put forward for workers jpgraition in decision making, models for decisiomkimg,
worker alienation models is the fact that they téméddress or treat inter group relations (thatakations between the
parties in Industrial Relations-employers and erygés). No attention was paid to the applicatiothese models on intra

group relations (decision making relations withigraup-either within the union structure or the éyprs’ structure.
Union Membership Structure in Nigeria

Trade Unions in Nigeria are structured along induBhes. The predominant end product or the ecdoautivity of a
company determines the industrial union to whisheinployees will belong. This position has statutesicking (Trade
Unions Act, CAP 437 and its amendments).

Statutorily, three types of unions are listed agstered and recognized unions in Nigeria. They are
e Senior Staff Unions (19 as listed under the trasieruAct).
* Junior Staff Unions (43 as listed under the tragieru Act).
» Employers Unions (10 as listed under the traderuAict).
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All unions in Nigeria are national industrial un@with branches in companies whose predominantpenduct
has bearing on the industrial union. The Oil and Gualustry is the only industry without a registernd recognized
employers’ union. The organized Petroleum Traded®d©OPTS) is an unrecognized arrangement. Figubelaw is a

representation of a typical union membership stimgcin Nigeria:

NATIONAL DELEGATE
CONFERENCE

NATIONAL ECECUTIVE
COUNCIL

CENTRAL WORKING

COMMITTEE
PORT HARCOURT LAGOS ZONAL WARRIZONAL KADUNA ZONAL
ZONAL COUNCIL COUNCIL COUNCIL COUNCIL
I_ COMPANY I_ COMPANY I_ COMPANY L COMPANY
BRAMNCHES BRAMNCHES BRANCHES BRAMNCHES

Figure 3: Union Membership Structure in Nigeria.
Source: Desktop Design, 2020

Another way of looking at union structure in Nigei$ as follows:
The Federation of Unions

The Trade Unions Amendment Act of 2005 repealed dbmtral labor Organization structure, replacingwvith the
federation of unions’ structure. We have the Nigembor Congress (NLC), acting as the umbrella mimgaion for junior
staff unions and the Trade Union Congress (TUGpgas the umbrella organization for the senioff staions. It has to
be noted that by default, some senior staff unguth as the Academic Staff union of universitied #re Nigerian Union

of Teachers are listed under the membership ofiti@.

e The National Industrial Unions This is made uplaf various national unions that are structuredgladustry

lines.
e The Local Union Branches

* These are the local branches of the national unigresating and representing the national unionsairious

unionized organizations.

* There are also the employer’s unions which ardia#d to the Nigeria Employers Consultative Asation (an

umbrella organization for employers in Nigeria).
e The role of any employers’ umbrella organizatioryrteke one of two forms:

« Executive and Mandatory capacity in which case dagision taken by this umbrella organization biitds

members.

» Consultative and Advisory capacity in which caseislens taken by this umbrella organization shallycbe

advisory and affiliated unions are not bound by it.
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e The point here is that the Nigeria Employers Caasive Association has consultative and advisopacéy and
therefore not a listed trade union under the Tkadien Act of Nigeria.

* However, there are ten (10) employers unions listeder the Act that are endowed with executive and

mandatory capacity.
Union Membership Alienation and Intra Union Decisian Making

In a bid to review union membership alienation @mda decision making, the following union stru@utevels are put

forward:
Decision Making Within the Federation of Trade Unicevel

The below Federation of trade unions in Nigeriataeesumbrella organizations to whom the indusuii@bns are
affiliated:

* The Nigeria Labour Congress (NLC) and
» the Trade Union Congress (TUC)

From a decision-making perspective, the NLC and M#Qld ideally adopt the following methodology toige

at any decision:
* The selection of goals.
« Listing or finding all alternative strategies fara) attainment
e The listing of all the consequences of each altar@a
» The evaluation of the effectiveness of all therakiéives
* Then, the choice of the best alternative.

The Nigerian Trade Unions amendment Act of 200%idies that a ballot must be conducted for membgtlkseo

Trade Union and a simple majority of registered rners’ votes before a decision is reached to gdrikes

In 2016, the NLC and TUC did not follow the abowecidion-making methodology before calling out mersbe
on strike due to a sudden hike in the prices ofgieim products. This led to a feeling of alienatlwy some of the
affiliated unions. And this led to a schism andeed adversarialism within the affiliate membersHipe strike was not
successful as the Petroleum and Natural Gas S8tédfr Association and the Nigerian Union of Petooheand Natural

Gas ensured that the strike action failed.

In 2001, alienated staff of First Bank Plc. compéal of poor pay after comparing themselves with ribes
generation Banks. At that time, employees of the generation banks were not unionized. Though th€ Madership
sees the non- unionization of employees in the gemeration Banks as slavery, staff of these Ban&smauch better
remunerated and motivated than those of the ureédrBanks.

Since the limiting factor on the side of the Managat of First Bank to pay like the new generati@nks, is the
organized Banking Industry collective agreemeratff if First Bank opted for de-unionization. Foesle employees, their

automatic unionization prior to the promulgationtb& Trade Union Amendment Act of 2005 was donéavit their
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participation in that decision making. This actled to industrial adversarialism.
Decision Making Within the Unions Local Branch Levé

In 2002, PENGASSAN BULLETIN (unions official newsler) reported that, one of the national Industtiadions
(Petroleum and Natural Gas Senior Staff Associgtismspended the branch officers of the Union inv@be (a
Multinational Oil company in Nigeria) for what thegferred to as anti-union activity, for alienatiegal branch members
in their decision in the merger arrangement betw@eevron and Texaco. These officials were accusadteadopting the
union’s internal decision-making guidelines. Thad ko an imbroglio in the Industrial Relations asploere of the Chevron

Organization at the time.
Decision-Making within the Unions’ National Industry Level

In 2011, the local branch of the Nigerian UniorPaftroleum and Natural Gas of Shell Petroleum Degaént Company
(SPDC) filed a litigation action against the Natbbody of the union for alienating the local briamiembership in their
decisions. This crisis created a division withia iranch union membership leading to industriakashrialism within the

Company.
Decision-Making within the Unions’ State or Zonal Level

In 2009, the local branch of the Petroleum and N&tGas Senior Staff Association of Nigerian Agip Company sent
their delegates to the delegates’ Conference ofittien for the election of zonal officers. A delegavho was sent as a
proxy contested and was returned as the Zonal @hairof the Union. Apparently, the branch membersvedienated
from the decision that led to the return of ana#fiwho was not considered as an eligible candiddte absence of an
internal union decision-making method led to agitatand internal wrangling, which led to the suspen and eventual

removal of this candidate. This led to a litigatemd intra union conflict with a consequent indiasdversarialism.

It can be argued that union membership alienatiolikely to lead to industrial adversarialism oslthrmony
which may manifest in form of intra union conflic?Vhere this intra union conflict affects the fuociing of the
Organization, then there is likely to be the mastéi&ion of organized conflict in the form of lockeuand the withdrawal
of plants. The unorganized type uses individualsh@snels and this manifests in negative laborottenrates; deliberate
mishandling of tools; high accident rates; highemiteeism rates. It can also be argued that wherkensalienation is
minimized, it will, all things being equal, lead itwdustrial harmony by minimizing the incidencesoodanized strikes and

un-organized strikes.
CONCLUSIONS AND RECOMMENDATIONS

In this discourse, the paper argued that IndusiRielations as a discipline emerged as a reactiothdoincreasing
challenges that were in place when employmentiogisitwere managed by the application of free magkehomic forces

of the demand and supply of commodities.

The paper also viewed the emergence of labor argians as the justification to balance the oneid
determination of price and conditions of labor amel relation of the state to industrial action.sTleid to the emergence of
the three principal actors (employers and theirasgntative organizations, workers and their repriadive organization,
and the State).

Impact Factor (JCC): 5.4097 NAAS Rating 2.84
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The paper noted that the clamor for the emergehdéabor organizations or worker collectivities wisensure

that workers have a say in the determination otthalitions under which they work.

It was further debated that the models and conaefrting to workers participation in decision maki decision

making models and worker alienation thesis addseesdy the inter group aspect of workplace decisitaking. There

was little or no emphasis on intra group (intra dsmior membership participation in decision makamg the gamut of

issues relating to intra union decision making imtih union membership alienation.

The paper equally reviewed the structural dimensibthe effect of union membership alienation whieb to

industrial adversarialism.

The paper concludes with a recommendation thatwtbeker participation models and the decision-making

models based on bounded rationality be adoptedmnitte union membership structure, including thedibnce to the

union membership consultation provision in the Kiye Trade Union amendment Act of 2005 so as tamiie industrial

adversarialism in Nigeria.
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