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Printed in Belgium 

by Pádraig Flynn 

I want to take this opportunity, however, to share with 
you my first thoughts on some broader developments in 
the modernization of social Europe. The Intergovernmental 
Conference (IGC) has just completed its work in 
Amsterdam. I want to look at what this means, in terms of 
employment policy and the social dialogue. 

The theme of the first issue of DG V's new maga2Íne is 
work organÌ2ation, a hugely important component of the 
modernÍ2ation of social Europe. I hope our examination of 
change in the organÍ2ation of the workplace - and of how 
this can relate positively to developing new skills and 
competences, and to new patterns of demand, consumption 
and production - will help develop the debate on how to 
enable change to be managed well. 

Employment occupied centre stage at the Dutch 
Presidency Summit. The result was a well-defined 
Employment Title in the Amsterdam Treaty. It is also 
significant that the new European Council Resolution on 
'Growth and employment', agreed by the Heads of State or 
Government at that meeting, places employment at the 
core of the economic decision-making process, and does so 
with immediate effect. 



These developments can - with commitment and 
partnership - secure the Union's ability to integrate better 
macroeconomic, structural and labour market policies. A 
special European Council on employment will now take 
place under the Luxembourg Presidency to consolidate this 
process. I hope and expect that meeting to build from the 
Amsterdam decisions, and give Member States their first 
opportunity to show how the new Treaty, and Resolution, 
can be translated into budgetary planning for 1998. 

I, myself, am disappointed in some specifics, in the broader 
social sphere. 

But I do believe that the IGC has marked important 
progress in demonstrating intent, and in fashioning the 
appropriate tools, for the work ahead of us, particularly in 
terms of the employment objective. The Union can now 
contribute more fully to the modernÌ2ation of our social -
as well as our economic - systems. 

This does not mean responsibility for employment policy 
shifts from Member States to the Union. This responsibility 
remains squarely where it belongs. Rather, it acknowledges 
that failure to fight unemployment effectively in one 
country has a negative impact on the economy and labour 
market of all Member States. It confirms that working more 
closely together is of mutual benefit. 

The new Treaty offers a credible basis, and balance, for 
new economic and employment coordination arrangements 
in the Union. The Member States now have the ability to 
work more closely together in the central task of shifting 
decisively from passive to active employment policy. All of 
this offers a framework for cooperation, defining roles and 
responsibilities. It gives the Union, for the first time, clear 
objectives. It gives Member States and the Commission the 
tools with which to meet them. 

The second clear success of the IGC, in social and 
employment policy terms, was the integration of the Social 
Protocol into the Treaty. The single, coherent framework 
represented by integration of the existing provisions 
concerning the social partners into the new Treaty is 
welcome. It will enable them to meet more fully their 
responsibilities - and potential - as agents of change and 
modernization in the Union. This is of great importance in 
the task of modernizing the European labour market. It ¡s 
essential to balancing two fundamental components of the 
modernization process. The flexibility demanded by the 
new, more fast changing and fluid labour market, and the 
security of skills' development and renewal, which the 
workforce must have, and must perceive, if it is to apply 
that flexibility to ensuring enterprises achieve productivity 
growth. That balance, to which this edition of the DG V 
magazine is dedicated, constitutes a key component of 
Europe's long-run competitiveness. 

We required two main things from the IGC in our 
pursuit of the further development of social Europe. The 
tools to enable the Union to contribute more fully to the 
modernization of our social - as well as our economic -
systems, and the appropriate signals and guarantees to 
European citizens. We cannot judge, just yet, exactly what 
we will be able to achieve with the new provisions. 

We must all work together to use these tools well, to 
ensure that the progress represented by the IGC is 
sufficient to enable the European Union to match the scale 
of both the problems we face and the potential we 
represent, in shaping a strong economic entity which 
citizens can clearly recognize as a Union. 

Some of this concerns legalities, and some concerns 
institutional relationships and responsibilities. A great deal 
more relies on fully understanding and discussing the 
realities around us, so that change can add to, rather than 
inhibit, our capacity for continued social and economic 
progress. 

The changes we face in the organization of work, and in 
the tasks they imply for the support and development 
systems which underpin our productive capacity, are high 
on the list of realities we must address if we are to do so. 
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Citizens first' continues 

'Citizens first' is an information campaign 

launched in November 1996 by President 

Santer with the aim of making European cit

izens more aware of the rights and opportu

nities available to them in the European 

Union. There are currently three 'Citizens 

first' guides outlining citizens' rights to 

work, live and study in other EU countries. 

These are accompanied by detailed fact

sheets about the situation in each Member 

State, complete with relevant addresses and 

telephone numbers. 

By August 1997 more than 630 000 citizens 

had contacted 'Citizens first' directly either 

by telephone or via the Internet, and more 

than 12 million documents had been dis

tributed throughout Europe. Several thou

sand cases have also been dealt with by the 

'Signpost service', which provides informal 

legal advice to citizens experiencing specific 

problems in exercising their rights. 
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Building on the success of the initiative, three new 

guides will be published in the autumn dealing with 

'Buying goods and services in the single market', 

'Travelling in the EU', and 'Equal rights and opportuni

ties for men and women in the European Union'. The 

equal rights and opportunities guide will provide a sim

ple, accurate description of the rights to equal treatment 

that male and female workers in the Union enjoy in the 

workplace, either in their own country or in another 

Member State. 

All the guides and information about 'Citizens first' are 

available on the Internet at http://citizens.eu.int. You 

can also contact 'Citizens first' on the following tele

phone numbers, most of which are tollfree: 

Belgium, NL: 080092 038 

Belgium, FR: 080092 039 

Denmark: 8001 02 01 

Germany: 01 30860 400 

Greece: 00800 32 I 2 254 

Spain: 90098 3 1 98 

France: 0800 90 97 00 

Ireland: 1800055 31 88 

Italy: 167876 166 

Luxembourg: 0800 25 50 

The Netherlands: 0680 5 I (local rate) 

Austria: 0660 68 1 I (local rate) 

Portugal: 050532 92 54 

Finland: 08001 13 191 

Sweden: 02079 49 49 

United Kingdom: 0800581591 



1997: European Year against Racism 
The year 1997 has been designated as the European 
Year Against Racism (EYAR) to highlight the fight against 
racism, xenophobia and anti-Semitism. This is in 
response to the continuing presence of racial prejudice, 
discrimination and racist attacks in all aspects of society, 
which present a constant problem to the European 
Union. Racism is diametrically opposed to everything 
that Europe stands for in terms of protecting human dig
nity and promoting mutual respect and understanding. 

The European Year marks the first time that concrete 
action has been undertaken by the European Union to 
combat racism in partnership with the Member States. A 
broad variety of activities have been supported, ranging 
from local grassroots projects to regional initiatives, 
national campaigns and high-profile events. Examples 
of planned projects include a governmental working 
group to investigate racial violence; a 'Youth against 
intolerance' fun run and symposium in Belgium; a poster 
competition in Denmark; special training for Austrian 
judges on racism and hostility to foreigners; an anti-
racist pop festival in the UK; and a European week of 
anti-racist cinema in France. 
Neneh Cherry, Linford Christie and Joaquin Cortes are 
acting as ambassadors for the Year. 

The stated aims of the year are: 

• to highlight the threat posed by racism to human 
rights and EU cohesion; 

• to encourage discussion of anti-racist measures; 
• to disseminate and promote the exchange of infor

mation on good practice and effective anti-racist 
strategies; 

• to publicize the benefits of integration policies; 
• to turn to good account the experiences of people 

who have suffered from racism, xenophobia or anti-
Semitism. 

'Racism is more than the denial of differences, it is the 
denial of a fellow human being because of those differ
ences,' stated Jacques Santer, President of the European 
Commission. He said, 'that the fight against racism is 
part of building Europe, as racism is opposed to every
thing that Europe stands for in terms of democracy, tol
erance and respect of human dignity'. 

As a first result, the Council has adopted a European 
Observatory on Racism and Xenophobia, which will be 
set up in Vienna and closely monitor developments in 
Europe. 

For further information, please contact: European 
Commission, European Year against Racism, DG V/D.4, 
rue de la Lol/Wetstraat 200. B-1049 Brussels, tel. (32-2) 
299 37 37, fax (32-2) 295 18 99. 
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Information society 

Final policy report of 
the high-level group of experts 

Employment and Social Affairs Commissioner Pádraig 
Flynn has welcomed the presentation of the high-level 
group of experts ' final policy report 'Building a 
European information society for us all'.' 

Established by Mr Flynn ¡n May 1995 to examine the 
social and societal changes associated with the informa
tion society (IS), the high-level group has analysed a 
broad set of issues confronting policy-makers as Europe 
moves towards the full development of an information 
society. Professor Luc Soete, who led the group, said: 
'As in our previous interim report, the importance of 
social embeddedness remains central to our vision of a 
socially inclusive society. In this final submission, we 
have sought to take the debate a step further by propos
ing a policy framework that considers the broad range of 
opportunities and challenges the IS presents.' 

The independent group of experts argues in favour of a 
European model of the information society character
ized by a strong ethos of solidarity, and including all 
aspects of broader social integration of technological 
change. In its vision there is an urgent need to coordi

nate policies aimed at enhancing the job growth poten
tial of the information society, and to make rapid 
progress towards establishing common minimum social 
policy standards as part of creating a level playing field 
in the social sphere. 

The report contains 33 core suggestions for policy 
development, ranging from economic matters, such as 
employment policy and regional cohesion, to societal 
aspects, such as quality of life, social cohesion, health 
and democracy. Particular emphasis is placed on the 
importance of investment in human resources and skills 
¡n Information and communication technologies, based 
on a lifelong learning process starting from formal 
school age, and taking place both at work and at home. 

Commission presents communication entitled 'The 
labour market and the social dimension of the infor
mation society: People first - The next steps' 

In July 1996 the Commission published a Green Paper 
on social policy for the information society2 to stimulate 
debate on the social and labour market implications of 
the information society. Following on from this, the 
Commission recently presented its communication en
titled 'The labour market and the social dimension of the 
information society: People first - The next steps'.3 The 
core of its message is the need to diminish the risk of 
creating a two-speed society of information 'haves' and 
'have-nots' resulting from new IS structures of produc
tion and employment that have an unequal effect on 
people, firms, sectors and regions. 

The communication was drafted in the light of the 
approximately 130 official responses to the Green 
Paper, and of the recommendations of the high-level 
group of experts' final policy report (see above). It fits in 
the overall context of the European information society 
strategy set out in the rolling action plan 'Europe at the 
forefront of the global information society'." 



Its aims are threefold: 

• to coordinate the process of ensuring that the social 

and labour market implications of the information 

society are understood and acted upon; 

• to mainstream an information society dimension into 

all social policies and actions, especially at European 

level; 

• to identify specific actions to promote awareness of 

the potential of the information society and its rele

vance to the social policy field. 

The Commission considers that it has a role to play in 

supplementing  not supplanting  existing local, re

gional, national and European strategies aimed at align

ing structural and social policies with the new and evolv

ing technological environment. In its communication 

the Commission therefore states that national govern

ments are responsible for constructing an information 

society based on solidarity values, the establishment of 

adequate regulatory frameworks, or the development of 

new services. During the Green Paper process, this 

point has been central to the Commission's discussions 

wi th Member State 

authorities on strategies 

and programmes under 

way at national and 

regional level. 

1
 'Building a European information society for us all ' ; final policy report 

of the highlevel expert group, lune 1997. For sale: ECU 15, cata

logue number: CE0597907**C. ISBN: 9282807061 (EN). 

■' Green Paper 'Living and working in the information society: People 

first'. July 1996. Forsale: ECU 7. catalogue number: CMNF96003

"  C , ISBN: 928277869X (EN). 

' Communication 'The labour market and the social dimension of the 

Information society: People first  The next steps'. September 1997 

(COM(97) 930 final). 
1
 Europe at the forefront of the global information society: Rolling 

action plan'. November 1996 (COM(96) 607 final). 

The documents listed above are available in the i I official EU lan

guages (for details of how to obtain them, see the publications section 

in this magazine). 



Overview of latest developments 
in European employment 
and social policy 

Equal opportunities for women and 
men in the European Union 

The Commission has adopted its first annual report 
(1996) on equal opportunities for women and men in 
the EU. It contains key data on the growing diversity in 
women's situations and the persisting disparities 
between women and men. Much has been achieved by 
the EU in this area: a relatively comprehensive legal 
framework on equal pay and equal treatment for women 
and men has been built up, and action programmes 
have been implemented by the European Commission 
and by Member States to raise people's awareness and 
encourage the exchange of good practice. But out
standing problems remain in the application of EU law, 
and a new, more integrated approach is called for if the 
real concerns of women in particular are to be met. 

The report can be purchased (in I ! languages) (see the publications 
section of this magazine). 

Women and men in Europe and 
equal opportunities: 
results of a Eurobarometer poll 

Work is as important for women as for men. The two 
sexes also consider the private sphere, and particularly 
family life, to be of primary importance, and that equal
ity of opportunity for men and women begins at home. 
Respect for the individual, and for the male and female 
identity, must be a priority for the European Union. 
These are some of the more striking findings of a 
Eurobarometer survey of male and female attitudes 
towards equality of opportunity carried out on behalf of 
the European Commission. 

source of much greater satisfaction than broader social 
experiences. Almost half of the sample considered that 
equality of opportunity 'strengthens democracy, pro
motes personal development and improves human rela
tions'. Almost two thirds reject the idea that such equal
ity 'makes the daily lives of men and women more 
difficult'. 

The survey is available in three languages from the DG V information 
centre. 

According to the survey, entitled 'Women and men in 
Europe and equal opportunities', women attach as 
much importance as men to initiative and independence 
at work, and to training and promotion prospects. This 
implies that unemployed women suffer financially and 
psychologically from their condition as much as men do. 
Another interesting finding is that both men and women 
find their private lives, and in particular family life, a 



The demographic situation in 
the European Union in 1997 

On 9 July the Commission adopted its 1997 report on 
the demographic situation in the European Union. The 
report focuses on three main areas: the impact of demo-
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Social protection in the 
European Union: 
modernization and improvement 

In early March the Commission adopted a communica

tion 'Modernizing and improving social protection in 

the European Union', bringing out the conclusions of a 

wideranging debate launched in October 1995 by an 

initial communication on the same subject. In the light 

of this debate, the Commission notes that there is a 

strong demand for social protection in the Member 

States, with a perceived need for enhanced levels of 

protection. It affirms that Member States can and must 

maintain existing social protection systems, which nev

ertheless still need to be reformed substantially in order 

to adapt to the prevailing economic and social require

ments. 

As Employment and Social Affairs Commissioner 

Pádraig Flynn explained, 'the threat to the European 

social model, of which social protection is a fundamen

tal element, does not come from international pressures 

or from globalization. The real danger lies in its inability 

to respond to current problems.' 

COM(97) 102 fínal. Available in 1 I languages from the DC V informa

tion centre. 

graphic change on the labour market; the regional 

dimension of ageing; and the demographic situation in 

the countries which have applied to join the European 

Union. The analysis covers the period 19952015 and 

predicts that, after the year 2010, there will be more 

people leaving the workforce than entering it. It shows 

that demographic decline has stronger effects in most of 

the peripheral regions of Europe, interacting with the 

relatively poor economic performance in these regions. 

Countries which have applied to join the EU will also 

experience a significant fall in the working population 

after 2010. Commenting on the report, Commissioner 

Pádraig Flynn said 'the report shows that significant 

changes in the demography of the working age popula

tion have to be expected. This will have a profound 

effect on the labour market.' 

COM(97) 361 final. Available in 11 languages from the DC V informa

tion centre. 

Parttime work: Commission adopts 

a proposal for a Directive 

On 23 July the European Commission adopted a pro

posal for a Council Directive designed to transpose the 

social partners' framework agreement on parttime 

work into European law. This agreement was concluded 

by UNICE (Union of Industrial and Employers' 

Confederations of Europe), CEEP (European Centre of 

Enterprises with Public Participation) and ETUC 

(European Trade Union Confederation) on 6 june 1997, 

and is the second time that an agreement reached by 

the social partners at European level has been submitted 

to the Council for adoption, the first having been on the 

issue of parental leave The aims of the new agreement 

between the three organizations are: to prevent any 

form of discrimination against parttime workers and to 

improve the quality of parttime work; and to facilitate 

the development of parttime work on a voluntary basis 

and, in doing so, contribute to a flexible organlzatic ι of 

working time. 



The agreement requests the Member States and social 
partners to identify and review obstacles of a legal or 
administrative nature which may limit opportunities for 
part-time work and, where appropriate, eliminate them. 
Employees should have the choice to work part-time or 
full-time. Employers should give more consideration to 
workers' requests to transfer from full-time to part-time 
or vice versa, facilitate change by providing sufficient 

t information on vacancies, and improve access to part-
time work at all levels of an enterprise, including skilled 
and managerial positions. 

Background 

The importance of new forms of flexible working, espec
ially part-time work, has increased substantially over 
recent years, and the trend continues on national 
employment markets. On 29 June 1990, the European 
Commission submitted three proposals for Council 
Directives relating to certain employment relationships 
(e.g. part-time and temporary). For over four years, 
these proposals were discussed in the Council in con
siderable detail, but only one Directive was adopted. 
Since no progress was made in the Council meeting on 
27 September 1995, the Commission decided to launch 
the first stage of consultation of the social partners 
according to the procedure laid down in Article 3 of the 
Agreement on social policy, which is annexed to the 
Treaty on European Union by the Social Protocol. The 
second stage of consultation was launched on 9 April 
1996. On 19 )une 1996, UNICE, CEEP and ETUC 
announced their intention of negotiating a collective 
agreement on part-time work. Agreement was reached 
nearly one year later on 6 June 1997. 

COM(97) 392 final. Available in 11 languages from the DC V informa
tion centre. 

White Paper on sectors 
and activities excluded 
from the work ing t ime 
Directive 

In a White Paper published on 15 
July the Commission concludes that 
action should be taken at European 
Union level to ensure the protection 
of the health and safety, with regard 

to working time, of all employees currently excluded 
from the working time Directive. These are employees 
¡n air, rail, road, sea and inland waterway transport, sea 
fishing and offshore sectors, and doctors in training. 
Commenting on the White Paper, Pádraig Flynn said that 
ever since the working time Directive was adopted in 
1993 the Commission had been seeking to ensure that 
the health and safety of all workers in the EU were not 
impaired because of excessive working hours or inade
quate rest. 'The exclusion of certain categories of work
ers from the general protection provided by the 
Directive is an anomaly which needs to be corrected,' 
he said. 'The White Paper constitutes an important ele
ment in the development of social Europe.' The 
Commission invites comments on the course of action 
proposed in the White Paper by 31 October 1997. As 
well as seeking the views of the other EU institutions, 
the Commission has sent the White Paper to the social 
partners at European level for consultation and will sub
sequently consult management and labour on the con
tent of any proposal envisaged. 

The working time Directive 

On 23 November 1994, the Council adopted Directive 
93/104/EC on certain aspects of the organization of 
working time, based on Article I 18a of the EC Treaty. 
This Article requires Member States to 'pay particular 
attention to encouraging improvements, especially in 
the working environment, as regards the health and 
safety of workers...'. The essential aims are to ensure 
that workers are protected against adverse effects on 
their health and safety caused by working excessively 
long hours, having inadequate rest or disruptive work
ing patterns. 

10 



The Directive provides in particular (Articles 3 to 8) for: 

• a minimum daily rest period of 1 1 consecutive hours 

a day; 

• a rest break where the working day is longer than six 

hours; 

■ a minimum rest period of one day a week; 

• a maximum working week of 48 hours on average, 

including overtime; 

• four weeks' annual paid holiday; and that 

• night workers must not work more than eight hours 

in 24 on average. 

The Directive contains a number of further provisions 

relating to the protection of the health and safety of 

night workers and shift workers. It also requires meas

ures to be taken so that the organization of work accord

ing to a certain pattern takes account of the general 

principle of adapting work to the worker. The Directive 

makes extensive provisions for flexibility in applying the 

principles it contains to specific situations, in particular 

by means of derogations and, especially in the case of 

the 48hour week, long 'reference periods' over which 

the average can be calculated. 

Member States were required to implement the 

Directive by 23 November 1996. By August 1997, 

Belgium. Denmark, Germany, Spain, Ireland, the 

Netherlands, Finland and Sweden had communicated 

their national transposition measures to the 

Commission. 

COM(97) 334 final. Available in I I languages from the DG V informa

tion centre. 

Information and consultation 
of employees at national level 

This consultation also follows the detailed analysis made 

by the Davignon Group on the related issue of worker 

involvement in relation to the European Company 

Statute. 

77?e Davignon report can be purchased (three languages; for details of 

how to obtain them, see the publications section in this magazine). 

'Group of Experts 'European systems of workers involvement'  Final 

report'. For sale: ECU 15. catalogue number: CE0697739"C, 

ISBN: 9282811131 (EN). 

The social dialogue in 1996 

The first annual review of the social dialogue at 

European Union level, adopted by the Commission on 6 

May, shows that the social dialogue began to produce 

significant results in 1996. It emphasizes the need to 

improve the links between the Europeanlevel dialogue 

and the national and industry levels, and notes that it is 

time to create a European industrial relations culture 

and integrate Europe into the social partners' strategies 

and dialogues at all levels. 

' 1996 was a particularly fruitful and productive year' for 

the social dialogue at European level, according to the 

review submitted to the Commission by Pádraig Flynn. 

'The performance was enhanced and new actors came 

on to the European social stage, particularly within the 

sectoral social dialogue.' 

However, the review also highlights the fact that 'the 

various forums where the European social partners 

come together and these endeavours towards dialogue 

and, in some cases, negotiation represent only the back

ground of a Europeanscale Industrial relations system 

which still has to be erected'. 

SEC(97) 843. Available in 11 languages from the DG V information 

centre. 

The European Commission decided in june to consult 

the social partners at European Union level on the Issue 

of information and consultation of employees at nation

al level. The Commission wishes to examine with the 

social partners the need to create a framework to com

plement national practices and underpin existing EU 

legislation, which provides for information and consul

tation in specific circumstances (transfer of undertaking, 

collective redundancies). This consultation follows a 

wide debate which was initiated by the Commission's 

communication of 14 November 1995 on worker infor

mation and consultation. 



New forms of work organization 
Across various sectors, be it in manufacturing or ser
vices, public or private enterprise, many experiences 
have demonstrated not only how productivity, growth 
and employment increase when one learns how to work 
in a better way but also one is more committed and con
cerned about work, thus enriching one's working life. 

Why new forms of work? 

Work organization is one of the key issues extensively 
debated amongst managers, trade unions and workers, 
since recognition that we have to be more flexible in our 
work. Companies have to be able to adjust their prod
ucts to the ever-increasing demand of fastidious con
sumers. Workers ask for more flexibility in their working 
hours to adapt work schedules to private life. Women, 
in particular, are concerned about the options they have 
in their workplace of combining work with childcare and 
work at home. 

In this magazine, a number of cases are illustrated 
where new forms of organization have been developed. 
These cases illustrate how enterprises in both the private 
and public sectors have developed new forms of work 
organization to meet the wishes of consumers, workers 
and entrepreneurs. 

Women, in particular, are concerned 

about the options they have in their 

workplace of combining work with 

childcare and work at home 

Why is it then that companies have to change their 
organization of work? What are these changes about 
and what are the consequences for the people 
Involved? These are some of the questions the cases 
described try to answer. 

Our economics are in the process of being transformed. 
We are departing from standardized production 
towards a very diversified production of goods and ser
vices to meet consumer demands. The production of 
goods and services requires increasing information and 
knowledge. We are entering what is termed a 'knowl
edge-based' economy. Information and communication 
technologies give us tremendous opportunities to 
develop this knowledge-based economy and thereby 
improve productivity, real wages and create new jobs. 

Consequences of failure 

However, firms in both manufacturing and services' 
have, for a long time, had great difficulty in implement
ing these new technologies. The consequences are that 
the opportunities of increasing productivity and growth 
offered by these technologies are not used to full advan
tage. At the same time, the slow growth of competi
tiveness leads to limited increases in real wages: we 
should not forget that it is the production of added value 
which provides the basis for increasing wages in real 
terms. 

Consumers are not satisfied. They demand products of a 
technical standard which cannot be delivered. 
Entrepreneurs lose market shares and are unwilling or 
cannot afford to invest and create new jobs. 

The main reason why the new technologies and, in par
ticular, information and communication technologies 
have not led to improved competitiveness, growth and 
better job creation is the lack of adequate organization
al transformation. Enterprises have not managed to 
develop new forms of work organization which can 
bring such advantages. 
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Social and human assets 

In new forms of work organization, workers perform a 
range of tasks rather than pass from one job to another. 
Enterprises are being transformed from hierarchical and 
complex organizations with simple jobs into less hierar
chical, more decentralized organizations with more 
complex jobs. The new forms of work require team 
work and dialogue across the whole company spec
trum. Greater participation by all employees is required 
to integrate the social and human assets as productive 
factors. Workers, together with management, possess 
these social and human assets, developing and employ
ing them whenever the right form of work organization 
is implemented. Where firms in manufacturing and in 
services have succeeded in integrating these assets, 
they have been rewarded by increasing productivity, 
growth and real wages and also by new and better jobs. 

Trust and commitment 

One particular critical component of the new organiza
tional challenge lies in the sphere of industrial relations. 
These relations are greatly dominated by mass produc
tion perspectives where the dominant trust has to 
enforce compliance rather than to see shopfloor workers 
as agents of improvement and change. New attitudes 
are required by both management and the labour force; 
this often translates into industrial relations requiring 
enhanced levels of both trust and commitment. 

European Foundation for 

the Improvement of Living 

and Working Conditions 

Lack of awareness 

The major obstacle is, without doubt, lack of awareness 
of the potential of the new forms of work to improve the 
economic performance of enterprises. Managers may 
also rightly be cautious about innovations which alter 
systems and procedures currently delivering an accept
able level of performance, compared with entering an 
unknown realm of uncertainty about how to complete 
the process of change and how long it will take. 

There are no 'turn-key' solutions. 

The very flexibility of the technologies means they must 
be embedded in the social organization of the work
place in order to achieve a competitive combination of 
productivity, performance and quality. The key ques
tion, therefore, is how to increase awareness of the 
potential of new approaches to organization of work. 

This magazine is one. albeit modest, effort to do so. 

At the heart of many of these developments is the direct 
participation of employees. The increasing importance 
attached to direct participation is clearly documented in 
the European-wide survey of about 5 000 work plans on 
direct participation in organizational change carried out 
by the European Foundation for the Improvement of 
Living and Working Conditions in Dublin. 

The study shows how direct participation can bridge 
hitherto conflicting objectives. For employees, with their 
long-standing demands for improvements in the quality 
of working life, direct participation encourages the hope 
of more challenging and rewarding jobs, together with 
ongoing training and development opportunities. For 
management, competing in an increasingly global mar
ket, direct participation offers the prospect of improving 
business performance by producing high-quality goods 
and services. One could argue that the need for direct 
participation in the organization of work has become a 
'new conventional wisdom'. 

The legal and contractual framework 

Alongside the question of raising awareness of the 
potential of new forms of work organization, we also 
need to provide the corresponding legal and contractual 
framework. We need to look at labour laws and collec
tive agreements in order to allow firms and individuals 
more flexibility, whilst providing adequate security for 
workers. Labour laws and agreements based upon the 
standard model of full-time, workplace-based employ
ment of indefinite duration can no longer entirely 
respond to the needs of a more knowledge-based pro
duction of goods and services. Work location has diver
sified; working time practices have to be individualized 
to respond to particular needs of entrepreneurs as well 
as workers; time-based remuneration may, in some 
cases, be replaced by task-specific remuneration. 

What then are the obstacles to developing new and bet
ter forms of work organization? 
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Conclusion 

It ¡s generally recognized that new forms of work organ
ization might, for enterprises, be the most promising 
solution to improving their performance. Across various 
sectors, be it in manufacturing or services, public or pri
vate enterprise, many experiences have demonstrated 
not only how productivity, growth and employment 
increase when one learns how to work in a better way, 
but also one is more committed and concerned about 
work, thus enriching one's working life. Meeting chal
lenges brings people to discover they have many, hith
erto unknown, strengths on which they can draw. 
Policy-makers in the private and public sectors have a 
great responsibility to realize the potential of putting 
these strengths to good use. 

Lars Erik Andreasen 

New forms of work organization and the 
protection of workers ' health 

In adopting new forms of work organization, the crucial 
aspect of the protection of workers' health must not be over
looked. 

Changes in work organization raise a number of challenges 
and uncertainties for the protection of the health of workers. 
One major contribution to a healthy work environment could 
be the development away from low autonomy, repetitive 
work cycles to a more open-ended process, leading to 
greater participation by all employees. 

On the other hand, it has to be said that the current legal 
framework ¡s based on an employer relationship. It is the 
employer who has the duty of managing the prevention of 
occupational ill health. This legal base may well prove too 
narrow where changes in work organization lead to an 
increase in subcontracting and self-employment. 

It may be necessary to develop economic incentives or other 
methods to assist these employers in getting the knowledge 
of health and safety risks. In addition, the incorporation of 
health and safety within early education and within the life
long learning approach will be increasingly necessary to 
ensure that workers are adequately trained given likely 
changes in employment and employment status. 

Opportunities lie In the use of new forms of work organiza
tion to: 

• expand economically friendly working conditions, and 
• reduce the negative health impact of repetitive work on the 

musculoskeletal system. 

Threats are health risks arising from Isolation, stress, check
ing and control that might be caused by new forms of work 
organization. The flexibility of new work organization in 
practice often means a flexibility to meet the changing 
demands of production and not the needs of workers. 
Flexible workers are required to change patterns of working 
when necessary for the enterprises. Not everyone can cope 
with these demands. Some people react favourably to 
increased responsibility, while others find it more difficult to 
cope with, especially when combined with long or irregular 
hours of work. 

The challenge will be to take into account both the opportu
nities and threats offered by new forms of work organiza
tion, flexible working time and employment contracts. 
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Putting words into action 

The EU's ADAPT and Objective 4 projects 

Industrial change and how to live with it are central 

preoccupations of European firms. In a rapidly evolving 

context, human resources play a fundamental role: 

their capacity to reorganize and adapt to the new 

situation is the key to a successful transition. 

The European Union can and does contribute to 

encouraging and facilitating this crucial process, 

both on a political and on a more practical level, 

by cofínancing innovative projects in this field, with 

particular attention to small and mediumsized 

enterprises. 

Faithful to the old saying that one demonstration is 

worth more than I 000 words, the contribution of the 

European Union to the diffusion of innovative forms of 

work organization does not stop at the theoretical dis

cussion level. While promoting a Unionwide debate 

with its Green Paper on work organization  essential to 

bring home the need to rethink oldfashioned ways and 

prepare for the future  the Union is busy helping com

panies to put what it preaches into practice throughout 

its territory, supporting projects aimed at introducing 

new forms of work organization in European firms. 

The SME paradox 

Nowhere is the ESF support more needed than in the 

sector of small and mediumsized enterprises. While big 

firms are often at the forefront in renewing their systems 

of work organization, and are able to invest heavily in 

training and expertise, SMEs are often lagging behind, 

clinging to oldfashioned management concepts and 

lacking the financial means and the expertise needed to 

support organizational change. 

The full implications of this state of affairs can be easily 

grasped if we consider that, according to the European 

Community Statistical Office (Eurostat), more than 99% 

of the 15.7 million EU business are SMEs, and that more 

than 66% of all EU workers are employed in SMEs, with 

the largest concentration in southern Europe. On top of 

that, while in the period 198895 large companies lost 

on average some 225 000 jobs annually, companies 

employing less than 100 workers created some 259 000 

new jobs every year. Still, when it comes to innovation 

and training, these percentages shrink to a small fraction 

of the levels found in larger companies. 

This is done through the European Social Fund (ESF), the 

EU's main financial instrument in the field of employ

ment and social policy. The aspects of innovation and 

organizational change are addressed by the ESF through 

the ADAPT initiative and the socalled 'Objective 4' of 

the Social Fund, both specifically aimed at anticipating 

and dealing with industrial change. 

Last May in Athens, the first ADAPT European confer

ence, jointly organized by the European Commission 

and by the Greek Ministry of Labour, brought together 

the representatives of 60 of the approximately 1 400 

ADAPT projects now under way in the 15 Member 

States of the Union. This was to present the results of 

their ESFfunded programmes and to discuss the twin 

challenges of how to respond to industrial change and 

how to anticipate its effects on employment and indus

trial qualifications from the point of view of small and 

mediumsized enterprises (SMEs). 

DG V DirectorGeneral 

Allan Larsson addressing the 

Athens ADAPT European Conference 

To Μέλλον της EPY° 
i e F u t u r e o f t h e r J W ^ „Εργασία στο Με, 
„e work of the Future ^ ^ ^ ^ 

Athens 22 - » M«>f« l · . 
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Paradoxically then, the sector constituting the backbone 
of the European economy is the least equipped to 
respond and adapt to the potentially threatening 
changes currently taking place. 

The reasons for this are manifold. 'Many SMEs see 
organizational innovation as a luxury they cannot 
afford,' says Roberto Grieco, a researcher at the 1STUD 
Institute of management studies in Milan. Mr Grieco was 
in Athens to present 'ADAPT DevelopNet Lombardia', 
an ADAPT project currently being implemented by 
ISTUD, aimed at starting and facilitating the process of 
organizational change within 120 SMEs in the Lombardy 
region of Italy, with the objective of strengthening their 
competitiveness and sustaining employment. 

'The problem with SMEs,' explained Mr Grieco, 'is that 
they have remained largely unaffected by the drastic 
changes in organizational and competition logic which 
are transforming larger firms. The introduction of organ
izational changes in the SMEs of our region is either a 
consequence of the adoption of new work patterns by 
the big companies they supply, which leaves them no 
choice but to reorganize themselves accordingly, or 
they represent isolated cases which do not have the 
potential of turning into a systematic approach.' 

A second problem is that the existing training and man
agement tools designed to facilitate the transition to 
new organizational patterns were often developed by 
and for large companies, and they are generally of little 
use to SMEs. 

'ADAPT DevelopNet Lombardia', promoted by the 
regional confederation of industries Federlombarda, 
alms at addressing this Imbalance by concentrating on 
technological and organizational innovation, human 
resources and skill development, and on the develop
ment of training and management tools specifically 
adapted to each of the SMEs involved. 

The interventions will be 'personalized', designed and 
developed on the basis of an assessment of the different 
needs of each company. However, the project has 
shown a pattern of common concerns and Interests 
shared by the majority of the SMEs involved. 'The great 
majority of our SMEs are family-run,' explained Mr 
Grieco, 'in the strictest sense of the word. The owner-
manager often runs the company almost single-handed, 
and this is one of the reasons why about a third of SMEs 
do not survive their original founder. This is why one of 
the issues addressed by ISTUD's ADAPT project is how 

to prepare the ground for the transition from one gen
eration to the next, from a highly personalized to a more 
integrated type of management.' This involves training 
owner-managers to share responsibilities, to transfer 
their know-how and experience to the firm as a whole, 
and to rely more on teamwork. 

According to Mr Grieco, if SMEs are to stay competi
tive, they must rethink their organizational structure. 
They must improve their managerial skills and the per
sonal and professional skills of the workforce, and 
acquire effective tools to plan ahead, to assess their 
long-term organizational and training needs and to 
address the contradictions which are typical of the fam
ily business. 

Bigger SMEs, with a more complex hierarchy, have their 
problems too. Here as well, with the support of the ESF, 
several projects have been launched to review and 
improve systems of work organization. Ms Helle Ibsen, 
from the AMU vocational training centre in Aarhus 
(Denmark) is currently involved in the implementation 
of an ADAPT project which concentrates on the training 
of middle managers. 

'The changes taking place in the technological and orga
nizational development of SMEs result in new qualifica
tions needed at every level in the organization,' 
explained Ms Ibsen. 'In a more flexible organization 
with fewer hierarchical levels, middle managers find 
themselves threatened both from the top and from the 
bottom, and need to increase their management skills to 
adapt to their changing conditions.' 



The overall objective of the project is to enable middle 
managers (foremen, production managers) in the man
ufacturing industry to adapt to their new role in a chang
ing context, characterized by the advent of global com
petition, of new forms of work organization and of the 
information society. 

Particular emphasis is put on anticipating future needs. 
Ms Ibsen's team identified the new skills needed by 
middle management: the ability to cooperate horizon
tally and vertically in the enterprise, the ability to com
municate adequately (in terms of both medium and 
message) at every level, the ability to solve conflicts 
and the ability to develop and support partially and 
fully self-supporting work groups. 

In order to achieve this, the AMU centre has chosen a 
methodology which combines theoretical and practical 
exercises such as role-playing and case studies and 
incorporates as far as possible the participants' own job 
experiences. Then there is the 'homework', whereby 
participants are encouraged to apply the new theories 
on the job. Feedback from superiors is actively sought 
and every effort is made to ensure that top-level man
agement is closely involved in the process. 

Ms Ibsen's assessment of the project, now in its second 
stage of implementation, was very positive, particularly 
regarding the full commitment shown by the enterprises 
from the very beginning. 'The bottom-up approach - by 
a steering committee consisting of human resources 
personnel - commits the companies to release partici
pants so that they can follow the programme and to 
support them actively in the changes of their manager
ial roles in the workplace,' she said. She also found it 
extremely enriching to see how the middle managers 
involved experienced a growing awareness of their 
role, and how previously hidden human qualities and 
resources can be revitalized and activated to serve both 
the individual manager in his or her personal develop
ment and the enterprise, by offering a more profession
al management in tune with the changing demands. 
'We are confident that as a result of our ADAPT project 
participants will be able to delegate tasks and to give 
the appropriate instructions, to cooperate and build 
teams, and to inform workers adequately,' concluded 
Ms Ibsen. 

The reinforcement of management in SMEs, using new 
organizational models, establishing quality systems and 
giving new emphasis to human resources development, 
was a common feature of the ESF projects presented at 

'We are confident that as a result of our ADAPT project, 

participants will be able to delegate tasks and to give 

the appropriate instructions, to cooperate and build teams, 

and to inform workers adequately' 

the Athens conference. In France, for Instance, the train
ing organization Agefos-PME has launched 1 1 local 
projects in the context of an integrated programme for 
the development of employment and training in SMEs, 
financed in the framework of the Social Fund's Objective 
4 (anticipation of industrial change). The projects cover 
most of the national territory, from Brittany to Provence. 
'Our projects are strongly rooted in the social and econ
omic context of the regions concerned,' said Mr 
Abdellah Mezziouane, the programme coordinator, 'but 
they are all based on a common denominator, that is on 
the need to enable SMEs to face industrial change in a 
period of great uncertainty, when the traditional organi
zation and production systems can no longer assure a 
firm's competitiveness.' 

The challenge posed by industrial change is particularly 
felt in those regions whose economic activity is domi
nated by one specific sector. One such case is the region 
of Auvergne, in the Haute Loire department, where 
Agefos-PME has launched a project aimed at enhancing 
the competencies of semi-skilled workers threatened by 
changes in the textile industry. 'The region's economy 
has traditionally been dominated by the textile sector,' 
explained Mr Mezziouane, 'and its current fragility, due 
to strong competitive pressures, has potentially severe 
repercussions on the other industrial sectors of the area 
(particularly clothing and leather) and therefore on 
employment. Almost 1 000 unskilled and semi-skilled 
jobs may be at risk unless enterprises can anticipate their 
future organizational and training needs in a concerted 
fashion and reorganize themselves accordingly.' For this 
reason, the project concentrates on developing the 
organizational side of the enterprises concerned, 
restructuring and redesigning the working environment 
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so that the new skills and roles of the workforce, and 
particularly of semi-skilled and unskilled workers, can be 
immediately integrated into the organizational struc
ture. Here as wel l , a great emphasis is placed on decen
tralizing and delegating responsibilities, gradually sub
stituting a model based on flexibility, teamwork and 
workers' participation for the traditional rigid division of 
tasks. 

Changing the system from within 

Flexibility, simplification of hierarchical structures, work
ers' involvement and a renewed emphasis on the devel
opment of personal and professional skills: if the per
ceived key requirements for European SMEs to stay 
competit ive and fight unemployment are broadly the 
same throughout the EU, so are the obstacles encoun
tered. European SMEs constitute an extremely hetero
geneous reality, which can lead them to operate in iso
lation and to lack a global, long-term vision. Well aware 
of this problem, both ISTUD and Agefos-PME included 
in their project the creation of networks to enable SMEs 
to make contact with each other, to exchange know-
how and share experiences and to access information 
about sources of expertise and financing. The need to 
overcome isolation was deeply felt by both participants 
and project representatives. 

in attitudes,' said Mr Grieco. 'The general consensus on 
the need to introduce and apply new concepts of work 
organization does not always reach beyond the aca
demic or the big corporate wor ld. This tends to leave 
SMEs largely outside the process, and generally 
unaware of its importance. It is a "catch-22" kind of sit
uation, as it would be unrealistic to think that major 
organizational changes can be introduced from the out
side: the demand must come from the SMEs them
selves.' This is where the ESF, through its Objective 4 
and ADAPT projects, can make perhaps its most signifi
cant long-term contribution: in raising awareness and 
creating a demand for training and innovation in 
European SMEs through the dissemination of its project 
results and their mainstreaming into future national and 
European practice. 

Grazia Romani 

But in preparing the ground for the advent of the 'new 
organization', based on flexibility, continuous learning, 
innovation and new working relationships built on high 
skills, high trust and participation, the main challenge for 
the ESF, and for ADAPT and Objective 4 in particular, 
goes way beyond the simple financing of projects. 
'Achieving our objectives requires a sweeping change 

Main types of activities in the ADAPT projects 

500 

The ESF: 40 years of investing in people. 

28 May 1997 marked the 40th birthday of the ESF, the old
est of the four Community Structural Funds, established 
under the 1957 Treaty of Rome. As the only Structural Fund 
specifically concentrating on people, in its four decades of 
activity the ESF has served three main functions: within less-
developed regions it has been a major driving force for the 
improvement of education and training systems; throughout 
the Union it has played an important role in helping Member 
States to match their labour supply to the ever-changing 
needs of the economy, and, last but not least, it has been a 
tangible manifestation of the Union's concern for the issues 
of social inclusion and equality of opportunity for all. These 
main objectives remain as relevant as ever, but will need to 
be set into a new context characterized by a simpler overall 
structure and a new partnership with and within the Member 
States. 
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Leicester (UK) 
A big public hospital embarks 
on re-engineering 

One hundred and forty 're-engineering' projects are 
under way in one of the biggest teaching and research 
hospitals in the United Kingdom, the Leicester Royal 
Inñrmary NHS Trust. After two years of stress and 
anguish spent trying to apply an industrial concept of 
'fundamental rethinking and radical redesign of business 
processes ', many of the staff now feel that they are com
ing out at the other end of the tunnel, with enhanced 
skills, more job satisfaction, and happier patients. But 
the hospital has had to twist the re-engineering concept 
around to adapt it to healthcare and embark on a much 
more gradual and decentralized strategy, helping the 
staff get organized into self-directed teams to make the 
change sustainable. 

The smiling faces of the hospital's top managers wel
come patients as they enter Leicester Royal Infirmary 
(LRI) through the main entrance. Their photographs are 
displayed on a panel next to a Coke machine, around a 
text which says: 'We at the Royal Infirmary NHS Trust 
will work together to become the best hospital in the 
country with an outstanding local and national reputa
tion for our treatments, research and teaching. We will 
give to each patient the same care and consideration we 
would to our own family.' 

This is quite a challenge, considering that Leicester 
Royal Infirmary provides healthcare for 360 000 outpa
tients, 57 000 inpatients and I 10 000 emergency 
patients a year, with 4 200 staff, 1 100 beds and a GBP 
130 million budget! 

In the 1960s and 1970s, Leicester Royal Infirmary was a 
moderate-sized district general hospital. By the early 
1990s, it had grown into one of the largest and most 
complex teaching and research hospitals in the country, 
with still a long way to go in the transition from being a 
hospital of the past to becoming a hospital of the future. 

1992 when the 
manager, Brian 

An alternative to death by 1000 cuts 

'Every year, we are required to make efficiency gains by 
the National Health Service. That takes the form of either 

taking some money away from us or asking us to do more 
work or sometimes a combination of both. That happens 

year, after year, after year... I call it "death by 1000 cuts"! 
And it does not result in the ambition of making better use 

of money because it means that we reform our services here 
and there, not necessarily in a basic and fundamental way. 

What we are trying to do through re-engineering is 
to make much better use of our money by taking a really 

fundamental review of the way we provide healthcare and, 
in so doing, we release money for use in other parts of 

healthcare. What we are not doing, and I emphasize this 
very strongly, we are not cutting the funds available for 

healthcare, we are tending to make much better use of the 
money that is available to us. ' 

Philip Hammersley. Leicester Royal Infirmary NHS Trust 
Chairman, in 'Re-engineering the healthcare process: 

achieving results'. LRI NHS Trust video 

The journey began in September 
National Health Service regional 
Edwards, went to the United States on an industrial 
excellence tour. He came back wanting to create the 
same level of service as a healthcare provider and 
launched 'no fault' projects called Sigma, five of which 
took place in LRI. Two went all right, including the 
creation of a neurology single visit clinic which became 
famous around the country, and three failed. 

Fundamental redesign 

'The key message which came out of the Sigma experi
ence is that it is not possible to create and sustain ser
vices excellence without fundamental redesign of 
healthcare processes,' says Helen Bevan who works at 
the hospital's Centre for Best Practice, an expert facility 
to help and provide coaching for the organization of 
change. 

Having previously worked in local government man
agement and in senior management at the NHS in the 
area of community health, Helen came to LRI in 1993. 
She has led the work change programme from its incep
tion. 'We already had evidence-based clinical practice, 
that is practice based on the most up-to-date scientific 
evidence of what is effective, as part of a national drive 
within the NHS towards clinical effectiveness. Now we 
are promoting evidence-based management to ensure 
that the change we are undertaking is based on the evi
dence of what is likely to work and what isn't.' 
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F r o m t h e c e n t r e t o t h e p e r i p h e r y 

'In the very early days, we drew people out of the work 
areas to bring them to a central point, a central team. 

That central team worked on developing new ideas, 
methodologies for working. It then took those new ideas 

back to the workplace and discussed them with the 
group concerned and asked them to implement them. 

That did not create a situation where there was genuine 
ownership by that work group. The way we do it now is 
to say: "We have some expertise at the centre (the hos
pital's Centre for Best Practice); we will give that exper
tise to you, work with you in your area while you devel
op a new way of working and we will then help you to 

implement it". 

David Grafton, Human Resources Director 

C o m p l a i n i n g p a t i e n t s g i v e n a f r e e h a n d 

Patients played a key role in the re-engineering process. A 
patient's council was created in 1994. 'We identified some 
of the complainants, ' Helen Bevan (Centre for Best Practice) 
explains, 'and asked them to join the re-engineering team. 
In all, 28 out of 40 turned up and 18 are still with us. We 
asked them to design the project they want. The Balmoral 
test centre was their Idea. ' It is an outpatient diagnostic 
testing centre where 80% of the test (basic X-rays, electro
cardiograms, etc.) are carried out by multiskilled testers. 
The guaranteed time from the clinician requesting the test 
to receiving the results is just one hour and the testers 
operate as a self-directed team. 

^mtJ ÆS^:1\ 
O n e o f the too ls a t LRI's d isposa l w a s the re -eng ineer 

i ng c o n c e p t p r o m o t e d by the A m e r i c a n g u r u M i c h a e l 

H a m m e r , 'a f undamen ta l r e th ink ing and radical redes ign 

of business processes to ach ieve d ramat i c i m p r o v e 

men ts in cr i t ical c o n t e m p o r a r y measures of p e r f o r m a n c e 

such as cost , qua l i t y , serv ices and s p e e d ' . 

' W e s tar ted to t rack pat ien ts t h r o u g h the hea l thcare p r o 

cess and w e r e horr i f ied at w h a t w e saw, ' r e m e m b e r s 

Ron Cu l len , also f r o m the Cen t re for Best Practice, 

'because hospi ta ls are typ ica l l y o rgan ized by func t ions 

or d e p a r t m e n t s rather than by hea l thcare processes. ' 

From 3 0 t o 7 0 % o f t h e w o r k w a s n o n - v a l u e - a d d i n g t o 

the pat ient and up to 5 0 % o f t h e pa t ien t ' s p rocess s teps 

i n v o l v e d a hand o f f (when the pa t ien t ' s file is t r ansmi t 

t e d f r o m one pe rson /se rv i ce t o another , ' th is is w h e r e 

th ings g o w r o n g usual ly ' ) . . . N o one was respons ib le for 

t he pat ien t and had an e n d - t o - e n d expe r ience . Job roles 

w e r e f r a g m e n t e d and iso la ted . 

Because of the expe r i ence acqu i red w i t h S igma , LRI w a s 

se lec ted by the NHS execu t i ve as a p i lo t hosp i ta l for re -

e n g i n e e r i n g . The hospi ta l a lso e n j o y e d s u p p o r t f r o m 

the b roader hea l thcare c o m m u n i t y : genera l p rac t i t i on 

ers, NHS purchasers , and f r o m the o rd ina ry c i t izens, for

m e r pa t ien ts o f the hosp i ta l . A r o u n d the same t i m e , LRI 

b e c a m e an NHS Trust as par t o f a nat ional r e f o r m a i m e d 

at m a k i n g hosp i ta ls m o r e i n d e p e n d e n t and financially 

respons ib le , w i t h the i r o w n t e r m s and cond i t i ons o f pay. 

Fifty m e m b e r s o f t he hosp i ta l ' s staff w e r e s e c o n d e d fu l l -

t i m e t o redes ign t h e pa t i en t p rocess a c c o r d i n g t o t h e 

r e - e n g i n e e r i n g p r o p o s i t i o n : 'If ou r hosp i ta l d i d n o t ex is t , 

h o w w o u l d w e c r e a t e i t ? ' Classic r e - e n g i n e e r i n g 

m e t h o d o l o g y requ i res i den t i f y i ng 3 to 10 ' co re p rocess 

es' w h i c h de f i ne the o rgan i za t i on . In hea l thcare , a p r o 

cess is a b o u t g r o u p i n g pat ien ts t o g e t h e r - shor t stay 

pa t ien ts , l o n g stay pa t ien ts , e lec t i ve (p lanned t rea t 

men t ) and e m e r g e n c y (unp lanned) pa t ien ts . A l l these 

processes cu t across t h e specia l i t ies, w h i c h a re a b o u t 

the w a y doc to rs o rgan ize t hemse l ves . 

' In i t ia l ly , w e e x p e c t e d a p rocess-based o rgan i za t i on , ' 

He len exp la ins . 'Bu t n o w w e have a hyb r id p rocess -spe 

c i a l i t y - based o r g a n i z a t i o n , t h e ' spec ia l i t y p r o c e s s ' , 

w h e r e a process manage r is accoun tab le for t h e en t i r e 

' e n d - t o - e n d ' j o u r n e y o f a g r o u p o f pa t ien ts de f i ned by 

spec ia l i ty . This is on l y a s tep on the j ou rney . ' 
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Redesigning rather than re-engineering 

Healthcare is unique 

'It took us a long t ime to understand that the healthcare 
process is different from the industrial model . Piloting is 
one of the best things we learnt from the industrial 
approach, trying out new designs in a controlled way, 
wi th a small group of people. But healthcare is unique 
because of the political complexity which arises from 
the number of communit ies involved wi th unaligned 
objectives - government, purchasers, general practi
tioners, internal staff, etc.' 

So instead of the 'big bang' approach characteristic of 
re-engineer ing, where core processes are quickly 
defined by a re-engineering team and validated through 
pilot experiences, the hospital opted in 1995 to slow 
down , hand back responsibility from the central re-en
gineering team to the heads of the hospital's eight clin
ics and focus on patient-specific processes (ENT, gynae
cology, medication, etc.) rather than core generic pro
cesses (stay, visit, emergency entry patients). 

'It was a trade-off between coherence and customiza
t ion by the hospital staff,' according to Ron. There was 
greater ownership and buy-in by clinical directors and 
individual clinicians, and wholesale involvement of the 
staff. But there were also pitfalls. There was fragmenta
t ion. It was difficult to maintain a strategic process 
overv iew. Existing boundaries were reinforced. 
Sometimes specialities and processes did not coincide 
so you had to fit the jigsaw together. 

'We wanted the hospital to lead the change. The man
agement consultant would only help and train us. The 
industrial approach offers a methodology and a set of 
techniques but the language needs to be carefully 
attuned to context. Now we would talk of 'redesigning' 
rather than 're-engineering'. ' 

Peter Homa, Leicester Royal Infirmary Chief Executive 

vices became 'process managers' and process-based 
teams were set up, each wi th a team leader, and asked 
to set their own targets and monitor their own improve
ments. 

'In due course our ambition has remained on the same 
level but we got the initial t ime scale wrong. We under
estimated the t ime we had to invest in team develop
ment and team working. It was based on industrial 
experience but here we have to change what goes on in 
people's heads. So we turned away from the big bang 
process and focused our energy on a continuous 
approach. Initially, we talked about 'resistance to 
change' but this was due to the fact that we did not 
involve people. It was too top-down. Now it is more 
bottom-up. It takes 10 times longer but it is much more 
sustainable.' 

'It has to be messy and ambiguous,' Helen stresses. 
'There are a huge number of unexpected consequences. 
Now people come from all over the wor ld looking for 
solutions. But we tell them they need to focus on the 
'why' , why do they want to change their work organ
ization. The 'what' and 'how' wil l fol low.' 

Francis Whyte 

As our understanding grew, the focus changed again in 
I 996 when we decided to focus on a long-term strategy 
(rather than focusing on patient-specific processes) 
which would be leadership driven (rather than clinical 
d i rectorate/c l in ic ian driven) and generic (patients 
grouped along the lines of planned admissions, emer
gency process, capacity management, resource and 
demand scheduling) rather than specific (ENT patients, 
gynaecology patients, medication, etc.).' In each clinic, 
the director became a 'process director', heads of ser-
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From one day to the next, the largest insurance company in the 

Netherlands completely reorganized its working organization. 

The process was directed by the staff themselves, and this was 

the key to its success. Instead of the company focusing on the 

insurance product, everything is now geared to the customer. 

NationaleNederlanden in The Hague 

Reorganization based on Stratego 

10 June 1994 was no normal working day: early in the 

morning champagne corks were already popping in the 

bright cafeteria on the seventh floor of the filigree steel 

building of the NationaleNederlanden (NN) insurance 

company. CEO Bert Richaers welcomed his staff to the 

new building. Yet, the light roomy offices in the centre 

of The Hague were not the only things that had 

changed: the 2 100 NN staff of the propertydamage 

section drank to each other's health with mixed feelings 

as a new team, a new boss, a new computer system and 

a completely new form of work organization awaited 

them that day. 'What I admired the most in the whole 

operation was the courage of the CEOs in taking a flour

ishing firm into a new building and completely changing 

its work organization in one day,' says Jacques Peter 

Hermannus van Zoelen (39), regional director at NN, 

looking back. 

Van Zoelen had been with Stratego from the beginning 

in 1990. The game of the same name, in which one 

army tries to beat the others by strategic moves, clearly 

provided the inspiration for the 'reorganization' project 

at NN, and it was also intended that the concept of 

'strategy' should show through. This doctor in organiza

tional psychology was one of the 25 members of staff 

invited by the then CEO Durk Brands to an initial brain

storming session. 'We formed a varied group from all 

levels of the hierarchy with widely differing skills. 

Lawyers and economists were definitely in the minor

ity.' Brands' group was motivated to aim for change and 

to push it through. The task of recognizing and encour

aging staff at all levels of the hierarchy who could act as 

the driving force for change ('change agents') was to be 

a key part of the organizational reform 'from the inside 

out.' Although the work was monitored by a consult

ancy, only one business consultant worked fulltime on 

Stratego. 'One of the keys to success was involving staff 

in the reform. We were able to shape the new organ

ization on the basis of our own experience, and no con

cept was imposed on us from outside or above,' accord

ing to Jacques van Zoelen. 

The old organization 

NationaleNederlanden is the largest Dutch insurance 

company and market leader in the Netherlands. 

Founded in 1845, it offers life insurance, health insur

ance, reinsurance and propertydamage insurance (fire 

insurance, thirdparty liability, car insurance, etc.). The 

four lines of insurance are still mutually independent in 

the NN and, with a total of 4 500 staff, belong to the 

international ING group. NN hardly ever works togeth

er with end customers; rather, its target group is a net

work of 10 000 Independent insurance brokers. These 

customers were the focus of the reform, which has so far 

been implemented only in the area of property insur

ance. Some 2 100 staffai NN work in this area, produc

ing an annual turnover of HFL 2 000 million. 

'If a broker wanted to take out fire insurance, he had to 

contact the relevant department; a few hours later he 

telephoned around the company again to find a special

ist for thirdparty liability insurance, and only a few min

utes later he had to contact the transport department 

about transport insurance,' recounts Kees Harland, who 

is now one of the three directors of the 'companies' 

department in damage insurance. Now 45 years old, he 

has been with NN for 25 years and has worked his way 

up through all the levels of the company, thereby gain

ing experience that has been useful to the Stratego 

team. 'What is more, the field staff formed a separate 

The old organization 

Managementteam 

Insurance sectors 

Liability and property 

Fire 

Loss of Income and 

travel 

Motor 

Special affairs 

Transport and 

technical insurances 

Medical insurance 

Support staff 

EDP 

Management Information 

Internal and external 

communications 

Marketing 

Personal and 

organization 

Medical advisers 

Legal advisers 

Field services 

Commercial field 

services 

Technical field 
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Getting the stone rolling: 
CEO Durk Brands 

Welcoming staff to the new building: The insurance team of the northern region forms a group around 
CEO Bert Richaers team leader joep van Leeuwen 

department, and their knowledge of the needs and 
requirements of our customers rarely reached those 
responsible for working on product policy. We all saw 
that this situation had to change.' 

But external factors played a role as well: in 1993 the 
European internal market opened up to insurance com
panies, and this increased competit ion and competit ive 
pressure. European managers could no longer ignore 
successful American concepts with their emphasis on 
customer focus and service ('total quality manage
ment'). Insurance brokers, as customers, put pressure 
on NN to become more flexible. Younger members of 
staff with new ideas were no longer satisfied with the 
traditional management methods. The aim for Stratego 
was therefore clear: NN should be changed from a prod
uct-oriented insurance company to a market-oriented -
and hence customer-oriented - insurance provider. 

The new organization 

The cornerstone of the 'self-redesign' of NN was simple, 
logical but nevertheless revolutionary in its conse
quences: the division of the Netherlands into regions. 
The regional unit became the centrepiece of the new 
concept. Each unit comprised staff who had previously 
only arranged third-party liability insurance or processed 
fire-damage claims. Now every member of staff could 
and should do everything: arrange insurance policies, 
process damage claims and maintain close contacts 
wi th field staff. The regional unit constitutes an inde
pendent firm within the overall company. Its manager 
operates as an independent company manager, who 
bears full responsibility for his unit and its performance. 

The basic idea naturally needed fine tuning, which 
meant separating business insurance from personal 

Personal customers 

NN general Insurance company 

Business 

Central staffs 

Special affairs Technical field service 

Division staff Division staff 

2 districts 4 districts The new organization 

8 regional units 

± 50 employees 
1 regional manager 
3 team leaders 
2 field inspectors 

11 regional units 

± 55-70 employees 
1 regional manager 
3 team leaders 
± 15 Inspectors 
3 work preparatore 

2 acceptance 
teams 

Damages 
team 

Intermed. Intermed. Special products 
team 1 team 2 team 

Account manager Account manager 
team 1 team 2 
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Kees Harland: 'We need to harmonize our working processes 

still further' 

insurance. In personal insurance, there are eight region
al units, which are themselves divided into teams of 
approximately 40 members of staff; each team either 
settles damage claims or arranges insurance policies, 
but does so for all groups of products. The 'business 
insurance' department, on the other hand, is divided 
into 1 I regional units, in which the teams are respon
sible for one product, from the conclusion of an insur
ance policy to the processing of damage claims. I'd 
already processed transport insurance policies for busi
nesses and slowly worked my way up from arranging 
insurance policies and premiums to settling damage 
claims,' says Hans Horwarth. 'Now I do this only for the 
northern region.' But still, the reform means that he will 
now once again have to do the unpopular work of 
administering premiums, which is much less highly 
regarded by those who work in insurance than the solv
ing of complex damage claims. 

Nevertheless, Hans prefers the work because he can 
also put forward and implement his own ideas. 'Before, 
not many people had an opinion and said what's what; 
now we're responsible for what we do.' But Hans also 
points to the drawbacks of the reorganization: 'Under 
the old organization, I worked with almost 50 people, 
exclusively on transport insurance, and could discuss 

Managing knowledge cycles 

Specialist cluster 

Knowledge bank 
Knowledge systems. 

^ j handbooks, guidelines 
and directives, literature, 
jurisprudence, etc. 

Managementteam 
Monitoring, 
directing. 

things with them all the time. I'm now with three col
leagues, and sometimes none of us knows the answer, 
and if someone is ill, it gets even more difficult.' His 
range of tasks has also become narrower: '1 no longer 
insure cargoes of flowers or animal shipments because 
they hardly ever occur in the north of the country.' 

Further training and the preservation 
of knowledge 

The risk of lost know-how or knowledge that is not 
passed on was also recognized by the Stratego group 
from the beginning. When all is said and done, know-
how about insurance products is the company's stock-
in-trade. Its proposed solution is based on modern tech
nology: 'Our know-how is now stored in a database, 
which is constantly being updated,' says Kees Harland. 
When he turns on his computer in the morning, there is 
often a note flashing to indicate that the body of data 
has changed and in what way. The database is fed by a 
management team at departmental level. Each region 
has several specialists who act as information sources 
for coordinators from the management team. This ongo
ing process of broadening knowledge - and therefore 
also of Improving insurance arrangements - is moni
tored by an instructor who supports the management 
team and assists it in developing new courses and fur
ther training opportunities. In spite of this, Kees Harland 
finds it difficult for his staff to maintain and broaden their 
knowledge base: This is currently our biggest problem.' 

Nationale-Nederlanden is still suffering from teething 
troubles after the reform. Although all staff went on 
training courses prior to the changeover to prepare 
them for their new work, they came back to their old 
jobs until D-day and 'when the time came, they had for
gotten everything again,' says Eric Vlaanderen, 
Secretary of the Works Council, 'and the concept of 
learning by doing did not fully catch on.' 'At the begin
ning we all often felt frustrated because many people 
had not been prepared In time for the change,' summa
rizes Kees Harland. NN is now investing heavily in train
ing courses again and sending its staff to the brokers to 
spend a period as trainees so that they can learn the 
ropes. Joep van Leeuwen, former trainer at NN and now 
team leader of the northern region, sees the gap in 
knowledge not merely as a problem: 'Not everyone 
needs to have the same knowledge. The key is to know 
where to find it.' But he is also aware that he is making 
considerable demands on his staff with this approach: 'It 
is a burden for many people to broaden their horizons.' 

afcguarding 
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New managers needed 

In order to help staff to overcome their anxieties and 
inhibitions, the Stratego organizers knew from the 
beginning that they would need new types of manager. 
A new generation took over the helm at NN, many of 
them involved in the Stratego process. Their strategy is 
to teach their staff to take on responsibility. 'I have to 
see to it that at least 20 out of 30 staff are 'change 
agents', ' says Leendert Baris, a doctor in sociology with 
responsibility for the regions of Rijnmond and Midden in 
the personal insurance department. The message that 
he passes on to his staff is both simple and demanding: 
'My staff must be able to say: I must take responsibility. 
I cannot delegate. I must act as if I were the owner of 
the company.' Nevertheless, you're allowed to make 
mistakes, and the boss wil l listen if his staff are at their 
wits ' end, but then he asks 'How would you decide?' 
'As a manager, you must have a lot of trust in your staff, 
but if you trust them to do their job properly, they wil l 
do it,' the 40-year-old believes. Jacques van Zoelen also 
sees himself as a trainer - 'coach' - of his staff: '1 believe 
that people are capable of doing a lot more than they 
themselves believe.' 

The new style did not suit all the employees of NN. 
Middle managers, above all, were unable or unwil l ing to 
follow the changes. An attempt was made to find them 
another job in the company, and some of them took 
early retirement. 'Everyone had a chance to develop, ' 
believes Leendert Baris, 'but it is important to put the 
right people in the right place. When all is said and 
done, we are not here to enjoy ourselves, but to earn 
money.' And that is equally demanding for everyone: 
'My job takes up all my energy.' 

Jacques van Zoelen: 

'Everything worked out 

in practice' 

'A ttempts to set 

f ^ go '</ example'. 

FJBF 3k Leendert Baris 

Consequences of the reform 

The management of NN has become a lot younger as a 
result of the reorganization. Team members are about 
30 years o ld, on average, and middle managers 
between 40 and 50. This trend is not entirely positive, 
but mirrors a social development which excludes older 
workers for whom change is no longer as easy to accept. 
'It sounds like a paradox, but despite the reorganization 
as a regional team, NN staff have become lonelier 
because fewer people in every team are specialized in a 
particular activity. There is a lack of competent col
leagues to discuss things wi th, ' Hans F. Hochsteger, a 
member of the field staff, has observed. But for him the 
reorganization is nevertheless positive: 'I now have only 
a few discussion partners at NN, which makes every
thing easier.' Hans Howarth Is glad that he can at least 
still go and eat wi th his old colleagues from the trans
port insurance department every day: 'As good as the 
knowledge database is. it does not teach you how to 
deal wi th particular types of people.' 

The Works Council is none the less satisfied now, three 
years after D-day: 'No one has lost any money as a result 
of the reform, although the assessment of some peo
ple's activity has been lowered. ' says Eric Vlaanderen, 
'and there were naturally the typical initial problems 
because people suddenly found themselves having to 
do things they were unable to cope with, while others 
got bored.' Yet, it was said that NN had developed 
organically and that most staff now had tasks which 
were more interesting and involved more responsibility. 

An initial assessment 

• The NN hierarchy has been considerably streamlined 
by the reorganization. 'We now have only 130 
management posts instead of 270,' says Jacques van 
Zoelen, 'so the organizational chart is much easier to 
read.' 
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• The regional unit with its two or three teams has 

become the heart of the company. You know what is 

going on in your region and what your customers' 

wishes are, and you do everything you can to help 

them. 

• The customers, in this case the insurance brokers, 

now have only five discussion partners instead of 35. 

They know whom to inform of their needs and 

wishes. 

• Desk officers are responsible for their actions: man

agers try to limit themselves to providing assistance. 

• NN is no longer productoriented, but has devel

oped through marketorientation to become strong

ly customeroriented. 

Even if success cannot be expressed in figures, every

one at NN agrees that both staff and customers are a lot 

more satisfied. 'Efficiency in my unit has increased con

siderably; we can react faster and are quite convinced 

that it is a more pleasant way of working,' says Leendert 

Baris. Individual departments within the company which 

used to compete with each other for customers are now 

working together for one region. 

What has been the key to success? 

Opinions vary little at NN. 'Everyone was involved in 

restructuring as far as possible,' says Jacques van Zoelen 

In his description of the NN concept of partnership, 

'managers at all levels, brokers with their ideas, but also 

desk officers  we all had the feeling that we had reor

ganized the place ourselves.' 'Talk, talk, talk' is used by 

Leendert Baris to describe the importance of another 

key factor: internal communication. Jacques and 

Leendert both felt that the discussions that the CEO had 

held with small groups before the reform were essential 

to its success. The fact of being forced to leave the build

ing and spend time with the brokers finding out why 

they proposed NN insurance to their customers was the 

third key to success for regional managers: 'No one 

could continue to hide behind his desk.' The managers 

also trusted a mixture of carrot, stick and training: 'Many 

people felt inhibited working with the computer and the 

knowledge database and continued to consult the old 

handbooks, but no one brought them up to date any

more,' explains departmental dire'ctor Kees Harland. 

'We set a deadline of one month and then withdrew the 

books.' 

All Stratego organizers admit, however, that they under

estimated how complex the reorganization would be; 'It 

took a lot more time than we imagined,' says Harland. 

'The interests of staff 

I were protected': 

ρφ/ι Works Council member 
·') 

^///¡ Eric van Vlaanderen 

ning, and we had to pay a lot of overtime in order to 

keep on top of the work in spite of the reorganization,' 

says Jan Willem Dreteler, head of communications at 

NN, Otherwise we would have had problems with the 

authorities.' Moreover, NN took almost a year to return 

to the old standard of quality. Despite this 'one of the 

most fascinating things for me was to discover that 

everything that I had learned during my studies worked 

in practice,* says organizational psychologist and 

Stratego organizer Jacques van Zoelen. 

New reforms planned 

In 1997, the damageinsurance section of NN feels well 

equipped for competition and knows that it has good 

shareholder value. The Board of NN is therefore moving 

on to the next stage and attempting to merge the four 

lines of propertydamage insurance, reinsurance, health 

insurance and life insurance. The central units of damage 

insurance (communications, marketing, information 

technology, finance and personnel) have already been 

merged with the departments of the other lines, whose 

offices are not only in The Hague but also in Rotterdam. 

Even the Board itself has become smaller as a result of 

the merger. 'By 2000 they want to have a onestop shop 

for all types of insurance for our customers,' thinks 

Works Council member Eric Vlaanderen, 'but we don't 

yet know exactly what is planned.' The old Stratego 

organizers, as well, feel disconcerted that, after the pos

itive experience of the first wave, this time the reorgan

ization is being organized by top management behind 

closed doors. That is why a mixture of fear and expecta

tion can definitely be felt in NN's steel building in The 

Hague: as exciting as the changes may be, waiting for 

them is just as nerveracking. 

Beate Gm inder 

Costs, too, rose for NN at the beginning. 'Contrary to 

expectations, the number of staff increased at the begin
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Eine neue Arbeitsorganisation 
im Geiste der Partnerschaft 

Partnership lor a new 
organization of work 

The Commission's 
Green Paper on 
work organization 

In its Green Paper 'Partnership for a new organization of work' adopted last April, 
the Commission calls on workers and managers, trade unions and employers to develop 
a new organization of work based on high skills, high trust and high quality, and invites 
the social partners to move out of old battlefields into a new area of constructive work. 
Forum interviewed DG V Director-General Allan Larsson and DG V Director Odile Quintin 
(responsible, inter alia, for social dialogue) to fìnd out more about it. 

FORUM: Why now? 

FORUM: Why a Green Paper on 
the organization of work? 

LARSSON: Because a new organization of work is one of 
the most promising ways of promoting economic and 
social progress. Europe is coming to the end of a period, 
characterized by an old-fashioned organization of work, 
a hierarchical, top-down organization, sometimes called 
'Taylorism'. We are entering a period of rethinking the 
old concepts and the development of new more flexible 
forms of organization based on high skills, high trust and 
increased involvement of employees. It is important that 
the renewal of the organization of work is done in a way 
that takes account of the interests of both firms and 
workers. 

QUINTIN: It should be noted that the Green Paper 
emphasizes the concept of partnership between social 
partners. The full potential of new forms of work organ
ization can be exploited only if employers and trade 
unions work together to define objectives and modali
ties. Employers must decide on measures designed to 
improve companies and production in concertation with 
the workers and the parties involved. If they fail to do 
so, no progress will be made. Workers, on their part, 
must not resist change. They must try to appropriate 
new forms of work organization, assuming full responsi
bility for their work. 

LARSSON: Firms are preparing themselves for 2000, for 
a new decade and a new century. Now is the right time 
to stimulate the debate and the thinking on a better 
organization of work, both in companies and in public 
services. It is basically a question of making firms more 
competitive on world markets and domestic markets. 
thus a question of employment. 

FORUM: Who is the Green Paper 
addressed to? 

LARSSON: It is addressed to all policy-makers, prac
titioners and researchers who take an interest in the 
organization of work, in social dialogue and in economic 
development. It is important that policy-makers both at 
a national and European level are well informed about 
the potential of new forms of work organization and that 
they can find out how to adjust public policies in differ
ent areas to facilitate this development. 

<^£ 
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QUINTIN: Public authorities have an important role to 
play in order to facilitate research into the topic and the 
exchange of practical experience, and to adapt the leg
islative and regulatory framework, which should not be 
an obstacle to the development of new forms of work 
organization, but a factor of encouragement. All this 
must of course be done in concertation with the social 
partners. 

LARSSON: The bottom line is that we need organiza
tions that involve all workers in the activities of firms 
and public services. I would like to quote one human 
resource manager who has been successful in develop
ing a new way of working. He said that new develop
ments are happening so fast that it is no longer possible 
to work in the old way with a small group at the top tak
ing all decisions. It is simply a question of survival for 
firms to find ways and means of making use of the abil
ity and competence of every person in the organization. 

FORUM: How has the Green Paper been 
received so far? 

FORUM: What is the Commission hoping 
to achieve with this Green Paper? 

LARSSON: We hope that it will help to Improve the 
competitiveness of European companies and the effic
iency of public services through a better organization of 
work. 

QUINTIN: We hope that it can help the social partners to 
get out of old battlefields and to move into a new ter
rain of common understanding and joint action, espec
ially on the question of lifelong learning and employ-
ability. We hope that it will help them to achieve the 
necessary balance between flexibility and security, on 
the path inaugurated with the agreement on parental 
leave of December 1995. The agreement on part-time 
work, adopted on 6 June, represents another important 
step in the same direction, because of its direct rele
vance to the debate on flexibility/security promoted in 
the Green Paper. 

FORUM: What will be the next steps? 

LARSSON: The Commission is eager to hear the reac
tions from the social partners, from workers and man
agers, from the Member States and from the 
Community institutions, before taking any decisions on 
new steps. The Green Paper will form the basis for a 
wide range of activities during this year and next. It has 
already been discussed in the Social Dialogue 
Committee and in the Standing Committee for 
Employment. 

LARSSON: So far, the reception has been very positive, 
from trade union representatives, from employers and 
among officials from the Member States. 
All agree on the importance of the subject, the rele
vance of the questions in the Green Paper and on the 
need to develop the organization of work in partnership. 
Of course, there are questions where the social partners 
might have different views, but I am convinced that it 
will be possible to make progress on the basis of a con
structive dialogue. 
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QUINTIN: In July, the Luxembourg Presidency devoted 
an informal Social Affairs Council to the issue, in which 
the social partners participated. The UK (which will hold 
the Presidency of the Union in the first half of 1998) has 
expressed interest in organizing, together with the 
Commission, the closing conference of the consultation 
process early next year. 

We also wish to develop discussions at national level: to 
this end, round tables will be organized in several 
Member States. Contacts with employers and trade 
unions have been established in over half the Member 
States. We expect that by the end of the year all inter
ested parties will be involved. 

FORUM: What can be the role of the 
EU/Commission, in general, and of DG V, 
in particular, in promoting/bringing about 
changes in work organization? 
What can it do concretely? 
What are the instruments at its disposal? 

QUINTIN: I would like to emphasize that the organiza
tion of work is a responsibility for managers and work
ers in firms. What we can do on a national and European 
level is to facilitate the development of a new organiza
tion of work. The Green Paper is in itself an important 
contribution. By putting the question at the top of the 
European agenda, the Commission has taken a concrete 
initiative. By focusing both on flexibility and security, the 
Commission has presented a document for a balanced 
debate, involving workers in the development of the 
enterprises. It is now up to the social partners to define 
what type of support they need from the Commission. 

FORUM: How is DG V going to respond 
to the challenges posed by the possible 
negative consequences of these changes? 

LARSSON: The focus is emphatically not on short-term 
cost-cutting measures. The restructuring of the econo
my is not a new phenomenon, it has been going on for 
many years. The Green Paper takes a comprehensive 
approach, including both flexibility for firms and securi
ty for workers, thus an approach that is quite different 
from the one used by many firms in the course of last 
year. The Commission is of the view that the key ques
tion is the maintenance and improvement of the 
employability of the whole workforce. This is the theme 
in this Green Paper, in the Essen employment strategy 
and in the Commission's communication on the mod
ernization of the social protection systems. 

LARSSON: One concrete example of EU support is the 
programmes financed by the European Social Fund. I am 
thinking about Objective 4 and ADAPT, where we 
already have a lot of interesting and promising projects 
going in this direction. Some of them were recently pre
sented at the ADAPT conference in Athens. We can also 
help to support the dissemination of good practice, 
especially among small firms. 
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New publications series: 
Employment and social affairs 

Employment and 
labour market 

Public health Social dialogue and 
social rights 

Social protection and 
social action 

Equal opportunities European Social Fund Health and safety at work 

Employment and social affairs is the label for the new publications series of DG V. 
Employment and social affairs incorporates all publications of DG V including the 
preceding subscription series Social Europe which has ceased to exist. The new 
series consists of seven themes, these are 'Employment and labour market', 'Equal 
opportunities', 'Public health', 'Health and safety at work', 'Social protection and 
social action', 'Social dialogue and social rights' and 'European Social Fund'. The 
series is available on subscription, though some publications are available free of 
charge. For subscription details, please contact the sales agents of the Office for 
Official Publications of the European Communities or DG V. 

Employment and social affairs publications published between January and July 
1997 include: 

• 'Progress report on the implementation of the medium-term social action pro
gramme 1995-97' (Social Europe, Supplement 4/96). The concept behind the 
work programme of the European Commission on social affairs is that social 
policy is a productive factor facilitating change and progress, rather than a bur
den on the economy or an obstacle to growth. Available in German, English and 
French. Forsale: ECU 14. Catalogue number: CE-NC-96-004-"-C, ISBN: 92-827-
6314 5 (EN). 
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'European social policy forum - A summary'. This document records the high 
points of the social policy forum. It contains all the speeches of the opening ple
nary session, the full text of the working papers which formed the basis of paral
lel discussions, and the final conclusions of the rapporteurs. Rainbow edition. For 
sale: ECU 15. Catalogue number: CE-02-96-448-A2-C, ISBN: 92-827-9648-5. 

Theme: Employment and labour market 

'The way forward: The European employment strategy'. Contributions to and 
outcome of the Dublin European Council, 13 and 14 December 1996. Extracts 
from the conclusions of the European Council in Dublin and documents submit
ted to the Council as well as a report on the implementation of multiannual pro
grammes in the follow-up to the Essen Council, are documented in this publica
tion. Available in German, English and French. Forsale: ECU 15. Catalogue num
ber: CE-04-97-824-**-C, ISBN: 92-827-9620-5 (EN). 

'Employment in Europe 1996' report, the purpose of which is to provide a firm 
link between policy objectives and the reality of hard data on trends, progress 
and problems. The report tracks the efforts of the modernization of social and 
economic Europe. The full report of 160 pages is available in German, English 
and French. On sale for ECU 9. Catalogue number: CE-98-96-825-**-C, ISBN:92-
827-8764-8 (EN). 
A summary chapter of 20 pages 'Employment in Europe - Meeting the employ
ment challenge' was published in all 1 1 languages and is available for free at the 
representation of the European Commission in your Member State. Catalogue 
number CE-02-96-569-**-C, ISBN: 92-828-0137-X (EN). 

A series of labour market studies for each Member State was published, giving a 
detailed overview and analysis of each Member State. Studies have been com
pleted for the following countries at ECU 29.50. 

Belgium - Catalogue number: CE-64-96-012-FR-C. ISBN: 92-827-8757-5 (FR). 
Denmark - Catalogue number: CE-64-96-01 5-EN-C, ISBN: 92-827-8760-5 (EN). 
Germany - Catalogue number: CE-64-96-0I0-EN-C. ISBN: 92-827-8755-9 (EN).-
Greece - Catalogue number: CE-64-96-002-EN-C, ISBN: 92-827-8747-8 (EN). 
France - Catalogue number: CE-64-96-01 3-FR-C. ISBN: 92-827-8758-3 (FR). 
Ireland - Catalogue number: CE-64-96-003-EN-C, ISBN: 92-827-8748-6 (EN). 
Italy - Catalogue number: CE-64-96-004-EN-C, ISBN: 92-827-8749-4 (EN). 
Netherlands - Catalogue number: CE-64-96-005-EN-C, ISBN: 92-827-8750-8 (EN). 
Austria - Catalogue number: CE-64-96-00 I-EN-C, ISBN: 92-827-8746-X (EN). 
Portugal - Catalogue number: CE-64-96-007-EN-C, ISBN: 92-827-8752-4 (EN). 
Finland - Catalogue number: CE-64-96-009-EN-C, ISBN: 92-827-8754-0 (EN). 
Sweden - Catalogue number: CE-64-96-008-EN-C, ISBN: 92-827-8753-2 (EN). 
United Kingdom - Catalogue number: CE-64-96-006-EN-C. ISBN: 92-827-
8751-6 (EN). 

'National seminars on implementing the European employment strategy: A sum
mary'. Social Europe, Supplement 6/96. Following the decision of the Essen 
Council, a series of national seminars on employment was organized in 1995-96 
by the European Commission, in association with Member State governments 
and, in some cases, with participation of the social partners and a range of appro
priate national, regional and local representatives. For sale: ECU 14. Catalogue 
number: CE-NC-96-006-A*-C. ISBN: 92-827-9983-2 (EN). 

Labour Market Studies 
GERMANY 
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Tableau de Bord 1996'. The synoptic tables gathered by the European 

Employment Observatory present an overview of the principal labour market 

measures taken by each Member State. It complements the 'Employment in 

Europe 1 996' report and 'The way forward: The European employment strategy' 

publication. For sale: ECU I I. Catalogue number CE9896574**C, ISBN: 92

82790231 (EN). 

Theme: Equal opportunities 

• The equal opportunities magazine. Quarterly publication of the mediumterm 

Community action programme on equal opportunities for men and women 

(19962000). Numbers 1 and 2 are available free of charge in German, English 

and French from: ANIMA, rue de Spa 61, Β1000 Brussels, tel. (322) 230 90 3 1, 

fax (322) 230 75 1 I. 

• 'Equal opportunities for women and men in the European Union  Annual report 

1996'. This report is the first to cover Community policy on equal opportunities 

as a whole. For sale in 1 I languages: ECU I 5. Catalogue number: CE9896566

**C, ISBN: 9282782379 (EN). 

• 'A code of practice on the implementation of equal pay for work of equal value 

for men and women'. This publication deals with 'Addresses of the code', 'Study 

of pay structures' and 'Followup work with a view to securing equal pay'. 

Available free of charge in 1 I languages from the representation of the 

Commission in each Member State and from DG V. Catalogue number: 9796

976C, ISBN: 9282780996 (EN). 

• 'Work and childcare: A guide to good practice' (Social Europe, Supplement 

5/96). The guide has been produced to focus action on childcare by giving detai

led suggestions for implementing a Council recommendation on childcare. It is 

intended as a tool to help translate policy into effective practice. Available in 

German, English and French. For sale: ECU 14. Catalogue number: CENC96

005"*C, ISBN: 9282763188 (EN). 

'Women in decisionmaking: Panorama of activities'. The publication features the 

final report of the European network 'Women in decisionmaking' and illustrates 

the variety of activities they have undertaken in the areas of research, concrete 

actions and information from 199195. Available in German, English and French. 

For sale: ECU 15. Catalogue number: CE0597575**C, ISBN: 9282803872 

(EN). 

Theme: Public health 

• Prevention is the quarterly newsletter of the public health programmes. A spec

ial edition focusing on tobacco was just published. It outlines the EU's policy on 

smoking and is devoted to the recently adopted Commission communication on 

combating tobacco consumption in the Community. Available in 1 I languages 

from Cives Europe, bd Clóvis I2A, Β1000 Brussels, fax (322) 232 23 92. 
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'Europe and the AIDS prevention'. Two leaflets are available which explain the 

current state of play in Europe and the Union's activities to combat AIDS. The 

small eightpage leaflet (catalogue number: CE959601 l**C) and the more 

detailed 50page publication (catalogue number: CE9596035**C) are avai

lable in German, English and French free of charge from the European 

Commission, DG V/F.2, Bâtiment Euroforum, L2920 Luxembourg, tel. (352) 

4301 327 37, fax (352) 4301 349 75. 

'Public health in Europe'. A detailed overview of the public health policy of the 

EU, focusing on cancer, drugs and AIDS policies as well as health promotion 

measures. Available in German, English and French. For sale: ECU 1 5. Catalogue 

number: CE0597608**C, ISBN: 9282803902 (EN). 

Theme: Social protection and social action 

From the European Observatory on National Family Policies there are two yearly 

reports namely: 

• 'Developments in national family policies in 1995'. This publication monitors 

trends and developments in national family policy across all Member States. 

# 'A synthesis of national family policies 1995'. This analyses, on a comparative 

basis, the development of family policies and focuses on key themes and ques

tions; emergent policy questions are identified and a contribution made to 

shaping the policy agenda. 

Both publications are available in German, English and French Free of charge from 

the European Commission, DG V/D.5. rue de la Loi 200, Β1049 Brussels, fax 

(322) 296 35 62 

Theme: Social dialogue and social rights 

• 'Partnership for a new organization of work  Green Paper'. This issue of the 

FORUM was based on the Green Paper which was adopted by the Commission 

in April 1997. Available in I 1 languages. For sale: ECU 7. Catalogue number: 

CMNF97004**C, ISBN: 92828051 15 (EN). 

• 'The Member States of the EU and immigration in 1994  Less tolerance and 

tighter control policies'. RIMET. The report looks at migration dynamics and 

control policies, the labour market, Illegal working and employment, and inte

gration. For sale: ECU 15. Catalogue number: CE0296577**C. ISBN: 92827

97317 (EN). 

• Newsletter for the European Year against Racism. Already two of ultimately four 

newsletters have been published which give an overview of what is happening 

in Europe during the Year. Available in German, English and French free of char

ge from the European Commission, V/D.4, European Year against Racism, rue de 

la Loi 200, Β1049 Brussels, fax (322) 295 18 99. A poster and postcards are 

also available on request. 
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'The European institutions in the fight against racism: Selected texts'. A collec
tion of decisive policy texts in the area of racism, which finally led to the 
European Year against Racism 1997. Available in German, English and French. 
For sale: ECU 15. Catalogue number: CE-01-96-438-* *-C, ISBN: 92-827-9841-0 
(EN). 

'Your social security rights when moving within the European Union'. This guide 
gives a broad overview about social security rights on a Community level as well 
as in the different Member States. Available free of charge in 1 1 languages from 
the representation of the Commission in your Member State. Catalogue number: 
CE- 92-95- 174-**-C, ISBN 92-827-5608-4 (EN). 

Newslel 
The European Year 
is launcned m The Hague 

Theme: European Social Fund 

• ESF InfoReview. The quarterly newsletter of the European Social Fund gives an 
exhaustive overview about the Fund and the Community initiatives in action. 
Available free of charge from the European Commission, ESF information sector, 
V/B.l, 200 rue de la Loi, Β-1049 Brussels, fax (32-2) 295 49 18. 

• 'The ESF in Member States'. The success of ESF-supported projects in the 
Member States has been quite significant. These leaflets outline ESF financing in 
Member States by objective and highlight examples of good practice. 

• 'The ESF in Italy' in English and Italian, catalogue number: CE-96-003-EN-C, ISBN 
92-827-7373-6 (EN). 

• 'The ESF in Ireland' in English, catalogue number: CE-96-96-002-EN-C, ISBN 92-
827-7372-8 (EN). 

• 'The ESF in Portugal' in English and Portuguese, catalogue number: CE- 96-96-
009-**-C, ISBN 92-827-7385-X (EN). 

• 'The ESF in France' in English and French, catalogue number: CE-96-96-004-**-
C, ISBN 92-827-7375-0 (EN). 

• The ESF in Germany' in German and English, catalogue number: CE- 96-96-006-
**-C, ISBN 92-827-7380-9 (EN). 

• The ESF in the UK' in English, catalogue number: CE-96-96-01-EN-C, ISBN: 92-
827-7371-X (EN). 

Available from the European Commission, ESF information sector, V/B. 1 
Loi 200, Β-1049 Brussels, fax (32-2) 295 49 18 

rue de la 
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Human resources Community initiatives 

A series of special reports on the four strands of the 'Employment' initiative and 
ADAPT: 

. NOW 
Aims to promote equality between women and men in the labour market, on 
reducing unemployment among women and improving the position of those 
already in the workplace. Catalogue number: CE-97-96-491-**-C, ISBN: 92-827-
8220-4 (EN). 

• Youthstart 
Aims to tackle the problems of the exclusion of young people from the labour 
market. It specifically supports the development of improved training and 
employment opportunities for young people. Catalogue number: CE-97-96-
467-**-C, ISBN: 92-827-8199-2 (EN). 

• Integra 
Aims to improve access to the labour market for, and the employment of, those 
who find themselves excluded from it. Target groups include the long-term 
unemployed, jobless single parents, the homeless, itinerants, gypsies and trav
ellers, prisoners and ex-prisoners, substance abusers, etc. Catalogue number: 
CE-97-96-475-**-C, ISBN: 92-827-8206-9 (EN). 

• Horizon 
Supports Member States and the Commission in working together to overcome 
the challenges which disabled people face in their integration into work and 
society. Catalogue number: CE-97-96-483-**-C, ISBN: 92-827-8213-1 (EN). 

• ADAPT 
Aims to promote employment and the adaptation of the work to industrial 
change. Catalogue number: CE-97-96-499-**-C, ISBN: 92-827-8227-1 (EN). 

Available free of charge in 1 1 languages from Europs, place du Luxembourg 2-3. 
B-1050 Brussels, fax (32-2) 511 19 60. 

ESF InfoReview 
Letter from Commiii ioner Flynn 

1 
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To obtain any of these publications 

For publications requiring payment: contact the sales agents of the Office for Official 
Publications of the European Communities (in any Member State), or your nearest 
bookstore. 
For publications which are free of charge, contact the representation of the European 
Commission in your country, unless otherwise indicated here. 
If you wish to obtain a list with addresses of the sales offices or to be put on our 
mailing-lists, please fax your request to European Commission, DG V information 
centre, V/E.5, Mme Verbeeck-Meffert, fax (32-2) 296 23 93. 

,;.<gr J I J Í 

Some extracts of our publications can be consulted on the Internet 
(http://europa.eu.int/en/comm/dg05/home.htm). 

35 



Corning up 

October 1997 
6-12 October 

7 October 

9-10 October 

9-10 October 

16-17 October 

16-17 October 

16-17 October 

20-25 October 

25 October 

27-28 October 

29 October 

30-31 October 

O l 

O 
m 

o 
o 
ω 
m 
2 

European Week against Cancer 

Social Affairs Council 

Brussels: Conference on new employment opportunities in the cleaning industry 

Stockholm: Youthstart 97 Conference 

Berlin: MISEP meeting (Employment Observatory) 

Bruges: Seminar on 'Parcours d'insertion'/Objective 3 

Denmark: Conference on social responsibility of enterprises 

European Week on Health and Safety at Work 

Nantes: The future of work and social regulation 

Barcelona: Integra '97 Conference: 'Pathway to integration/immigration' 

Luxembourg: Plenary meeting of the Advisory Committee on Safety, Hygiene and Health 

Protection at Work 

Amsterdam: Conference on social security for migrant workers (Regulation (EEC) 

No 1408/71) 

November 1997 

November 

9-12 November 

20-21 November 

21 November 

25 November 

26-28 November 

Luxembourg: Seminar on disability and Horizon 

Jerusalem: Fourth European Conference of the International Union for Health Promotion 

and Education 

Denmark: Conference on job rotation 

Luxembourg: Jobs Summit 

Luxembourg: Workshop on success factors in workplace health promotion 

Luxembourg: Meeting of the European network for workplace health promotion 

December 1997 
2 December 

4-6 December 

4 December 

11 December 

11-13 December 

18-19 December 

Social Affairs Council 

Malmø (S): First European symposium on local community alcohol prevention 

Brussels: High-level Expert Group on Disability 

Brussels: Community Initiatives Committee meeting 

Paris: European workshop on combined strategies in relation to alcohol and tobacco 

Luxembourg: Closing conference of the European Year Against Racism 

Note to the reader 

Employment and social affairs - Forum is replacing the former Social Europe Magazine 

following the revision of DG V's publications programme. 
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