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' EMBARGOED UNTIL 12.15 pm. 

SPEECH BY THE PREMIER, MR. DUNSTAN, AT MELBOURNE CHAMBER OF COMMERCE, FRIDAY 16th 
JUNE, 1978 - INDUSTRIAL DEMOCRACY. ' _ . 

fir. Frankel, Mr. Vial , Ladies and Gentlemen. In South Australia the major thrust of 
our industrial democracy in i t iat ives has been in the public sector, in government 
departments and statutory authorities. We believe that we wi l l be able to demonstrate, 
through our programmes in the public sector, the benefits that industry can gain from 
industrial democracy. Later I w i l l be happy to answer questions about our experiments 
in the public sector. But, for the purpose of this talk I wi l l discuss the implications 
of industrial democracy for private industry. 

For f i ve years the South Australian Government has endeavoured to encourage management 
and trades unions to give attention to the issues involved in industrial democracy. 

fce have done this because we believe that in a true democracy people should have 
opportunities to participate in decisions affecting their l ives , including their working 
l ives. 

Employees, l ike shareholders, have a substantial investment in the organisations in which 
they work. As a result, I believe that l ike shareholders, employees should be entit led 
to some say in the decisions affecting that investment. 

But we have another, very important motive for promoting industrial democracy, fly 
Government believes that employer/employee relationships can be improved - for the 
benefit of all concerned - through the development of industrial democracy programmes. 

p'm sure you' l l agree that in our current economic situation i t is more vital than ever 
that our industries and our public administration are as ef f ic ient as possible. I 
know there are cynics who'll toss up the refrain of "Well, industrial democracy sounds 
alr ight in theory, but i f you give employees a say in the running of industry, their lack 
of discipline wi l l encourage laziness and reductions in productivity. 

Well, l ike the Federal Minister for Productivity, I believe that argument is nonsense. 
The cynics must be very shortsighted i f they cling.to the discipline myth in the l ight 
of the economic success of countries such as West Germany and Sweden, which have been 
pacesetters in industrial democracy developments. 

Quite simply I believe that organisations cannot be optimally ef f ic ient without the 
support of the people working within them. That support wont be achieved unless the 
enthusiasm, the interest and the potential of every worker is realised. 
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But when we examine the situations that exist in many factories and offices in Australia 
we find that workplaces are too often characterised by a lack of stimulation and a 
sense of l i t t l e or no involvement by workers with what is happening around them. There 
are also few, i f any, opportunities for workers to participate in the decisions affecting 
them. 

A substantial body of research undertaken during the past thirty years in the United 
States and Western Europe has found that traditional forms of authority in industry 
directly contradict the psychological needs of mature adults. 

As a person progresses from infancy to adulthood he or she attempts to move from 
passivity to act iv i ty , from a state of dependence to adult independence, from a 

^subordinate role in family and society to an equal and self-disciplined role. 

I t seems ironic, then, that the needs and aspirations of the mature individual may actually 
be undermined by his day to day experiences after he leaves school and enters the work-

• f o rce. 

In exchange for a wage or salary, the employee usually submits to conditions which 
undermine many of the goals of the mature personality. 

•I believe this produces negative effects for both the employee and the work organisation. 
The worker's main reaction is frustration, which may be expressed in a number of ways, 

. including aggression,apathy, a reduction in output, increased labour turnover and 
absenteeism. 

In contrast I believe the participating worker is an involved worker, for his job becomes an 
extension of himself. Through his participation in decision making he is creating his 

.work, modifying i t and regulating i t . As he becomes more involved in his work he becomes 
more committed and therefore derives more satisfaction from the tasks he performs. 

,0ur research and experience in South Australia reveals that the majority of workers wish to 
. contribute in one way or another to the formulation or making of decisions that affect 

them in the workplace. 

The policy my Government has adopted is that put forward by our Tripartite Committee on 
Industrial Democracy. This Committee epitomises the flexible and pragmatic approach 
the S.A. Government is anxious to foster. I t comprises employees, trade unionists and 
public servants, who collectively advise the Government . 
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That Committee's unanimous view is that industrial democracy i s concerned with 
providing employees with the opportunity and the right to influence decisions within 
their work organisation. 

There are, of course, many forms that industrial democracy programmes might take. 
Some of these relate to the workplace leve l , some to the factory or plant level , and 
others to the board level or the organisation as a whole. 

My Government has not attempted to te l l managers, employees and unions what to do. That 
would be a fruit less approach as the needs of different workplaces and work organisations 
and the needs of the people who work within them, may differ considerably. 

However, we believe that representative systems l ike Works Councils, shop committees, 
" o i n t consultative committees and joint management committees can be usefully involved 

in many areas. 

Let me give you an example of an industrial democracy experiment in South Australia's 
private sector which might throw some light on future developments. 

For nearly four years the South Australian Government's Unit for Industrial Democracy 
has been involved - at the request of management, workers and unions - with a project 
in a large Adelaide joinery. 

There, semi-autonomous work groups have been established to carry out tasks. In these 
groups, employees have control over a l l the immediate factors covering their work. 

^Targets are set and boundary rules for the groups' act iv i t ies are agreed upon in 
consultation with-management. Within these l imits , group members organise and control 
their work without direct supervision. 

In the joinery's cabinet shop, for instance, there had been a high turnover of staff and 
poor absenteeism record before the industrial democracy programme was begun. 

However, an increase in workload led to discussions amongst the cabinet makers, and 
with management, on how work routines could be better organised. They opted.for the 
work groupconcept. 

The foreman, who supported the establishment of semi-autonomous work groups, was given a 
furniture design job and later promoted.to factory supervisor. I t was decided not to 
f i l l the vacant foreman's position, a move which contributed to the decentralisation of 
decision making within the section. 
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The previous assembly line structure was dismantled and the cabinet makers themselves 
now play a major role in deciding how each batch of work should be processed. The leading 
hand has been supported by the workers in his new role as Co-ordinator. 

Management also has greater consultation with the tradesmen themselves on the design 
of new types of furniture, and this has fostered an atmosphere of co-operation and 
trust - as well as great job satisfaction. 

Since the project was begun the cabinet making shop, which has grown from 8 to 25 trades-
men, has been able to operate autonomously without a great deal of di f f iculty in terms of 
outside constraints. Not only are the employees involved in the day to day running of the 
workshop but they have taken up a higher level of participation in decisions relating to 

ant-1 ayout. and machinery purchase. 

The joinery as a whole also has a works council, where a group of employee representatives 
from each section meets occasionally to discuss and overcome problems. 

I would l ike to mention a few things they have done. They have experimented with the 
election of supervisors, they have become, deeply involved in safety issues, with social 
welfare, the provision of staff amenities, job planning and factory layout. 

.They have also resolved demarcation problems and they are currently discussing with 
unions the possibil ity of a flexi-time system based on a nine day, eighty-hour fortnight -
a move which is supported by employees and management.' 

^"^Fhere is no hint of worker control. There are no employee directors on the Board. But 
i t is a form of industrial democracy that has worked to enhance the efficiency of the 
organisation. 

For example, in one particular project 500 hours were saved through employee suggestions. 
I think you' l l agree that at the current labour rate that represents an excellent return. 

/Indeed, the joinery was not profitable in 1973, but has made a profit in the three years 
:that the project was developing. Some of this prof itabi l i ty can be attributed to better 
marketing. 

However, management agrees that a significant proportion can be attributed to an increase 
in the morale and job satisfaction of employees, through the job redesign and worker 
participation programmes. 
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The development of industrial democracy has also improved the employees' lot . They have 
a budget they can spend without reference to management. Indeed, employees have taken up 
their new roles with interest and responsibility. 

The South Australian Government's role in private sector industrial democracy 
in i t ia t ives is quite clear. We wi l l provide support and encouragement to employees, to 
trade unions, to management and to companies wishing to develop forms of industrial 
democracy. We wi l l seek to remove any constraints which exist that may hinder those 
developments and we can and wi l l provide resources to assist companies who feel they need 
specialist help. 

^ The role of legislation in industrial democracy developments has generated a great deal 
misinformed hysteria and pol i t ica l ly motivated scaremongering in South Australia. 

This seems rather odd because the S.A. Government has no intention of legislating to 
impose industrial democracy. We believe, as I mentioned before, that worthwhile changes 

. wont be brought about by coercive means. 

However, the SA. Government i s committed to removing l eg i s l a t i v e obstacles to indust r ia l 
democracy programmes which have the support of al l involved. There is also a need, 
particularly in public sector statutory authorities, for fac i l i ta t i ve or "enabling" 
legislation. 

Let me give you some examples. The Industries Assistance Act in South Australia was 
( f e n d e d to allow the Government to provide assistance to companies that decide to 

introduce degrees of employee ownership. For the Act to be applied, the owners of the 
company in question must already have agreed with their employees on the form of ownership 
and management to be developed, without any interference from the Government. 

Again, last year Minda Home (an institution for the. mentally retarded, which employs 
some 400 people) changed the membership of i ts Board to include two directors elected from 
and by the staff of the institution. However, i t appears that under the Associations 
Incorporation Act-of South Australia, there is a possibility that any decision in which 
worker directors are involved could be challenged at law. 

This situation is being examined and my Government proposes to introduce amendments to 
this Act to ensure that worker directors wi l l be placed on exactly the same footing as 
other Directors at Minda. 
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I think an interesting analogy to the type of fac i l i ta t i ve legislation I am talking 
=»bout can be found in Australia's marriage laws. The legal infrastructure exists 
i t present for a man and a woman to wed, i f they so wish. Our marriage laws, then, 
are therefore fac i l i ta t i ve . This is quite different from prescriptive laws which might 
prescribe who the spouse wi l l be, where the couple wi l l l i ve , and how m any children 
they wi l l have. 

For industrial democracy developments in South Australia my Government doesn't mind 
being a match maker - or a mid wife - but we wont tote a shot gun as well. 

Ear l ier this week, I was pleased to read extracts from a major speech on Industrial 
Democracy by the Federal Minister for Productivity. Mr. McPhee agrees with the S.A. 

government that i t may be necessary to introduce enabling or fac i l i ta t i ve legislation 
" o overcome obstacles and provide resources for the implementation of industrial 
democracy or worker participation programmes. 

The Federal Government wi l l also follow South Australia's example of establishing a 
Tripartite Committee to advise the Government and to promote, plan and set in motion 
industrial democracy programmes. 

Mr. McPhee said in his speech that employee participation was a. very relevant issue for 
the survival of organisations for i t can have an important role to play in reducing the 
divisions in our society and in bringing about a situation where there is greater 
commitment to shared objectives. 

^ would l ike to take this opportunity to applaud Mr. McPhee's statement and approach. 
For sometime he has taken a keen-interest in the S.A. Government's policies and in the 
project work of our Unit for Industrial Democracy. 

indeed, his attitude contrasts markedly from that of the Liberal Opposition in South 
Australia who seem to vaci l late between being .transfixed by a Dickensian view of 
industrial relations and total confusion. Recently, for instance, the Leader of the 
Opposition claimed that the S.A. Government's industrial relations policies were scaring 
off interstate investors... 

That seems rather strange for, during the past five years, South Australia has experienced 
•the lowest level of industrial disputes of any State in this country. 

Several weeks ago in Adelaide the State Government hosted the largest conference on 
industrial democracy ever held in the world. 
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I believe that Conference wi l l be a mile stone in what appears to be a developing 
consensus, from al l sides of industry, supporting reforms in the employment 
relationship. I f those reforms, are genuine they wi l l include industrial democracy 
programmes which provide real opportunities for employees to participate in decision 
making at the work place. 

I t would be naive, however, not to recognise that management, employees and unions 
may be interested in industrial democracy for different reasons. But the absence of a 
common motive stould not be seen as an obstacle to achieving real benefits for a l l concerned. 

Abo ve a l l , I think i ts important that industrial democracy should be seen as a product 
of consensus rather than conflict. 

must work towards strengthening industry through any vehicle that is viable and 
constructive. I believe, quite firmly, that industrial democracy is such a vehicle. 

Thank you for invit ing me here to talk with you today. 
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