DOCUMENT RESUME

ED 316 709 CE 054 352

AUTHOR Mason, Charlie; Russell, Russ

TITLE The Role of the Social Partners in Vocational
Edur~ation and Training in the United Kingdom.

INSTITUTION European Centre for the Development of 'vocational
Training, Berlin (West Germany).

REPORT NO ISBN~92~825~7703~1

PUB DATE 87

NOTE 394p.; For related documents, see CE 054 346-354.

AVAILABLE FROM UNIPUB, 4661-F Assembly Drive, Lanham, MD 20706-4391
(Catalogue No. HX-49-87-866-EN-C, $10.00).

PUB TiPE Reports - Research/Technical (143)
EDRS PRICE MF01/PC16 Plus Postage.
DESCRIPTORS Banking; Business Responsibility; Construction

Industry; Continuing Education; Employer Employee
Relationship; =*Employers; Employment Practices;
Engineering; Foreign Countries; =*=Government Role;
Industrial Training; Inservice Education;
Institutional Cooperation; =Job Training;
xParticipative Decision Making; Policy Formation;
Postsecondary Education; Professional Development;
Secondary EdQucation; Staff Development; =Unions;
xVocational Education

IDENTIFIERS xUnited Kingdom

ARSTRACT

This document studies the role of unions, management,
and education agencies (the social partners) in vocational education
and training in the United Kingdom. Through an analysis of existing
and historical structures governing cooperation and coordination
between the social partners and the public bodies responsible for
vocational education and training, an in-depth investigation was
carried out and proposals for improved dialodue at various levels
were made. This report is organized in six sections. Section 1 is a
general introduction to the study, and Section 2 presents an overview
of developments in negotiations between the social partners at the
national level. The next three sections examine individual sectors of
the economy: retraining and conversion in the engineering sector,
initial training (the Youth Training Scheme) in the construction
sector, and women in the labor market (banking and finance sector).
The final section summarizes the numerous findings of the studiies and
presents some recommendations for the future. A 97-item bibliography
and list of abbreviations are appended. (XC)

RAARRXAAKRARRAAAARARARARARAARAARRARARNRRAAALRAKAAXRAKAARNRARRARARARNRARKRARRRAEIRARNRRRRRR R RN

* Reproductions supplied by EDRS are the best that can be made *
x from the original document. ®
AERXXRXRRARRRRRAARAXRARNKXRAARAANRNRNAARALRRARRRAERAAANRARARRARRARARKRARARXRRNRXRARARRRNARRXRRX



ED316709

FOP Document

vam

CED!

:I'he role of the social partners
in vocational education
gnd training

in the
United Kingdom

European Centre for the Revelopment of Vocational Training

1J.8. DEPARTMENTY OF EDUCAYION
Othce of Educationat Resaarch and tmprovement

EDUCATIONAL RESOURCES INFORMATION
CENTER (ERIC)
his document has been reproduced as
recetved from the person ot organiza.on
onginating 1t

M Minor changes have beoen made to improse
reproduction quahty

@ Poits of view O7 opinions stated in thisdocu
mant do not necessanly represent othcial
OF RI posion of policy

»pERMISSION TO REPRODUCE THIS

MATERIAL HAS BEEN GRANTED BY

/"\ /,7// /“ —
(/24

TO THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC).”

BEST COPY AVAILABLE

2




The role of the social partners in vocational education
and training in the United Kingdom

Charlie Mason
Russ Russell

Bristol, United Kingdom, 1987

First edition, Berlin 1987
Published by:

CEDEFOP — European Centre for the Development of
Vocational Training

Bundesallee 22, D-1000 Betlin 15

Tel. (030) 88 41 20, Telex 184 163 eucen d, Telefax (030) 8841 2222

The Centre was established by Regulation (EEC) No 337/75
of the Council of the European Communities

CEDEFOP Document

ERIC 3

Full Tt Provided by ERIC.



This publication is also available in the following language:
DE ISBN 92-825-7702-3

Cataloguing clata can be found at the end of this publication.

Luxembourg: Office for Official Publications of the European Communities, 1987

ISBN 92-825.7703-1
Catalogue number: HX-49-87-866-EN-C

Repioduction is authorized, except for commercial purposes, provided the source is acknowledged.

Printed in Belgium



SECTION NO

II.

III.

Iv.

CONTENTS

PAGE NO
FOREWORD 1
INTRODUCTION 7
DEVELOPMENTS IN NEGOTIATIONS BETWEEN
SOCIAL PARTNERS AT NATIONAL LEVEL 26
RETRAINING AND CONVERSION IN THE
ENGINEERING SECTOR 112
INITIALTRAINING : THEYOUTH TRAINING
SCHEME IN THE CONSTRUCTION SECTOR 200
WOMEN IN THE LABOUR MARKET :
CAREER BREAKS IN THE BANKING AND
FINANCE SECTOR 300

(OF



ii

VI. SUMMARY AND RECOMMENDATIONS 322
Bibliography 365
Annex A 378
Annex B 382

(Note: Appendices, tables and diagrams are located at the end of
the relevant sub-section.)




FOREWORD

This study is one of a series of 12 monographs on the situation
in the EC Member states. Through an analysis of existing and
historical structures governing co-operation and ca-ordination
between the social partners and the public hodies responsible for
vocational education and training (excluding general secondary
education and university education), it was intended:

a) to carry out an in-depth investigation of the situation
commencing with the central regulatory instruments and
decision-making levels. These investigations were to examine
the situation at regional, local and enterprise levels as
well as in industrial sectors in EC Member States, and

b) to deve'op proposals for the contents and objectives of an
improved social dialogue at the various levels.

The reports comprise two sections: a general analysis and a
sectoral analysis.

Although the general analysis was, as far as possible, to be
reinforced by the sectoral analysis, the two were to be
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complementary, whereas the conclusions were to be directed more
towards objective (b).

The general analysis of the historical development, institutional
involvement and problem areas was also to in~lude a descripticn
of the current situation with regard to the links between the
world of work (employees, employers, industrial sectors and
enterprises) and the world of vocational training (in-company,
inter company/group training, school-based training - wooth
initial and continuing - private, public and independent
vocational training sponsors).

Furthermore, attention was to focus on the degree ard nature of
the involvement of the social partners in the development,
implementation, administration and control of training policy
programmes, including the extent and nature of state intervention
within the framework of this involvement. The following aspects
were to be included:

- analysis of legal regulations and ccllective framework
agreements (education, labour market aud social legislation,
nature and extent of the autonomous nowers of the social
partners in the field of vocational training as specified in
general collective agreements, sectoral agreements and
typical enterprise-related agreements), and
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- investigation of the problems relating to existing co-
operative approaches to vocational training, particularly
with a view to the equal distribution of training provision
amongst various target groups (women, young people, adults,

early school leavers, foreigners, etc.) and amongst the
various regions and sectors, and finally

- description of the different methods o~ state intervention
aimed at promoting the social dialogue on the basis of
selected situations and regions or sectors.

In order to illustrate and give a realistic description of the
existing situation, the nature and extent of co-operation amongst
the social partners and government bodies were to be an rsed in
three sectors:

- in a sector dominated by small and medium enterprises or
craft industries, e.g. the construction sector;

- in a sector characterised by modern industrial technology,
e.g. the metal or electronics industries, and

- in a sector in which services and the employment of female
labour are predominant, e.g. banks and insurance companies.



In these sectors the intention was tr analyse and compare work-
Place, employment and occupational structures (hierarchyv) in
specific areas in which appropriate data were available. The aim
was to identify any differences in the social relationships
between employees and employers, and to evaluate the involvement
and participation of employees and their organisations in initial
and continuing vocational training activities, including any
eventual implications for career advancement.

The sectoral analysis was intended to illustrate the more general

analyses and assessments, and to substantiate and supplement the
findings with coancrete descriptions. 1In this connection, the
intention was not to carry out case studies but rather to
evaluate existing studies and collective agreements between the
social partners in respect of initial and continuing vocational
training.

The research work was usually accompanied at national level by
individual ad hoc meetings between the institute(s) under
contract and the three Management Board members from the
respective country, and at =C level by regular discussions
organised by CEDEFOP and the contractual partners from other
Member States.

/

The investigation covered a period of seven months. In the
second half of 1986, the studies were carried out in Belgiunm,

1u

REERater: |



l!

Denmark, the Federal Republic of Germany, France, Italy, the
Netherlands, and the United Kingdom and they were concluded in
early 1987. The studies in the other Member States were
conducted in the course of 1987. A synthesis report to be
Prepared on the basis of the twelve country reports, will attempt
to collate systematically the most important conclusions, common
trends and results in order to promote the dialogue between
those concerned both in the Member States and at EC level.

The individuals, independent scientists and scientific institutes
under contract were, of course, free to adapt the set outline for
all twelve investigations to the prevailing conditions and
existing institutional framework in their respective countries.

On behalf of the authors, too, I should like to extend my sincere
thanks to the members of the CEDEFOP Management Board from the
respective Member States and to the numerous experts and
individuals from the enterprises, training and other bodies, and
to employers' and trade union organisations for their support in
this work. We hope that this invesuvigation will help to promote
better and construétive understanding, despite the existence of
very differ-nt interests, and thus lead to satisfactory solutions
to the prevailing problems facing the development of initial and
continuing vocational training., Thanks are also extended to the
team of authors for the fruitful and successful co-operation on



what was certainly not an easy subject for investigation.

B. Sellin
Project Co-crdinator
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SECTION I : INTRODUCTION

1.1

PURPOSE OF THIS REPORT
RECOMMENDATIONS
BACKGROUND

THE RESEARCH REPORT
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1.1

PURPOSE OF THIS REPORT

Each country faces its own history and its own hopes for
the future. Structures, definitions and ideas are
therefore unique to each country despite the fact that a
general commentator or observer may see some common
pattern. Part of any general pattern derives from a
continuity of exchange of ideas between countries, but
those running the system do not ususally make such
comparisons and certainly do not use the same concepts or
ideas.

All of the Member States involved in this research
programme recognise that it is one of the tasks of national
government, as a partner in society, to co-ordinate the
efforts of other 'social partners' in providing a sound
vocational education and training system which will achieve
individual opportunity in a skilled, flexible and adaptable
workforce. In the language of the organisations of the
European Community, as well as in the language of formal
literature on corporatism, there is a working definition of
'the social partners' as being tripartite and comprising
employers, trade unions and government agencies. In
practice, in each member state, what varies is the
operating definition of 'social partners' and the relative

importiance ascribed to them. These partners may include:
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- national government

- local government and voluntary organisations
- professional educators

- employers

- trade unions

- the trainees themselves, or their parents

They may represent interests at the national level, at area
or regional level, or at the level of the individual
training enterprise. The national governments of all
countries in Western Europe structure and formalise in some
way the process of interaction. It goes almost without
saying that representatives of each social partner may
eéxpress an opinion that they have insufficient weight or
th7t others have too much - but it is the claim of national
governments that it is their task to decide the relative
veracity of such claims. Governments not only monitor the
effectiveness of relative influences and re-structure
accordingly, but consider the levels of financial co-
operation and the geneva! output of the education and
training systems. In the creation of structures and policy
the definition of effectiveness is usually that which the
national government adopts.

Comparative work is always difficult. Employers the world
over believe that trade unions have too much power and the
reverse is also true. The outside obscrver must seek to
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determine the relative veracity of such beliefs, not their
absolute veracity, in the light of this series of reports.

We hope this report will help many to see their own
situation more clearly, for each country faces its own
traditions and history and the people in it must determine
the direction and extent of change. Looking at other
countries' systems is sometimes a help in these decisions.

16
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1.2 RFCOMMENDATIONS

For the sake of convenience the recommendations of this
report are gathered together here.

We recommend that :
in order to reduce the distortion of training policy,
policy objectives of each of the social partneré should
be clearly stated and appropriate resources allocated to
eénsure that these objectives are recognised and supported

by those responsable for the implementation.

We recommend that :
in order to facilitate trade union involvement in the
training dialogue, a greater consideration should be
given by Goverrnment agencies to trade union
representation and the resource implications of
meaningful involvement should be recognised and supported
by Government.

. =

We recommend that :
at the local sector level, information between social
partners on training opportunities and tvaining demand
should be disseminated through formal arrangements. This
will require additional structures and resources applied
to key sectors of the local eéconocmy. The local education

17
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authorities and Manpower Services Commission will need to
be involved together with employers and trade unions.

We recommend that :
staff development workshops and action-research projects
be initiated by the EC (perhaps via local MSC
administrative structures) in order to clarify and
improve the nature and content of dialogue between the
social partners at the local level.

We recommend that :

the Manpower Services ZTommission develops a greater
involvement in the training concerns of specific
industrial sectors and, in doing so, include a trade
union involvement as part of the development of its
training policy and gprogrammes and as a stimulant to
corporate debate. Careful co-ordination with the
activities of the new National Council for Vocational
Qualifications will be required where these are not the
direct vehicle for MSC initiative.

We recommend that :
puklic procurement policy be recognised and utilised as a
policy instrument for simulating investment in training.
This policy could also be seen as offering examples of
good practice to other large employers.

18
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We recommend that :

training committees at plant or firm level be set up in
order to confront the issue of the allocation of order to
confront the issue of the allccation of training
opportunities to the workforce within the plant or firm.
In the absence of staff appraisal and development
systems, a statutory system of training committees ig
desirable. At the very least a training committee, on
which trade unions are represented, should be a necessary
condition of a firm being an accredited training
organisation for YTS or JTS.

We recommend that :
a European Programme of development workshops be
instigated to identify and di.sseminate “good (dialogue)
practice’. These workshops should be supported by
resources, information and expertise to enable social
partners to attend and benefit.

We recommend that :

if dialogue between the social partners is to be
meaningful then serious consideration should be given
both by employers and government to stimulate trade union
involvement in the debate. It would seem there are
resource barriers to the equal involvement of all the
partners and that pilot schemes could be used to test the
propensity for dialogue between partners.
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1.3.1
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BACKGROU! I’

1965-85 : FOUR PHASES IN TRAINING PROVISION

Since 1965 in the UK, inflation has displaced unemployment
from the top of the political agenda. Howaver, more
recently the policies of the present Conservative
Government has accentuated trends in the economy and alarm
has intensified as restructuring of the economy has failed
to improve productivity and maintain output comparable with
our competitors. In the twenty-five years from 1960-85 the
economic base of the economy has rapialy internationalised,
confining the home economy, as in many countries, to
service and high technology sectors. The majority of
additional jobs have been part time and have been taken up
by women, a high proportion entering the labour market for
the first time. The net decrease in the demand for labour
while output is being maintained has been described as
‘jobless prosperity'.

It is possible to identify four phases over this period.
Initially, a growing concern for the inadequate provision
of training in both the public and private sectors. The
setting up of the Manpo'er Services Commission ir 1972 with
responsibility for the development of a comprehensive
national policy expressed the Government's response to
those concerned and marked a second phase. However, by
1977 we can identify a third phase whereby the: deepening of

2U
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the international economic recession and restrictions on
public expenditure undermined the MSC's objective and led
to the implementation of ad-hoc, temporary responses to
unemployment. Furthermore, we note that during this same
period these temporary measures were refined with the
result that redistributjive elements were eroded. Fourthly,
since 1981 we have seen an increasing emphasis on training
specifically related to employers needs and involving
employers directly; an emphasis which threatened further
the alleviative and redistributive elements of policy.

During this most recent phase we have also seen the
development of central and local government initiatives
which have been par*ly financed by the Manpower Services
Commission aiming to fulfil a number of contradictory
oktjectives, e.gq. overcoming labour market rigidities,
offering training to all 16-18 year olds, and helping
minority and disadvantaged groups to return to the work
force. The outcome has been that Central Government (and
EEC) funding has reduced the investment in training and
education policy having social and welfare objectives, and
this role has been Passed to local authorities and
voluntary independent agencies.
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1.3.2 THE UNEMPLOYED IN 1985 : LATENT TALENT

The outcome of the dominant imperatives, to reduce
inflation and facilitate restructuring, is that by January
1985 the UK had 3.2 million unemployed (5% increase since
January 1984), of whom 0.43 million had been unemployed for
three years (38% increase on 1984), and a further 1.3

million unemployed for one year (40%). Figures for January
1984 indicated that 0.46 million persons aged 16-18 were

unemployed, a ratio of employed to unemployed of 2.8:1. 1In
the same year a further 0.28m in that age group were
attending the government funded vocational training
programme (Youth Training Scheme), of which, by October
1984, only 50% had found employment.

Within these over-all figures it is evident that the 18-25
age group are significantly more likely to be unemployed
than other groups. One in three of all the unemployed is
aged between 18-25, and of all 18-25 year olds, one in five
is unemployed. Over half of these vnemployed people have
been unemployed for mcre than six months, 157,000 of them
for more than two years, and 7,000 for more than three
years.
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1.3.3 THE UK TRADITION : CRISIS MANAGEMENT?

From the perspective of training policy this level of
unemployement can be explained as either : i) a failure to
develop an active manpower, or ii) a logical consequence of
an active manpower policy which emphasises the
restructuring function. Whichever interpretation is
preferred it is possible to criticise the UK for adopting
an ad-hoc incremental approach to training policy and
action, namely 'crisis management',

While it has to be appreciated that a considerable time is
needed to develop effective instruments for an active
manpower policy Webber has explained that reform of
vocational training had been on the political agenda for
vyears if not decades without specific actior being
taken.(1l) He cites election manifestos of the 1950s
onwards pledging to expand manpower policy and
revolutionalise industrial training. Webber also describes
the pressure for state intervention by the Federation of
British Industry and the Opposition Labour Party resulting
in the Industrial Training Bill of 1962. He concludes that
while the Labour Party, usually in opposition, has
innovated policy the determination of policy substance and
content has been carried out by Conservative Governments.
When the policy is implemented is a question of

political and operational feasibility, the former dependent
on pressure and support, and the latter on the perceived

<3
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benefits of the policy and the availability of reso rces.

While there is a history of agreement for an active
manpower policy, Webber concludes that state intervention,
in the form of active manpower policies, has been a
response to growing economic instability and crisis,
justifying the restructuring of public expenditure and
spending less on other policies, as occurred from 1974-79.

Why this active manpower policy took so long to get onto
the statute books is a question which Webber answers by
explaining that the options for action had narrowed, i.e.
there was little alternative to restructure education and
training in response to rapid economic change (crisis),
commonly identified as the 'cil crisis' of 1973. 1In other
words the 'tinkering' within the system prior to 1973, in
response to economic change, was inadequate either to
'solve' the problems as perceived or to avoid new
fundamental changes.

From 1974 it is possible to identify an increasing
expression of the relationship between economic growth and
manpower/training/education policy. The trend commenced
with the Employment and Training Act of 1974, was followed
by the Industrial Strategy of 1975 and found active
expression through the increasing intervention of the MSC
in vocational training provision.

24
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We can see then that the world economic crisis, expressed
pPerhaps most forcibly and Certainly most clearly in the UK
as the 'sick man of Europe', led to a faltering of the idea
of a comprehensive manpower policy, whilst increasing the
urgency of the ..2ed for some sort of response to the short
term problem of economic dislocation, and the crisis in the
labour market.

Since Webber made his observations in 1979 the role of
trainingy policy as an agent of restructuring has
intensified and as a result the legitimacy of policies for
the purposes of alleviation and redistribution has
declined. We can, then, describe the present circumstances
as the implementation of a 'minimalist', rather than
comprehensive, manpower policy. The Government has refined
its area of responsibility and intervention and, both
explicitly and implicitly, passed responsibility for
managing the present crisis to the social partners,
voluntary organisations and individuals. This trend has
developed while agreement on the need for an active
manpower policy continues to be expressed by all the social
partners. The gap between rhetecric and reality ha grown as
what is considered to be politically and operationally
feasible has been redefined. For example, the involvement
and influence of trade unions in industrial relations
issues has been tempered by industrial relations law and by
the dramatic decline of the manufacturing sector. The
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outcome is a situation whereby discussions on the content
of policy increasingly fail to include all the social
partners and equal involvement during implementation is
discretionary. The 'climate of opinion' both of the nature
and level of intervention in training policy and +%he

necessity and desirability of social consensus appears to
have changed dramatically.

The Government's and the Manpower Services Commission's
incremental adjustments to vocational and continuing
education provision between 1960-1986, for example, suggest
a concern with the 'low productivity' crisis. The
reticence by industry to maintain its investment in
training and human resource development over the same
period suggests that it has a different view to Government
or the Manpower Services Commission on: a) its
responsibilities with regard to training, and b) the
commercial benefits of investing in training compared to
the other options available. Finally, the trade unions
consistent support for investment in training, whether by
Government or Industry, is conditional upon the function
and impact of the training, be it to reduce unemployment,
ensure job security, increase pay or to facilitate de-
skilling and reduce the size of the workforce.

What is clear is that dialogue, whether formal or inforuaal,
is concerned with 'managing' differences of opinion,
interpretation and expectation. In the context of training
provision this can be translated as the negotiation of

<6
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roles and responsibilities, and therefore includes a
consideration of the costs and benefits of action.

27
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THE RESEARCH REPORT

This report presents three sectors (branches) of industry
within which dialogue takes Place. Each sector has a
different 'vehicle' for investigating the nature of the
dialogve. In the case of the Engineering sector we
consider the formulation and delivery of vital Skills
Training (VST) grants which were developed by a tripartite
organisation and are funded mainly by industry with some
financial support from the Manpower Services Commission of
the Department of Employment. The function of VST grants
is to encourage and facilitate the conversion of workers
skills by re-training in order to alleviate the high
technology skill shortages. In the Construction sector we
deal with inital skills training through the Youth Training
Scheme (YTS). YTS provides a two yYear programme of work
experience and vocational training for school-leavers and
is funded by the Gover.ument. The tripartite Construction
Industry Training Board is a Managing Agent for the scheme
and offers 19,000 places. Finally, we are investigating
the nature and extent of planned ‘Career Breaks' for women
working in the Banking sector, with particular interest in
the role of trade urions and employee associations.

In presenting each of these cases we have identified the
nature of dialoque, formal and informal, at national and
local level, during formulation and delivery of the
training scheme.

29
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In addition to these specific cases which offer important
detail we have also presented important contextual
information for each industrial sector. This is done in
order to identify factors which influenced the development,
form and delivery of the training programme.

Preaceding the three sector studies, we give an account of
the recent changes in the roles and responsibilities and
concerns of each of the social partners with regard to
training. In the case of Government we identify two
central departments, the Manpower Services Commission and
the Department of Education and Science, and also the local
delivery 'arm', local education authorities, who are
involved in the implementation of the policies of both
department. When discussing the role of Inlustry we have
described the recent changes in statutory arrangements for
industrial training managed and funded by f:ach Industrial
sector. As an important part of this description we
identify the move towards voluntary arrangements for
industry's involvement in training and the increasing
managerial role played by employers, and their
representatives at the local level. In the case of Trade
Unions we ta' 2 the opportunity to indicate the importance,
extent and level of collective bargaining in the UK and
describe how bargaining structures are changing. It is in
relation to this development that we describe the role of
the Na »>nal Trade Union Congress.

30
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Both for the general review in Section Two, as well as for
the case studies in Sections Three, Four, Five, the
researchers approached government bodies, government
agencies, employers organisations, trade unions and
independent experts for documentacion and personal
interviews. A summary schedule is in Annexe A to this
report.

This description and analysis of the concerns, roles and
responsibilities of each of the social partners represents
the changing character of the national ievel diaglogue and
provides an important context for the sectoral cases.

31
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INTRODUCTION

We have presented a brief summary of recent trends and
developments in the UK in Section One. These trends had
different effects on the social partners regarding their
role and responsibilities for Vocational Education and
Continuing Education., In order to present these effects it
is necessary to make a clear distinction between two
spheres of Government activity: (a) the Manpower Services
Commission's increasing interventionist role post 1979 (to
the extent of influencing the delivery of Vocational
Education and Training, namely the Colleges of Further
Education) and (b) the “national! Department. of Education
ai.d Science, and the “local' arm ILocal Education
Authorities, whose traditional relationship has undergone

major changes.

The adjustments in the preoccupations of Government have
had clear ramifications for the role of industry and
employers in providing vocational training and, equally, if
implicitly, the role of trade unions.

This section will briefly present the recent concerns of
Government, Industry and Unions as they relate to
Vocational and Continuing Education and Training. Much of
this material is useful in describing the rhetoric which
Presents the preoccupations of the social partners and is
important contextual material for understanding the
detailed case studies which follow in subsequent sections.
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2.2.1
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MANPOWER SERVICES COMMISSION : THE MOVE BACK TOWARDS
TRAINING

INTRODUCTION

The Manpower Sevices Commission was established in 1973 by
Government to better co-ordinate relationships between the
existing Industrial Training Boards, to provide a wide
background of labour market information, to run the
employment exchanges and to conduct some direct training.
It acquired at its inception the previous governmental
agencies in the field and some sections of the Department
of Employment. Its staff remain civil servants who are
“attached' to it and who can be transferred in or out. It
is governed by a small group of commissioners who
represent employers, trade unionists and local government
educational services and who are appoint-4, after
consultation, by the Secretary of State for Employment.
The MSC was given this tripartite council with a clear
intent of allowing for meaningful dialogue concerning
matters of naticnal government concern in the training and
labour market policy areas. This intention has not been
adequately fulfilled.

Nur contention is that the MSC has become increasingly seen
by trade unionists, the local education authorities, the
general public and (t» a lesser extent) by the employers as
largely a government agency and not a forum for corporate
debate. The MSC has had no direct control over its budget

34
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to complete its main tasks but it has been asked to
undertake, over the years, more and more interventionist
activity on behalf of the national government., We will
detail some of these in the course of this study. Some
interventions have been prepared by the Secretariat of the
MSC while others heave not. It is the latter which have
disturbed the relationships between the social partners
(see 2.3.29).

In 1977 the MSC initiated the Youth Opportunities
Programme, providing for work pPreparation and work
experience for 16-18 Year olds and was mainly based on
employers premises (80% of the places). Although an MSC
initiative the government has been involved in the
feasibility study. The schemes were very short, mainly of
3ix months duration for the trainee. However, the formal
training/education input was discretionary and gradually,
by 1978, the status and credibility of the scheme suffered
as a result of concern about the exploitation of cheap
labour, fears by trade unionists of job substitution as
unemployment levels increased, and a diminishing proportion
of trainees receiving off-the-job training. YOP faced a
legitimacy crisis.

Attention was focussed on tha perceptions by young people
and employers on the relevance and quality of the scheme,
and it was found that the lack of rigorous training in the
YOP was seen as a vital element in its loss of credibility.
In the meantime, the budget of the Training Division of the
MSC was being severely squeezed, and training advisors were

L
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eager to see the survival and possible expansion of
training provision.

THE NEW TRAINING INITIATIVE

The next stage in the development of policy was reached
with the publication of a Government document "The New
Training Initiative" in 1981 which initiated discussions
aimed at developing a national training strategy. This
consultancy document stated that "for prosperity and growth
we need to invent, to innovate, to invest in and to exploit
new technologies", and this could be done with "changed and
improved performance".(1l) This need to change was
justified by describing Tcchnological change and the impact
this had had on the skill structure of the labour market.
The central thrust of this document, then, was that :

"The new markets and technologies require a more highly
skilled, better educated and more mobile workforce in
which a much larger number of prcfessional and technical
staff are supported by a range of more or less highly
trained workers."( 2)

The document stated that even with unemployment there were
also skill shortages because both companies and individuals
were unable or, unwilling to change. The fear was,
therefore, that "the ability to adapt swiftly enough to an

economic upturn would be constrained".(3)

The object of the document was to get training "on the
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agenda" and to get "everybody concerned with training®
committed to agreed objectives. Existing investment by
both the public and private sector was considered, “patchy,
and the plain fact is that the scale and nature of events
is running ahead of the capability of institutions to deal
with then.

TRAINING OBJECTIVES
This document outlinasd three objectives (or target areas) :

i) better arrangements for initial skill training to
agreed standards

ii) improved vocational education and training for all
young people

iii) opening up more opportunities for adults to train.

The second objective was now specifically described as
“Preparation for and entry to Working Life' and the
acquisition of some competence and Practical experience in
@ range of related jobs or skills was seen as a way of
ensuring an adaptable workforce which would be more
valuable to employers. The mechanism for this was seen as
@ combination of work and work related training and
educeation (as advocated in the exemplary YOP project).

The third objective identified the need for training for
adults (over 18) but emphasjised the need for updating and
retraining for those in work or those returning to work in
order that they could adapt to new demands.

"7
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The split between young people and adult objectives was
reflected in the creation of the Youth Training Scheme and
an Adult Training Strategy within the Training Division of
MSC. The responsibility for meeting these objectives was
spread across the interest groups; employers should adopt
a new attitude to investment in training ... a willingness
to do more, employees and trade unions should remove
outdated barriers, eg. that measures of skill should be
based on achieved standards of competence rather than time-
serving and a recognition that those undertaking training
may not be able to command the full wages paid to
experienced workers and the education service should modify
or abandon traditional approaches and values.

As the country was expected to gain from these objectives
then it was considered reasonable to ex,ect all the
beneficiaries to contribute to the costs, employers,
government (central and local) and the trainees (by lower
or relatively low allowances and pay).

In the responses to this document the three main objectives
were accepted and a comprehensive training strategy
“investing in human resources' was seen as a crucial part
of a strateqgy for economic recovery and sustained growth.
A call for additional objectives was interpreted as falling
within the existing objectives. For example “competent
managers' would be accommodated in objective iii). A
request for special attention to the training needs of
disadvantaged groups (women, disabled people and members of

W
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ethnic minorities) generated the comment that :

"Our three basic objectives would bring very large
benefits and greatly increased opportunities to such
groups. A fundamental aim is to serve economic recovery
by opening up opportunities for training and career
Progression to a far wider section of the population
than at present." (4)

IMPLEMENTATION : INVOLVEMENT

The Manpower Services Commission considered that the
involvement of all interested parties at central, local and
sector level was essential to achieve an effective
framework delivery of training opportunities, building on
existing institutions and also developing links between
training and education services.

At Central level the Commission itself considered whether
new arrangements were necesgary. At sector level the
Commission advocated the retention of Industry Training
Boards, however, the Government announced that statutory
ITBs would be reduced in number from 23 to 7, advocating
that the 16 abolished should be replaced by voluntary
assvuciations. This also moved all the cost of the
remain%ng ITBs to industry with Government support mainly
allocated to the MSC for the New Training Initiative. This
reorganising at a sectoral level meant the MSC had o work
closely with the associations in order to formulate a
strategy in each sector in line with the objectives of NTI.
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IMPLEMENTATION : TARGETS

Within MSC it was recognised that each objective would
develosp at a different pace. Training to agreed standards
by 1985 was target set by MSC requiring the agreement at
both national and local level between employers and unions.
The involvement of MSC was seen as financial support only
to schemes which met the training to standards criteria.
In this context, in conjunction with industry the MSC was
also aiming for the annual recruitment of at least 120,000
young people into occupations requiring extended periods of
training (including apprenticeships). This was a 20%
increase over 1981/82 figures.

The vehicle for achieving these two targets was provided
under the second objective of NTI whereby the aim was to
provide training for all young people entering the labour
market. The scheme set out the conditions for public and
private funding of training and included support for 35,000
apprentices in 1982/83. This year, 1982/83, was a model
scheme, an extension of YOP, which aimed to provide 100,000
places and also allowed for subsidies to employers of young
people in training. These intermediate initiatives, known
as "New Training Places' and “Pilot Youth Training Scheme!,
were taken whilst discussions were taking place at a high
level with the Confederation of British Industry, the Trade
Union Conqress and education interests (including both
local authorities and teachers' unions) to formulate a
comprehensive scheme for all young people, both employed

10
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and unemployed (The Youth Training Scheme - YTS). Some of
these discussions took place in a specially formed “Youth
Task Group' which reported to the MSC.

The proposed structure, content angd methods of delivery of
YTS was also specified in the Youth Task Group Report and
then elaborated in various Jdministrative regulations and
successive guidelines on content and standards. The scheme

was to last for one year and was to be available to all 16-
Year olds who entered the labour market, some l7-year olds

and a few l1l8-year olds. It was an ambitious scheme with a
target group in 1983 of approximately 450,000 including the
300,000 l6-year olds who would otherwise be unemployed and
half the 200,000 l6-year olds who were expected to get
jobs. There were two modes of delivery of the scheme,
distinguishable by methods of funding, supervision and
control, and by tneir relations to industry. Under "Mode
A" and employer or group of employers (the managing agents)
took responsibility for the complete programme of a group
of trainees. The "Mode B" method of delivery was only for
unemployed young people. Under Mode Bl the MSC funded
sponsors to run training workshops, community projects, and
ITECs (Information Technology Centrés); Mode B2 schemes
were called "Linked Schemes", and many were contracted out
to a college of further education, which organised the
scheme, provided the off-the~job training and arranged for
employers to give work experience to scheme's trainees.
Under both Mode A and Mode B there had to be at least 13
weeks of off-the-job education and training, which could be
supplied by the managing agents or main sponsor itself, by

41
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other sponsors, by a local college of further education
(which would be paid an agreed rate by the managinc
agents), or by other branches of the local authority, or by
one of the numerous private training organisations.

The final objective, widening training opportunities for
Adults, continued the NTI theme of adapting to change. MSC
noted that: 7-8 million people change jobs every year, in
1980 at least 500,000 lost jobs through redundancy, and
expressed a concern for the growing number of long term
unemployed which represented "a particularly acute waste of
resources".(5)

"These are people who will bear the bruat of the
necessity for change, and our economic prospects will be
threatened if we do not provide means for them to
contribute to Britain's recovery to the maximum possible
extent."(6)

Having made this assessment the MSC explicitly makes unions
and employers responsible for the achievement of this
objective as :

a) the diversity of needs is difficult to monitor

b) it is at the level of the individual company that
tr. ining needs arise and can be met

c) there are pay structures to be overcome

d) State support for Training is speculative in that
placement depends on labour market conditions

(Yo N
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it is the low placement rate which makes “speculative
training' expensive and explains MSC's emphasis on action
expanding the opportunities available to employed adults.
The level of provision depended on a balance between the
prospects for recovery in the national employment situation

and the need to continue Ww.ith credible provision to meet
the increasing demand from "well motivated unemployed

people even in circumstances where placing pProspects
(jobs) are not good".(7)

While the three objectives of NTI had implications for both
employed and unemployed, young and old, the criteria behind
all three objectives was that the training element should
facilitate and respond to economic and labour market
change.

CONCLUSION

The main observation to be drawn from this brief
description of the attempt in the UK to develop a national

training strateqgy is the importance attached to gaining the
support and involvement of all the social partners. The
main concern of Government is to stimulate change in the
labour market as a means of improving productivity.
Consequenty this strategy offers a prominent role to
employers and industry and asks for support from trade
unions in the form of flexible working Practices and pay
structure. Public training institutions are expected to
become more responsive to the nature and direction of
change.
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The agency with the major responsibility for implementing
this strategy is the MSC through its Youth Training Scheme,
and Adult Training Strategy and Campaign. These two
programmes are considered in more detail in Sections 3 ana
4 and emphasise the voluntary involvement of enployers in
industrial training, particularly at the local and plant
level. This is seen as a way of ensuring that publicly
funded training is cost effective in meeting the needs of
employers, and also that speculative training .s reduced.

Some observers of these developments conclude that
Government is increasing ite influence over MSC's
activities at the expense of MSC's role as a forum for
corporate debate.
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2.3 VOCATIONAL EDUCATION - A SEARCH FOR CREDIBILITY

2.3.1 INTRODUCTION

The previous section gave some indication of the increasing
role of the Manpower Services Commission. This development
has generated a reassessment of the Education sector's
ability to provide vocational and continuing education.
The response to both implicit and explicit criticism of the

Department of Education and Science (DES) and Local
Education Authorities (LEAs) and their colleges of further
education (CFEs)* has seen adjustment in central-local
roles and responsibilities. Furthermore, these changes
have raised questions about the relevance and visibility of
the principles which have always been assumed as
underpinning educational service provision.

*Footnote

"Further Education" is used in England and Wales to
encompass all non-school education, beyond the minimum
school leaving age, undertaken in LEA colleges. It
includes all such education, vocational and non-vocaticnal.
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The centre-local relationships for vocational education in
England and Wales have a compféx dimension. The colleges
are owned, staffed and run by the 104 Local Education
Authorities which have a political and legal independence
from central government. These Local Authorities do not
however have enough funds to run their colleges (or any
other of the services they provide) without the central
funding from national government. By an agreement the
tradition is for a block of unallocated money to be given
to each 1local authority to spend on Ppriorities it
determines (although there are certain national minimum
standards set for most services). Inevitably a forceful
central government finds difficulty in persuading local
government to spend on national Priorities. For formal
negotiations with the DES the 104 local authorities are
organised into two associations: the Association of County
Councils (ACC) and the Association of Metropolitan
Authorities (AMA). Although Scotland and Northern Ireland
have legally distinct systems, the broad character of this
also applies there.



42

While there are disagreements over who or what has been
responsible for the changes in VET provisision in recent
years there seems to be agreement that since 1975 "forces
began to alter, and education occupied a changed
world"(l). Disagreements on pcst 1975 events are based on
different perceptions of the main "agents" of change.

Some observers of the 1955-75 period perceived the DES as
being preoccupied with transforming higher education. They
have argqued that until 1975 the DES was restricted to
intervening in Higher Education, "as the engine of change
and technologically based growth", because intervention in
vocational education provision at the local level was
inhibited by the entrenched values of LEAs. From this
perspective events post 1975 offered DES the opportunity to
overcome these inhibitions.

An alternative perspective argues that the emphasis on
Higher Education and the failure to provide 16-19 year olds
with vocational education opportunities was a response to
changes in the labour market, reduced employment prospects
and the freedom and autonomy of employers .egarding
training investment. From this position, events post 1975
can be seen as a gqualitative deepening of these
characterisﬁics. Therefore, the onset of the recession led
to a credibility crisis in vocational education as the
ability of industry to absorb school-leavers faltered and
employers claimed that the education sector was mnot
producing the sort of young people they could employ.

45
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In order to manage these new circumstances the education
sector has had to claim to have become more responsive,
during a recession, than it had been during a “growth!'
period. The management of this contradiction and the
desire to deflect criticism from other Government
departments resulted in the DES criticising the LEAs and
has led to c¢laims that the Principles which have
traditionally underpinned VET in England and Wales have
Leen challenged. The principles were :

a) Minimum central government interference, control or
regulation

b) Provision through some form of partnership, cooperation
or consensus

¢) The system is voluntary for all participants

d) For the individual student the system of education
should be open and provide varied opportunities
throughout life

It is these that have been changed as the tensions in the
system transform it.

THE DEBATE

As early as 1975, an OECD study team expressed some concern
that the DES seemed unaware of the changing world,
especially in respect of ignoring the needs of the 16-19

age group.

Within the UK the Industrial Strateqgy, 1975, identified

i
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education as having a role to play in facilitating
Britain's economic recovery. However, the Treasury argued
that the education service was inefficient, unproductive,
and that resources were not directed to priority areas.
The Cabinet Office advocated that the output of schools
should be more tightly related to employment needs.

Increasingly schools were criticised for their failure to
prepare school pupils for the world of work and the
inadequacy of provision for the 16-19 age group. This
criticism came from within the Department of Education, the
Inspectorate who argued that the needs of the 16-19 age
group should be given priority, especially the less able
academically, in the form of more practical courses and
better links between schools and colleges. Employers
claimed thatschool leavers lack the basic skills to benefit
from technical education. In addition, the Prime Minister
called for a national debate, which was later summarised in
1977, concluding that the school system emphasises academic
learning at the expense of an interest in and knowledge of
industry and that curricula are not related to work.

This debate, which was developed in the “New Training
Initiative' was further stimulated by a report, in 1982, by
the National Economic Development Council, entitled
"Education and Industry". The general thrust of this
report was to Yencourage wider discussion of the
interaction between education and industry" on the basis
that there was little influence by industry on the

allocaticn of funds for education and that the allocation

(Sh
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is heavily decentralised. The assumption underlying this
concern was that education was not appropriate to the needs
of industry because industry's needs are given a 1low
priority when curricula are being formulated. This is a
deficiency which dates back at least as far as 1970. This
report identified four obstacles to effective change :

i) the examination system dictates the syllabus and the
exams respond to teachers and universities

ii) academic orientation is reinforced by the teaching
profession inhibiting those pPeople with a technical
baciground

iii)the principle &af educational independence means that
control is devolved to LEAS

iv) there is no clear means for industry's requirements to
be communicate i to the education system, cther than by
"market demand', ie. Pupils' aspirations and
perceptions of the labour market.

In relation to post-16 studies the report claimed that up
until 1982 central government initiatives had failed to
integrate school, work and training on a level comparable
to the system in the FRG. This debate has intensified
during this present decade almost in proportion to the
rapid increase in MSC spending and the parallel increase in
the mutual dependence between MSC and LEAs. An additional
and critical development, however, with the introduction of
the Youth Training Scheme, was the involvement, and
competion with, the private sector (industry and trainers).
The scale of development of youth training also accentuated

J1i
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the implication for industrial relations in FE.

While discussion on the relevance of MSC initiatives has
developed within FE it is interesting to note that a
“pedagogic' argqument was being used to question MSC
intervention in FE. However, the evidence of DES
discussions and FE activity and concern with vocational
training, traditionally in day release terms, suggests tnat
the argument is about territorial contrnl rather than the
purpose of that control. The concern reached such levels
in the profession that a British Educational Management and
Administration Society (BEMAS) conference of 1983 was given
the title "Education Fights Back'.

THE DES RESPONSE

The options open to the DES were somewhat restricted. The
activities of the MSC had already posed a considerable
challenge to the Education sector. The DES was being
pulled, whether it liked it or not, into the political
question of being seen to meet "industry's needs", whilst
at the same time increasing the "employability" of young
people.

At the same time, the economic crisis was having an effect
on the overall resources available for expenditure in both
the MSC's and the DES' policy fields. Although finance
"clawed back" from the EC helped with the MSC's need to
expand, the DES found itself limiting and then cutting
expenditure. The falling school rolls provided a
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convenient excuse to lower expenditure in the schools
sector, although the provision had never been adequate.
The DES operates these cuts by advising the Department of
the Environment to 1lower Support grants tc the LEAs.
However, it was not long before the resources which the DES

still had were looked to as a source for the continuation
of labour market led policy.

The first signs of this were expressed in 1980 when the DES
offered a dispensation which enabled unemployed young
reople to attend school basged as well as college based
courses on a part-time basis fbr up to 21 hours a week.
Further developments were limited as a result of the MsC's
increasing involvement in post 16 vocational education and
“hen in 14-18 school provision with the introduction of the
Technical and Vocational Education Initiative, first
pPiloted in the summer of 1983. This was a scheme aimed at
filling a gap in school provision for 14-18 year olds. It
was claimed that schools had been failing large sections of
pupils who did not choose academic courses and did not pay
sufficieat attention to developing technical skills.
Educationalists saw this scheme as indicating that the pre-
vocational developments for post-16 students were
“backwashing' in pre-16 ... a threat to the ideals of
liberal education.

The DES believed that curriculum control for the 16-19
sector would be the main “lever' for change. The aim, and
& great deal of activity and time, was to formulate and
introduce a vocat®-~nal curriculum at 17. Both the School

9J
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and FE Divisions of DES agreed that the curriculum should
have a realistic vocational focus in which the needs of
employers should acquire priority; but the employers
should not have direct control over design and assessment.
Although a consultative paper stating the Government's
preference was published in Qctober 1980 this was
challenged resulting in further concession and a final
announcement in May 1982 accommodating both Schools and FE
interests. Conflict, however, continued and the FE sector
reasserted its interests supported by vocationally
oriented Validating Bodies.

Significantly there was no dis.greement within DES on the
presuppositions underlying the debate, namely

a) that the curriculum must be vocational

b) that in an economic recession resources for education
would be reduced thereby reorganising and rationalising
provision. Also that this would have educational and
financial advantages, while restricting educational
opportunity, ie, "the aspirations of young pecople must
be realistic and rationalised from now on."

c) this rationalisation would stratify and steer studen*s
in to particular vocational routes according to ability,
attainment, aptitude and maturity, bearing in mind "the
need to promote even handedness of treatment and parity
of esteem within 16-19 education'.

As Ranson rightly concluded, this amounts to "a more overt
stratification of young people than we have previously

at
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witnessed".(2) The justification for this stratification;
academic, technical and modern (“low ach esvers') is to meet
the needs of the economy.

Equally significant was the DES's developing

interventionist role which was further facilitated by the
two Education Acts, 1980 and 1981, which offered the DES

additional legislative ammunition with which to control
local education authorities relating to institutional
capacity and its reorganisation. These instrumeni: are
reinforced by a general reduction in public expenditure
and extends DES's control and influence. While this
increasing centralisation is not peculiar to the Education
sector it had been identified by Government's Central
Policy Review Staff in 1980, as a policy successfully
implemented in other European countries. The imperative
then was that education should take account of and meet
the needs of industry, "“within thig country's traditions".

Clearly there is a tension between the traditional
principles underpinning education in the UK, and the
centralisation and central government intervention in order
to meet the needs of industry. However, increasingly
through the.early 1980s Central Government, though still
believing in these principles, has argued that more central
direction, gquidance and reorganisation is needed because of

poor performance by local education authorities, cclleges,
Industry Training Boards, and to some extent employers. 1In

terms of performance the suggestion is that these
institutions and the mechanisms that link them together
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have been unable to adapt or respond sufficiently quickly
to recent dramatic decline in employment and the related
collaps- of youth employment and voluntary training in
industry.

While this argument justifies. intervention it ignores the
reactive nature of central intervention and the long time
delay involved, and also ignores the rapid response that,
of necessity is required at the local level.

2.3.4 THE LOCAL LEVEL IMPACT OF ECONOMIC CHANGE : RATIONALISATION

Even while the Department of Education and Science was
developing a curriculum “lever for change' the forces of
economic change were having a profound influence on the
Further Education function of the Local Educa*ion
Authorities; demographic change (fzlling numbers of school
pupils), public expenditure cuts, MSC initiatives
(providing a rquirement for “formal' off-the-job training),
and increasing unemployment, have provided local education
authorities with an additional and re-defined market seeing
a move away from part-time day release for employed
youngsters to full-time students and MSC “funded' courses
related to vocational training for the unemployed. This
proc..ss of change has also led to a convergence of the
post-compulsory educacion with the compulsory secondary
sector.

The level of rationalisation is indicated by expenditure
reduction and the fall in school rolls. In 1975
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educational spending accounted for 6.25% or the national
product, by 1984/85 public spending on education and
science had fallen to only 5% of the national product, by
1987/88 Government plans snggest that this would be below
4.5%. The 1% drop in the volume of services over the six
years 1978-84 has been compensated by MSC's intervention
which is estimated at between a 2-3% increase 1in

“educational' spending in real terms.

In terms of real numbers it has been noted that, in
response to declining part-time student demand, FE has
managed, within resource constraints, to achieve an 80%
rise in full-time students from 196,000 in 1972 to 355,000
in 1982. FE has also accommodated an increase of 50% of
students on non-advanced full-time vocational courses, from
110,000 in 1978 to 165,000 in 1982.

Another group of growing importance is the unemployed
student who registers as available for employment and
attends a course for up to 21 hours a week. This
opportunity has created a great deal of discussion as to
how the rules are interpreted. For college staff the work
load is accentuated by the need to judge each case and
counsel the student as well as design an appropriately
structured course.

In some areas of England and Wales the restructuring of
primary and secondary inductries has led to the rise of a
large number of redundant workers who are making demands on
colleges. In some cases, for example, steel, the speed of
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response is essential in order that the redundant worker
can benefit from grants from the EEC which entitle the ex-
worker to 90% of their average take home pay during
attendance on a course for up to 52 weeks following their
redundancy. In one case, Sheffield, 550 redundant steel
workers enrolled on full-time courses. Once again catering
for this new client group requires counselling and the
rapid development of courses. Needless to say, such
initiatives are sensitive, as they inevitaly facilitate the
restructuring of an industry by supporting the de-manning
process.

The rationalisation of the education service was and is
clearly a concern of central government. Whilst
negotiations have taken place centrally, at the local level
a response has been required, particularly in the
relationship between the function of the school and the
college of Further Education, with the result that the new
lagislation paralleled trends on the ground. The outcome
has been a convergence between schocl and college based
provision. The distinction between general and vocational
has been undermined. It is also the case the ~21 hour'
students have used both schools and colleges and the
exchange of specialist teaching and facilities has taken
place. Also schools have developed pre-vocational courses.
In institutional terms educational provision has been
rationalised in some areas by reducing the 16-18 provision
in schools in order tc provide tertiary colleges which
provide a range of educational opportunities for all post
16 students.
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Since 1982 the numbers of 16-19 year olds have been in
decline which has threatened FE's role and the status
attached to full-time general education and academic
courses. Increasing unemployment and the increasing role
of the MSC has brought vocational training back onto FE's
agenda since the days of the decline in day release courses
in the period from 1965-74,

CENTRAL AND LOCAL GOVERNMENT : LOCAL PARTNERSHIP,
COLLABORATION OR MUTUAL DEPENDENCE?

The paragraphs above have described the adjustments which
the local delivery agencies (CFE's) have had to make in
response to the impact ofthe recession, the intervention of
MSC and competition from pPrivate sector training agencies,
This challenge to the FE/VET sector has also enabled local
agencies to develop a dependence relationship with the MscC.
The MSC also depended upon CFE's to deliver its initiatives
at least in the early stages.

Although the CFEs have responded to the needs of the
situation and the requests of the DES it would appear that
government has not been satisfied with this. In order to
impact on the vocationail dimension of the school
curriculum, the government has channelled its funds for new
schemes via the MSC (see also para 2.3.15). 1In addition,
in 1984 the government proposed moving some of the basic
funding of local authorities from the Department of
Environment to the MSC and allowing the local authorities
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access to these funds only if they submitted local

development plans to the MSC. This idea created enormcus
difficulties. The two associations of of local authorities

refused for a long while to even discuss the administration
necessary. The MSC, for its part, indicated an
unwillingness to do as central government requested and the
then Secretary of State for Employment had to use his legal
powers of direction on the MSC (the only time this has
happened). Eventually a compromise was reached but the
notional independence of the MSC as a corporate “orum was
clearly weakened (see 2.2.2). This latter example is
eiaborated below (2.3.37 - 2.3.39).

This dependence raises Questions of ownership and control
of VET/CET initiatives, funded by central government
departmants and/or industry but relying on 1long
established training institutions, both public and
private, for delivery. In recent years, the Youth
Training Scheme and Non-Advanced Further Education Local
Development Plans (NAFE-LDPs) have advanced and tested
this dependence.

In the case of YTS indications are that LEAs and their
colleges responded effectively to the demands of MSC. A
survey carried out by MSC in October 1983 showed that local
authorities and local education authorities provided 17% of
all mode “A' places, 50% of mode “Bl' and 70% of mode "B2'.
This same survey indicated that Colleges of Further
Education provided 46% of all the off-the-job training

(o)
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supplied under the scheme, accounting for 2,274 mode “aA!
schemes, 563 mode “Bl' schemes and 266 mode “B2' schemes.
As a result of this level of involvement the nature and
content of the YTS was negotiated at local level between
all the social partners. Furthermore it ensured variety,

sometimes perceived as inconsistency or incoherence,
depending on local circumstances.

NAFE LLPS raised rather more contentious issues for since
the development of ¥YTS in 1983 the relationship between
LEAs and the MSC have become even more strained by central
government comments on the quality and relevance of
training in the UK and the responsiveness of the
institutions providing training. 1In many ways this is a
continuation of the debate periodically sparked off over
the last 20 years, but in 1984 there were close links with
the Cabinet Office report of 1980. The first comment is
that contained in “Competence and Competition', 1984,
which, by comparing USA, Japan and West Germany, identified
a clear link between investment in education and training
and competitive success. This assumption is a significant
development on the claim by CPRS in 1980 that

"It is difficult, if not impossible, to prove that
particular features of a country's education and
training system are associated with high or low levels
of productivity."(3)

The 1984 report claimed that these three countries set a
standard against which Britain must be measured, although

bi
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it admits that

".... the correlation between vocational education and
training and economic success has never been measured
... (yet) ... all three countries see education and
work competence as a key to their economic success;
they are devoting effort to it with the will which has
earned them their present position."(4)

The implications of this “challenge to the nation' for LEAs
was that colleges should be more flexible and responsive in
order to meet the needs of industry. 1In the White Paper
"Training for Jobs", 1984, the Government proposed to “claw
back' 25% of LEA's spending allocated to non-advanced
further education (initial training) by 1986-87, making the
MSC accountable for the spending of this money.

The concern of the MSC was to make training "firmly work-
orientated and leading to jobs". The Chairman of the MSC
explained that the MSC were "the only body who could
achieve change rapidly and had the power to achieve it'".
This initiative was a direct threat to the tradition of
local autonomy in education which the Chairman claimed "has
its drawbacks ... and does not encourage the introduction
of industry and the world of business into the school
system". (5)

The White Paper expressed Government anxieties that "we may
still face shortages of particular skills and deficiencies
in quality". The solution was to offer cost effective
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training determined by employers (who have to satisfy the
needs of the market) rather than by central direction.
While it is employers who must decide the level of
investment in training in terms of deciding the level of
training to be carried out and setting standards and

determining good value it is for central and local
government to ensure vocational education is provided to

improve the transition to work, and for the MSC to assist
the flow of information about skill needs, training and
jobs, especially at local level.

It was envisaged that most of the resources would be spent
within local authority colleges, emphasising newly emerging
skills such as electronics and robotics and to help to
adapt and update skillg. The sharing of responsibility was
to be negotiated with the local authorities. However these
proposals brought a fierce response from local authorities
who claimed an erosion of local autonomy and a disregard
for the responsiveness of colleges and their close contact
with industry. As a result both Labour and Conservative
controlled local education authorities through their
national associations refused to cooperate with the MSC
throughout 1984, The MSC expressed its reluctance to
proceed without cooperation and was formally directed to
undertake the work by the Secretary of state for Employment
- making a unique use of legal powers.

While posturing is important, in Practice dialogue took
Place at both national and local level between local
education authoritIes and the MSC. With Central Government
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able to control a significant proportion of “local!
expenditure and loccal education authorities controlling the
delivery mechanisms (colleges and lecturers) there followed
a period of negotiation. These negotiations separated
financial control from the formulation of Local Development
Plans for education provision. This development of a
partnership arrangement conforms to trends in central-local
relations in recent years, with a planning mechanism being
primarily used by Central Government to assert financial
control.

The requirements of the planning procedure for LEAs to
consult with industrial and trade unions interests during
formulation suggests a concern by MSC to meet the needs of
local industry. 1In practice, given the haste with which
the plans had to be drawn up and the guarantee that MSC
would not withhold any resources during the first year, the
consultation processes conformed to traditional “local’
practice. There is little evidence that new procedures or
mechanisms for local “dialogue' were introduced and the
fact that none of the 105 plans were rejected by MSC
suggests that this was not a significant priority.

COST CONTROL

More recent developments also suggest that MSC's concern is
for increasing control or influence of local resource
allocation mechanisms rather than a concern with
responsiveness or quality, both of which are suitably wvague

notions. "Responsiveness and Responsibility"(6), a
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document containing case studies presented by the local
authority associations to MsC during the discussions
surrounding local development Plans, present a number of
case studies displaying the responsiveness of local FE
colleges. However, the Government and MSC continue to

express their anxieties. The recent Government Document on
the relationship between education and industry, "Education

and Training for Young People", produced in 1985 jointly by
the Secretaries of State for Education & Science,
Employment and Trade & Industry, offers an insight into the
concerns of Central Government with regard to training,
employment and unemployment.

Once again the Government takes the opportunity to compare
the UK with other European countries and notes that

"In virtually all our competitor countries young people
are treated as learners until the age of 18."(7)

The report follows this statement by making a strong link
between training initiatives and the reduction of the
unemployment figures, rather than the creation of “real' jobs

"Compared with our competitors, the UK is spending a
relatively large sum of public money in an attempt to
deal with youth unemployment, a problem many of our
competitors do not have because of their better
developed edcation and training provision."(8)

However both statements make reference to the relative high
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cost in the UK to Government of adult status, rather than
trainee status, and the relatively low proportion of
investment by employers/industry in training and the
consequent high cost to Government.

CONCLUSION

This sub-section has concentrated on the impact of
Government and MSC activities and policies on the
Department of Education and Science and Local Education
Authorities and their colleges. Criticism of vocational
education was expressed by Government, Industry and from
within the DES. The curriculum was criticised for lacking
appropriate vocational content and LEAs and their colleges
were criticised for being unable to respond to the changing
demands of industry. These specific criticisws of LEAs
were part of a wider concern by Central Government of local
authority spending levels and the beginning of a trend
towards greater centralisation of financial control.

in this context the MSC was a central agency for
intervention in the activities of LEA's which had a
significant impact if only because of the resources at its
disposal. MSC was able to direct change by offering LEAs
and colleges specific grants to introduce vocational
education programmes; for example TVEI for 14-18 year olds
and YTS. While MSC's intervention was based on a criticism
of LEAs there is ample evidence that these were adapting to
economic and demographic change and industrial
restructuring. A process of rationalisation of provision
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had been taking place for a number of Years, and many
examples were available of how LEAs and colleges had
adapted to changing clients. Unemployment and MSC had
brough+ vocational training and education back onto the
agenda but resource management indicated a desire by
Government for ‘more policies for less money'.

In addition to MSC's control of a significant proportion of
financial resources new mechanisms were also introduced on
the basis that MSC should control the allocation of
resources and that employers should determine those courses
the resources should fund. For example, with the Youth
Training Scheme the preference was for private sector
Managing Agents with vocational education bought from
colleges. A more contentious example for Local Education
Authorities was the Non-Advanced Further Education Local
Development Plans which MSC was directed by the Government
to introduce without the cooperation of the Local Educaticn
Authorities national associations. LEAs, under this
programme, had tc support a request for MSC controlled
resources with a development Plan of courses. This plan
had to contain evidence of consultation with employers, the
status given to consultation with trade unions, by
comparison, was very low.

These developments suggest that MSC is unclear about
training priorities and quality. This is evident from the
acceptance of the content of all NAFELDP's in the first
yYear, and the low priority given to the monitoring of
training in YTS. This suggests that employer involvement
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is assumed to result in the most appropriate training
provision. More significantly these trends reflect the
high priority Government gives to controlling the level of
public expenditure. The impact of these developments is
that the priority of and resources for non-
vocational/employer related training is in decline.
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INDUSTRY

2.4.1 INTRODUCTION

2.4.2

This sub-section will consicler the role of industry in the
national response to rididities in the labour market (eg.
skill shortages). It is the “process' or “game' of
negotiation of this role which has been exXpressed in the
debate about the role of Industry Training Boards (ITBs) in
the UK since 1964. The “rules of the game' are derived
from the mutual dependence between the two partners and
concerns the extent to which the Government can take
independent action without the criticism that the public
sector is unaware of industry's needs.

STATUTORY CONTRUL OF TRAINING

All ITBs were established with governing councils of
employers, trade unionists and educational representatives.

‘Furthermore, since 1964 the UK economy has moved from high

productivity and high employment to a high productivity/low
employment'economy and, as we have shown above, the
development of an “active manpowei policy' has facilitated
this trend. Until the late 1970s there had been a
consistent dilution of the degree of intervention of ITB's
into company training activity to the extent that the levy
grant system of 1964 was revised in 1974 to accommodate
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exemptions in cases were companies provided sufficient
training for their own needs. This amendment was made even
though it was impossible to demonstrate that the supply of
trained manpower had increased. One ITB, Construction,
successfully argued that the levy-grant system should be
maintained because of the special chairacteristics of this
sector, and a workforce primarily with sub-contractors
rather than main contractors. In addition exemp*ion was
seen as more bureaucratic and the 1974 revision was seen by
some as the beginning of greater dependence on Government
funds and thercfore great:r interference. All ITP- in 1974
had their administrative costs met by the MSC (ie.
Government) rather than the industry.

As the 1970s progressed and the economic recession
deepened, industry changed its labour market strategies,
laying off labour, drastically reducing the recruitment of
young people and savagely cutting back on training
provision. This raised fierce conflict between employers
and many of the Industry Training Boards. At the same
time the MSC bureaucracy was increasing as was the MSC's
investment in special training for special needs groups
(ie. the unemployed). 1In addition, the MSC saw its very
existence, and its funding of the ITBs, as being to promote
and control training. Some ITB members felt that
insufficient attention was being given to industry's
training needs. ITBs had to adapt to a different set of
funding rules for each new MSC funded programme. 3y 1979
Government investment to ITBs was reduced; in the case of
the CITB, by 30% in operating expenditure, 13% for the



66

industry's training. At the same time as the reduction in

support for ITBs the MSC's own Training Services Division
funding was reduced.

By 1980, as a result of lobbying from employers for whom
training was no longer an expenditure to be supported, MSC
had set up a review of the Employment and Training Act of
1973. The CITB recommended that there should be central
funding for basic training and complementary further
education for the 16-18 age group and also that the MSC
should no longer exercise responsibility for training for
employment in industry. By September 1981, when the future
of most of the ITBs was in doubt although no decision had
been made, the review report provided for the transfer of
operating costs back to the industry as from April 1982.
In most cases this decision meant the ITBs were to be
expected to levy (tax) employers, who since 1974 had been
exempt from tax, in order to generate sufficient income.
In this way industry could have more control over training
but would be more dependent on its own resources.
Consequently responsibility remained with cost-conscious
employers anxious to further reduce training ecxpenditure.

What has been seen as an attack on ITBs is seen as a result

a) of the hostility of the small-firm lobby to interference
(which also influenced events in 1973)

b) an argument presented by the Cabinet Office in 1980 that
ége concept of skill and apprenticeships has more to do

with trade union restrictive practices than the needs of
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modern industry. Consequently the Government did not
wish to support traditional structures

c) the Government desire to construct a training scheme for
young people in line with the EC which could utilise
Social Fund resources

d) the Government's concern to reduce the "training
bureaucracy"

The outcome of this challenge to ITBs was expressed late in
1981 when the Government announced that only seven would be
retained and the remaining sectors would be provided for by
new voluntary training associations. On the remaining ITB,
the employers representatives have the right of veto on the
size of the levy imposed by the Board. This decision by
Government was followed a Year later by the New Training
Initiative, whereby the Youth Training Scheme funds became
the only source of funds to industry from Sovernment for
vocational training for those in their first year of
employment, and the Acdult Training Strategy provided
specific grants.

The impact of this change is likely to be the continuing
decline in the amount of training covered by ITBs. The
Engineering ITB, for example, points to a drop in
apprenticeships in that industry alone to 7,000 in 1983,
from 20,000 in 1979. This is a figure well below that
required to secure long term future skills. There is also
a shortfall of 5,000 industrial placements per year for
graduates. There is no sign of any change in this downward
trend. 1In 1984, members of the EITB in engineering and
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electronics firms had reached the stage of calling for
their own Board to be abolished, also the 4eneral
membership was pushing for a reduction in the eighteen
million pounds levy. The Engineering Employers Federation,
representing 5,000 firms called for a 30-40% cut in levy
and EITR operations.

The likelihood is that this will rein orce the criticisms
that the Cabinet Office made about ITBs. Adult training
and retraining, they felt, is restricted and training is
also very specific «nd confined to a narrow range of
occupations. For a Gevernment concerned to develop a more
responsive training system and an adaptable work force, the
experience of the ITBs appears to be irrelevant.

The indications from these developments is that Government
investment in training at sector level will be carried out
according to specific requirements of the sec>tor, the
locality and the firm. This can be viewed as a more cost-
effective, less bureaucratic approach. However, it does
not necessarily result in less intervention by Government,
nor does it necessarily result in a reduction, by
proportion, in Government support for sectoral training.
It is clear that responsibility for training is more
clearly allocated with the remaining ITBs responsible for
financing their own administration costs and managing the
levy according to the Boards' changing priorities. This
increased autonomy implies a greater faith in the ability
of sectors to determine and respond to their training

needs. However, the non-statutory *raining organisations

»
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(NSTOs) and the trend towards a greater reliance on
employers to administer and deliver training schemes such
as YTS does not assure either quality or quantity.

THE NON-STATUTORY INDUSTRIAL TRAINING ORGANISATIONS

The new arrangement for non-statutory (voluntary)
industrial training organisations assumes that
collaboration with the MSC will be negotiated on the basis
that there is a common desire to achieve the three
objectives of the New Training Initiative.

"Industry bodies will also have an important role in
encouraging the modernisation and revision through the
appropriate negotiating machinery." (1)

Since this statement, MSC staff have been involved in
discussions with almost one hundred non-statutory training
organisations in order to formulate collaborative
mechanisms, towards revising and medernising occupational
training (Objective 1 of NTI). The progress report on
ttuse discussions published in July 1984 noted that there
had been important agreements in engineering, electical
contracting and printing, "reflecting the good will and
commitment from employers and trade unions". There was a
clear recognition that the MSC can help others toc make
progress and that the responsibility ftor action was the
responsibility of a range of interested parties. On this
basis the MSC made it clear that training ar-angements
would develop from its own programmes as e:ipresseu iocally,

~3
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and would vary according to the nature of the sector.

A more recent investigation of NSTOs indicates that many
are based on employer organisations or trade associations,
some with trade union involvement, others specifically
excluding trade unions.(2) They are funded by members
firms and their major role is to disburse MSC funds and
inform their members of MSC training resources. There 1is,
however, no guarantee of activity. This variety is partly
the outcome of the failure o0f Government to set high
standards for these new organisations. It is also claimed
that these standards were not sufficiently well monitored.

A recent position statement from the MSC in July 1986
expressed continuing concern about the quality of
involvement by NSTOs and put forward a checklist of
desirable characteristics which NSTOs ought to aim to
fulfill, which included taking into account trade union
views.(3) Where employers in a sector are actively
training then the NSTO is expected to provide a strategic
overview, where there is little training the NSTO stance is
expected to be more proactive. The MSC statement concludes
by explaining that once an NSTO commands credibility in the
eyes of its sector, Government and MSC then the monitoring
of the use of public funds can be reduced to an “efficient'
minimum because the status of the organisation ensures
*value for money' and an influence on the training
activities of the sector. This is a promise of reduced
“interference' by the MSC once the NSTO can be seen to be
succeeding in its role.
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In summary we must emphasise the quite deliberate policy of
the government to reduce the number of formal arenas in
which trade unionists are in decision taking positions.
The establishment of NSTOs and the reduction of ITBs is
part of this policy.

MANAGING AGENTS FOR MSC SCHEMES

The collapse of apprenticeship training, the undermining of
the ITBs, the rise in youth unemployment and the commitment
to train and/or find temporary jobs for an increasing
number of young people, whilst cutting back on the staff in
the Manpower Services Commission and holding policy
resources at a level disproportionate to the growing scale
of the problem, all led to new ways of delivering labour
market policy.

The Youth Training Scheme developed the idea of the
Managing Agency (or Agent) who would manage and deliver the
training and/or temporary jobs to ysung people at local
level. 1In the case of the YTS Mode A the Managing Agency
was to be an employer in the private or public sectors, who
would group together a series of other employers to help
him or her in providing training. In return he or she
would receive a payment from the MSC to cover
administration costs.

In effect, these new organisations became "mini quangos" at
local level, being heavily influenced by the MSC monies

7Y
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which they received. The Managing Agency (MA) is still
being evolved. The new two year YTS will reduce the number
of MAs, cutting out those whose training quality is not
considered to be good enough.

As YTS has developed there are claims that when employers
are Managing Agents then the training is too skill specific
which contradicts the aim of YTS to provide a broad range
of skills. Also at the 1local level, concerns are
expressed, both by the private sector employers and by
college staff, about the quality control expertise held by
MSC staff. On this issue, the low allowances provided by
the MSC to trainees may have attracted employers to take on
a managing role enabling them to have some influence on the
vocational content, especially as managers of schemes have
the freedom to buy “"training from within the public or

private sector or from within their own resources'.

Managing Agents have provided a new complexity at local
level. They are answerable to Area Manpower Boards, but in
practice there are so many of them that their discretion
has been considerable in areas other than finance. This
complexity is liable to increase with the recent
introduction of private sector Managing Agents for the
Community Programme for the long-term unemployed and also
for a part of the Adult Training Programme for people
unemployed for six months.

The addition of Local Collaborative Projects and Local

Development Programmes for WNon-Advanced Further Education
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has further increased the complexity. The MSC has recently
addressed this by establishing a field delivery command
structure to develop greater professionalism in the
relationship between Area Offices of the MSC and Managing
Agencies.

In addition to the adoption of Managing Agents as a
delivery mechanism, the MSC has attempted to iucrease the
influence of industry on 1local training provision through
Local Collaborative Projects, and by requiring that local
education authorities consult employers in formulating
their plans for non-advanced further education. This trend
has recently been taken one stage further with the MSC's
proposal to set up Local Employer Network projects.
Consciously basing this model on what they see as practice
in the Federal Republic of Germany, the intention is vo
develop local employer networks based upon local Chambers
of Commerce, in association with the Confederation of
British Industry. The purpose is to provide training
agencies with information and also to develop the role of
Chambers of Commerce in providing and organising training
relevant to local needs.

SUMMARISING REMARKS

Previous sections have described the national debate which
has criticised the role and activity of the public sector
education provision for vocational anc continuing
education. Whilst the structures for sectoral provision
have also been criticised by Government and some employers,



74

it is also the case that employers have been criticised for

failing to invest in human resources.

The Government's rhetoric that improved training and
education will result in improved industrial
competitiveness and therefore the creation of jobs is a
logic which industry has offered support to. However, this
support is often translated into claims that Government is
responsible for solving unemployment while industry is
involved in wealth creation, competitiveness and increasing
productivity. To the extent that education and training
will facilitate these primary objectives of industry it is
supported. However, the “leap of faith' that education and
training necessarily translate into jobs, extra rather than
new, is something that indstry has, wisely, avoided.

A recent Government report “Competence and Competition'
(1984), after comparing training and educacion in USA, West
Germany and Japan with the UK concluded that

"British companies do not act on the USA model and
themselves set up the facilities they need, but expect
someone else to do it. Nor do they come to a long-term
arrangement like West Germany and Japan. UK employers,
individually or collectively, rarely assess what they
ought to spend." (4)

The recommendation was that employers should either develop

a capacity to negotiate with public sector to get the sort
of training it wants or provide it themselves. The concern

8U
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here was that while employers have been quick to identify
skill shortages these claims have not been presented in a
way to which the public sector education and training
providers can respond.

The purpose of “Competence and Competition' was an attempt
to draw education and training interests together and to
generate commitment from all the social partners to develop
a new long term approach to training.

This “agenda setting" exercise continued in “A Challenge to
Complacency' in 1985 which described the results of the 2.6
million pound Adult Training Campaign as “invisible!,
indicating the minimal interest or concern of employers in

training issues.

The criticism emanating from these reports were, of
necessity, fairly sweeping. However, it has to be
recognised that many employers do invest a great deal in
in-house training, and the MsC themselves have presented
examples of the benefits of investing in training as part
of the Adult Training Campaign. The overall indicators,
however, are not impressive with a survey of 500 firms
indicating that only 0.15 per cent of turnover was invested
in training. The issue then becomes, firstly, a question
of the acceptable ratio of public and private sector
investment and, secondly, a concern with the limited
appreciation within British management of the “value' of
training and the availability of resources.

- 8i
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With regard to the last point, the failure to invest in
human resurces is a more recent criticism of UK
management.(5) Once again international comparisons,
particularly with West Germany, indicate that a
preoccupation with “professionalism' amongst managers in
the UK detracts from production and line management, which
contrasts with the West German tradition of managerial
competence aroundad upon qualifications in engineering or
chemistry. It is argqued that the professional traditions
in the UK giv:- , roduction a low status and has
ramifications for irvestment and, implicitly, training
policy. (%)
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2.5

2.5.1

TRADE UNIONS

<NTRODUCTION

This section deals with the context in which the national
trade union bodv, the Trades Union Congress (TUC) acts and
the role it adopts. As tie subject of this report is the
dia ue between the social partners it is appropriate that
this section should consider the commitment to collective
baryaining in the UK and attempt to explain what factors
have determined the level at which it takes place. This,
then, explains the limits on the role of the TCC. To meet
this objective this section commences with the Vredeling
proposal and the expectation of a recent European
Parliament “motion of resolution' ‘set against' the recent
tensions between Government and unions. This is followed
by an analysis of collective bargaining which indicates
that management has a great deal of influence on the level

and extent of bargaining. This leads to an emphasis on
local 1level bargaining which Government policy reinforces.
This situation then explains the limits to the TUC response
to vocational training which is presented as the management
of an ambivalent position whilst ensuring the maintenance
of its own presence in the rational level dialogue.

The recent negative response to the Vredeling proposal,
which aimed to ensure that employees in multi-national
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companies are kept informed of company intentions, reflects
the deep commitment of trade unions to collective
bargaining. The European Parliaments Social Affairs
Committee broadly approved this proposal but it was heavily
amended in Parliamentary Committee, reflecting the
divergence of views between management and trade unions.

In Britain the CBI expressed strong reservations with the
proposal, while che TUC supported the principle but could
not favour a system which would interfere with collective
bargaining.

A recent “motion of resolution' by Mr. Raggio emphasised
the significance of the principl: of collective bargaining
throughout Europe when he described it as

"The most valid normal method of managing the labour
market and trade ' .ions rights and freedoms" (1)

The motion then proposed that both coilective bargalnlnq
and legislation are needed in order to marage the labour
market and to provide a system of social guarantees to
impsove the situation of workers. rather than leaving it to
chance.

While directives may have limited impact and national
representatives of social partners may both reject national
agreemnents and be unable to ‘carry! their members, the call
for action by national governments to . rilitate continuous
dialogue would appear to be "swimming againcst the tide' of
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opinion and practice in the UK.

In March 1984 the TUC representatives withdrew from the
National Economic Development Council (a tripartite
organisation) over the banninc of trade unions at the
Government's Communications Headquarters. In May the
Director General of NEDC appealed to the trade unions to
return “o the discussions on how to create jobs, and
claimed

“~+ ghould be possible in a mature industrial society
su:h as ours for representatives of Government,
employers and workers to examine and argue through the
questions at issue".(2)

More recently, in September 1986, the TUC accused the
Government of attempting to reduce the rol. of trade unions
in public policy-making bodies, claiming that the
Government had failed to honour pledges that it would
observe long-established procedures on TUC representation.
These complaints began in 1985 when the Government rejected
the TUC nomination for the Port of London Authority. In
1986 the TUC was excluded from two public bodies concerned
with research, development and innovation.

While the TUC-Government relations have been tense, the TUC
and CBI agreed early in 1986 to hold bilateral talks on the
need for greater flexibility in the labour market. The CBI
invited the TUC to talk on the basis that it was necessary
to create an atmosphere of greater understanding of the
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issues so that there could be negotiation. The CBI
consider that there is more scope for flexibility which
would increase competitiveness while the TUC hoped that
more jobs could be created.

COLLECTIVE BARGAINING - INTERNAL INFLUENCES

The difficulty of achieving dialogque and 2greem:nt at the
national level may appear significant, the reality is that
the local level is more significant faor collective
bargaining purposes. Aas a comparative project has
indicated, in the UK the predominant level of bargaining is
at plant level, with some bargaining at company level.(3)
Legal intervention in the UK is restricted to speéific
areas, such as health and safety, and does not invade the
bargaining arera, hence collective bargains are not
enforceable by law and the negotiations are voluntary and
their enforcement relies upon the goocdwill and
responsibility of the actors concerned.

To this. general review can be added a more detailed account
provided in 1983 by ACAS (Advisory Conciliation and
Arbitraticn S2rvice).(4) ACAS is an agency, funded by the
Department of Employment, to which employers and trade
unions may jointly appear to assist in resolving disputes.
Its secretariat also provides research and issues general
guidelines on good industrial relations practice.

The ACAS paper indicates the complexity of bPargaining
arrangements and the difficulty of identifying the main
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determinants of the extent and level of bargaining.” When
looking only at pay bargaining ACAS appears to be failrly
confident on its remarks, when considering othe. factors,
such as work conditions, then thert¢ appears to be more
variety.

The paper suggests tha: in times of recession muliti-
employer bargaining generally appears tc inCrease which
encouvrages bargaining at the industry levei. At the time
of writing the autlors were hesitant to draw any
conclusions akwut the present recession parvticularly as
inertia can account frz a 4delay in adjusting bargaining
structures. However, the authors recagnised that companies
conduct a series of bargairing «xercises at different
levels 80 a multi-employer agreement may do no more than
establisl a framework within which different subjects ara
discussed st dirferent levels. Furthermoxe, bargaining at.
one la&vel may be formal and in writing while at another it
can be infurmal, based on custom. The report comaeits

"the practice in British industry is nuch less tidy than
the cateyorisations used in this paper"

For purposes of analysis one can argque that, when
coasidering pay aegotiations, multi-employex bargaining
takes place 2t industry level ané single-emplceyer
bargaining can be conducted at the level of subsidiary or
even plant level. The impurtance of hargaining lavel, it
is argued, is that it affects the process and outcome of
barg:ining and z=xplains the patterns of trade union
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behaviour, although it has also been argued that structures
are the outcome of negctiation.

In 1968 the Royal Commission on VTrade Unions and Emplovers
Associations considered that changes in bargaining from
workshop to plant and company level were fundamental to the
sclution of industrial relations problems such as
urnofficial strikes and uncontrolled increase of earnings.
There is evidence that since the 1960s there has been some
centralisation of bargaining frorn workshop to plant level
and a growth in importance of single-emnployer bargaining at
plant or company level :u response to a number of
difficvlties.

a) the agreement made at one level may be ambiguous at
another level

b) bargaining at an inappropriate level simply gives rise
to add/tional levels of bargaini: -

¢) easuring that agreement is reached at that level where
those agreeing are able to deliver

d} the bargaining level may have to changu in the light of
exturnal pressures

Clearly, arriving at the wost appropriate bargaining
structure 1s extiewnely difficult because of the
multiplicity of influences exiernal and internal. ACAS
attempted tc identify these influernces and gave particular
attention to the relative influence of management and
wnions. 1In doing so it was recognised that implicit in any
study of bargeiving structures is a debate concexrning
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whether it is employers or unions that exert the dominant
influence, and that in most British literature the
assumption was that management did. The influences were
categorised as

a)

b)

c)

d)

technical, eg. type of technology

market influences, eg. product and labour market
representational influences, eq. quality of personnel
management.,, link between company and employer
associations on management, and number of unions, full-

time officials and union organisations in the workforce

legal framework and Government influence

Once again simplification for the purposes of analysis
hides complexity for

"Once a bargaining level is established the influences,
particularly representational factors, interact with the
structure making it unclear whether particular
influences determine the structure or whether structure
determines the influences.™

ACAS put forward the view that while variations in

structure explain patterns of union government and aspects
of union behaviour, management decisions are the
predominant influence in shaping the structure itself. The
report develops this point further by identifying factors

a0



85

which induce decentralised bargaining. For management :

- the extent of decentralisation of other functions, egq.
financial control, which reflects tihe management
philosophy

- the management decision-making process

- Pposition and status of the personnel function, eg. if
this has 1little influence and there is little
communication between plants, this will favour plant
level barganing

For the unions, their structure has a complex influence on
the bargaining structure, while it has been argued that if
power is decentralised in the unior then this favours
decentralised bargaining. Others arque that the source of
the power is critical and therefore the primary influence
on uniocn government is the level of bargaining, "power in a
union's system of government reflecting the level at which
bargaining takes place".

The implication is that if the ranagement decisions shape
the bargaining structure then the unions react. If
bargaining is centralised at company level then unions will
need to deéelop a central organisation. This means that
the unions have to manage disagreements between “hem, ie.
overcome problems of coordination. " ‘are bargaining is
decentralised then some form of orqg ' .sation has tn be
developed to exchange informat >n woetween rlants. A
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further implication is that bargaining structures may be
arranged so that they reflect the relative importance of
issues. For example, pay bargaining may have well
developed structures while other issues may have a
structure which reflects the marginal nature of the issue
or, alternatively, structures may be under-developed or
non-existent in order to maintain their marginality. 1In
such circumstances bargaining about structures may reflect
an increasing concern about the st=+us of a problem, while
informal arrangements can reflec + .er a low level of
concern, a defining strategy or a recog..ition that formal
structures are unwieldy and unresponsive. Getting issues
or problems “on the agenda', then, becomes an important
part of the solution. The evidence is that attempts by
trade unions to influence technical change, for example, is
the exception rather than the rule and mostly the result of
an “uphill struggle' by representatives.(5)

COLLECTIVE BARGAINING - EXTERNAL INFLUENCES
The ACAS report claims that.

"The most notable external influence is Government
encouragement of productivity bargaining (which
encourages plant level bargaining)"

The “position' of the present British Government has been
clearly indicated in a document “Employment - The Challenge
for the Nation' (1985). This document says that Britain is
now paving the prince, in high unemployment, because over
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many years the country has adapted too little and too
slowly. The weak link in the economy is seen to be the job
market. The main Inhibiter of change, the Government
claims, is the trade union.

"workers ... have felt they could escape the discomfcst
of new ways of working and hold economic reality at bay.
Companies were burdened by overmanning and outdated
methods." (6)

This statement reinforces the myth of the intransigence of
unions which research consistently rejects. The
Government's view of management is less critical. While
stating that managers have not always acted professionally
and have failed to respond and react to the "realities of
competition" the Guvernent recognises that business has
been impeded by too much regulation and intervention and
too little stability of policy. This, it is argued,
distorts business decision making an inhibits the urowth of
new enterprises. Examples of ‘good practice' and the
achievement of high productivity are presented in the form
of British Steel, British Leyland and British Airways, all
of whom have achieved Productivity at the expente of a
massive reduction in workforce. The document claims thac
comparisons can be found by increased employmen* in the
hotel and catering sectors.

The Government claims that a reversal of th.. existing

situation (a reduction in unemploynent) is not impossible
but that the main responsibility lias with employers and
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workers

"employers and workers must strike their own bargains
for their own circumstances"

The Government calls for a slower growth of real earnings
in the interests of impr«ved competitiveness and lower
unemployment. The role of Government, however, is said to
be limited as it cannot create jobs. Encouraging training,
maintaining a dependable economic financial and industrial
climate to encourage enterprise, de-regulating business,
and poviding help for those worst hit (young and long-term
unemployed) are cited as the main activities of Government,
which it recognises as "crucial" but "inescapably limited".

This “facilitative' role by Government indicates that the
“onus' for change is being put on management and trade
unions. The concern of the Trade Union Congress and
individual unions for training issues has to be considered
in this light. '

THE TRADE UNION CONGRESS : RESPONSIBILITIES AND CONCERNS

The three case studies provided below give an account of
specific sectoral (branch) issues which individual trade
unions and the TUC are concerned with. This section will
provide a more general picture of the concerns of the TUC,
particularly its role and responsibilities as a national
body and its dependence on structures for national level
dialogue.

94




s

89

The position of the national TUC, to which individual
unions affiliate, is that any digcussions at national level
should not preclude or restrict bargaining at the “local!
level, where the decisions are taken, and to ensure that
unions are allowed to intervene at this level (factory or
plant). As this is the important level the amount of
activity at national level with which the TUC has to deal
is not substantial. While the workload may not be
substantial the TUC continues to Play a role within the
nationai. policy community. This role is constrained;
however, by the availability of resources and the nature of
the links between the TUC and individual unions.
Financially the contribution from individual trade union
members is declining in real value and in total with the
decline in union memkership Consequently the TUC is
concerned to develop its image and raise its c¢redibility in
order to attract members. The TUC's ability to improve its
service to its members is, of course, conditional upon
maintaining an involvement in the national policy dialoque
as & basis influencing policy and gathering infgrmation to
disseminate to members.

The extent to which the TUC represents the trade union
voice should not be over-estimated. A number of unions are
not affiliated to the TUC, it has a loose confederal
structure, and it has few sanctions over its membership.
One observer has commented that

"The TUC has constantly been unequal to the collectivist
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rzlationship it encouraged."“(7)

As a result of this loose structure it is argued that in
order to maintain a semblance of unity the TUC has to
engage in "compronise and fudge".

This relationship accentuates the importance to the TUC of
responding to changes in work practices. Both the TUC and
individual unions are becoming aware that they have to
become morue responsive and take initiatives in order to
maint. in their legitimacy. With increasing unemployment in
rocent years and new working practices being adopted in new
plants set up on 'green field" gsites fundamental clianges
are taking place. There is a move towards "employer-
employee! participation and a significant increase in part-
time workers, developments which threaten the traditional
central position of unions in relation to discussions about
work practices and organisation. In addition, the level of
unemployment and the marginalisation of sections of the
workforce are an increasing concern for the TUC.

The concern of the TUC in recent years has been to respond
*o these changes by attracting new members a-d by
respondirg to the concerns of existing members. This
response can be described as encouraging the involvement of
the membership, coordinating the activities of trade union
representatives and legitimising the role of the TUC in the
national policy arena. In order to achieve this the TUC is
attempting to improve its "information and instruction®
activities, and the quality of trade union reprasentatives.
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The TUC distributes both its own and MSC information and
policy material to the offices of affiliated unions. Since
March 1986 this activity has been extended beyond the
headguairters to the branch officials which involves over

30,000 copies of the General Bulletin. This has been done
because of the concern about the image and impact of the

TUC and its concern to provide a better service to members
regarding their rights, particularly part-time workers, on
health and safety, conditions of service and trainirng.

Mcore recently a "Training Bulletin" has bLeen produced by
the TUC. This is sent to the General Secretary of each
affiliated trade union, and to trade union representatives
on: MSC's Area Manpower Boards, -ndustry Training Boards
and voluntary organisatio:-.s. 1In addition, bulk orders are
received by trade union officers, research officers,
Regional Councils of the TUC and Trades Councils. This
bulletin provides up-to-date information on policy
developments and offers policy gquidelines to trade union
representatives. This dissemination process is supported
by meetings of the Regional TUC. In some regions meetings
of trade union representatives on Area Manpower Boards meet
monthly, although in other regions the meetings are not so
frequent. In addition, professional staff within the TUC
visit local 1level trade union representatives. This
activity is, however, strictly limited by the small number
of staff within the TUC. Consequently there is no formal
coordination of the Regional TUCs or of trade unjon
representaions on Industry Training Boards by the TUC.
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TUC staff recognise that while structures for dissemination
and discussion exist many are only utilised on an ad hoc
basis, hence the varisty across the regions and localities.
A critical factor, then, is the quality and commitment of
individuals. Clearly time is a limitation for a
significant number of trade unicn representatives at the
local level who are not full-time officials. The TUC has
responded to concerns about quality by extending its own
educational provision for representatives and negotiators.
Part of this provision includes informing representatives
of the educational opportunities available to their
members. However, it should be recognised that
representatives may not be akhle to give this the highest
priority.

While the TUC is concerned to develop links and structures
across its membership it has also expressed concern about
the recent changes in the structures for the formulation
and delivery of vocational training, which include all the
social partners.

The role of the TUC can be seen as being invoived in
dialogue on advisory bodies where its representatives will
attempt to exert some influence and extract concessions.
In one sense the TUC does not "give" anything, however its
very involvement may be critical in legitimising and
endorsing policy. The role of the TUC is to influence
Government, the Confederation of British Industry and the
Labour Party, although success is least likely in the cas2
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of the former. In addition TUC are invited to provide
representatives on a great many bodies. In the case of
the Manpower Services Commission the TUC provides three
commissioners, one from the TUC and two General
Secretaries from affiliated unions. TUC nominees are also

members of the National Economic Development Office and
its committees and working parties. While attendance at

NEDC has been rather turbulent in recent yYyears attendance
at the MSC has continned.

The involvement of the TUC in the MSC activities has no
doubt increased in importance as other structures have been
dismantled, notably some of the ITBs, and as Public
resources fail to keep pace with the scale of the problem.

TUC officers have supportecd the MSC's activities and the
objectives of the "YNew Training Initiative" but have
expressed concern at inadequate public investment in
training and have criticised the Government for ignoring
trade unions and thereby breaking the consensus. The TUC,
particularly during the review of ITBs, were concerned that
trade unions were being omitted from the training debate,
particularly at local level. It was also a TUC officer w.l0
criticised the Government for withdrawing its 50 million
pound support for the ITE: operating costs. On the issue
of youth training the TUC expressed a clear commitment to
protect young peoples interests, and the status and income
of apprentices, who are both trainees and workers, whilst
accepting the need for modernisation of the apprentice
system.

[
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The concern f£for the end to consensus was well founded as
the MSC's report "Framework for the Future", which
advocated retention of all ITBs, was ignored by the
Government who passed legislation enabling the abolition of
any ITB without a recommendation from the MSC.
Furthermore, alternative voluntary arrangements were
developed in consultation with employers only. The TUC's
claim that

"unions will not accept being squeezed out of industrial
training machinery"(8)

is a clear reflertion of a concern for the lack of
institutional arrangements which the TUC feel ignore the
views of both the trade unions and many employers.

The TUC's response to the development and implementation of
the Youth Training Scheme was ambivalent. This was
understandable as, on the one hand, it had a role on the
MSC which formulated the scheme, on the other hand, it had
to recognise the division of opinion over whether trade
unions should co-operate and negotiate over the
introduction of schemes in individual firms, reform them or
refuse to co-operate. The TUC has continued to support YTS
at national level, in spite of the erosion of the valu= of
training allowances to trainees and weakness in monitosring
arrangements, because of the framework of free collective
bargaining. The assumption is that "best" or "good"
practice can be negotiated locally and perhaps adopted

T
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elsewhere. This assumes that local officials are concerned
and motivated. The TUC iave tried to encourage union
involvement in YTS through national and regional
conferences, and by calling for union involvement in MSC
local review teams as a way of improving the monitoring and
coordination of the scheme. The TUC has also urged
Regional Councils to cget up education and training
consultative arrangements as the MSCs own consultative
arrangements at national, regional and local level exist
separately from plant level bargaining.

This separation may be interpreted as functional and
explain the efforts of the TUC to raise the concern for and
interest in training amongst its representatives and
officials in order to overcome the "token" consultative
role offered by MSC arrangements. In the case of Area
Manpower Boards who are responsible for overseeing the
administration of the Youth Training Scheme (and are
composed of employer, trade union and educational
interests) the lack of executive Ssower was criticised by
both trade unions and employers. As a result the trade
union representatives, nominated by the Regional Council
have a limited role. On decisions made by the AMB to
accept or reject a training scheme the representatives have
to choose between reducing opportunities for the unemployed
by a rigorous position on abuses of the scheme or be more
lenient and risk accusations of reducing the quality of the
scheme. This is a reflection of the ambivalence the TUC
faced during the national debate on YTS. Outside this
formal setting there are examples of the local trade union
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officials responding to the TUC calls for greater
involvement in YTS in the workplace and as part of the
local review teams which takes the discussion into the
collective bargaining arena.

CONCL""NING OBSERVATIONS

This section has presented two characteristics of the UK
situation: 1) that collective bargaining is accepted by
all the social partners as the preferred "mode of dialogue"
and that this is a complex arrangement which is difficult
to analvse but which appears to be arranged according to
the interests of employers, 2) that the Trade Union
Congiress has a limited role in influencing the negotiations
at local level and is restricted in its role to
encouraging, advising and informing affiliated trade unions

according to its resources, status and legitimacy.

In recent months the relationship between the TUC,
collective bargaining and the low status of training policy
has been vividly expressed.

Consistent with the TUC's concern to maintain a presence in
the national policy debate, in order to exert an influence
and to utilise the structures available, the General
Secretary of the TUC recently gave a speech reflecting the
'new confidence and realism" among union leaders.

"We in the trade union movement recognise that unless we
respond to these changes (structural shifts in
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employment and technology) the very heart of trade
unionism could begin to decline."(9)

This statement, in reflecting on the experiences of
affiliated unions at the local level, represents the
symbolic and legitimising role of the TUC by acknowledging
the need for change and recognising the prccess of change
at present taking place. However, while calling upon trade
unions to respond to the need for change the General
Secretary is making it quite clear that the trade unions
have little choice but to respond. Clearly, this is a
pragmatic perspective.

The difficulty for trade unions, and the TUC, is that they
are under-resourced, depleted of power and losing status,
therefore the nature of their response to change is
strictly limited. This situation can be accounted for by
the rapid restructuring of industry, particularly in
private sector manufacturing with a decline in union
recognition, membership and the 'closed shop". In
addition rising unemployment has led to de-skilling and,
more significantly, the privileges available to workplace
union representatives are now being re-negotiated and the
Government is proposing to reduce the time-off with pay
allowed to them.(10) These changing circumstances indicate
a fundamental change in work practices and industrial
relations which, according to ACAS, are likely to remain,

for even

"when we come out of the recession, employment will not
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be sufficiently secure to go back to "all out"
procedures" (11)

In re'lation to vocational training such circumstances make
it increasingly difficult to get training onto the agenda,
simply, it has a relatively low priority compared to
security of employment, pay and working conditions. This
is not to say that there is no concern about their low
priority, for example, civil servants and experts feel that
trade unions should play a more proactive role. In som

unions this need is understood and the aim is to develop a
strategy of negotiations which includes the training
implications of changing work practices so that training
has the same status as other "bargaining counters®",
However, this is seen as a relatively long term stratetgy,
ie. persuading members that trzaining issues have a role to
play in achieving secure employment, as it has significant
resource implications for unions in the form of money, time
and technical expertise.

This resource and priority problem for training has been
clearly expressed at the national level. At a recent
“onfederation of British Industry conference the General
Secretary of a trade union supyrorted the drive for
competitiveness and productivity and called for increased
investment by both Government and emplo " ‘rs in education
and training. This replicates the plea often made by the
TUC to Government, and by individual unions to employers
both on ITBs and at the workplace. Furthermore, this
concern for productivity and competitiveness is expressed
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by both the Government and the MSC wnen calling for unions
and employers to adapt and change. The critical issue,
however, is the cost or price of the "drive for
competitiveness". The calls by the trade unions are made
on the assumption that the investment in education and
training to support the restructuring of industry will
improve productivity and thereby increase employment. The
call for change by Governmeat and MSC emphasises the
importance of flexible working practices as a means of
increasing competitiveness. Simply, while the objective of
all the social partners is the same, the means of achieving
it are very different. 1In the case of the call for
investment in education and training by the General
Secretary the CBI replied that it is always prepared to
talk but in exchange for investment the concession required
from the unions would be a move towards flexible working
practices.

The TUC's position on flexible practices is that while
functional flexibility is acceptable, often creating more
satisfactory work, numerical, temporal and financial
flexibility are much less attractive, particularly in a
period of insecure employment, as the cost in some
industries has been its use as a mechanism for
contraction.(12)

While this "dialogue" was taking place more formal and
direct negotiations were taking Place between the
Engineering Employers Federation (EFF) and the
Confederation of Shipbuilding and Engineering Unions (CSEU)
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on a new industrial relations agreement on working hours
and flexibility, and also included bargaining procedures
which would enable one union to have sole bargaining
rights. While this agreement has yet to be accepted by the
one million CSEU members the most powerful union is
claiming that reducing working hours by one-and-a-half
hours per week will, as in the Federal Republic of Germany,
create up to 100,000 jobs. This same union would also be
the mein beneficiary of single-union bargaining at plant
level.

It app'ars, from the information available on this case,
that the short-term concerns of both the major union, to
extend its control at plant level, and of employers, to
ircrease flexibility, took precedence. By putting these
negotiations in the context of the pleas for greater
investment in education and training, and the role of the
TUC, we can draw other conclusions.

Firstly, the major unions in the CSEU is under no
obligation to consider the TUC's "warning" about flexible
practices. Secondly, no doubt, the drive towards
competitiveness and greater productivity and the prospect
of 100,000 new jobs are powerful arguments supporting the
argument for flexible working practices. Thirdly, both the
EEF and CBI adopt the positio~ that flexible practices are
the preferred way of utilising the existing skills of the
workforce compared to significant investment in training.
Finally, the low status attached to training investment by
both employers and unions is leading to bargaining
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structures which suggest that a reversal of this view is
becoming increasingly difficult. As ACAS have explained
plant level bargaining indicates a low commitment to
personnel management and human resource development, and
the move to plant level bargaining, implicit in EEF-CSEU
negotiations, ignores the findings of a recent survey of
176 establishments that company head offices continue to
exert control over industrial relations despite claims of
greater decentralisation to plant level. (13)

The trends expressed in these conclusions indicate that the
influence of the TUC and individual unions is diminishing.
Futhermore, with the emphasis on competitiveness and
productivity unions have little choice but to facilitate
industrial restructuring and justify their actions as a
pre-condition to alleviating the impact of “estructuring,
eg. future employment. However, alleviation such as by
retraining continues to be a relatively low priority due to
the failure to alliocate adequate resources.

The TUC recognises this trend and the need to respond to
the "new workforce" such as part-timer low paid female
workers. However, once again the nature of the response is
limited by resources. Individual unions have done little
to attract the young unemployed and one trade union has
rejected a proposal to recruit unemployed workers. Support
for the unemployed was thought to be best served by
increasing activity at TUC centres for the unemployed and
improving the advice service to unemployed members.
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SUMMARY AND CONCI.USIONS

This section has introduced the concerns and perspectives
of Government Departments, Industry and Trade Unions with
regard to vocational and continuing education: the main
points can be summarised in order to raise questions which
will be further illuminated by the sectoral studies
presented in Sections III, IV and V.

It is clear from this section that there is a great deal of
activity and rhetoric surrounding the importance of and
responsibility for vocational training. While all the
social partners are invelved the most recent arrival on the
training scene is the Manpower Services Commission. The
increasing interventionist role of this organisation has,
in recent years, led to a questioning of the degree of its
independence from Government. The debate about the reform
of Industrial Training Boards, the requirement of Local
Education Auhorities to prepare Local Development Plans,
and the role of the MSC in TVEI all generate a concern that
the MSC's as a forum of corporate debate can easily be
undermined. In two of these cases the Government chose to
intervene and restructure the mechanisms for determining
the level and nature of vocational training provision. 1In
both cases the level and control of public expenditure was
a common factor. That this should be the case conforms to
a trend 2xpressed in a number of policy areas whereby the
control of public expenditure is being steadily centralised
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whilst the responsibility for managing the growing problem
is being decentralised. The outcome has heen expressed as
the “poverty of autonomy' as Government attempts to
generate “more policy for less money'. This trend is
clearly reflected in the growing concern for cost-
effectiveness and a move away from what is seen as
“speculative', and therefore wasteful, training.

Within this climate of opinion it is perhaps understandable
that a debate about the level of public expenditure and the
mechanisms for controlling it should be the preoccupation
of Government and the Treasury rather than t' e “corporate
forum' of the MSC. The justification for adjusting the
mechanisms, ie. cost-effectiveness, may well reflect on
their function and suggest a low priority for social
partner dialogue about public expenditure. However, it is
clear that when a policy on adult training is the subject
the Government allocates responsibility for success on
industry and trace unions. As an area involving relatively
low levels of public expenditure and where unions and
industry have both knowledge and control or influence over
local negotiating mechanisms the Government adopts a
relatively detached role limitin,, itself to exhortation and
pump-priming.

This reference to financial control mechanisms as the
preoccupation of Government offers an explanation for the
adjustment of roles and responsibilities for publically
finance VCE & T. Recent events have reflected the
importance attached to the responsiveness of local delivery
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in the form of the activities of Colleges of Further
Education. The increasing prominence of the MSC, through
the resources available via the Youth Training Scheme and
for Local Development Plans, has been justified on the
basis of inertia of existing public agencies and a policy
gap, i1e. a failure to provide labour market-relevant
vocational training. More important, though, has been the
discontent with the traditional high level of autonomy
given to Local Education Authorities and their colleges.
As a result we have seen the MSC “by-pass' LEAs, by funding
courses and training schemes, and generating competition
within and between the public, private and voluntary sector
training agencies. The rather belated and tentative
response of the DES, in the form of curriculum development
post-16, has amplified the interventionist role of the MSC.

As we explained, the increasing level of involvement at the
local level by MSC parallels activities in other policy
areas and reinforces the evidence of desire of the
Government to tighten control of public expenditure. While
the justification for MSC's activities is the quality and
quantity of locally controlled and initiated activity, the
relatively slow pace of policy development at national
level ad the deepening impect of the recession ensure that
local authorities and community groups are responding more
quickly. As a result central government intervention often
takes the form of offering financial support to local
activities which appear to be offering the most cost-
effective response to industrial decline or rising
unemployment For examplz, the Youth Training Scheme's
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“Information Technology Centres' were adopted from a scheme
designed and implemented by a voluntary organisation in
West London. The offer of financial support from the
centre, however, in a period of reductions in public
expenditure, ensures that a resource dependency
relationship is built up which enables the centre to make
adjustments to the nature and resourcing of the “local!
initiative.

One can conclude, then, tnat Governments' concern with the
cost and relevance of public training provision has induced
an interventionist role by the MSC to manage and generate
change. The restructuring of roles and responsibilities,
while generating a great deal of debate, has almost always
been justified in terms of improving work oppcrtunities,
reducing unemployment and improving the international
competitiveness of UK industry. However, in practice, the
“social' objectives have rarely been achieved. The
impression, then, is one of a debate about ownership of and
responsibility for problems rather a concern for outcomes,
ie. who wins and loses. In fact the increasing emphasis on
cost-effectiveness threatens to erode still further the
status of social objectives such as equal opportunities and
support for the disabled. As a result, the stratification
of the potential recipients of training opportunities has
been reinforced in order to ensure that resources are
invested in “winners' rather than to speculate with limited
resouces.

This concern with sound investme..c extends into the public-
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private partnership, with Government investment in Industry
Training Boards being reduced, resulting in both abolition
and the withdrawal of financial support for those ITBs
remaining. Government, through the MSC's Youth Training
Scheme, .ontinues to “support and interfere' in industry

related training. At the same time industry itself is
investing less in vocational training and Government

control over its activities is being reduced by the trend
to voluntary arrangements and £he use of Managing Agents at
the locality to manage MSC funds. The assumption is that
national funds, managed and allocated at the locality by
agents hzaving knowledge of immediate identifiable needs,
ensures the best vse of resources. Unfortunately there is
no guarantee of adequate quality or sufficient quantity due
to the lack of monitoring machinery.

It is clear from these trends that industry and employers
are being given a greater role in managing industry/sector
related vocational training while allocating a smaller
proportion of the total resources themselves. One danger
in this practice is that the perspective being adopted by
employers representatives may be ad hoc, incremental and
short-term. Alternatively, it is possible to claim that
the preoccupation of Government and MSC is to induce a
greater involvement of industry at the local level in order
to raise the status of training in the eyes of managers and
employers and thereby to generate an acceptance of
responsibility. While other interpretations are available
one should recognise that the involvement of industry in
delivering vocational training offers Government and MSC
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the possibility of raising the credibility and legitimacy
of their activities.

While Government and MSC has been keen to involve employers
and industry in vocational training the attitude towards a
role for trade unions has been somewhat less enthusiastic.
However, while the TUC has temporarily withdrawn from NEDO
and criticised Government for failing to offer a real trade
union involvement in discussion groups it has continued to
maintain an involvement in the Manpower Services
Commissjon. One reason for this is the TUC's involvement in
the formation of the MSC in 1972. A further and more
significant explanation is the support from all the social
partners which is necessary in order to bpresent a credible
training pacage to potential clients and providers. 1If
this is achieved then there is a good chance of support
from social partners at the local level who are responsible
for delivery.

The TUC involvement then, is important in ensuring the
delivery of MSC schemes such as YTS which require the
negotiation of work experience placements. This contrasts
with the marginalisation of trade unions which has taken
place with the introduction of Non Statutory Training
Organisations to replace most ITBs. This suggests that TUC
and trade union involvement is more likely to occur during
the formation and delivery of publicly funded training
provision. It is the access by the TUC to the national
policy arena which enables it to maintain its legitimacy
and disseminate information to its affiliated unions.

1io
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This presence exists however at a time when trade unions
are being criticised by Government for inhibiting change in
work practices, contrary to the findings of research
projects, surveys and the e:_erience of ACAS. The climate,

then, is of Government passing responsibility for change to
trade unions. However, the ability of unions to facilitate

change at the local level is, as with the TUC nationally,
restricted by resources and the time and information
available to trade union officials. More significantly,
the information of recent changes in collective bargaining
raises questions which mirror those at national level about
the ability of unions to maintain the structures which
facilitate dialogue. The indication is that unions are
limited to a reactive role due to the dominance of managers
who control collective bargaining arrangements and the
information upon which dialogue is based.

Even in the case of publicly funded training initiatives
such as MSC's YTS there is a view that the consultative
structures marginalise trade unions. The structures
concerned with YTS have an advisory role and no executive
powers and are totally separate from collective bargaining
structures. The view of some trade union officers at both
national and local level is that influence over training
initiatives can only b. achieved by getting them on the
collective bargaining agenda.

Notwithstanding the limited influence of trade unions on
the structures for collective bargainin the agenda is also
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difficult to influence, due both to the immediate
preoccupations of trade union members and employers and the
limited resources available to trade unions. The
information presented above indicates that training
continues to have a low status compared to, for example,
the desire for flexible working practices. While training
may have benefits these appear to be viewed by employers as
unsubstantiated ind long-term and therefore marginal to the
short-term concerns of survival and crisis management.
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INTRODUCTION

The subject of this section of the report is an account of
the structures and dialogue which were involved in the
formulation and delivery of Vital Skills Training (VST)
grants. This is a scheme which provides an opportunity to
alleviate the shortage of high technology skills in the
Engineering Sector. (Details are presented in Appendix 1).
This scheme was developed by the tripartite Engineering
Industry Training Board which is a statutory body
accountable to Parliament for the levy (tax) it applies to
companies within its scope who are not exempt by virtue of
providing sufficient training for their purposes. As with
all ITBs, the Government also determines the EITB's terms
of reference. The regional offices of the EITB have
professional staff who are responsible for the delivery of
the scheme to individual companies who request the grant.
a

This section will consider a number of ‘levels' where
dialogue has taken place which has influenced the form and
content of this training initiative. While VST was
formulated and is delivered by the EITB the reason for its
development.and the nature of its delivery are influenced
by issues and concerns both national and local in scale and
which involve central government, trade unions and
individual employes.

An account of the concerns of the EITB, Trade Union
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Congress, the Confederation of British Industry the
Manpower Services Commission, the Engineering Employers
Federation and the Engineering Council (representing the
interests of professional engineers) with regard to skill
shortages will "set the scene" prior to the development of
VST. This debate about skill shortages in the high
technology is also contained in the recent debate within
the Engineering Sector about the most appropriate role for
the EITB. These concerns for skill shortages and the r~l:
of the EITB offer an opportunity to identify the wain
concerns of each of the social partners and their
respective roles and responsibilities. The next section
discusses the role of the MSC through its Adult Training
Strategy which financed 20% of VST and the support of the
TUC for high technology agreements.

This is followed by a section on the discussions within the
EITB and between the EITB and the MSC on the formulation of
the grant schneme. This then leads on to an explanation of
the way in which the scheme is administered at the EITB's
regional level. Both these sections indicate the important
role played by the professional staff particularly the
discretion they have in their negotiations with employers.

Finally a substantial amount of space is allocated to a
consideration of the training dialogue within a single
enterprise and the way in which VST grants are used and the
reason for their use. From this particular case the
limited influence of the trade unions can be seen. While
this may be partly explained as a result of a lack of

12u
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formal structures for dialogue this in itself 1is
symptomatic of the history of management-union relations
and the paternalistic attitude adopted by managers. As a
result training matters are directed into the industrial
relations arena. This strategy, however, does not ensure
the exchange of information by managers which would enable
the trade unions .> engage in meaningful dialogue. The
conclusion to be drawn is that trade union involvement in
training issues is at the discretion of management.
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Method of claiming
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APPENDIX 1

Alleviation of high technology skill shortages
(vital skills) :

Companies holding a current certificate of exemption.

I Training for ‘which the grant is being claimed must be additional to that
previously planned to meet the comipany’s minitnum needs and accepted
by the EITB as satisfying requirements for exemption. The application of
thiscondition in relation to the particular circumstances in a company will
need to be the subject of discussion with the EITB's adviser responsible for
monitoring the training arrangements agreed as the basis for
exemption.

2 The skills in which the training is being given must be for new
occupations (which will clearly be different from previous work or
activities), resulting from the introduction or use of high technology. These
new occupations will be filled by retraining existing employees.

3 Trainees can be graduates or higher diplomates, recruited from a
discipline which does not include the skills required but does offer a base
from which training can take place for a new occupation.

4 Trainees can be graduates or higher level technicians with work
experience in another non-related occupation, but who require retraining
for a new occupation resulting from the introduction or use of high
technology.

S Proposed courses of study and/or programmes af training tngether with
the numbers to be trained must be approved by the EITB before fhat
training starts and before a claim for grant can be considered.

6 The grant will be payable for approved training during the financial year
1986/87.

7 The training must not be supported by any other grant from the EITB or
from any other agency.

Grant will be paid for up to a maximum of 20 weeks of training for any
individual trainee and will be calculated at the follo 1ing rates:

1) Trainees satisfying condition 3 who are following ¢ ther:

(a) a full-time course of advanced study or off-the-job training for
conversion to work in a new high technology occupation:
£300 per week

or (b) an approved programme of on-the-job training for conversion to
work in a new high technology occupation: £150 per week.

2) Trainees satisfying condition 4 who are following either:

(a) afull-time course of study or off-the-job training for conversion to
work in a new high technology occupation: £200 per week.

or (b) an approved progran me of on-the-job training for conversion to
work in a new high technology occupation: £100 per week.

The maximum amount of grant payable shall be £6000 per trainee -
normal minimum length of training: 4 weeks. The number of grants to a
company will not be limited, but a ceiling of £20 000 will apply to the
amount of grant that can be claimed by a reg.stered establishment.

Proposals should be submitted in the first instance to the manager at the
Board's Incal administration centre, or a member of the EITB's field staff.
and arrangements will then be made for the proposals to be examined. A
claim form G19 will be sent when ivis confirmed that a proposal qualifies
for grant, and grant will be paid as soon as possible when the training is
completed and the claim form returned.

Note: The training shall be completed within 6 months of approval unless
otherwise agreed in writing by the Regional Manager.

122



vl
SN
N

3.2

3.2.1

117

THE PROBLEM OF SKILL SHORTAGES : LEADING TO DIALOGUE AND
ACTION

SKILL SHORTAGES

The shortage of professional engineers, scientists and
technologists in the engineering industry has been the
subject of research investigations and national debate in
recent years. The Engineering Industry Training Board
warned of likely shortages, particularly of software and
electronic engineers, in it's ‘Economic and Industry
Monitor' in July 1984. This prediction was supported by
anecdotal evidence from: the National Economic Development
Organisation, the Department of Employment's Professional
Executive Recruitment Survey, and from surveys by the
National Electronics Council, the National Computing
Centre, and the Confederation of British Industry. This
report predated a report by a Committee of the Department
of Trade and Industry (DTI), IT Skills Shortages “The Human
Factor - The Supply Side Problem!' (1984), which heard
considerable evidence of existing and future shortages of
both new and experienced graduates in electronic
engineering-and computer science. The main occupations
affected were concerned with the design and operation of
systems (including manufacturing systems) and associated
hardware and software. These occupation; exist mainly in
the electronics and aerospace sectors of the engineering
industry but, as the demand for such skills increased in
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other sectors, these staff were being drawn away. This
Committee received evidence from the Manpower Services

Commisegion which predicted a shortfall of 7-10,000
technologists by 1988. Projections from employers

suggested an even greater shortfall, one suggesting an
estimate of 15,000 per annum. Understandably the DTI
Committee acknowledged that precise numbers were difficult
to achieve but concluded that "graduate manpower above and
beyond the expansion already planned will be required for
the rest of this decade and possibly beyond."(1l)

A most recent study published by the EITB (June 1986)
continues this expression of concern.(2) While
acknowledging i1 47% increase in professional engineers,
scientists and technologists employed in the engineering
indust:y between 1978-85 (60% of whom are employed in just
three sectors, electronics, aerospace and office and data
processing equipment), Ltotalling 86,000 of the 2 million
people employed by firms in the scope of the EITB, the
demand, it suggests, is still high and rising. The
evidence, from a survey conducted by the CBI and MSC
(1985), is that 19% of engineering companies were
experiencing shortages "sufficient to limit their output
over the next four months" and only 40% of these companies
saw retraining of existing staff as a means of tackling the
problem. A review of the supply of University graduates
indicated a decline in entrants between 1981-1983 with a
recovery in 1984 and a projected 9% decline in the total
number of engineering and technology graduates from
universities between 1984-86 and a further small decline in



3.2.2

119

1987.(3)

THE RESPONSE TO THE PROBLEM : DISCUSSION OF ROLES AND
RESPONSIBILITIES

It should be recognised that the debate about the role and
responsibilities of the social partners is an ongoing one
and is particularly intensive with regard to the area of
technology training at all levels. The House of Lords
Select Committee on Science and Technology received oral
and written evidence on this subject in 1984. This
committee, like other select committees of the Houses of
Commons and Lords, has the acthority to request and receive
evidence from a wide range of bodies and to comment. The
records of its proceedings thus provide an accurate
assessment of the debate. The conclusions of the Select
Committee raised a number of questions about the role and
responsibilities of each c¢f the social partners and of
individuals. The Committoee reflects and re-expreaesses
familiar statements such as :

a) “Individuals must demand re-training', but no reference
was made as to the role of trade unions in stimulating
this expression of demand. Clearly the role of trade
unions is determined by their access to information of
technological developments and their ramifications for
short and long-term skill needs.

b) On the question of who is best placed to respond to
training needs the view was expressed that public
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educational institutions are not responsive enough.
However, this may be because communication between
industry and education is either non-existent or
ineffective.

Industry was criticised, also, for not accepting
responsibility for occupational training, indulging in
de-skilling in response to the recession, and failing to
train managers in the subject of training needs.

Industry criticised Government for failing to invest
sufficiently in education and training, and criticised
educational quality at all levels. Government's
response is that a major increase in funding is not
required on the basis that continuing education should
be self-financing.

Traditional responses to such criticisms and observations

can be made :

a)

L)

c,

d)

There is a lack of resources for effective training

A lack of clear data on skill shortages and training
needs

A failure .o clearly allocate responsibility for
training amongst the sow.ial partners

No c¢'=ar national policy on training

126
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The Select Committee itself commented that :

a) A national tripartite policy-making body for training is
needed (although some argue that the MSC already has
this - undischarged - obligation)

b) Government should provide a catalyst to coordinate the
“voice' of industry

¢) Industry should accept more responsibility but this
could only be generated by persuasion and inducements
(ta.t credits)

d) The failure of industry to invest could be understood as
a result of the recession and industrial relations
problems (an argument which could be challenged by
numerous case studies)

It is interesting to note that the Select Committee uses
the phrase “industry' but probably means “companies'. The
Committee is thus unclear about the role or involvement of
trade unions. An ambiguity characteristic of the UK scene.

The very language of the House of Lords Select Committee,
that Government should persuade, promote and induce
Industry to invest in training indicates both the impotence
of Government but also the critical importance of dialogue,
in the absence of statutory obligations (eg. contract
compliance, statutory training agreements). The present
Government's philosophy on the benefits of the “free
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market' and moves towards business de-regulation ensure
that statutory requirements for training are more likely to
be eroded than to be adopted.

THE DEBATE WITHIN THE ENGINEERING SECTOR

In the Engineering Sector technological change is a rapid
process which stimulates tensions both between unions and
employers and within both unions and employer
organisations. The management of change in this sector is,
as the House of Lords report iilentified, generating a great
debate about roles, rules, resources and responsibility.
Within employers there are tensions between representative
bodies with the major companies expressing discontent with
industry based trairing agencies. Within the union
movement tensions exist as a result of changing skill
requirements and job descriptions which have led to the
rise and fall of membership numbers.

EMPLOYERS

As wac mentioned in a previous section Industry Training
Boards were reviewed in 1982/3. In the case 0of the
Engineering Industry Training Board there were differences
of opinion amongst employers about the relevance to their
needs of EITB activity and also the level of activity the
EITB should engage in funded by the levy on enterprises.
Once the continuation of the Board was confirmed the EITB
carried out a reappraisal of its activities which included.
consultation early in 1984 with engineering employers,

oy
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trade unions and other bodies. The majority of respondents
wanted the Board to continue but in a changed form, a
number of large firms wanted the Board abolished. Major
meetings were held with the Engineering Employers
Federation, which supported the retention of the Board, and

the Confederation of Shipbuilding and Engineering Unions
which also supported the Board.

The main conclusions of the consultation were that the
Board had “lost touch' with industry's training needs and
had not responded to changes quickly enough, as reflected
in the emphasis on traditional craft training. There was
thought to be a need to move towards technicians and
technologists training and adult retraining which should be
specific to the company and the job. There was also a view
that the Board should adopt an advisory and “pump-priming
role' and spend less time inspecting the training of
companies. Accordingly a move away from general grants
which form a continuing subsidy towards limited term grants
for specific training was advocated. Also it was felt that
the quality of the Board's field staff should improve
particularly as this would improve the advisory role of the
Board which was assumed to be the key to its future
credibility.

These conclusions led to a statement of priorities :
* to concentrate on training for the more highly qualified

people in skills related to electronic systems and their

application

Vs,
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* to react quickly to training needs and to improve
consultation with large firms at the frontiers of modern
technology

* to ensure that its research is concerned with short-term
future needs for training

These priorities continue to be emphasised by the EITB and
in late 1985 the Chairman also identified :

"the growing problem of retraining adults and management
training, although in the latter many companies are
reluctant to let their staff go on paid leave to take
these courses."(4)

This change in the EITB's priorities had an immediate
impact on the allocation of its funds. In 1984 the grant
assistance for all “first appointment training' of
professional engineers was discontinued and this cost was
passed to employers by making this training a requirement
for exemption from the EITB levy., One employer commented
that :

"This is a real “body blow' for many companies which
regarded this as a contribution towards their high

student engineer training costs."(5)

This employer argued that the State should pay for such
training, estimating that eighty million pounds per annum
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could be found from "MSC's enormous budget".

The EITB, in investing a larger part of its resources in
its staff's advisory role (in spite of a reduction in staff
levels), is placing less reliance on the exXemption scheme

and on grants and identified an important role as advising
managers on sources of information and advice, such as that

available from Government agencies. With limited and
diminishing resources then, the EITB is becoming more
dependent on MSC funds and is finding it increasingly
difficult to design a programme of training that is agreed
by everybody. The Director sees the EITB's role as that of
a leader and not an excuse for industry to neglect its own
responsibilities.

The issue of “who pays?' is clearly central to the debate
and was confronted by the House of Lords Select Committee.
The view of the DTI, that the volume of training done in
industry by technology-based companies is much less than a
generation ago, was supported by the Chief Scientific
Officer of the Cabinet Office and by the EITB. However, it
was also recognised that the transferable nature of the
skills developed through training meant that engineers
would move to other sectors and though large companies
would train for their own needs they were unable to bear
the financial burden of training for other industries. The
Fellowship of Engineering considered that this made the
case for financial help to employers from Government.

This failure to invest is also amplified by the trend

13i



126

towards “de-skilling', whereby, particularly in a
recession, companies tend to over-recruit academically.
Not only is this a waste of skills it also indicates a
failure to take the opportunity to take on staff with
significantly lower educational 1levels of attainment who
could be usefully employed, or to retrain existing staff.
This mismatch was seen as an indicator of a lack of well
trained managers with an understanding of technology.

While the Select Committee recognised that, to date,
investment in training is a less attractive proposition to
employers during a recession compared to cost-cutting and
labour-saving measures. It felt that the climate of
opinion was changing.

The importance of “climatic change' appears to match that
of the perceived need for a "unified voice" from employers,
in the mind of the Select Committee. It is clear that
practices in response to skill shortages are varied and it
is impossible to identify any consistency. When the Select
Committee received oral submissions from major engineering
employvers within the Confederation of British Industry
(CBI) it became evident that it would be impossible to £ind
the “one voice' of employers in relation to the needs and
concerns of the engineering sector. 1In the words of one
CBI witness, the industry

"has several voices and in some respects, no voice"(6)

This heterogenity was seen by the CBI as the result of
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differing circumstances within the industry according to
the size and viability of firms. Large, major firms have
developed long-standing networks and relationships with
training agencies and universities, but

"when you get down to the smaller they are sometimes so
busy they can scarcely spare the time to deal with it
(the problem)"(7)

Yet it was clear from the evidence that some of the larger
companies hac the largest difficulties obtaining skilled
staff. The solution, as seen by the CBI witnesses, was in
the short-term to relax work permits in order to recruit
overseas specialists or to convert from other disciplines,
and in the long-term to put pressure on the institutions,
ie. Government and universities, to increase the output of
graduates. 1In fact, the Select Committee had received a
statementfrom 14 major engineering companies calling for
immediate action to instruct universities to create
relevant courses, to be funded by Government. Subsequently
the Government responded, in 1985, with 43 million pounds
to increase the output of university graduates. It now
appears that this investment was misplaced for rather than
the total number of engineering graduates increasing,
university places having been filled at the expense of
pPlaces in polytechnics. The shortage of graduates is,
then, a reflection of the low total number of higher
education entrants not an imbalance between art and science
subjects. In fact 34% of graduates in Britain are in
science or engineering compared with 18% in the Federal
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Republic of Germany.

In the absence of adequate public investment and national
policy statements, incremental developments have been
initiated by individual companies who have developed links
with universities to provide specific courses in
electronics and manufacturing systems engineering. This
sort of initiative, being piecemeal, was recognised as
inadequate and a far cry from the “Hitachi' example which
runs its own university, technical college and management
training college.

It is clear from this sub-section that employers were
adopting a “fire-fighting strategy' in response to skill
shortages while advocating a far greater investment from
the public sector. The Select Committee were concerned
that a unified voice from employers may enable the problem
to get onto the political agenda. Finally, the EITB had
restructured its organisation and re-ordered its priorities
in accordance with the needs of the high technology sector
and in line with its reduced resources, thereby looking to
the MSC for specific grant funds.

TRADE UNIONS IN THE ENGINEERING SECTOR - DISSONANCE AND
AMBIVALENCE

A recent study of industrial relations in the engineering
industry, based on managers in 52 selected companies and
funded by the Engineering Employers Federation (EEF)

concluded that relations are still important and still



difficult and, according to management, often still
productive and still helpful. Managers claim that unions
have been particularly helpful in dealing with safety, job
flexibility and changes in work patterns, payment systems
and working practices. While it is dangerous to generalise
from such a small survey a number of conclusions are
significant.(8)

- Managers continue to favour union membership

- There was a significant proportion (30%) of managers
moving towards hard-line management

- A majority of establishments had a joint wunion
negotiating committee

- Multi-unionism in a plant is widespread (80%)

- The “closed shop' is alive and well

- Trade union workplace organisation is common with
facilities provided. Although 84% of trade union
representatives allocated less than ten hours per week

to union work

~ The report focussed on increasing management preference
for the EETPU

These conclusions could be taken as an indication that
trade unons are an important “facilitative agent' for

130
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managers, a statement which is underlined by the reference
to the Electrical Electronic Telecommunication: and
Plumbing Union which supports the rapid implementation of
new technology. This support by the EETPU is based on the
union's philosophy that it is only through the rapid
adoption of new technology that the wealth will be created
with which to solve social problems. In the words of one
national officer, "“this governs our whole approach'". This
approach includes the setting up three years ago of the
unions and training centre for craft level and technician
training with the cost of training divided between the
trade union and the employers who specify the training they
require. While the EETPU admits having some difficulty
percuading its members to adhere to this philosophy *his
response by the EETPU is justified in training terms as not
duplicating the EITB provision and providing better
training than technology manufacturers. The EETPU has also
taken a lead in facilitating a flexible labour force by
setting up adgreements to regulate the supply of temporary
workers with two companies adopting the concept of two-tier
workforces. The scheme is designed to provide a peripheral
labour force which will complement the “core' permanent
labour force in the companies. The EETPU sees this as a
realistic response to temporary work which is designed to
poovide flexibility whilst safeguarding the rights of their
members. The employers see this as implementing a system
of employing and laying off temporary workers "with the
minimum of fuss and distress". Also the workers in the
peripheral labour force are skilled workers, this enables
the company to adjust its workforce easily and quickly
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without having to invest in training.

This structural flexibility is not at all new and a number
of the elements of the organisation of work and the labour
force have existed for some time. The problem for many

trade unions is to decide whether this is a fundamental
shift in employment policy as ocpposed to a mixture of minor

changes as a consequence of the recession. Rejection of
flexibility may not be viable and it may be that the EETPU
is both "moving with the tide" and increasing the flow of
the tide by accepting the need for change.

Before considering the response of other unions and the TUC
to these changes in training provision and work
organisation it is worth noting the response of employers
to the EETPU's training initiative. The EETPU noted the
reluctance of employers to train electricians in
electronics because retraining would imply financial
recognition and regrading which would raise industrial
relations problems. Employers' preferred to maintain the
status quo, although a few employers preferred to amploy an
elite group of technicians to carry ouv high technology
work, but this failed due to inflexibility as the
technology spread throughout the plant. The solution
adopted by some employers, on the advice of the EETPU, was
to grade electricians according to their qualifications and
so pay according to skill rather than according to the
Common Craft Rate.

The trend towards flexibility puts trade unions in an

Dy
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ambivalent position as it allows for negotiation of higher
wages for “core' workers but is a threat to those workers
identified as °“peripheral'. Simply, flexibility is a
threat to unity, the traditional basis for strong
bargaining power. The EETPU in tralIning its members is
basing negotiating strength on skill 1level. This
initiative also reinforces the statement of the unions
leadership that their members are intelligent enough to
understand and support the continued drive for
technological change.

THE VIEW OF THE TUC

One interpretation of the view held by the Trade Union
Congress (TUC) is that it advocates caution yet notes that
there are aspects of flexibility which unions can build
into their bargaining strategies.(9) As the observor
rightly points out, as changes are likely to be introduced
in an ad hoc fashion and to be irreversible the trade
unions should consider the costs and benefits. However, it
is recognised that while the “pace of change' desired may
give unions some influence the “climate of change' will
influence the acceptability of measures. The specific
influence of the TUC is relatively limited as the main
principle behind all TUC activity at national level is that
nation. . decisions, agreements and policy should “leave
space' for intervention and bargaining at the local/plant
level by the relevant trade u..ions. This perspective is
supported by the trend towards plant level bargaining. The
TUC sees its role is to be played at national level in
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order to influence the allocation of public resources,

The concerns of the TUC are the under-investment in
training, the piecemeal fashion in which new technology is
being introduced, and a fear that training provision will

be based on the demands of employers. The TUC, however,
while supporting most of the MSC initiatives considurs that

there is a major crisis in the Government funding of all
these initiatives. In addition, the TUC identifies
employers as having the major responsibility for funding
training and for introducing new technology responsibly by
meeting the natural concerns of the workforce, such as job
Security and the numbers to receive retraining, which the
TUC claims employeré keep to a minimum.

Given these concerns it is not surprising that, in its
evidence to the House of Lords Select Comnittee, the TUC
called for a massive injection of funds from Government and
employers as

"the necessary first step to account for new technology
training" (10)

The TUC identified the MSC and EITB as the appropriate
agencies to allocate the resources. In addition, the TUC
referred to MSC's “New Training Initiative' Position
Statement in support of collective bargaining as a means of
ensuring the development of effective training arrangements
and the creation of new practices.
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The role for individual trade unions was, in the view of
the TUC, to seek to advance the educ. tion and training of
their members. This should be dene in the main by
persuading employers to provide opportunities for paid
educational leave and day-release and by making
representation to the Government, the University Grants
Committee, the National Advisory Body for Local Authority
Higher Education, the MSC and local education authorities.
While it was felt that individual unions would also inform
their members of training opportunities it was considered
more appropriate for the EITB as the main provider of
information on enginez«ring, training and preparatory
education.

While the TUC reflects ambivalence some trade unions have a
clear view of the role of trade unions which conflicts
directly with the approach adopted by the EETPU. The
significance of the opinion of unions such as TASS
(Technical, Administrative and Supervisory Section) and
ASTMS (Association of Scientific, Technical and Managerial
Staff) should not be overlooked as they have a higher
representation than the EEPTU, according to the EEF survey,
and, unlike the EETPU, have a membership which draws from
the higher skill levels in the electronics and aerospace
sectors.

When dealing with the highest skill levels there are two
significant functions to take into account. Pirstly, the
myth maintained by some employers and some EITB staff that
there is no need for trade unions to be involved in
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consultations about new technology and training because
highly skilled engineers are intelligent enough to
negotiate for themselves. Both ASTMS and TASS national
officers were aware of this view. One explanation was that
the myth was an expression of some employers belief tnat
trade unicns had been weakened as a result of the recession
and employment legislation introduced by the Conservative
Government in 1980, 1982 and 1984. The second factor, of
greater concern, is the climate of opinion within
Government., the Engineering Council (professional body) and
amongst some employers that A move towards individually
based terms and conditions ~f service for staff and
employee participation, rather than trade union
representation, would have sigaificant benefits. Such an
opinicn sits comfortably with the Government's view on

lexible working practices and deregulation. No doubt a
link between the myth and climate of opinion exists which
increases the need for trade unions to develop a response
to rapidly changing work conditions and training needs.

ASTMS has criticised Government higher education policy and
has noted that the level of real spending on non- -military
research and development in the UK 1981 was Lhe lowest in
the European Community at 22, 4%. In criticising the
training activitis of industry ASTMS has identified the
concentration on the needs of an enterprise or plant as
resulting in large sections of industry having no overall
plan for developing “raining programmes, and a diminution
of training and retraining opportunities for those seeking
new skills.
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TASS, which has two national officers on the EITB,
identifies itself on the opposite end of the continuum from
the EETPU. It adopts the view that training provision is
the responsibility of Government and Industry, not trade
unions. From this standpoint the concern is to ensure that
the EITB provies the “proper! courses and increases the
supply by increasing the levy (tax) on employers and
tightening the criteria for exemption. It is felt that the
unions role on the EITB is limited to advocacy as there is
not trade union vote on the level of the levy and the view
is held that the levy system is in ruins as it is so low
and only a very small proportion of employers have to pay
it. The policy of TASS is universality of training in
relation to computer assisted design in order to enable all
their members to receive training. In the opinion of one
TASS national officer the compromise by the EETPU has done
a great deal of damage to the unity of the trade unions and
therefore their influence. The feeling is that while
compulsory training committees at plant level would ensure
discussion between unions and employers at present there
are only talks when the employer wants change, so the
unions are reactive.

NoW TECHNOLOGY AGREEMENTS AT LOCAL LEVEL : AN EXAMPLE OF
EMPLOYER-UNION DIALOGUE

The previous paragraphs in this section on trade unions

have raised the issue of how unions can influence rapid ad
hoc change and the importance of plant level bargaining.
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One “solution' is seen as some form of training committee
at plant level. New Technology Agreements, as advocated by
the TUC, offer one example of a strategy for managing
change and offer some lessons.

The negotiation of New Technology Agreements (NTAs) was
identified by the TUC. in 1979, as the most effective
bargaining weapon for trade unions in order to influence
technological change. NTAs were to be achieved through
collective bargaining with employers on both procedural and
substantive issues. Procedural - concerned with securing
union influence at the earliest stage by getting advance
informaton in order to establish safeguards against adverse
effects. Substantive - concerned with the effects of
change and achievinga fairer distribution of the benefits.
NTAs, then are concerned with the joint management of
technological change.

The initial response of the CBI was to support a joint
statement with the TUC but which did not go as far as
endérsing NTAs. However, by October 1980, in response to
pressure from a number of employer associations, the CBI
rejected the joint statement. As a result the possibility
of a joint national approach to the negotiation of
technological change was removed. The outcome was a
decentralised approach with the majority of employers
rejecting the idea.

A survey of NTAs, organised by the University of Aston
published in 1985 indicates that 240 agreements were made
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between 1977 and 1983, the majority locally.(ll) By far
the majority were. procedural, establishing a general
framework for managing change, and therefore far less
ambitious than the inter-union cooperation, joint decision
making by unions and management and comprehensive access to
information envisaged by the TUC. In tlie engineering
industry 56 of the 94 agreements were procedural, and of
the 12 in the Aerospace sector 9 were procedural. Where
TASS was involved the concern was specifically related to
the introduction of computer aided design machines and
involved a very small proportion of workers in an
enterprise.

The conclusion drawn from the Aston study of NTAs indicates
that the pattern of technology agreemenis has conformed to
pre-existing bargaining structures, that such agreements
are exceptional, and that in most cases the agreements were
initiated by union negotiators rather than management. The
authors emphasise also that, in spite of examples of
agreements,

"much change is being introduced either without union
agreement, involvement or through informal
processes" (12)

When the union has initiated an agreement it is unlikely
that the clauses enable union involvement at the planning
stage, and in 40% of the cases union involvement was
allowed only after the employer had formulated specific
proposals. One explanation for this stage of consultation
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is that investment decisions and corporate strategy are
made at head office rather than at plant level. A more
likely explanation is that NTAs conformed to the
conventional mechanisms for consultation in which
“advanced' consultation is initiated after the selection of
purchase of equipment.

The general conclusions from the Aston study raise a number
of issues relating to the ability of unions to set up
consultative mechanisms, and the value of them. Both the
industrial relations “climate™ and the novelty of the idea
has been identified as reasons for the failure to introduce
NTAs more widely. However, the authors of the study
identify a defensive and sectional character in many
agreements and see many as a formalisation of consultation.
The adoptioh of formal agreements has not taken on board
the concerns of the TUC which were that the negotiation of
agreements offered an opportunity for unions to "articulate
a broader set of concerns', for example distribution of the
productivity gains of new technology to the workforce
(higher pay or shorter hours) was rarely considered.

The experience of NTAg indicates a failure of unions to
take on board strategic, long-term issues concerning
procedural agreements and long-term targets for training
and access to training. This is also a characteristic of
negotiation through traditional collective bargaining. The
issue for this study then becomes one nnt SO0 much of
structures but of the resources and knowledge available to
trade unions and their members,

1
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EC FUNDED RESEARCH FINDINGS

The distinction between structures (formal consultation
mechanisms) processes (informal consultation networks) and
content (the subject of the consultation) has been raised
in a number of comparative research projects funded by the
European Commission centred on case studies of the social
partners, and new technology. During 1982 and 1983 the
European Foundation for the improvement of Living and
Working Conditions funded "The role of the Parties
concerned in the Introduction of New Technology". Over the
same period "New Technologies and Social Control" "Workers
and New Technology: Disclosure and Use of Company
Information" were sponsored by DG V. More recent is the
enquiry report "Social Aspects of the Introduction of New
Technology and Prospects for a More Fundamental Aproach to
the Social Dialogue", 1986, a report by Mr. Wim Kok.

The importance attached to such dialogue is clearly
expressed in a motion from the Committee on Social Affairs
and Employment of the European Parliament (Mrs. J. Lavine
- Groenendaal, June 1986) calling for greater attention to
education and training in new technologies which considers

"Consultation with both sides of industry to be
necessary to convince them that such investment in human
resources 1is essential in order to increase

competitivity" (para 8) and
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"that industry should set aside more of its investment
for training in new technology in close cooperation with
the social partners" (para 12) (13)

The "KOK enquiry" concluded that the European Community can
achieve far more "if the Member States and the social
partners work in close cooperation" including the promotion
of employee and trade union participation at all stages and
levels.

Such exhortation is not uncommon in most European countries
however the empirical evidence suggest there are a number
of barriers to these developments. "Workers and New
Technology" explains that if worker representatives are to
be involved in issues such as Training programmes then they
will have to be able to shape technical change right from
the beginning, In searching for "good practice" this
research shows that national differences in legal and
contractual regulation of the role of the parties provide
only a very limited explanation of differences in practice.
The researchers offer style and discretion of local
management, the nature of the production process (the
higher the skill requirement the higher the need for worker
involvement), and the quality of worker representation as
more significant determinants of outcome. The "Role of the
Parties" research findings indicate, as the UK survey of
NTAs does, the barriers to improvement; for example,
"trade unions are in a more difficult position than
management in negotiating as a result of little or no
external support or suitable training", and "without
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existing good industrial relations in which management is
prepared to present full information and in which unions
are intent on developing cooperation there is little hope
of real success. This research also presents evidence that
some management are afraid of the possibility of losing
power. Such conclusions are confirmed by the "New
Technologies and Social Control" research project which
concludes that technology agreements cannot be seen as an
indication of shared control.

From this rather depressing picture the "Workers and New
Technology" case studies clearly showed that

"Only where new procedures and structures evolved as a
side effect of worker representatives involvement with
technical change were they effective, ie. associated
with an increasing influence of worker
representation."(14)

This research also indicates that where structures have
developed, then they were dependent on external support,
for example, co-determination legislation, industry/company
level collective agreements, external experts and
specialist trade union staff.

SUMMARISING REMARKS
The importance of a strategic approach by trade unions to

new technology has already been mentioned. The thinking of
one union official in the UK is that training offers a
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better '"vehicle for change" than technology agreements if

it is located "firmly in the sphere of conventional

industrial relations and made 2 bargaining policy" in order
to protect the jobs of its members in enployment. This
strategy is based on the assumption that pressure from
within the firm is much more effective than exteraal
pressure, and that training is individual specific and
therefore should get support from the membership.

This strategy, as with a number of research
recommendations, requires commitment, resources and access
to information. At present the union official quoted above
recognises that progress within his own union will be very
slow and he predicts that developments will be ad hoc and
in response to job losses.

This narrow focus, short-term concern, and delay in
developing a response has recently been documented in a
major study "Workplace Industrial Relations and Technical
Change of 2,000 workplaces in the UK".(15) Distinguishing
between organisational change (work organisation, work
practices and a breakdown of traditional demarcation) and
technical change (involving productivity and also
threatening demarcation) the researchers ident.fied a
greater resistance to organisational change by workers and
shop stewards. This resistance was deduced from the
greater frequency of negotiation in the case of
organisational change. 1In contrast technical change was
more popular and received support. Part of the explanation
is that organisational change is more likely to result in
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short-term job loss, however technical change proved more
popular even where job numbers were declining. The
researchers explained the attraction of technical change by
its association with "desirable advance", its link to new
and better working conaitions, better pay, higher skill and
respousibility. Where technical change led to job loss the
workers directly affected were insulated by techniquec such
as redeployment, voluntary redundancy or early retirement.
The costs of technical change were suffered by those
seeking to enter employment.

These findings reinforce the concerns expressed by the TUC
when advocating New Technology Agreements, ie. that there
is a need for fairer distributi.n of the benefits of new
technology. They also exemplify the development of the
growing distinction between “core' and “peripheral' labour
market, a restructuring process which some unions alleviate
and facilitate.

The Aston survey of New Technology Agreements indicated
that there was a limited amount of commitment by employers
and trade unions although where they existed it was usually
the unions that initiated. The Industrial Relations survey
indicates very little resistance by workers and union
representatives at plant level to technical change. This
suggests that from an employers perspective there ought to
be little vesistance to their attempts at innovation and
change. However, it has been suggested, therefore, that it
is conservative management which inhibits change.
Certainly there are contradictory myths held about the



145

strength of unions, on the one hand, that they are
resistant to change, on the other that they are weak and do
not exist for the higher skilled engineers and therefore
can be ignored. This could indicate indeci- ion and inertia

and explain the preoccupation with short-term concerns and
risk avoidance in an uncertain economic climate.

This hesitancy or ambivalence exists also, it appears, in

spite of the liberalising philosophy and move towards

flexible work practices expressed in Government policy and

rhetoric. Therefore, as the Prerogative of management in

industral relations remained unquestioned, recent reports

have held managers and employers to account for the lack of

innovation in industry and their failure to make the most of
their staff resources.
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THE ADULT TRAINING STRATEGY

A BACKGROUND TO DEVELOPMENTS IN VITAL SKILL TRAINING

While the Youth Training Schenmne, objective 2 of NTI, is
mainly funded by MSC, on behalf of the Department of
Employment, the Adult Training Strategy (ATS) is radically
different. The MSC's policy on ATS is that the employer
must assume a primary funding responsibility with the MSC
intervening to "encourage and demonstrate good practice to
promote or improve training important to the local economy
and to help those disadvantaged in the labour market".(1l)

The ATS, then, hopes to involve all those groups concerned
with the training of adults, with the MSC having a
particular role. ATS is also composed of a number of
related initiatives and was seen as having a “local' focus.
For ATS to be effective it was seen as important for all
the parts to be integrated and for this integration to be
carried out at the local level by MSC's Area Offices.

In the consultations preceding ATS economic recovery was
recognisd és the major objective which ATS should
facilitate but there was some concern expressed that this
should not result in initiatives being restricted to the
employed, which was thought would be the case if a short
term view was taken, and should meet the needs of
unemployed and disadvantaged groups.
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The TUC's response to the consultations, based on comments
received from affiliated unions, recognised the need for a
strategy in the light of challenges posea by technological
and occupational changes but emphasised that the approach
should be responsive to the needs of all workerxrs. 1In
addition, the TUC advocated a bigger role for the MSC than
that put forward in the consultative document and called
for increased training provision for the unemployed. Thare
was also an express concern that the relative
responsibilities of Government and employers for the
funding of training should be reconsidered. However, this
was ignored by Government and, contrary to TUC views a
study was proposed to consider a loan scheme for adult
trainees.

The response of the CBI was to state the priority of
employers. It was felt that ATS should assist economic
recovery by improving and rationalising existing provision
and by advocating good practice. However, the CBI askad
MSC to recognise that employers were already investing in
training and claimed that an overall increase in quantity
was unnecessary. The concern, then, was that employers
should be assisted to improve their human resources
(workforce) and that labour market demand, at sectoral,
regional, local and company level should be met. The CBI
claimed that this approach was in the best interests of
both employed and unemployed adults. Any additional
training, not directly related to immediate labour market
needs, or the immediate needs of current exiplovers, though
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which might facilitate the development of the individual
should he the responsibility of the individual. The CBJY
accepted that the role of Government and MSC should be
marginal and that it should not interfere with the domestic
training practices of firms but should pump-prime schemes
and act as a catalyst and promoter. Finally, the CBI
advised MSC to confront the need for the flexible use of
manpower and asked them, as a tripartite body, to help
develop this dialogue between “he interested parcies and
resolve the problems.

On ‘he hasis of assumptions about the future, the labour
market and MSC's own responsibilities, the MSC proposed the
following action :

1. A national awareness campaign, aimed at putting adult
trainirg on the agenda, initiated by MSC but supported
by Government, employers, unions and the education
world.

2. At national level to clarify the prcvision and funding
of education and training opportunities to ensure that
they are complementary, and also to ensure that
educational institutions' mode of operation do not

provide obstacles to meeting their clients' needs.

3. To progress with objective 1 of the New Training
Initiative, ie. increasing access to training and

measuring competence by standard rather than by time.
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4. As an extension of point 2 above, collaboration at the
local level is seen as essential to identify training
needs, providing training opportunities and raising the
profile of adult training. MSC saw itself as having a
contribution to make in this respect.

The proposals for the ATS by MSC recognised that the
Commission would be a marginal provider in terms of
quantity but that provision should be influential in terms
of quality and effective in economic terms.

Clearly the Adult Training Strategy encompasses a range of
interest groups including employers and training
institutions as well as the Department of Education and
Science, all of whom have their owu training programmes
which bring together resources from central and local
government and the European Commission. For example the
College Employer Links Project (CELP) helps colleges to
identify and meet the education and training needs of local
companies. PICKUP involves colleges, polytechnics and
universities in preparing tailor-made training packages in
order to help employees keep up-to-date and improve
performance.

The MSC sees its own input into the ATS falling into two
categories

a) industry related - directed to known employment needs
and to helping business growth
b) a programme to help the unemployed to improve skills and
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retain employability.

Assisting economic performance is seen as helping all
individuals whether employed or unemployed. The second
programme is seen as a means of strengthening the labour
market in the long term.

The content of MSC's own programmes under ATS were based on
an increasing inappropriateness of earlier and existing
programmes. This experience, resource constraints and the
increasing need to be seen to be operating cost-
effectively, led MSC to suggest a range of pilot schemes,
falling into two specific categories. The first category
is job-related schemes which the MSC assumes will help the
unemployed, either directly or indirectly. Secondly, a
programme for the unemployed aimed to link and extend
existing help and to relate it to educational and community
provision.

ATS is a recent development in terms of its role as
facilitating a higher profile for adult training, although
a number of the specific programmes have existed for more
vyears than the strategy. Under ATS the MSC acts as a
catalyst to encourage employers and education authorities
to develop adult training arrangements. The MSC's own role
is to increase the number of adults receiving support with
its programmes to 250,000 by 1986-87 from 120,000 at
present 1984-85 (of whom 70,000 receive training).

The most recent review of the output from ATS indicates
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that the MSC has achieved its target of numbers of adults
being trained.(2) However, this has been achieved within a
5% fall in expenditure in real value since 1981/82. This
has been achieved by a reduction in the schemes providing
lengthy, full-time training and an emphasis on short, part-
time courses. There is also a shift away from occupational
training towards training for people running small
businesses. This trend combines with employers practice of
training those who already have qualifications to further
marginalise the unemployed, so that a quarter of all job
vacancies remain unfilled because of skill shortages.

Finally, while the Adult Training Campaign to persuade
employers to train has been actively supported by the CBI
and TUC, the evidence indicates that employers remain
unpersuaded. The Chairman of the MSC concluded

"Many will take this as evidence that the voluntary
Principle is not working."(3)
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THE DEVELOPMENT QOF VITAL SKILLS TRAINING GRANTS

NATIONAL DIALOGUE AND POLICY DEVELOPMENT

The previous sub-sections described the development of the
Adult Training Strategy and Campaign, and raised general
contextual issues surrounding high technology training.
This section will present the discussion surround the
formulation of Vital Skills Training Grants against this
backcloth.

It should be made clear that Vital Skills Training Grants
are a scheme which was conceived in order to meet national
skill needs and is delivered locally by the Regional
Officers of the EITB who promote activity in individual
companies. The proportion of funding of the scheme is 80%
EITB, 20% MSC. In no formal sense is there MSC or trade
union involvement in the delivery of the scheme. Area
Manpowe. Boards in a tangential way inform Regional MSC of
skill shortages, information which may be passed to the
centre and may influence discussions on the EITB if the
MSC's sole representative on the Board feels it is
appropriate. Essentially the VST grants were designed
within the EITB and MSC was approached for supplementary
funding. The adoption of VST grants at the local level is

the outcome of continuous dialogue between EITB Field
Officers and individual companies. The extent to which
trade unions are involved is contingent on the practices of
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the company involved.

The full Board of the EITB has 23 members, being
representatives of employers (9), trade unions (9) ard
educational interests (5). In addition there are
“assessors' from four Government departments, including the
MSC.

The VST initiative can be seen as developing as a result of
a number of pressures which created an agenda which made
such a scheme acceptable, even desirable. The review of
ITBs by the Government has been referred to above. 1In the
case of the EITB there were strong pressures from within
the Engineering Sector calling for a fundamental adjustment
in the Board's activities and priorities or abolition. 1In
addition, there was the publication of "Competence and
Competition" and "Challenge to Complacency" which
questioned the commitment of UK employers to training. The
pressure for change from within the sector was seen as
giving “ammunition' to the Government in its review which
a:med to reduce the amount of bureaucracy which the
Government felt was inhibiting good business practice. (It
igs worth noting that this policy towards de-regulation,
evident in other European countries, continues in the UK
and has implications for Industrial Relations at plant
level.) Clearly the EITB faced a credibility crisis and,
in the absence of an alternative voluntary system,
adjustments were made.

Adjustments were made which moved the perspective of the
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EITB from a national one to a concern within the problems
of individual companies, particularly information and high
technology industries. fThis adjustment, partly enforced by
a reduction in staffing levels at the Board, was
personified in 1985 with the setting up of an “Advanced
Technology Training' team of six staff following the
Board's “Programme for Constructive Reform' proposals a
year earlier. The team's objective is to identify the
skill needs of the engineering industry and set up
practices to satisfy them drawing on training agencies
providing essentially modular courses. This emphasis was
supported by EITB funded research which clearly indicated
increasing skill shortages, a recognition of the decline in
the Universities output of graduates with relevant
disciplines, and research which identified the incidence of
the “poaching' of experienced and qualified staff from
large companies. This concern was also reflected in the
nomination of a trade union representative onto the Board
with experience in the information technology sectors.

These preoccupations led to the EITB wishing to develop its
own initiative. The objective was to overcome the skill
shortage problem by providing conversion courses for groups
who are a potential source of additional recruitment, egq.
graduates and existing employees, by using educational
input and work experience. This conformed to the EITB's
members concerns that there was a “real! need, as expressed
by member companies, and that this form of training would
facilitate an improvement in industrial performance and
competitiveness. This consensus was understandable as
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employers from the high technology sector were concerned
about the problem and trade union representatives were
critical of employers failure £o invest in training.

The initial thinking for a scheme involved a consideration
of the EITB income from non-exempt cowmpanies. This led to
an initial estimape of a scheme financed to the value of
eight million pounds per annum in order to make a
considerable impact on the skill shortages. This figure
was calculated on the basis of 1300 trainees at a cost of
200 pounds per week for 30 weeks. 1In addition the EITB
were looking to the MSC ior some financial support.

At this stage the outline scheme had to be endorsed by the
EITB's Training Committee (composed of half of the Board
members) and at the same time a. outline scheme was sent to
the MSC for a response, with a request for 50% of the
funding.

The MSC's view of the initiative was that it conformed with
the concerns of MSC as expressed in the Adult Training
Strategy and more specifically with the “National Priority
Skills Shortages' (NPSS) programme. Under the NPSS
programme the MSC aims to allocate funds to sectors in
order to overrome priority skill shortages both in terms of
an increase in the number of skilled people as well as the
conversion of existing employees. While supporting the
initiative the MSC were not prepared to provide 50% of tha
funding. There were a number of reasons for this position.
Firstly, in policy terms, the MSC sees itseif as acting at
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the margins in a situation where employers are identifying
the needs of the sector. However, this position is
tempered by a recognition that:

a) a significant amount of trainees will be lost to the
employers by "sespage' to sectors outside engineering;
b) trainees will be lost as a result of poaching; and

c) employees will be lost to employers for the period of
training.

A final influence, not to be under-estimated, is the
influence of the Treasury in emphasising cost-effectiveness
in the allocation of public funds. With the NPSS budget
being reduced by 50% for the Engyineering Sector, this
emphasis ensures that MSC support initiatives which have a
good chance of success. A pProgramme such as VST, supported
by emuloyers, has that characteristic.

The EITB outline proposal was subject to a detailed study
of occupations *o be covered,; potential numbers of
trainees, educational resources available, estimated costs
and expected levels of “seepaga' to other sectors, whi- it
was felt would take three months to carxry out. In the
interin the EITB staff informally suggested to the MSC that
a smaller scale scheme be initiated on the basis that a
much smaller amount of ‘unallocated'xnoney was available at
that time. This smaller scheme funded to the level of
800,000 pounds by the EITB and 200,000 pounds by MSC
proposed 20 weeks of training at 200 pounds per week,
thereby providing for approximately 250 trainees
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nationally.

After detailed discussions the proposal was considered by
the Board's Training Committee, and the Finance and General
Purpose Committee (FGPC). Once the FGPC had agreed the
funds the proposal was presented to the full board. At
this point the concein was to ersure that the VST funding
was in addition to the Board's “normal' expenditure in
order to qualify for MSC funds, and in line with the
objective of VST to help implement *accelerated' training
plans. The concern here was that the EITB's initiative
would be targeted at helping to overcome immediate
*unplanned for' skill needs. However, the Board made it
clear that the scheme aimed to act as a “catalyst' in that
it was hoped that the scheme would influence the training
policy of companies and persuade them to train in high
technology. It was recognised that VST would not, in
itself, overcome .kill shortages and that public
expenditure on Higher Education was the suitable lever for
that objective.

MSC's concerns as a basis for its investment were that the
grants should be clearly identified as facilitating
conversion (to an occupation that is clearly different),
ths the EITB should monitor the take-up of the scheme and
notify MSC of training starts. The request to clearly
identify conversion required an adjustment of the outline
scheme and the bureaucratic requirements imposed on the
hard-pressed EITB staff required some administrative
awsjustments. In practice, however, the monitoring
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requirement was relaxed and was applied only to financial
issues.

At no point in the formulation of the scheme was any

requirement to involve trade unions in the implementation
of the scheme suggested, on the assumption that existing

arrangements within companies would accommodate the new

initiate.
DELIVERY OF VST

The adoption by companies of VST grants appears to depend
to a large extent on the dialogue, formal or otherwise,
which exists between the EITB's regional office staff and
the company's Training Manager. Within the Regional Office
of the EITB each Field Officer is allocated a number of
companies for which s/he is responsible.

The relationship between the EITB and individual companies
is, therefore, the result of the experience and expertise
of the individuals and of the history of relations between
the company and the EITB. In the case of VST grants it is
the case that this is a relatively new “area' of investment
which is being received by companies involved in designing
and using the latest forms of technology. In some cases
these are the very companies who, in 1984, recommended the
abolition of the EITB because, it was claimed, it was
preoccupied with a limited sector of engineering and craft
level training. Furthermore, the attitude of companies to
the EITB is personified in the view that it is a state,
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rather than industry, agency. Therefore some companies and
training managers take the view that their relationship to
the Board is one of trying to get their own money back.

At an individual level the relationship is influenced by
each partners view of the expertise and knowledge of the
other, which undoubtedly takes time to develop. From an
EITB point o) *ow the critical issue is the staffing
resources available at a time when demands being made on
EITB staff, such as MSC's conditions for VST funding, are
growing. In the case of a leading company in the high
technology/electronics field it would not be surprising to
find that training managers feel that some EITB officers
are not well informed or up-to-date.

It is possible to identify, then, individual expertise,
tradition and diminishinag staff resources of the Board as
having an influence on the delivery of EITB training
initiatives. The discretion of individual staff members
will, no doubt, influence their interpretation of the need
of individual companies and the application of grants, such
as VST.

The routine dialogue between the EITB and individual
companies is concerned with a review of the company's
training plan as a basis for exemption. Companies should
prepare training plans for the forthcoming year. However,
if change is rapid, the plan may not include critical skill
needs. The EITB Field Officers then have to advise
Training Officers about the content of the plan and may, in
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particularly difficult circumstances, not enforce “good
practice' criteria and allow the company time to improve
the quality and content of its training plan. This
flexibility is felt necessary in dealing with companies who
are in a difficult situation and are trying to survive the
recession. The use of discretion by Field Officers is made
possible by the fact that exemption from levy is guaranteed
for three years and only sample surveys of exempt companies
are possible wih the staffing levels available.
Consequently, while the formality of exemption may appear
to be rather strict, the practice indicates that qualifying
for exemption is the outcome of advice, persuasion,
negotiation and bargaining between individuals in the
companies and the EITB. As a result there are companies
within the scope of the EITB who, while exempt from levy
because they are considered to have carried out sufficent
training for their own needs, engage in “poaching' skilled
staff to overcome skill shortages. This is the inevitable
outcome of attempting to apply rules and regulations and to
plan in a sector of industry which is experiencing major
adjustment and restructuring of the workforce in a period
of recession.

The nature of this dialoque, while concentrating on
Training Managers, also extends to trade union
representatives in some companies. The input from trade
unions in company training plan varies and EITB staff
recognise that trade unions are not a influential as
management. The explanation for this variety is that
training outcomes are part of the collective bargaining
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prorcess and therefore the visibility of training is
determined by the particular industrial relations issue.
Nevertheless, EITB regional staff discuss training with
trade union representatives and trainees as part of the
review of the training plan and also when asked toc act as
consultants to companies on the impact of technical cha. je.
However, there is a recognition that within trade unions
there is a variety of levels of enthus.asm and commitment
amongst their representatives.

The implication of this experience for the delivery of VST
grants is significant as such grants raise issues of intra
and inter-trade union relations. For example, limited
training opportunities threaten to divide traue union
members because of differential skill levels raising issues
of pay and collective bargaining. Alternatively, there are
tensions beteen trade unions in the engineering sector
because of a) their disagreements over the aprropriate
role of unions with regard to training, and b) the impact
of training in attracting workers away from one union
towards another because of, due to changing skill levels.

The sensitivity of VST within a company extends to the
selection of identifiable individuals who should benefit
from the grants.

To overcome these sensitivities EITB staff take the view
that the choice of recipient is a company decision. This
understandably “detached' position is justified on the
basis that VST is concerned with the requirements needed to
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do a job which is critical to the needs of the company. 1In
more stark terms :

"It is not about personal development, it is about
training for profitability,."

This commentary on the autonomy of managers as expressed by
one EITB staff member is reinforced by the fact that there

is no requirement in the scheme for the company managers to

consult, the status quo is maintained. 1In addition, some
EITB staff seem to be unaware of the structures of trade
union representation as exemplified in the following
quotation :

"Trade unions don't come into it, it is rare, there are
no trade union representatives, we are nnt dealing with
the shop floor."

And another expressed a view about the relgvance of trade
unions to a highly skilled workforce, which is by no means
an isolated view, yet inaccurate, that :

"2t orerator level trade unions are important because
people at this level ... and I'm not being snobbish ...
haven't got the intelligence so the trade unions are
helpful, they keep them informed. But graduate level
people don't need anyone to represent them, they can do
it themselves."

One suspects that such statements combine a number of
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values. These include :

a) values about the special quality and skill levels with
which VST is concerned, an essential part of the EITB's
*new' image,

b)a value assumption of the autonomy of managers, and

c) a reflection of the common value system necessarily held
by EITB field staff and company managers in order to
facilitate a dialoque.

These views expressed by EITB staff are particularly
significant when aligned with another function which they
see themselver as performing, their advocacy role.

"We have to make people aware of the need for training
so our job is partly as management training advisors and
also EITB Officers have to hold the company's hand.
EITB advocate and facilitate."

From this perspective it was recognised that management
style is critical in influencing wor} practices and the
extent to which managers take the worxforce "into their
confidence". However there was little evidence that in the
delivery of VST the EITB field staff utilised their
advocacy role.

This limited power perception held by field officers, the
concern to respond to the urgent needs of companies, some
of whom have been identified as fighting for survival, and
the traditional practices for negotiating exemption

v
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influence the discussions surrounding the allocation and
approval of VST grants.

In practice there appears to be a great deal of discretion
in identifying categories of training on which to base
judgements about the allocation (investment) of EITB funds.
One can distinguish the training carried out by a company
which ei.ables it to gain exemption from paying levy, from
.company funded training in response to an imnediate crisis
(as an alternative to poaching) and, finally one can
identify company related training funded by the EITB (and
other external agencies). 1In Practice, these categories
merge depending on the urgency of the training and the
relative ease of attracting external funds and support for
externally funded training from the company. Clearly this
merging relates to the foresight or planning carried out by
the company and also the fluctuations in the business
climate.

When the EITB officers discuss a company's training plan
they will attempt to identify particular training
requirements which may qualify for EITB grants and for
which the company can then apply. The main problem is that
it is difficult to be accurate about the relative urgency
of particular training requirements. EITB officers adopt
their own individual categories. In one case training
qualifying the company for exemption was seen as an issue
of “social debate' whereas VST grants were concerned with
the technical differences hetween companies. From this
distinction, implying that vsT grants applied to very

17
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particular types of training, it was possible for an
officer to explain

"We talk a lot to comvanies about their plans and
products and then discuss the training implications
which could need conversion courses. So we just “top
up' the cost with VST grants."

This quotation illuminates the resolution of a dilemma
expressed by EITB officers centrally, who saw a choice
between using VST grants either to facilitate training
which companies were not inclined to do and would require a
great deal of money, or to reinfocrce what companies already
do to some degree. As the above quotation makes clear, the
second alternative is most expedient and feasible. That
this response is made is ensured by the fact that the
notion of “conversion' is extremely difficult to define for
while occupations can be distinguished skill requirements
will overlap.

The difficulty of categorising training in order to justify
the allocation of VST grants is partially reduced by the
procedures involved in processing the applications. The
policy of spreading the number of grants amongst a number
of companies in order not to give any one company a
competitive advantage can result in some delay in making
the decision. Hence, if a company is desperate for skills
VST would not be a sufficiently rapid response.
Furthermore, there is maximum investment in any single

company. This explains the function of VST as supporting
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an “accelerated! training plan.
CONCLUSION

This sub-section has described the growing credibility
crisis for the EITB which required a response to the
criticism from companies in the high technology sector.
VST grants are one part of that response in an attempt to
facilitate and influence the training policy of companies
to overcome skill shortages: for EITB field staff the
imperative to respond to the needs of companies took
priority over influencing company training policy. As a
result VST grants were used to facilitate the application
of the existing training plan. Decisions about trade union
invlvement and the reilative merits of converting newly
recruited graduates or existing members of the workforce
were left to company managers.
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THE LOCAL APPLICATION OF VST : A CASE STUDY

INTRODUCTION

This sub-section considers the relative influence of
managers and trade unions on the training activities of a
company which has received VST grants from the EITB. The
limited influence of EITB staff is implicit in this
account. The company has recently moved into a new sector
of the market which involved the development of a new range
of products. This “restructuring' has meant an important
role for the Training Department, namely, to ensure the
adequate supply of software skills. The issues which this
process has .raised for managers and trade unions are
presented. Finally, the formal structures for dialogue are
reviewed. It will be clear from this account that the
traditions of personnel practice and management-union
relations remained, not surprisingly, unaffected by the
adoption of these grants. The issue of “dialogue' was not
raised by the EITB and the implications of VST grants for
trade union-management relations were by no means new.

THE ENTERPRISE

The enterprise which is at present receiving VST grants has

a long history in the instrumentation industry and since
the 1930s has developed products and technology which are
applied in the Aerospace Electronics Industry. The
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company, which has its headquarters in London, has one of
its Divisions in the West of England and on this particular
site rmploys approximately 3,000 people.

THE TRAINING FUNCTION - RESTRUCTURING

The training function aims to support the achievement of
objectives laid down in the Business Plan. Such planning

has to confront and manage a number of problems peculiar to
this indusry, notably :

- long lead times

- complex electronics suitable for a range of aircraft
types

- increasing customer demand for electronic processing

~- Pressure for automated assembly and testing of products
in order to achieve economic production and precise
repeatability at a much later date. This industry
guarantees to support its total product range of
aircraft spares, which spans more than 40 years in
technology, and therefore has to ensure cons;stent
quality

In 1983 the company could announce that restructuring of
operating units, good leadexrship, sound management
practices and loyal employees had enabled the company to
achieve strong market credibility.

Restructuring of the workforce has taken place on at least
three occasions in the past in response to changing
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technology which results in a reappraisal of skill
requirements. However it is evident that at regular
intervals a more substantial programwme of restructuring is
necessary. Such was the case with the company's entry into
the design and production of Avionic Management and Control
Systems Software Engineering products in the early 1980s.
This was a new market for the company in which “lead-in!
times (product cycles) have shortened in recent years from
5 years to 6-15 months. The move into this sector of the
industry involved a notable injection of funds, which
included the VST grent for training purposes, and the use
of sub-contracting as a short-term measure. The particular
difficulties relating to software skills are that they are
scarce and expensive. Furthermore, software engineering
graduates from Higher Education are unfamiliax with the
specific requirements of industry, so that some conversion
retraining is inevitable. The alternative of retraining
members of the existing workforce is also problematic as it
requires a relatively long training period, is relatively
more expensive (requiring additional training facilities)
and assumes that members of the workforce want to be,+and
could be, retrained.

TRAINING STRATEGY AND NEEDS

Decisions on the provision of training to supply skill
needs are deduced from the Business Plan supported by

information from the Personnel Department by the Training
Manager, who is resonsible for producing a training plan
spanning four years, and by Departmental Managers who have
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their own training budgets to respond to spe-ific
departmental skill needs. The ability to plan ahead with
any certainty beyond 2-3 years is recognised as difficult
although purticular trends are identified, eg. the recent
exponential growth in software skill need. While the

training plan will plot past trends and attempt to identify
fature needs it is clearly recoynised that the number of

skilled scientists and technologists required is tied to
the winning of contracts. Predicting future needs is
therefore almost impossible given that at any one time
several contract bids are being nade. With specific
reference to software skills, the choice of i+-aining or
sub~-contracting is influenced by special difficuities
Notably, the economic viability of a software project is
highly uncertain and the length of a project is
particularly difficult to predict.

In spite of this uncertainty it is the case that the
company, as part of the most recent restructuring in 1982,
has made a commitment to invest more heavily in software
engineers, to meet the prediction made in the most recent
training plan and also to reduce the proportion of sub.-
contracted staff. The extent of this commitment is evident
from the Training Department's decision in 1983 to
reorganise in order to provide software systems training
and retraining.

.n scale of the growth in scientists and technologists
has been dramatic. From May 1977 to September 1983 it was
of the order of 121%, mainly software engineers, giving a
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totul of 250 and a prediction in 1983 of the need for an
additional 200 by May 1985 (90% software), in response to
perceived "very large' demands. The major proportion of
recruits were under 40 years old and a substant’al number
recruited directly. Training, resourced by the coumpany,
was provided in the form of on-the-job training and short
conversion courses provided by external agencies. The
numbers of engineers and technicians receiving training
exceed 300 by 1986. The high proportion of lower age
recr € put an increasing strain on supervisory staff and
led ., the appointment of additional training and
retraining specialists.

RESOURCES : FINANCES AND FACILITIES

At the same time as this rapid growth in scientists and
technologists the total training hudget «f the Training

Division was in decline. This can be explained by a move

away from apprenticeships to the adoption of much shorter,
more integrated training courses for young people followed
by adult retraining and formative training. It must also
be noted that mbney from external agencies (EITB and MSC)
has played a significant role in enabling more training to
bhe agreed to, even in the face of real shortages.
Additionally, more use than ever before has been made of
local education facilities and Open University and other
distance learning services. The local colleges are also
extensively used for evening, day and block release
programmes. The need for flexibility has also led to the
use of sandwich (college-industry-college-industry) courses
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for both technicians and engineers.

We can see, then, that VST grants were just one form of
external support used by the company to facilitate a change
in its skill base. The company allocated a total of

250,000 pounds for the training programme of which VST
grants provided %5,000 pounds. It is important to

recognlse that the very character of this grant, to
accelerate the implementation of a training plan, and the
fact that it is received in retrospect ensures that the
EITB involvement was mirimal. Neither the company's
Training Manager nor the main trade union representative
saw the VST grant as a special policy instrument. Rather,
it was seen as an additional sum of money having a
catalytic function. While this reflects a low leve. of
interference by the EITB in the company's training policy
it is interesting that the Training Manager used the
experience of VST gra..ts to make two comments on the
dialogue and contact with ~vternal agenciess. He expressed
the view that it would be useful to be informed in a more
coherent way about the plethora of training grants and
services available from Government and the EITB. This was
a reflection on the fact that inrormation about Vital
Skills Training grants had been received quite by chance
through the National Press rather than through a routine
procedure. He felt that

"Both parties (EITB and the Engineerinc \dustry) appear
to have heer “caught short! (surpri.cd, recently by
politically expedient premature announcements of grant

a
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aid. In some cases this could have caused the low take-
up and hence failure to re-provide grants. In any
event, no-one really expects to find out what they are
going to do next in their jobs frow the National Press."

A related concern was the inability of those Universities
and Polytechnics that were approached (7) to provide the
required action learning porgramme wnich the Company
requested as part of VST. While worklocads, lack of
expertise and the need to reduce costs (ie. low funds) were
influential factors, the required timescale, (12 weeks to
prepare), was the primary reason for refusals. The
eventual provision came from an Institute of Technology.
This confirmed the Training Manager's experience that
colleges, traditionally closer te industry, are more
willing to enter into “action learning' (appliec. skill and
knowledge) programmes than Universities.

While a significant amount of money was allocated to the
training necessary to overcome immediate software skill
shortages there are indications that other, less immediate,
training needs have a low priority. For example, training
staff were not available to implement a technicians
training course, and, unlike large companies in this
sector, this company has yet to set up its own software
training centre. In addition, the comprehensive staff
appraisal and development system which existed in the early
1970s has been replaced by a management development scheme
for approximately 30% of the “significant people'. Staff
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appraisal for the remainder of the staff is provided in an
informal, ad hoc, fashion. There arc also indications that
investment in software training was under-resourced as it
was admitted that without VST grants the company would have
reduced costs by recruiting the “third best! applicants. A
trade union official offered the opinion that if VST grants
had not been available then the resources would have been
3llc.ated from within the existing training budget at the
sipense of some other training programme.

The Training Manager's present concern is that there is
insufficient money, staff and other resources to achieve
the quality of trainirg of previsus vYears and, at the sfame
time, to sustain the ever increasing training provision in
terms of both quantity and technology. The dominant
priority at present is to increase the number of skilled
staff as quickly as possible. In this context external
funding is important as :

"We can sell training to them (senior maragers) if we
can identify external funds to cover it .. loss of

productive work is then not a great problem."

This statement sits uneasily with the claim from the same
person that,

"Without trainin:y you can‘t stay in the new technology
industry" (ie. survive)

One explanation for this ambivalence is that with
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uncertainty in the “business world' it is difficult for
Training Managers to be confident about the level of
commitment to training within the company. This explains
the significance attraction of external fu.fing. Other
factors which mey hawve an int'luence on training plans and
expenditure levels, and which generate sone concern fér
trade unions, are the viavility of sub-ccutracting ard the
opportunities £or retraining members of the existing
workforce.

SUB-CONTRACTING [.ABOUR

The use of sub-contract labour is a common response to
short-term neaed for labour. Fluctuations in business upset
the planned pxovision of libouvs, be it over-~provision or
under--provison, =and the covwpany recognises that eub-
contracting provida a cushion which is attractive for pexk
lvads and short-term jobs. The difficuley for the company
is that sofutware related jobs are becomiuay wmore diificult
to plan as the daration is uncertain. Iloreover, such
projects involve a hiyh level of expenditure. Desisions on
the use of sub-contracting, then, xalse a number of iarzaes
ralated to training and the dialogue between managemeat and
trade unjouns.

From the management perspective there is a realisation that
a big project should not ke carried oni solely by sub-
contractors as such an arrangement has implications tor the
coempany's abilicy to control the project. Ag a result
receruitment is used to provide a proportion of the
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workforce.

This concern overlaps to some extent with that of trade
union repressutatives. The trade unions see sub-
contracting as a threat to the permanent workforce is it

could diminish in size thrcugh natural wastage. 1In
addition there is some concern that as sub~contractors use

their own facilities (macliines) the conpany will not invest
in machinery which puts the permanent workforce at a
disadvantage in terms of itnowledge and experience.

In addition both management aad unions recognise that
permanent staff do not like to be associated with the
mistakes made by sub-contracted staff and consultants.
Furthermore, sub-~contracting is three times more expensive
compared tn using in-house staff.

‘The response to this situation has ~.cen the form of a
request by the trade union “Lat Sub-contracting should be
coupled with the training of the permanent staff. An
agreemeut a1as bes2n reached wheveby s ‘b~-contracting in a
gspecific activity shoulil he discussed by an “office
committee' composed of managers and trade union
repragentatives. This c¢oamittee decides on the nature of
vhe work tou be sub-contrarted and tha length of the
contract. The sensitivity of this Jdiscussion is assured by
the fact that sud™-contractors are members of the same trefa
union as the permanent workforce.

Sub-contracting hus become relatively unattractive as the
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“business climate' has stabilised and alternative means of
financing the supply of skills have been provided. This
change of practice, while placating the concerns of the
trade unions, should not be interpreted as a deliberate
response by management to the trade unions. Furthermore,
the possibility of a return to sub-contracting in the
future in response to business fluctuations should not be
ignored.

RETRAINING

One alternative to sub-contracting is to invest in the
retraining of mempers of the existing workforce. On this
dimension the trade unions are in favour of policies and
practices which utilise to the full the latent talents of
their membership in order to respond to change in the
industry and to maintain the gquality of product. At
present there is a concern that the ruservoir of skills is
heing ignored in favour of employing University graduates.
The trade union argument is that a company provided
programme of training over a three-four year period would
enable a worker to make the transition from mechanical to
electronically operated machinery.

Managers reject the trade union policy that retraining
should be available to all the workforce. Managers claim
that not all the workforce are capable of making the
adjustment. Trade union representatives accept that some
of their members lack enthusiasm but argue that a lack of
information on training opportunities is an important
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contributory factor, as is the lack of career guidance and
counselling.

Critical factors underlying this dialoque is the pace and
urgency of change and the cost of providing in-house
training facilities. A joint.consultation.programme was
implemented (at all unions' suggestions) to identify a way
of cross training people from redundant mechanical (and
other) skills into electronics, computing and software
employment. A joint committee (Unions, Management,
Personnel and Training) met several times to identify and
resolve this problem. A pilot scheme was successfully run
where 33 volunteers from mechanical craft areas were
tested, short listed down to 16, interviewed and selected
down to 8. These 8 were given introductory training in
computer principles and elementary programming and further
selected down to 4 who were trained then as Systems
Operators on engineering computers. While the recraining
is considered by management to have been a success the
training and identification exercises took more than 9
months to achieve operator level computing employment from
craft level mechanical manufacturing. This had no impact
on the software technicians and software professional
shortage and indicates the long lead-in time inherent in
such a retraining or conversion programme.

Trade union representatives have claimed that this example
indicates that their members are intere s+ in re-training
opportunities. However, while he .raining Manager
expressed some surprise at the le 21 of interest of the
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workforce he felt that this was due to the prevailing fear
of unemployment rather than the ablility of the trade union
representatives to motivate their members.

While the trade union representatives role can be
interpreted as facilitating the take-up of training
opportunities there are situations when such a role is
unacceptable. In the case of Compu* -r Aided Design (CAD)
training the union adopts the postic(- v~ this has wider
ramifications than training which is sor :erned with the
dévelopment of the individual. CAD influences the
production process/organisation of the office, requires
specialised training which if applied to a minority creates
and elite group which can lead to claims for higher wages
and therefore has “company-wide' implications. The union
policy is that all its members should receive CAD training
and that work practices, such as shift work, should be
negotiated.

The distinction being presented by the trade union is
between "personal development training” which has little
effect on the workforce and work practices; and training
for productivity which threatens the unity of the trade
union and changes work practices. This distinction is
important and has to be determined according to the job
description and job grading system adopted by the company.
Therefore we can distinguish between training which has
little impact on industrial relations and training which
cannot be separated, at least from a trade union
perspective, from industrial relations issues.
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Recognising this distinction indicates the importance to
trade unions of company decisions on training budgets and
its allocation. In this varticular company questions about
investment, the waste of manpower, and the misuse of
resotrces (eg. pay high wages for low quality output) have
all keen raised by the trade union in relation to the use
of sofiware. The management's response was that such
concerns are not the remit of the trade union. The trade
union representative felt that if they were better informed
then they would have specialist knowledge which could be of
benefit in formulating training plans. In the absence of
this information it is perhaps not surprising that the
union had expressed their concern.

In spite of this concern the rapid restructuring process
which VST grants facilitated has been implemented with
little involvement by, or information being passed to, the

trade unions. Yet the VST grant offers a number of ways of -

adding to the total stock of high technology skills:
advanced study, off-the-job training, and approved training
pProvided on-the-job, available to both new graduates and
high level technicians as well as members of the workforce
having either of these qualifications. The grant varies
according to the experience of the individual and thr Jorm
of instruction. Off-the-job instruction attracts o aigher
grant than on-the-job, and those individuals with mor.:. inan
three years experi<nrce in another occupation attrarc higher
arants than those with less experience.

© 183

: ’Zé‘;.n,'_ "



184

The use of VST grants varies from employer to employer in
the region, some choosing new recruits, others existing
workers. In the enterprise we studied the response was to
search for suitable new graduates who made up 75% of the
recipients of VST grant. The remaining 25% were
technicians who were chosen, in part, "to make up the
numbers" in order to fulfil the obligation the company had
already made with the off-the-job provider for a 56-day
residential course. It is c¢lear that this choice of
“trainee' gave priority to new recruits into the labour
force rather than the more experienced worker who would
have attracted a higher grant.

We can conclude that, given the trad tions of this company,
the size and urgency of its then c.rrent problem and how
VST grants came to their attention, the response to VST
grants is not at all surprising. The stock of software
engineering skills is critical to the new business (that of
designing, making, proving and selling Control Systemé Real
Time Software) as it reduces both the high risks from and
the crippling dependency upon sub-contracting, a main
concern of management. However, if we maintain the
distinction between "productivity related training" and
"'personal development training", then VST, as a conversion
course, is clearly an opportunity for career development.
The Training Manager argued that this was provided in two
ways: firstly, by 25% of VST grant recipients being
existing members of the workforce and, secondly, by the
adoption of the action learning, team building and
leadership components of the VST training into the

150



3.5.8

company's engineering and management schemes. The
involvement of the trade unions, in order to generate an
interest in the workforce for re-training, was not
considered appropriate on this occasion. It is clear,

then, that the co-operation and involvement of trade unions
is at the discretion of management. The application of

this discretion in controlling the structures for dialogue
is presented below.

THE STRUCTURES FOR DIALOGUE

a) General

There are approximately 100 trade union representatives at
the plant. Two unions cover technical and supervisory
staff, and one unioa covers the clerical statf. Each of
these trade unions has its own negotiating committee which
includes elected union representatives and seniors
management and which deals with members issues other than
job grading. Manual workers and toolroom staff each have
their own negotiating committee. In addition the technical
ard advisory staff unions each have three members attending
a General Steering Committee, which includes a number of
senior managers, which discusses job evaluation and pay
schemes. The clerical staff union representatives also
attend their respective General Steering Committee.

At site level senior management and representatives from
all the trade unions meet twice a Year to discuss a wide
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range of subjects, including engine-ring projects, order
books, site facilties and investment plans.

b) Training dialogue: a lack of information

Training policy was, in the 1970s, discussed every six
months by managers to be translated by the Training
Manzger. These meeting were not “called' between 1982-84
but were then re-introduced and enable managers to discuss
policy and pass suggestions for consideration to senior
management. Within this system there is no formal link
with the trade unions. The assumption is that the trade
unions representatives will contact the Training Manager on
an informal basis. While this is considered by the trade
unions to be a well developed contact there is a desire to
have reqular me:.tings with senior management, partly in
order to support some of the ideas developed in discussion
with the Training Manager which he then presents to senior
management.

. According to one trade union representative information
deficiencies exist in a number of areas. For eample, it
would be useful to identify how the training budgets are
formulated, aad early information on investment and
business plans, it is argued, would enable the trade unions
to respond more effectively in helping to alleviate the
impact of labour force restructuring within the plant.

Also the parochial concerns of each of the trade unions
could be overcome and a more unified and coherent “nicture!
of training needs couléd be presented. Finally information
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about externally funded training is not considered by
managers to be required by trade union representatives.

Some information, management explain, is not deliberately
withheld, it is simply not considered necessary to inform
the trade unions. The trade unions, however, consider that
training issues should be higher on the “agenda' and that a

clear strategy should be developed. In the absence of this
the trade union feels that training only beccres visible if
it is raised by them in the context of industrial relations
issues.

c) Monologue

The response of manac¢:ment to these requests do not appear
to be attractive, relevant or appropriate to trade union
involvement. In one case a Works Council was set up by the
Managing Director who nominated individuals to attend and
set the agenda. This forum alro had written objectives
which included ihe statement that the Works Council is not
intended to circum<vent existing negotiating macihinery.
This assurance has failed to persuade some trade union
representatives to attend. According to one trade union
representative there is some uncertainty about the function
of the Works Council. However, the main reason for not
attending, is the attendance of non-union employees (which
contradicts the Industrial Relations Manacers vicw that
trade union officers represent all employers), and the
adequacy of the existing negotiating machinery.
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While the Works Council has no status in the eyes of some
trade unions there is a "Training Work Policy Group'
chaired by the Industrial Relations Manager which
identifies key training areas and makes recommendations to
the senior management group. To date the trade unions have
not been invited to attend this group and are not aware of
the agenda or the minutes of the meetings. Information
can, however, ‘“trickle' from the Policy Group to the
various trade unions via other formal and informal groups
and routes. The view was expressed that there is no need
for formal arrangements because informality enables a
quicker response to issues.

More recently there have been attempts by trade unions to
improve the dialogue by suggesting a committee of
“interestued parties!' to seek information from the company
an’ other institutions on a range of matters, including
training. This request has not received support from
senior management.

Clearly these alternative “arenas' and the rejection of
trade union proposals reflect on the role and effectiveness
of existing formal structures and the difficulty of setting
up new structures.

¢') Formal arrangements
High technology agreements exist in a small numbers of

companies in the UK. 1In this company the agreement
encapsulates Health and Safety, working conditions and
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training and is negotiated from the trade union point oix

view. The agreement is not strong enough, as it states

that information should be given to the unions as early as
possible and that there should be discussion about new

equipment with the users. Therefore the agreement is only

as strong as the vigilance and participation of trade union

members and as weak as the exchange of information which is

controlled by management.

In the event of the failure of existing structures for
considering training issues each union has a sub-committee
of trade union representatives which meets once a month and
training is usually considered. From this forum items can
be sent for consideration to an Industrial Relations team
which is composed of manag:rs and trade union
representatives. Initially the main concerns expressed
will be discussed and conclusions passed to senior
management for consideration. In the event that the trade
union representatives feel that they wish to take issues to
senior manayement themselves then ther is a “failure to
agree procedure' which enables this meeting to take place.

CONCLUDING OBSERVATIONS

It is clear from this case that there are no routinised,
formal set of arrangements within the plant whereby trade
unions discuss with management, or are informed of, the
development of training programmes by the company or the
introduction of a training programme funded by an external
agency. This can be explained by the function of the
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training programme, namely, as part of a major
restructuring process which has taken place over a short
time period in response to a business opportunity. The
imperative to increase the stock of skills has a high
status and contrasts with the decline of the comprehensive
staff appraisal system set up in the early 1970s.

At present the indications are that any change, which is in
the hands of management, is unlikely. A dominant view is
that “"the manager's job is to manage" and therefore it is
not necessary for the trade unions to be informed of
training budgets, training strategy or the implications of
investment plans on training opportunities as a special
requirement. In the Training Manager's opinion :

"The involvement of technical and staff union
representatives in the running of such things as the ¥YTS
Scheme, coupled with an open day-to-day willingness to
discuss anything even remotely to do with training on an
informal basis, allows a permanent two-way exchange of
information, views and attitudes to take place at all
times in the Training Department, be it on policy or

some new thought."

While this may be an indicator of “strong' or “firm'
management it is nevertheless the case that there have been
examples of situations where the trade unions have
supported training plans by advocating that their members
should retrain. While this may be interpreted as “personal

development training' there can be no doubt that such

s
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activity was also i\ the interests of the productive
capacity of the plant. 1In such a case the trade unions
have played a part in training activity at the discretion
of management for the purposes of restructuring.

This move towards “tighter control' and “firm' management
is certainly not exceptional in the UK. Major companies
such as "Austin Rover" and "Lucas" have recently divulged
their adoption of “firm management' in order to carry out
major restructuring processes within the company. Of equal
interest is the more recent adoption of a very different
management style within these companies. Once the
restructuring is complete a more collaborative association
with the workforce is thought to be desirable in order to
maintain product quality and product levels.

The circumstances which prevail in our case study put a
reliance on informal means of dialogue which one trade
union representative considered valuable and suitable for
quick action. However, it is clear that if informal
networks prove ineffective then the trade unions have *he
option to utilise the existing industrial relations
structures in order to discuss iraining matters with
managers. -Many observers would argque that this is
desirable if not inevitable, as training issues cannot be
separated from industrial relations matters, whether
productivity related or personal development related
training.

The apparent irony in this case is that while managers have
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stated a desire to keep industrial relations separate from
training issues the very lack of formal structures for a
training dialc,ue ensures that industrial relations
structures are utilised for both sets of issues. However
one must be cautious, to claim that recourse to induscrial
relations is beneficial would be to ignore the restricted
information flow between trade unions and managers. One
trade union representative explained that the Labour
Party's idea of Training Committees in every company is
attractive because it would enable the trade unions to be
involved in an informed debate.

While tais case study has identified shortcomings in

the arrangements for dialogue within the enterprise the
impression is not of an enterprise experiencing a great
deal of dispute between managers and unions. Disputes do
exist but it is evident that the loyalty of the workforce
is respected by management. This particular employer also
pays relatively high wages compared to other enterprises in
the same sector and region. Furthermore, trade union
representatives freely admit that training issues are not a
priority concern of their membership. It is clear from the
information gathered that the VST grants schemne was not
desiyned specifically to stimulate the conversion training
of member- of the existing workforce. The EITB,
furthermore, would not presume to instruct managers to
utilise these: grants in this way although the EITB do have
an advisory role and managerial practices do vary across
the region. The indication is that the EITB assumes that
at the local level employers know best!
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SUMMARY AND CONCLUSIONS

This section on the Engineering Sector Las presented the
nature and content of the debate on training in the UK. 1In
doing so it has described the national debate and used a
specific Training Initiative, VST, to illuminate the
dynamic of the dialogue at the local level.

At national level there has been a concern about skill

shortages for a number of years which has generated a
number of studies funded by both Government and Industry.
While there has been a great deal of public debate the
setting up of a House of Lords Select Committee has
provided for private deliberation. 1In this setting the
Ciscussion about the level of skills shortage remained
unresolved but on the question of who should be responsible
and pay for overcoming skill shortages the Select Committee
felt that: a tripartite policy making body should be set
up, thut responsibilities should be more clearly defined,
that a greater level of investment was necessary, and that
industry should invest more, whether by voluntary or
statutory arrangements. The role of Government was
identified as acting as a catalyst for change, the
expectations of trade unions were muted, in.fact there was

little comment.

While the Select Committee was searching for and advocating
rationality, clear lines of responsibility and coherence,
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the debate within the Engineering Sector expressed the
circumstances preventing these conditions from being
achieved. There appeared to be little unity amongst
employers and trade unions, and the review of the EITB
suggested that employers favoured a move away from a costly
interventionist role “towards an advisory and pump-priming'
role utilising specific grants and emphasising training for
the more highly skilled. This indicated that employers
felt that Government should invest a proportion&tely higher
amount in training, thereby increasing the EITﬁ‘depen“-nce
on MSC resources, but with a reduction in bureaucratic
control and/or an emphasis on specific, short-term skill
needs. The strong suggestion from this was that employers
were content to continue to engage in a “fire-fighting'
response to skill shortages.

As with employers, the trade union ‘voice' is not unified,
however there appears to be a consensus that greater
investment in training is necessary by Government and
employers. This advocacy role by the individual unions and
TUC reflects the limited influence of trade unions at the
national level and on a range of sectoral bodies such as
the EITB. Similarly, the activity of the trade unions is
limited. The evidence of research »nd the experience of
New Technology Agreements indicates that the preoccupation
of the membership, 1limited resou.ces and inadequate
information restrict the activity of trade unions to

responding to and facilitating change initiated at the
discretion of managament. This is significant as it
indicates the difficulty of overcoming short-term concerns

20y
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and focussing on the fairer distribution of the benefits of
technical change.

Equally significant for the purposes of the research
project is the indication that the pressure for change, by
employers at national level, for adjustments in training
mechanisms, eg. the role of the EITB, and the experience of
NTA's, suggest that national policy change is a
confirmation of changes already taking place at the local
level. This is not to suggest that national statements or
rhetoric always fall on deaf ears but it does suggest that
national level agreements are not a precondition for
change.

The national debate gives us a clear picture of the
employers view of the role of Government, ie. that where
transferable skills are involved then Government >uld pay
for training. This view was reinforced during the omments
on MSC's Adult Training Strategy when the CBI commented
that employers already train a sufficient quantity of
people and that while the Government and MSC should “pump-
prime' and act as a catalyst for training the priority
concern of employers is to develop flexible working
practices. In this context the CBI supported the ATS, as
did the TUC, although the TUC's comments were not adopted
by the MSC as they suggested a significant increase in
resourcing to provide training for the unemployed. The ATrS
aim is to stimulate emplovers to invest in training,
contrary to the view of the CBI, and therefore it is not
surprising that resources have been kept to the minimum.
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While ATS has enabled the MSC to increase the number of
people receiving training without increasing its own
budget, there are some indications that the unemployed are
further marginalised and that employers remain unpersuaded
as to the benefits and value of non-specific training.

The concern of high technology companies to overcome
specific skill shortages was reflected in the EITB's
formulation of vital Skills Training Grants. While the MSC
contributed to budget for this initiative on the basis that
such skills are transferable the EITB's growing dependence
on Government and MSC funds was not utilised in the
interest of wider labour market needs. This can be
explained by a number of factors. The most obvious is that
the EITB provided most of the resources and formulated the
scheme and delivered the grants through its field staff.
Consequently employers immediate corcerns were paramount.
This emphasis is reinforced by MSC's desire to avoid
speculative training and to adopt a low-risk investment
strategy with a high probability of success. This approach
by MSC ensures that trade union involvement would be
according to the traditions and practices of individual
companies.

The delivery of VST grants by EITB field staff emphasises
the strength of tradition in the role of the EITB and the
relationship with employers. The discretion available to
EITB staff, for example, was not utilised in order to Fring
trade unions into the dialogue about how VST grants would
be used, instead the status quo was maintained. Similarly,
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EITB staff accepted the priority of training for immediate
profitability. Training for personal development (for
opportunities in the labour market) and the nature of and
structures for meaningful dialogue were not confronted.

Furthermore, while VST aimed to promote greater training
activity by employers, it is clear from our case that VST

reinforced what the company was inclined to do as part of
an existing plan. Neverthelesss skill shortages remain.

The decision by the company to initiate a programme of
recruitment, conversion and retraining was based on the
need for a rapid response to software skill shortages. The
alternative of sub-contracting was considered problematic
in managerial terms and the procedures associated with sub-
contracting, agreed with the trade unions, would have
inhibited the pace of the response to shortages. The
availability of external funds influenced the feasibility
of running a high quality training programme and enabled
the Training Manager to put conversion training onto the
“ageada for action' within the company. Without the VST
grants a lower quality alternative would have been provided
or another part of the training plan would have been
delayed or deleted.

The use of VST grants by the company had no influence on
the involvement of trade unions in training issues. The
existing practice is that information is available to trade
unions on an informal ad hoc basis. The involvement of
trade unions in training matters is at the discretion of
management and usually takes the form of alleviating the
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adverse impact of restructuring or persuading members of
the work{orce to take retraining opportunities as part of a
restructuring process. There is no indication that a trade
union rnle was required in the programme to increase
software skills. However, the issue of retraining
opportunities for existing workers continues to ke a
concern for trade union representatives but is not of
sufficient significance for most of the workforce.

A general but significant conclusion which one can draw
from this section is the dominance of industry's influence
on the training activities of Government agencies. This is
particularly evident for as industry has reduced its own
expenditure and become more dependent on public funds it
has maintained its ability to influence the level and
content of training provision. Trade unions have little
influence and are restricted by management to an advocacy
role and alleviating the impact of the restructuring
process. The professional staff within the MSC an? EITB,
while appearing to have a great deal of discretiou,
information and control of resources, appear reluctant to
test the resource dependence of employers and therefore

adort a low-risk st rate;y.

Finally, there is little sign of employers being held
accountable for the low level of training by the
introduction of legjislation or sanction. At present
voluntary iuvolvement by persuasion is the preferred
approach as the Government respects the right of employers

to determine investment priorities. In the absence of
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increased investment by Government or Industry the trade
union's call for more resources, while supported by many
observors, seems to be contrary to the prevailing climate.
Paradoxically, it appears that, as the weakest of the
social partners, the trade unions are held to account as
responsible for the lack of progress. The Government
reinforce the myth that it is unions, rather than
management, that inhibit change, and the voice of industry
calls for union cooperation in adopting flexible working
practices as a precursor to discussing other issues such as
training.
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INTRODUCTION

This section deals with the delivery of a Central
Government funded initiative for schoclleavers and young
people. Unlike the Vital Skills Training grants where
Industry initiated and funded the scheme, the Youth
Training Scheme was supported at national level by

funds). Representatives of the MSC, Local Education
Authorities, the Confederation of British Industry and the
Trade Union Congress make up the membership of the MSC's
Youth Training Board which was responsible for contributing
to the design of the scheme. Choice of the membership of
the Board was determined by the desire to co-opt
representatives of those agencies who would be needed to
ensure the implementation of the scheme at local level.

With a Government department providing the majority of the
funds this case looks suitable to judge the influence of
those controlling finances in the bargaining involved in
designing and delivering a training iniative. However, as
the composition of the Youth Training Board indicates, the
Government was dependent on a range of other resources in
order to deliver the scheme. As a result the MSC had to

local education authorities, trade unicns and voluntary
Organisations. The sharing of control was not equal, and
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employers were seen as the key to the successful delivery
of the scheme as

"it is employers who are in the best position to know

what kind of training they ought to be providing" (1)

While concessions were made to all the social partners YTS
offers an example of how the ownership and control of
initial training fluctuated within and between the social
partners depending on particular circumstances, in response
to changing events and pressures, and at different stages
in celivery. The consequent variety could be interpreted
as incoherent but earlier work by one of the authors, on
the relationship hetween MSC and Local Authorities,(2)
indicates that there are more powerful influences on the
nature and delivery of ¥YTS than the allocation of
administration control.

This chapter will concentrate on the specific experience of
the Construction Industry Training Board, which provided
the biggest Managing Agency for the administration and
delivery of YTS, and describe the nature, extent and
content of the dialogue involved in the formulation and
delivery of its scheme.

Sitb-section 4.2 considers the impact of the current
recession on the construction industry and the influence
this has had on the composition and nature of the
workforce. This is followed by an account of industrial
relations issues typically experienced in a multi-employer
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industry. Finally, the status and role of the CITB within
the Construction sector is presented.

Sub-section 4.3 offers a hrief description of the emergence
of YTS including the advantages to each of the social
partners and the main difficulty faced by managers of the
scheme. 1In addition, the response of the TUC and CBI to
YTS is outlined as 4 means of presenting the concerns of
the social partners at national level.

The remainder of this section is concerned with the
construction sector, and sub-section 4.4 deals specifically
with the concerns and dialogue existing during the
negotiation of the CITB managing agency. The character of
the CITB scheme is then outlined.

Finally, in sub-section 4.5, we consider the delivery of
YTS. This is important because while the nature and
content of YTS is negotiated with individual managing
agents within the guidelines determined by the MSC it is
inevitable that there will be adjustments in practice.
This adjustment occurs for two reasons, firstly, there is,
inevitably, a degree of dissatisfaction with a nationally
negoticted scheme as each partner has had to make
concessions, some more significant than others, secondly,
as the scheme is monitored and delivered at local level by
a number of agencies through formal and informal
mechanisms, “notions' of conformance and performance are
negotiable. These issues will be considered by looking at
the formal mechanism, the Area Manpower Boards, which
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included representatives from each of the social partners,
and by looking at a local case where a scheme failed to
conform to the CITB model.
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4.2 TRENDS IN THE INDUSTRY : THE RECESSION AND CHANGE

4.2.1 INTRODUCTION

A pamphlet was recently produced by the Building Employers
Confederation (BEC) which called for greater investment in
the construction industry.(l) The BEC is a significant
voice within the industry, representing 9000 eniployers,
including the “top' 80 construction companies, who are
accountable for 71% of the industry's annual workload in
Great Britain.(2) and employ two-thirds of all employees
in the building industry.(3) The argument for an increase
in investment was based on the claim that investment
creates the largesi number of permanent jobs per pound of
net public expenditure coimpared with any other policy
option. The argument coitinued to the effect that this
was a policy already recognised and adopted by “our

overseas competitors'. (See Tables 1 and 2)

In addition to the concern for unemployment in
construction, rising from 100,000 to 250,000 in 10 Yyears,
the BEC argued .hat to fail to attend to the poocs
conditions ~”~ buildings was simply storing up problems for
the future.

The depth of the international recession and the UK

Government's response to it, then, has generated an
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advocacy role for BEC whose members depend for 60% ©of their
workload on non-housing work carried out for the public and
private sector. (See Table 3)

In addition to this recession the structure of the
workforce has implications for education and training
policy and practice. At present 1.5 million people are
employed i1n construction, of whom 30% are self-employed,

17% work for local authorities and 53% work for private
contractors. These figures are partly the outcome of

changes over the last 5-6 Years which has seen many
building firms go ou