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EMPLOYMENT AND THE QUALITY OF HUMAN
RELATIONSHIPS AT WORK: THE WORKING
EXPRESSION OF CHRISTIAN VALUES
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I. HuMaN LABOUR IN THE LIGHT OF CATHOLIC SoCiaL TEACHING

The Social Teaching of the Church stresses the meaning, value and
dignity of human labour. It considers it to be the basic dimension of the
carthly existence of man.! God created man in his image and ordered him
to govern the Earth. It is precisely through his labour that Man participates
in this process and realises himself as a man at the same time.? The purpose
and aim of all lahour, even the dullest, is, therefore, man.’

Social teaching, therefore, refuses to regard labour as a commodity. It
refuses to treat man as a kind of manufacturing tool. It requires man to be
treated as an otiginatot, cteator and goal of the whole production process.*
Even objects described as capital — the means of production in its entirety
— ate the fruit of human labour Man has priority in the production
process.” Therefore, labour must have priority over capital,s which, however,
is a pre-requisite for human labour. It is not possible to separate capital from
labour, nor to place capital and labour in opposition to each othet.

A labour system can only be moral when it fundamentally overcomes
the contradiction between labour and capital and its structure embodies the
principle of labout’s priority and its efficient participation in the production

t See Laborem exercens article 4.
2 1bid., article 7.

3 Ibid., article 6.

4 Ibid., article 7.

5 1bid., article 12.

6 Thid.
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process.” The right to work, the demand for a fair wage and the necessity of
a solution to unemployment are therefore stressed, but an especial
importance is attributed to solutions which enable employees to have joint
ownership of the means of production in the form of their participation in
management, profit, or property sharing.® In this connection Oswald v.
Nell-Breuning remarked that these are not four solutions to separate
problems, but one solution to the three versions of it.
Pope John Paul 11 explains:

“If man works and uses a means of production in its integrity at his worl, he also
wishes the fruits of his wotk to serve himself and others as well as he wishes
himsell to appear in the working process as a responsible and co-creator of the
subject he is working on”.10

Again he reminds us in the encyclical Centesimus annus:

“An enterprise cannot be regarded exclusively as ‘a capital society’, It is at the same
time ‘a human society’ where those who bring the capital necessary for its activities
as well as those who participate in it with their work contribute to it in different
ways and with specific responsibilities”, !

He then calls for development of a “true culture of labour”, which
would enable to workers “full human participation in work enterprises”.?2
Such a culture of labour must be understood comprehensively in all of its
four dimensions — personal, economic, social and spiritual. Only in the
case of a comprehensive approach can we speak about a real culture of
labour or a democratic culture of labour.

From the point of view of the quality of human relationships at work as
well as from the point of view of a practical assertion of a culture of labour
in the present world, the following three main principles are probably
becoming the highest priorities:

— stressing the value of human labour and the dignity of man

— emphasising the priotity of labour over capital

— the need for the collaboration of capital and labour and the possibility
of labour’s ownership of capital.

T Laborem exercens, article 13,

& Thid., article 14,

? Oswald v. Nell-Breuning, “Arbeit vor Kapital XKommenlar zur Enzyklika Laborem
exercens von Johaunes Paul 117, Buropaverlag, 1983, p. 41,

10 Laborer exercens, article 15.

W Centesimus annus, artticle 43,

12 Ihid., article 15,
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All three principles meet with considerable scepticism. They are often
considered to be mere ethical proclamations, which it would be hard to
realise in the present world, In the post-communist countries, there is even
the view expressed that these principles represent a return to communist
ideology. It is therefore necessary to answer the following questions.

— Do these principles accord with the needs of the present society?

— Will they accord with them in the future?

- Are there any examples of these principles having been implemented in
practice?

These are not theoretical questions, but very practical ones. Satisfactory
replies to them would provide the incentive for the concrete imple-
mentation of the Social Teaching of the Church in the present world. They
are of key importance in post-communist countries, where perplexity
persists about whether the past totalitarian regimes will be replaced by
unscrupulous liberal societies and where the search for a more ethical way
of organising the society is slowly growing. The social teachings of the
Church can still play an important role here — if they did not do so
immediately after the fall of communism — and, of course, if they raise
sufficient interest and acquire sufficient support.

II. CAPITAL AND LABOUR UNDER SOCIALISM

The communist regime celebrated labour as the “mother of progress”
and proclaimed vociferously that factories belonged to the workers,
Inevitably, forty years of influence of this propaganda took root. Its
consequence in people’s thinking after the recent collapse is logical: if
communism gave such preference and importance to labour and yet it led
society to collapse at the same time, it is obvious that such an approach
cannot be useful. If the rich western countries live at an incomparably
higher living standard under the rule of capitalism, it is then necessary to
subordinate labour to capital, otherwise the society will fail again, Therefore,
to search for new untried models is pointless. If the factories belonged to
the workers and if this led to nation-wide inefficiency, it is not possible in
future to advocate some kind of co-ownership of employees again. Its
consequences could only be new losses and poverty. Finally, if giving
preference to labour did not bring economic success, then an alternative
must be sought. Here capitalism seems obvious as it will ensure that the
work done is the work needed. The main drive for a recovery of the
economy is money, while labour is not seen as being decisive.

These ideas are supported by the press and by political propaganda.
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They would be undoubtedly logical, had labour really been superior to
capital under socialism and had the factories really been in the ownership
of the workers. However, nothing of the kind really happened under socialism.
Communist propaganda did not accord with reality. The fact that many
people believed it and still keep on believing it is a sad proof of its
efficiency.

Under socialism the factories never belonged to the workers. They were,
on the contrary, totally expropiiated by the state, in the form of the party
apparatus which, as the effective owner, left their running to socialist
managers. The party functionaties became company managers: the com-
pany managers were promoted to party posts. It is of no importance if this
quasi-ownership is nowadays desctibed as “positional property” (. Stark),
a system of “ownership entitlements” sanctioned by political power (J.
Wiseman) or “de-facto” ownership (O.E. Willismond).” The overriding
fact is that the communist regime did not tolerate any kind of co-ownership
with the employees. It even considered such efforts as constituting a very
dangerous path leading to the restoration of capitalism. Thus, in reality,
labour had no priority over capital but was unconditionally subordinated to
capital — this time to the capital administered by the party bureaucracy.
Owing to the fact that the party bureaucracy held the monopoly not only of
economic but also of political power, it could totally subordinate and
dominate the people.

The consequences are well known: little motivation at work, low
productivity, transfer of activities from working hours to private leisure time
(in the worker’s own garden) and gradually to shadow economies and to
irresponsible economic decision-making. In spite of the tremendous con-
centration of capital, the communist regime never had sufficient real
capital. It was not able to produce it by an efficiently managed production
process and to invest it wisely in the development of the economy.

The economic failures of communist regimes are therefore precisely the
result of a concentrated subordination of labour to capital and the total
expropriation from employees in favour of state power. It can be concluded
that the way out of these failures should, on the contrary, be based upon
the priority of labour over capital; that it should enable self-realisation of
people at work, and that it should search for ways of “de-expropriating”

1 For details see e.g. the article by the Czech economist Lubomir Mlcoch “Re-structural-
isation of Ownership Relations Regarded through the Eyes of an Institutional Economist”. Pol
Bhonomie, No. 3/95.

4 For details see also Vymetalik-Hengsbach Hansen, Costa & & cloveks (“The path to man™),
Scriptum 1993, p. 234
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employees. It would be a pity to neglect this possibility, particularly in post-
communist countries. Is it, however, a realistic and suitable way forward for
industrially developed countries?

Does it make sense for developed countries, where it seems that
economic growth has already led beyond poverty and where notions about
the subordination of cither labour or capital are unrealistic? Is it compat-
ible with the changes that our present world is currently undergoing, some
of which we remain unaware, but which nevertheless are significantly
changing the face of our civilisation?

ITI. WoRrLD PROBLEMS REQUIRE NEW APPROACHES

Undoubtedly we live in an era of upheavals which influence practically
all aspects of our lives. The world has changed beyond recognition in the
last decade and it keeps changing. As the pastoral constitution Gaudium et
spes of the Second Vatican Council rightly states:

“Human generations live nowadays in a new phase of history in which deep and
quick changes gradually spread all over the world. They were induced by human
inventiveness and creative efforts, but these changes affect them in feed-back, they
influence human reasoning, individual and collective interests, ways of thinking and
behaviour in relation to things as well as to people. We can therefore speak about
a real social and cultural transformation which also reflects religious life”."s

The character of these changes and their consequences are nowadays
being analysed from very different points of view. Such evaluations are not
vety encouraging. The world summit on social development held in March
1995 under the auspices of the UN demonstrated some shocking facts.
Some 1.3 billion people in the wosld live in poverty. Some 13-18 million
people die annually due to causes related to their poverty, Poverty occurs
increasingly in the least developed countries. The indebtedness of
developing countries is some 1.4 trillion dollars, which is almost double the
amount ten years ago. Repayment of these debts means a drain on capital
from developing to developed countries. Some 120 million people — out of
a world active population of approximately 2.8 billion people — are
unemployed. Apart from this, approximately 700 million people could be
classified as under-employed, ie. people whose employment is in
occasional, part-time or non-productive jobs. Unemployment in industrially

B Gandium et spes, 4.
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developed countries is also running at unprecedented levels. It represents
some 93 million of unemployed in Western Europe alone.'¢

The idea that scientific and technical progress will continuously ensuse
new jobs has collapsed. It is obviously not able to ensure this even in
developed countries. The trust in the omnipotence of economic growth has
been lost. If it continues at the same rate and in the present form, it will
sooner of later bring about environmental destruction of our planet. The
only alternative obviously consists in the joint action of all the constitutive
forces: if everything is left to uncontrolled development, then no changes
for the better can occur, American vice-president Al Gore justly calls for “a
new Marshal plan” which would focus the energy of various countries upon
a common effort to create a permanently sustainable society.”

Calls are being made for the establishment of supranational institutions
to solve the problems which cannot be remedied with within the framework
of national or international action. It is already obvious that problems such
as cash-flow control, environmental protection, repression of terrorism or
armaments control, must be resolved on a world-wide scale.®

Professor Schasching’s appeal, in the same vein, for a solution to labour
problems is equally justified: “The only alternative consists in the union of
constructive democratic forces. This requires a high degree of respon-
sibility, expertise and experience. A consensus about the common aims is,
however, equally necessary”."’

The social teaching of the Catholic Church can help to build consensus
about the common aim even among atheists and without any ideological
pre-conditions. This would be a consensus which fully recognizes human
dignity and the needs of labour and capital today. Current developments in
developed countries confirm this and at the same time demonstrate the
possibilities open to other countries. The relevant findings show that for the
success of the enterprise it is nowadays necessary to obtain the active interest
and collaboration of workers and that this is impossible without respecting
their individuality and human value. Democratic culture today represents
new possibilities.

16 Zdenek Drabes, “Hledd se strategic pro spravedlivejsi svet” {“In search of strategy for
more righteous worlds”), Ekenom, No. 9/95.

7 Gore, A., (1992) Earth in the Balance: Forging a New Common Purpose, (Cuech
translation “Zeme na misce vah”), London: Earthscan, p. 2957F

18 Drucker, PE, (1993) Post-Capitalist Society, (Czech translation “Postkapitalisticka
spolecnost”), Oxford: Butterworth-Heinemann, pp. 128-141.

19 Schasching SJ, Jehannes, “Auf dem Weg zur Kultur der Arbeit”, Usnser Dienst, No. 1795,
p. 23.



THE FUTURE OF LABOUR AND LABOUR IN THE FUTURE 347

L. Necessity of new relationships at work

The present woild is characterised by the rapid growth of the rate of
scientific and technical progress and by an increased call for the freedom of
individuals. Significant qualitative changes, radical leaps, the entry of new
generations of products and technologies and their numerous and contin-
uous improvements are occurring in developed countries.

Because knowledge is considered to be the basic source of economic
wealth in developed economies?® this not only increases the requirements in
terms of the qualification and expertise of workers, but also it involves their
individuality.

The work of qualified specialists cannot be managed by command
methods any longet, for their special expertise cannot be efficiently
conirolled. It is necessaty to create conditions in which they alone, without
supervision, will apply maximal effort at work and fully use their qual-
ifications for the benefit of the company. It is necessary to enable them to
enjoy their work so that they are satisfied and seek further improvements
on their own initiative. Such conditions are also congruent with demands
for greater freedom and autonomy in the working process. People want
more responsibility and self-realisation nowadays, to work without coercion:
in short, they want more democracy in relation to work.

On the other hand, the inherited complexity of the division of labour
and the defensiveness of labour organizations do not encourage the worker
to concentrate on his/her own performance in the context of new technol-
ogies. Yet the success of the production process depends on the collabo-
ration, the performance, and the ideas of those involved. Tt calls for new
teams and co-operation where everyone should contribute knowledge and
innovations.

A change in working conditions makes change necessary in the system
of labour as well as in the management process. It induces the need for a
partnesship between responsible workers and responsive managers.

This need does not concern qualified specialists alone but relates to a
broad spectrum of activities which have been transformed to incorporate
the broad area of work in the service sector and less physically demanding
work entailed in working with new techniques. Entrepreneurship these days
is rather like a soccer match, with momentary changes affecting the field of
play. Nothing can be predicted, because predictability involves a clear
target, demarcation of the context and clear rules of the game, which serve

% Druckeer, BE, (1969) The Age of Discontinuity: Guidelines 1o omr Changing Socicty,
(Czech translation “Vek disontinuit”), London: Heinemann, p. ix.
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to define individual responsibilities. Now everyone must watch his co-
players during the game as well as the process as a whole. The coach gives
advice and encouragement, but he does not interfere during the game. This
requires the engagement of the players’ personalities, because they have to
exercise their own discretion on the field of play.?'

Therefore, it is not possible to achieve further growth in productivity
without changes in management methods. This growth is necessary for
success in world competition, for the alternative is stagnation and bank-
ruptey. After all, further growth in world population, without correspond-
ing economic growth, would only mean a further deepening of famine and
poverty.

Another question is whether this growth in productivity should be
globally guided and oriented, especially in relation to the rapid creation and
development of environmently-friendly technologies and other measures
which would help to reduce unemployment, whilst not increasing the
menace to the environment itself. On the contraty, these would be focused
on developing conditions which contribute to the creation of a permanently
sustainable society.??

The necessity of a growth in productivity affects both highly qualified
specialists as well as workers in the service sector. In practically all his
works, P¥ Drucker highlights the danger of the increasing gap between
qualified specialists (knowledge workers) and other service workers, unless
an appropriate growth in productivity is ensured in their case, too. He sees
the way to avoid this as being to increase the responsibility of these
workers, to up-grade their qualifications, and to ensure their greater parti-
cipation as suppliers of external services in the partnership. Thus Drucker
stresses: “In knowledge and service work, partnership with the responsible
worker is the only way; nothing else will work at all”

2. Change of structure of workers

The changes described above ate also related to well-known changes in
the structure of the labour force. The number of industrial workers is
decreasing, while industrial production is increasing. In the period 1980-
1986, for example, employment in industry dropped together with a
simultaneous increase in production in certain countries as follows:

2 Then, W., {1994) Die Evolution in der Arbeitswelt, Inno Vatio Verlag, p. 302.

2 Gore, A., (1992) Earth in the Balance: Forging a New Commion Purpose (Czech translation
“Zeme na misce vah”}), London: Earthscan, p. 273.

2 Drucker, BE, (1993) Managing for the Future: The 19905 and Beyowud (Czech translation
“Cestou k zitrka™), Oxford: Butterworth-Heinemann, p, 91.
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COUNTRY INDUSTRIAL INDUSTRIAL
EMPLOYMENT PRODUCTION
USA 92 124
Germany 89 103
France 84 106
Sweden 88 116
Switzerland 95 1052

At the same time there is a massive recession in some basic industries
like steel making, ship building, textiles, coal mining and economic
depression in the regions where these industries are situated, Some other
industries are also suffering lesser decreases. The service sector on the
contrary is expanding. In developed countries it represents more than two
thirds of the labour force. A comparatively lower proportion of services
persists in Germany, which in 1985 was only 53.6%.% This lower pro-
portion is explained by the fact that approximately 40% of positions
defined as falling within the industrial sector in fact belong to the service
sector, albeit services provided inside the company. These are being recog-
nised as such only after these services become separated from the
companies.* It is also important to stress that many services, especially
newly emerging services, have a direct or indirect relation with new
technologies, ie. they are “technology-driven”. Hence the need for experts
— specialists for working with new technologies — is rising in all the
sectors. Qualified knowledge workers and service workers thus become the
decisive social groups in developed countries.”?

Robert B. Reich, Professor at Harvard University and the Secretary of
Labour in Pyesident Clinton’s cabinet, even says that classical capitalists are
now being replaced by “managers of the second generation”, whom he calls
symbolic analysts (SAN). They are people who work in the broadest sense
with information in a creative manner and are able to resolve problems in a
systematic way. According to Reich, three quarters of American workers
could be divided into sub-groups of routine workers, service workers, and
SAN. The test are government employees, employees of regulated indus-

# Clarke, O. & Nifand, J. eds., (1991) Agenda for Change: An international analysis of
industvial relations in transition, Sydney: Allen & Unwin, p. 5.

% Ihid., p. G6.

2 Riesenhuber, H., (1994) “Neue Produkte - Neue Acbeit”, in Arbeir der Zitkunft - Zukunft
der Arbeit, Sturtgart: Schiiffer-Poeschel Verlag, p. 88.

4 Dhucker, PR, {(1993) Post-Capitalist Society, (Czech translation “Postkapitalisticka
spolecnost™), Oxford: Butterworth-Heinemann, . 7.
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tries, and some 3% are employed in agriculture and mining. Thus, the
shate of industrial workers decreases, the share of services workers remains
stable, but the dependence of both categories on SAN increases. SAN have
the majority of economic and political power. It is said that society could
now become split into two great groups of unequal number, the first group
being formed by SAN (approx. 20% of the population) and the second
being formed by the remaining 80%.%

The growth in the need for qualified specialists and also the growth in the
service sector (with a simultaneous decrease in the share of the industrial
sector) can now be considered characteristic of most developed countries.

3. The chance for a democratic culture of labour

The growth in the proportion of knowledge workers and service
workers requires new methods for achieving their highest efficiency. It was
possible to split manual labour in industry into optimal partial operations
and thus to create conditions for higher efficiency. Even in this kind of
work the activity and initiative of responsible workers made a contribution,
but it is quite indispensable in the case of specialists and service workers.
To obtain great efficiency from them entails winning their active interest
which is impossible if the work does not satisty them, motivate them or
convey that they are respected as human beings. That is why new manage-
ment methods are being sought, which would engender more interest and
initiative among people. They bear a wide variety of names: “Total Quality
Management”, “Lean Management”, “Human Sources Management”, etc.,
all of which share a common core underneath their fashionable labels as has
been affirmed by Di. Wolfgang Riezle, member of the board of directors of
BMW in Miinich:

“The common core will remain: The idea of a hierarchical company organisation —
wheie a powerful management orders an ordinary worker how, when and what to
do — has been abandoned, Instead of this outlook, imagination, creative abilities
and the engagement of evety individual are required, mobilised and introduced
into the creative process .... This means first of all that every collaborator must
have the possibility to identify himself with the common goal of the company. This
is the proper role of management: to define an acceptable and binding system
which gives the workers motivation and sufficient space for their best possible
contribution to the success of the company” #*

28 Reich, RB., (1995) The World of Natiosns (Czech translation “Dilo narodu”), Prostor, p. 202.
29 Reitzle, W, (1994) “Die neue Rolle der Arbeitgeber”, in Arbeit der Zukunft - Zukunft der
Arbett, Stuttgart: Schfiffer-Poeschel Verlag, pp. 212-3.
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Such new management methods are not based primarily on human
concern, but are driven by company interests in improved development,
competitiveness, productivity and profit. However, it is becoming recog-
nised that these goals cannot be attained in a developed society without
the active engagement of workers by giving them more responsibility, more
self-fulfilment and more autonomy in the working process. Superficial
modifications are not sufficient anymore. “For the first time in the history
of industrial nations the coming years will bring competition not only in
prices, creativity and quality, but also competition in labour and company
culture and the appreciation of man and his value in the world of labour” 3
(Werner Then, chairman of the German society for management and
director of the Institute for innovations in the system of labour in
Niirtingen). He adds that in this way the century presents the opportunity
to realise the dignity of human labour in modern economics with a
democratic culture,

In this context the social teaching of the Church becomes congruent,
with its stress upon the dignity of labour, human dignity and freedom. For
these tenets fully accord with conditions in contemporary industrial society
and they can play a positive role in the area of labour. Social teaching does
not represent something distant and abstract, because the dignity of man
can be given priority in the system of employment in modern society, if the
appropriate policies are adopted with conviction.

This dignity is not compromised by the fact that the work is still
connected with strain, for that is to participate in a small way in the
sutferings of Christ as stated in the encyclical Laborem exercens (article 27).

Precisely by drawing more upon human motivation, the new culture of
labour reduces the use of constraint and makes it possible to transform
external constraints into self-restraint. This change is undoubtedly very
positive, although it is not easy, not always successful and is necessarily a
long-term process.

30 Then, W, (1993) Der Mensch i Mittelpunke, Tnno Vatio Verlag, contribution given at
the 8th Freiburg discussions: Von Wandel und dea neuen Erwartungen der Mitarbeiter im
Konzern, p. 226.
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TV, Tue PossisiLiTies oF A New Currurg oF LABOUR

1. Elewments of a culture of labour in Human Resource Management (HRM)
methods

The methods of labour management in use today (under different
names) cannot, however, be considered as embodying the social teaching of
the Church without some further explanation. For example, the Human
Resource Management (HRM) model contains a number of elements which
correspond to the ideas of this teaching, or at least are not in contradiction
with it, and rightly consider human sources to be the decisive factor in
production, which must be “nurtured as a valued asset” !

However, if these methods treat people onfy as a source of productivity
and profit (in spite of the proclamations to the contraty) and do not take
into account their subjectivity and human dignity, they can then lead to
increased exploitation, to the detriment of the workers and finally to the
loss of the company as well. In this connection Ludek Rychetnik draws
attention to the criticism of Keenoy (1990), according to whom “the
normative humanistic rhetoric of HRM is a means for manipulating meaning
and its primary purpose might be to provide a legitimate managerial
ideology to facilitate an intensification of work”?? He also highlights other
criticisms in the same vein (Garrahan and Stewart 1992, Sewell and
Wilkinson 1992). According to Hart (1993) the HRM approach has ousted
“the decent, caring and humanistic values of personnel management”.*

Nevertheless, there exist a number of positive examples of using HRM
methods, which have improved the efficiency and activity of workers and at
the same time have favourably influenced their position within the working
process. The implementation of HRM methods in the Ford company in the
USA and in some other American companies has attracted considerable
attention.

It appears that a change of an approach to the human factor alone can
bring about considerable changes in the corporate climate, even if it is
introduced for purely enterpreneurial interests.

31 Storey, J. (ed), (1995) Human Resource Management: A Critieal Texe, London and New
York: Routledge, p. 5.

32 Rychetnik, L., (1995) “The Management of Labour: The Way to an Economic Miracle?”,
Report for EA FPE Annnal Conference, Krakow, October 1995, p. 7.

33 Storey, J. (ed), (1995} Human Resource Management: A Critical Text, London and New
York: Routledge, p. 23. )
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2. The experience of the Ford company

The Ford company encountered a lot of problems in 1980. Customers
were not satistied with the cars produced and the company’s share of the
market was decreasing. The Ford company suffered a loss of 5.1 billion
dollars in that year, which was the second biggest loss in the history of US
corporations.

In response three top managers of the company — Petersen, Page and
Poling — initiated an evaluation of Japanese findings on the key elements
for transformation, which they expressed as the three “P”s: People, Products
and Profits. According to Petersen this represented a radical change in both
the philosophy and culture of management. Prior to that employees were
simply regarded as a means to profit, but now they themselves were
accorded a key value. They issued a statement about the mission, values
and guiding principles and prepared a letter to all the employees in which
they stressed that company policy consisted in supporting and enabling all
employees to participate in management and to contribute to the company’s
success,

Participation in management began by the formation of problem-
solving groups and of quality circles. Subsequently, involvement was
extended to include participation in other processes usually reserved for
management, such as planning, goal setting, communication and decision-
making. Finally, the forms of participation of employees in management
were studied in 40 outstanding US companies, out of which 6 firms were
selected: IBM, TRW, 3M, General Electric, Dana and Hewlett-Packard.

Ford concluded that these companies had ten things in common.

i) Each firm circulated a statement of corporate goals and values, and
its executives spent 50 to 80 percent of their time outside of their offices,
trying to communicate those ideas to their employees.

if) All six emphasized the importance of people and respect for every
individual. They agreed that the skills and quality of their staff were their
only competitive advantage. Products or technology can be purchased, but
usually do not advance the company’s position for long.

iii) They substituted trust for strict rules and controls. When the task
force met with Hewlett-Packard CEQ, John Young, one of the first things
he said was “We trust our people”.

iv) Every firm insisted upon being customer-driven. IBM told the task
force that there were very few ways an IBM employee could get fired, but
one of them was keeping a customer waiting or letting a phone ring more
than twice in a customer service centre.
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v) All six used teamwork, particularly multi-departmental teams, to
develop products and services at the cutting edge.

vi) They tried to eliminate levels of management and to play down
authority. At one Dana plant there were only three levels; hourly workers,
their bosses and the plant manager.

vii} The companies emphasised free, open, face-to-face commu-
nications. Hewlett-Packard called this “management by wandering about”,

viil) Managers relied on peers and, occasionally, on subordinates to
help evaluate other managers. Team players were promoted over individ-
ualists,

ix} All six offered sophisticated training for managers, as well as for
houtly employees.

%) Managers of the corporations made a habit of asking their people,
“What do you think?” (Petersen 1991).

I 1980 Ford started to use these new approaches in the development
of a new car, Taurus-Sable, planned as the best car in its class. The company
succeedéd in effecting a substantial reduction in components and increased
the professional involvement of the workforce. Quality then increased, with
only 1% of the cars needing repair, in comparison with the previous rate of
10-15%. The car had Japanese quality and European style. Some 250
million dollars were saved in the development of the car and the period of
development was shortened from 6 to 4 years*

3. Implementation of HRM in other companies

David Mercer, who spent 15 years in IBM, described its corporate
philosophy as a partnership between the employees and the employer,
based on mutual trust. The stress is put on full employment and security at
work, Other principles comprise: respect for human dignity, emphasizing
individuality, extended communication, support for individual develop-
ment, participation in management, and the development of autonomous
teams and cells, which are the building blocks of a newly emerging cellular
organisation structure, which will probably predominate in the next
centuty.®

 Starkey, K. & McKiuley, A., (1993) Strategy and the Human Resource: Ford and the Search
Jor Competitive Advantage, Oxford: Blackwell Business.
3% Mercer, D., (1987) IBM: How the World's Mosé Successful Corporation is Managed,

London: Kogan Page.
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John Storey lists 25 attributes which together characterise the HRM
style. According to a survey carried out in 15 miscellaneous organisations,
all of them applied at least one of these clements. The results were similar
in a survey carried out later in Leicestershire in 560 firms with 15 or more
employees. Furthermore, this produced the interesting finding that although
it had been presumed that new management methods were characteristic of
big companies, the results showed that a considerable portion of small and
medium companies were also interested in implementing these methods.*

4. Examples of joint enterprises in Germany

Human Resource Management and other similar methods do not solve
(with a very few exceptions) the problems of integrating labour and capital.
This integration can be achieved by employees sharing capital holdings in
combination with their participation in management. In general financial
participation alone is not very efficient either for the company or for the
employees. Only if it is used comprehensively, together with participation in
management and other well-tried elements of HRM methods, does it have
positive results.

Companies in Germany, which attempted to make their employees not
only partners, but even co-entrepreneurs, can be used as an example. Their
methods are described by Paul Halbe, Die newen Unternebhmen? which
examines 12 German companies of various sizes and from different regions
of the counery. They included companies owned by individual entrepre-
neurs, joint stock companies, limited liability companies, as well as limited
partnership companies. All of these companies gradually applied, in part ot
in full, the 7 basic principles of corporate relationships related to financial
management. Those companies, however, which had applied all the 7
principles were the most successful in the market,

The principles are the following:

i} Full knowledgeability of workers about company activities, results
and aims. The worker must have the feeling that management really
considers him to be its partner, that it trusts him, that it does not hide
anything from him and that it relies on his contribution. This includes full
knowledgeability about capital flow, wages, dividends and royalties. It also
involves the creation of trust and an enterprising atmosphere, Multi-faceted

3¢ Storey, J. (ed), (2995) Human Resource Management, London and New York: Routledge.
¥ Halbe, P, (1991) Die neuen Unternebmen: wie aus Mitarbeiters Mitusternehmer werden,
Freiburg: Rudolf Haufe Verlag.
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information, communication and openness are the first pre-requisites for
the conscious participation of employees in the company’s activities.

ity Education and training. If the developed world becomes a society of
knowledge, it is necessary to impart the required knowledge to all the
workers. It is needful to ensure a long-term growth in their professional
standing, to appreciate their suggestions, to guide them to become
interested in innovations, to inform them on the newest findings related to
their fields, to teach them inter-personal relations.

iity Creation of conditions for the greater independence, responsibility and
self-realisation of employees enabling their professional co-operation. This
comprises the use of well-proven HRM methods, the creation of
autonomous production groups, the use of teamwork and decentralisation,

i) Time ownership. A new culture of labour is not confined to
employment, but encourages workers in other activities as well, including
use of leisure time, fostering the creation of new communities and relations.
The distribution of working time which best suits the individual perfor-
mance of the worker is allowed, when feasible, and individual working
hours, part-time work and flexible working hours are made possible.

v) Motivation in remuneration. Wages and bonuses still constitute the
most basic security of the worker. However, certain other motivating
components are recommended, such as profit-sharing and the so-called
“investment salary”, through which the worker would share in the
company’s productive capital.

vi) Participation in management in various forms. A broad range of
decision-making is left to the employees. Organisation ceases to be
managed structurally, but is osiented towards processes, people and
customers. The employees should be drawn into the management process
in such a way that they feel they are really participating.’

vil} Financial participation in the company’s results and preferably a share
in productive capital. Forms of this vary, from the monthly sharing of profit
to remuneration at the point of retitement, from the donation of capital
shares to shares fully purchased by the employee.

3% Werner Then, in his book Die Evolution der Arbeitsiwelz, highlights the idea of Martin
Weizmann according to whom employees should not have a fixed salary but rather should have a
share in the company’s results. These shares would rise or decline in relation to the company’s
results. Individual work groups evaluate and divide among themselves according to their own
working contribution. Quoted p. 344,
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The form of financial participation often changes, for example, from
monthly profit-sharing to stock-sharing or to a sleeping partnership. Some
companies use an independent employees’ company for capital-shating.
Such companies proved to be especially useful, as they provide an overview
of involvement, control and utilisation “of capital. The border between
labour and capital is eroded as employees can partly attribute the economic
growth of the company to their own money. In this case, capital emerges
from its anonymity.

The companies described above also confirmed another important
finding. Sharing and participation is most efficient in smaller entities, where
people are not strangers. It was found that if the number of employees
exceeded approximately 200, it was better to create smaller units. In any
case the entity should not exceed 500 employees. A characteristic feature of
these companies is the fact that they develop entreprencurship amongst the
workers., This is an important idea, which is supported by the social
teaching of the Catholic Church and one which evidently brings benefits to
companies themselves.

It is necessary, however, to stress that:

i) The companies described above did not represent a conscious
implementation of the social teaching of the Church, with a few exceptions
like the Hettlage company. Nevertheless, some other companies departed
from purely business-like considerations and their approach appatently
paid off. Brune Hettlage himself declared in 1984: “I do not regret for a
single moment that I had invested 21 million DM in this idea” 3

if) Policies of joint entrepreneurship do not automatically mean the
success of the company: these measures support better human relations
inside the company which have the possibility of increasing efficiency.
However, management style is decisive, for a manipulative employer who
introduces these methods only to get more productivity out of people,
distorts these policies and may lose money in the process.

iii) The basic pre-requisite of successful implementation is the commit-
ment of management in applying these principles. They cannot be imple-
mented “from the bottom up”, but come from management, be it an indi-
vidual businessman or a team of executives. All companies are also “tailor
made” according to the way in which managers interpret and implement
these principles. Nevertheless, this indicates that within the frame of

3 Halbe, P, (1991) Dic nenen Uniernehmen: wic aus Mitarbeitern Mitunternebmer werden,
Freiburg: Rudolf Haufe Verlag, p. 58.
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Christian ethical principles, it is possible to offer a broad palette of pos-
sibilities for choice and responsibility.

There are often objections raised against sharing and participation in
companies: if these companies are so successful, why do they not expand
much more than they did? Paul Halbe’s answer is that entrepreneurs are
held back by vested interesis in their positions. They are afraid that it
would not work unless they retained their managerial control. They do not
want their workers to know their incomes and the incomes of the top
managers, or to become acquainted with the company’s financial situation.
They do not want “to step out of their own shadows”.

Another probable reason may be an entirely natural fear of change and
uncertainty as such. Controlling a process of change is very demanding and
requires special managerial “know-how”, The larger companies hire spe-
cialist consultants for this purpose, while the small company usually cannot
afford such an approach. That is why successful examples play such an
important role as they can serve as guidelines. Implementation of a new
cultute of labour undoubtedly imposes considerable demands on manage-
ment: courage, determination, purposefulness and concerted efforts.

Paul Halbe also describes how in the catly eighties many entrepreneurs
began to visit Eifelfort because it was rumoured that the Wolcraft company
used employees’ participation with great success, The company owner,
Robert Wolff, gladly explained it and he did not hide the fact that he did it
in order to make a higher profit. Many questions were asked in the
discussion: What wages do you pay? How many partners do you have?
What do your employees do with their money? And many objections were
raised: You are the founder, it is easy for you, You are successful if the
company grows. If you are doing it for greater profit, you are a sophis-
ticated exploiter. You risk the future of the company if you throw away
money, something like this could not be risked in our company. The
objections raised served as justifications for retaining the status quo, but the
dialogue stimulated thought.#

The example of German companies striving for suitable forms of joint
entrepreneurship with the employees, in the interest of achieving higher
profit, confirms that this can bring about the benefit of greater involvement
for workers who can thus better realise themselves at work as human
beings. They thus represent a further impulse towards a democratic culture
of labout.

0 Thid, p. 15.
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5. The priority of labour over capital and the example of Mondragon

The social teaching of the Church stresses the priority of labour over
capital. This principle is usually understood as an ethical requirement
which reflects respect for the human personality in the working process,
based on an unquestionable priority of man over things. Subordination
of capital to labour from a purely economic perspective is not usually
considered possible.

However, the example of Mondragon shows that such subordination is
possible and that it can bring about economic success. Mondragon is a
town situated in the north-eastern part of Spain, in the Basque province of
Guipozcoa. In the fifties a group of enthusiasts for a new type of
democratically managed and humanistically oriented enterprises, consciously
based their new initiative on the social teaching of the Catholic Church
being inspired by a Catholic priest, Don José Maria Arizmendiatietta. In
1956 they built their first factory which was co-owned by those who
worked in it. They used the legal form of a co-operative, a traditional
concept which they further developed.

The first factory was called ULGOR. There were 24 men and 2 women
working in it, producing cookingware, and it did not go bankrupt.
Gradually other enterprises emerged based on the same principles and were
exceptionally successful. In a mere 20 years more than 80 enterprises were
built in Mondragon, employing more than 17 thousand workers; all co-
owners of their companies.

In 1960 they founded a co-operative bank, Caja Laboral Popular, In
1977 they founded a special co-operative for rescarch and development,
IKERLAN. They also created a large consumer co-operative, EROSKI, the
annual turnover of which was 73,860 million pesetas according to the
annual report of 1990. In that year they created 579 new jobs and their
stores were visited by some 23.1 million customers in 1990.4 In 1964 they
formed a Union of co-operatives, and twenty years later they established the
General Council as the co-ordinating body of the co-operative.

According to data for 1988, the Mondragon group already numbered
165 co-operatives with more than 21,500 members. Over one million
Basques were related in one way or another to the co-operative movement.
In 1988 the volume of sales of the Mondragon group was 205,000 million
pesetas.? A rural backwater had become a flourishing industrial town.

41 EROSK], (1991) Annual Report.
12 Guia Bdsica del Socio Trabajador. Caja Laboral Popular, Mondragon.



360 PONTIFICIAL ACADEMIAE SCIENTIARVM SOCIALIVM ACTA - 2

The following 3 ideas are considered to be the key to Mondragon’s
success:

) A democratic structure of management — All the members vote at the
General Assembly for a nine-member Supervisory Board, which nominates
managers for a petiod of 4 years. Every year 2 members on the Supervisory
Board are re-elected. Election takes the form of a majority  vote at the
General Assembly where every member has one vote. As soon as the
managers ate elected, they have full authority and management power. The
Supervisory Board can criticise their measures at consultative meetings, but
it cannot change them. The Mondragon democracy does not mean that
anyone canp necessatily become 2 manager. It means self-imposed
subordination to the elected bodies and at the same time that these bodies
are accountable to the members of the co-operative as owners.

it) Individual internal capital accounts — Some 70% of net profit goes
annually to these accounts and 20% goes to the reserves of the company.
The profit remains on the account until the retirement or departure of the
member. Otherwise they only receive 6% of the real interest annually. In
this way the company has at its disposal some 90% of profits for its use,
which represents a substantial competitive advantage in comparison with
other companies, The members, on the other hand, are not interested in
increasing their wages to the detriment of re-investing profits. At the point
of their retirement they get a decent lump-sum, which can exceed $ 25,000.

iii) The co-operative bank creates an umbrella for the whole co-oper-
ative group, by tiding over the co-operative’s problems, and ensuring the
establishment of further new companies. In the 30 years since its founda-
tion, it already belongs to the 20 biggest banks in Spain.

The Mondragon companies achieve higher productivity and higher
profits in comparison with other capitalist companies. They also have a
better social climate, more satisfaction at work and better security for the
workforce. The people themselves feel like true owners and co-entre-
preneurs, who not only participate in financial management, but can also
influence it. Here capital is subordinated to labour not only in the statutes
of these companies, but also in real life.®

It is probably not possible simply to transfer the Mondragon expe-
rience to another environment, for it is an explicit and practical imple-

B Luty, A. & Lutz, K., (1988) Humanistic Feonomics - The New Challenge, Bootstrap Press,
especially chp. 12 “Humanistic Enterprise: The Case of Mondragen”. Guia Bdvica del Socio
Trabajador, Textos Bésicos de Otalora - Obra Social de Caja Laboral Popular; The Mondragon
FExperiment - Caja Laboral Popular.
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mentation of ideas drawn from the social teaching of the Catholic Church.
It is, however, an example of a very successful operationalization of them
which demonstrates that a democratic culture of labour in the spirit of this
teaching is not only possible, but economically viable.

It showed that to accord priority to labour over capital is realistic. This
subordination is also practised in other enterprises in which the com-
munities of employees have a decisive share in the company’s property.
Some companies in the system ESOP (Employee Stock Ownership Plan)
belong to this group, but only those which respect democratic relationships
in the community of employees. Not all of the ESOP companies comply
with this requirement. The comparatively quick growth of the ESOP profits
since 1956, which continues in spite of numerous criticisms, obviously
requires a new objective evaluation.

6. Problems of pension funds

The institution of pension funds in developed countries is sometimes
given as an example of the subordination of capital to labour, These funds
are being quickly consolidated in the USA and gradually in other countries
too. They have a growing control over the investment and distribution of
money. In 1992 they owned half of the capital stock of big corporations in
the USA and they provided these companies with almost the same volume
of long-term credits.

The resources of the pension funds derive from salary deductions
which are held back or put aside. They are accumulated in order to provide
future pensions, PT. Drucker concludes that the employees collectively own
the means of production through the pension funds:

“The people who exercise the voting power for the employees are themselves
employees, e.g. the civil servants who manage the pension funds of states and local
governments in the United States. These pension-fund managers are the only true
‘capitalists’ in the United States. The ‘capitalists’ have thus themselves become
employees in the post-capitalist knowledge society, They are paid as employees.
They think as employees. They see themselves as employees. But they act as
capitalists. One implication is that capital now serves the employee where under
Capitalism the employee served capital”.#

These conclusions will probably not be uncontested. The ownership of
employees of the pension funds is strongly reminiscent of collective socialist

* Drucker, PE, (1993) Posi-Capitalist Sociery {Cuech wanslation “Postkapitalisticka
spolecnost”), Oxford: Butterworth-Heinemann, p. 3.
B 1bid. p. 60,
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ownership, in which the actual realisation of owners’ rights was left to the
socialist managers. Where the pension funds are concerned, it is left to the
“capitalist managers”. In socialist regimes, capital was never subordinated
to labour. This is obviously not the case with the pension funds either. It
seems that this situation is analogous to “positional ownership” or “de
facto” ownership. These questions will undoubtedly require more thorough
consideration. Moreover, in conditions of increased unemployment, this
form can constitute a considerable risk to the employees.

V. Horrzons v 11k 21sT CENTURY

The position of managers not only in pension funds, but throughout
society, as well as the growing importance of experts who possess knowl-
edge and are able to use it in a creative mannes, confirms that it is precisely
these groups which acquire the decisive role in a developed society. Robert
B. Reich speaks about “managers of the second generation” and calls them
symbolic analysts (SAN).

According to Reich, the SAN are becoming the real motive power of
global economics, whose contribution to the success of the product or
service will continue to grow, whilst that of workers and other employees
will decline. Their salaries are growing quickly and will soon lead them to
be classed among the richest citizens, while the differential remuneration of
the remaining 80% will continue to deteriorate.# The danger of new “class”
contradictions and social conflicts is obvious. The establishment of demo-
cratic relationships in the working process may again be endangered.

Robert B. Reich sees the way out as consisting in more learning
opportunities and in the creation of conditions for the broadest possible
access to education. He advocates tax redistribution so as to enable all
talented citizens to become SAN. He recommends the enrichment of work-
ing positions by the broader access of workers to computer information and
by enabling them to influence production in order to improve efficiency. A
similar approach is endorsed for so called personal services. If the main
wealth of the nation is its labour force, then it is necessary to do everything
possible to harness it to global competition.4” PE Drucker also sees the key
to achieving of appropriate incomes and the dignity of service workers as
being an increase in their productivity.*

6 Reich, R.B., (1995} The World of Nations {Czech translation “Dilo narodu”), Prostor, pp.
193.207.

47 Ibid., pp. 276-277. .

% Drucker, PE, (1993) Posr-Capitalist Society (Czech translation “Postkapitalisticka
spolecnost”), Oxford: Butterworth-Heinemann, p. 86,
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The growing call for a co-ordination of efforts to resolve the major
problems of our rapidly changing world should not omit ideas from the
social teaching of the Catholic Church, so that the dignity and value of
workers is not endangered again by transformations in the means of pro-
duction.

V1. RoLE or Trape UNIONS

The resolution of the current problems in the world of labour also
requires co-ordinated efforts on the part of employees. This offers the
possibility that the traditional trade unions now take over a new role
corsesponding to the new requirements. It has generally been established
that the proportion of trade union members is declining over recent years
in many countries. The following reasons are given:

— the decline of the industrial sector with a traditionally high level of
trade union membership

— the growing employment of women and part-time employees

— the growth of small companies, where it is difficult to establish trade
unions, especially if in small “high tech” companies the employees do
not give great significance to trade union membership.

The level of membership did not decrease in countries where govern-
ment policy was not directed towards weakening trade unions, e.g. in
Canada, Austria and Scandinavian countries.?

The reasons for the decline in trade unions’ membership do not consist
only in the shift of employment to smaller enterprises or to service
enterprises. Kochan and Wever rightly state that a

“comprehensive explanation must take into account changes in the structure of
economics, the growing resistance of management towards trade unions, the
growing innovation of management within the policy of personnel and human
resources and the failure of workers’ movements in the area of development of new
organisational and representative strategies which would suit employees in
developing employment and sectors” %

It seems that the latter reason is the most important. The trade unions,
which considered themselves to be a tool for class struggle, have not
recognised that under new conditions they have to look for new forms of

@ Clarke, O. & Niland, J. eds,, (1991} Agenda jor Change: An intesnational analysés of
industrial relations in transition, Sydney: Allen & Unwin, pp. 6-7.
5 Thid., p, 31,
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protection of the workers’ interests. They have ovetlooked that under these
new conditions protection must be realised in different ways and by
different methods.

Experience confinms that in enterprises where the company manage-
ment worked together with trade unions at the implementation of HRM
methods and at improving working conditions, it proved beneficial for
management, employees and the trade unions. In those enterprises where
the trade unions obstructed the implementation of the employees’ share in
the productive capital, fearing that the employees as co-owners would not
need the trade unfons any more, this was detrimental to all, including the
trade unions’ position.

For example, when the trade unions in the Czech Republic (with the
exception of the Christian trade unions, “Labour and I'reedom”), did not
agree with the introduction of company councils as organs for arbitration,
fearing that they would cease to be the only representative of the employ-
ees, they did not help the employees or themselves. They do not have the
legal competence to defend adequately the individual interests of employ-
ees, although they were the only representatives of the employees.

Catholic social teaching considers the free establishment of trade
unions to be a basic human right of workers. It stresses the right of trade
unions to protect vital interests of employees. Nowadays this protection
needs to take new forms and methods.

Trade unions are no longer concerned with the renewal of the class
struggle, but rather with asserting a democratic culture of labour including
advocacy of co-ownership in productive capital or co-entreprencurship in
companies. Trade unions are not weakened by this. Even in Mondragon,
where the members regard themselves as co-owners, there still exist social
councils which play the role typical of trade unions. Trade unions need to
search for ways to protect employees in small companies which cannot be
organised directly under trade unions at the worksite due to the negative
attitude of employers. This would consist in the protection of unorganised
and peripheral groups in the population, people employed on short-time
contracts, immigrants, and the unemployed. These are groups that need
help and protection more than anyone else. In the Czech Republic, for
example, the employees in small privatised companies are often ruthlessly
manipulated by their employers, who frequently fail to respect even the
most basic directives on working conditions. It seems that the attempt of
the Christian trade unions “Labour and Freedom” to organise these employ-
ees Into regional bodies and provide them with help from these agencies
has had positive results.

Problems of social solidarity arise at various levels and represent new
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challenges for labour integration on a supra-national and global scale.’! In
this connection the world movement of Christian Workers faces new
challenges and tasks. The need for co-ordinated efforts on a global scale is
also justified in order to address the problems of social solidarity.

VIL THE PosSBILITIES OF & DEMOCRATIC CULTURE OF LABOUR AND THE
COMMITMENT OF CHRISTIANS

The examples given of using elements of a democratic culture of
labour, as in the case of HRM methods, in companies introducing co-
entrepreneurship with their employees, and last but not least the example
of humanistic democratic enterprises in Mondragon, confirm that a
demoeratic culture of labour in the modern world is not a utopia, but a
realistic alternative. They confirm that Catholic social teaching is not an
abstract theory, but that it can be the point of departure for realistic
solutions which fully respect human dignity and the value of working
people which are congruent with trends in developed society.

The example of Mondragon and of other enterprises co-owned by their
employees demonstrates that the priotity of labour over capital need not be
a mere ethical injunction, but can represent a concrete economic rela-
tionship in which workers cease to be an “expense item”, whose minimisa-
tion is in the interest of an increase in profit, but become co-workers and
co-entrepreneurs, participating in company activities and finding satisfac-
tion in their work.

It is true, that elements of a democratic culture come into play largely
in developed countries. They will have to become the subject of interest
sooner or later in other countries, which seek to get into the front line of
economic development. That is why practical examples of implementation
of these clements demonstrate that these are realistic possibilities —
concrete choices. They also confirm that the implementation of a
democratic culture of labour make a valuable contribution to the economic
results of the enterprise.

The possibilities of implementing this culture are not limited to
companies at an advanced technical or technological level, The best and
most successtul example of a democratic culture of labour is precisely the
Mondragon co-operative experiment, which was started and successfully
developed in a Spanish backwater, without external help. It managed to
withstand rough capitalist competition and has proved its viability,

31 Schasching $], 1., Catholic Social Teaching on Labour, Woirk and Employment.
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It appears that the possibilities inherent in a co-operative system ate
not yet fully appreciated from the point of view of developing a democratic
culture of labour. It seems that economic democracy constitutes a large
reserve for market economies and one compatible with implementing the
resources of Catholic social teaching.

However, it is not sufficient merely to state that the ideas of this
teaching are not something distant or abstract, but that they actually cor-
respond with trends in developed economies. There is now the responsi-
bility for Christian action, which is all the greater, due to the intensification
of new problems whose resolution requites a co-ordination of common
efforts. The concern is not confined to environmental danger, but also
relates to the threat that a new “class” of unqualified workers with low
productivity will be formed, as Professor Robert B, Reich highlights in The
World of Nations. This can open up new social conflicts in which the
chances for a democratic culture of labour could well be lost again.

That is why analysing these problems and searching for suitable
solutions is of the utmost importance. Practical implementation of solu-
tions, inspiration by successful examples, and the quest for new types of fair
relationships at work and in soclety ate so imperative that Christians cannot
stand on the sidelines.



