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Online Module course for employees (GTA)

The following presents change management and anticipation of change from the perspective of
employee organisations.

Section A. A brief theoretical description of a central feature in change anticipation and
management methods: Participation.

A1l. Introduction

One basic assumption to be asserted is that workplaces, even the most automated, employ workers
or depend on worker contribution. For small, medium, or large workplaces, those technologically rich
or relatively more dependent on a mass labour force, labour power is fundamental. It is also asserted
that while employers and employees might be transversally related in a specific workplace or related
via a contract, their fundamental status, interests and what they take away from work are different
and unequal. In times of transition, worker representatives have to assure that the contributions by
workers and their distinct interests are not further subordinated to those of others.

One other basic assumption is that human beings are conscious agents who are able to keep significant
levels of control over what they do. Employers and their workplace representatives know this and
understand that they need to organise and manage the workforce to extract effort and keep the
process running. Once it is added and accepted that workplace organisation socialises the workforce,
it is important for the rest of democratic society that negative workplace socialisation within
hierarchical structures is democratised and meaningful worker participation guaranteed.

A2. Worker Participation: nature of participation

Participation of workers can refer to multiple behaviours. What follows is a list of cases, accompanied
by their critical limits, where purported participation is:
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e simply getting a ‘feeling’ of what is going on by being informed, contributing only through
empathy; this is pseudo participation.

o the experience of an employee in a family-owned SME who is told to feel like a member of
the family when one is not.

e reduced to responding to management techniques aiming for company efficiency and
persuasion to participate in raising production but nothing to do with decision-making.

At best, participation is similar to that of company ‘core’ workers. This goes beyond participation
consisting of consultation, which is partial participation, with no ultimate power to decide. Core
workers, already boasting job security, are granted special working conditions in return for
commitment, not simply compliance or brawn. They justify their special relations on personal merit.
Here, employers and employees influence one another in planning and/or decision-making processes,
especially when the consequences of the plans and decisions affect those deciding or the ones they
represent.

In difficult and challenging times of change, participation is even more important. Thus, besides facing
multiple crises, there are rising concerns about negative social effects following change caused by
climate policies introduced by the European Green Deal (EGD). For workers to be part of the broad
initiatives stemming from EGD, participation is essential and raising awareness about it and its
consequences becomes a primary goal.

Section B: Change management and anticipation of change — what to do and associated pedagogy.
B1. Introduction

Building on the European Commission’s Green Paper ‘Restructuring and anticipation of change: what
lessons from recent experience’ (17/01/12), action related to change management and change
anticipation implies being prepared what to do. It also means intervening in the hegemonic skills
discourse arguably dominated by company rhetoric and interests, and instead concentrate on
supporting worker capabilities to manage change. There is a need to invest in research and also adopt
a complementary accompanying pedagogy in its dissemination.

B2. What to do
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A primary concern is the mitigation of employment and social effects of change, and this requires
proposing solutions for the way forward. At the very least, this means worker or their representatives’
consultation at all levels and encouraging information on policy and legislation within the broader
context of EU policy and legislative ‘intervention’ in economic and social safeguards.

B.2.1 Policy

The European Pillar of Social Rights of the EU (2017) promotes key principles and rights to support fair
and well-functioning labour markets and welfare systems. The 7™ Principle addresses the protection
of workers in case of dismissals and the 8™ the right of workers (or representatives) to be timely
informed and consulted on matters relevant to them, in particular in times of company change. It
highlights the need to promote social dialogue and encourages collective bargaining. Transparency in
decision-making becomes a major factor for building trust and consensus amongst all the
stakeholders.

The Council Recommendation on Access to Social Protection for Workers and the Self-employed
adopted in November 2019 and its Fair Transition Recommendation in June 2022, are non-binding and
this does not warrant excessive enthusiasm. These form part of the European Commission’s climate
policy package.

B.2.2 Legislation

In terms of anticipation, the EU Commission has initiated work to pre-empt company restructuring.
Even a business-centred instrument such as the Company Law package (2018) can, within green
transformation processes, assist in underlining know how in consolidating preparedness. It calls for
increased guarantees to all stakeholders, including employees, affected by company operations.
Another lesson from the package is that it also empowers national authorities to intervene head on
against abusive purposes. After all, employees should have adequate and proportionate anticipatory
safeguards to protect their rights otherwise their action can only be reactive. However, faced with
uphill battles, business interests stop companies from informing in anticipation about unilateral
decisions that may negatively affect workers’ employment. This confirms the strategic role of trade
unions as main players in collective bargaining where these are concluded at enterprise level. In this
case, trade unions’ role at policy level may not necessarily contribute to a stronger hand at
workplace level since workers’ immediate needs for protection are at the workplace.
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B3. Skills: Investment in worker capabilities

When crisis means change, technical considerations tend to be accompanied by de-skilling. The ‘green’
workplace will be managed to reduce inefficiency, increase control, and cut labour costs. With new
green machines, there will be a need for new techniques and re-skilling. De-skilling and re-skilling
move together. Considering the limits imposed on welfare regimes and policies, including privatisation
of sectors of welfare, the present crises are characterised by increasing inequality and “precarisation”,
aptly accompanied by the presence of the ‘working poor’. It would be paradoxical to continue
weakening the sustainability of welfare policies when these are essential for protection against such
risks. Furthermore, welfare is not to be reduced to its monetisation, and especially in times of change,
it needs to consider the education and training of the workforce as an integral part of any welfare
concerns.

This is the time to seriously engage unions in education and training and this means ongoing
investment in human resources in order to be ready for green and digital challenges. Anticipative and
proactive stances mean, among others, access for every worker to training in order to be prepared for
green job requirements and the associated right to accept relevant training offers. This means
employment characterised by stability rather than adaptability. It also means identifying successful
practices with a view to maintaining jobs and the competitiveness of the workforce and facilitation of
job-to-job transitions. Union strategy needs to encompass company management in order to ensure
its clear and transparent commitment with regard to employment including the availability of planned
and continuous mapping of company employment and skills needs and so the need for workers to be
guaranteed a given number of hours of training per year.

B4. Research.

There is a need to promote research to explore current methods and approaches employed by
companies and trade unions in their communications strategies with the workers in integrating green
education and training within a Green Deal sustainable development framework. This includes
research (and its dissemination) of (i) the concept of sustainable development which balances
economic growth, environmental protection, and social equity and wellbeing; (ii) how to incorporate
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sustainable development within work organisations; (iii) how to respond to the challenges and barriers
while implementing the previous; and (iv) analysing which channels best serve the purpose.

B5. Dissemination: An accompanying pedagogy

Dissemination of research follows lifelong education principles that cater for green (and digital)
knowledge, skills, and positive attitude formation towards the environment. Environmental
awareness is transformed into consciousness with knowledge that is not limited to technical interests
but addresses knowledge of climate change, the impact of carbon dioxide emissions, heavier
environmental cost suffering of the less privileged, and the consequences of economic development
on the environment including structural causes of crises. Skills discourse cannot be monopolised by
considerations of efficiency tied to workplace technical skills alone. Skills training should also concern
real-life situations outside the workplace. Finally, attitudes can be addressed via perceived self-
efficacy in getting to terms with environmental challenges and the readiness to carry environmental
responsibility.

Adoption of change management in real-life, sustained by the previously-mentioned theoretical
principles of participation, is characterised by democratic values and is to include person-centred
education. Critical engagement needs to be facilitated so that problems induced by green change are
actively analysed, distinct and competing perspectives discussed, and solutions promoted through
groupwork including brainstorming activities, role-play activities, and guest speakers. Opportunities
are provided to analyse multiple choices of action.

It is suggested to adopt a pedagogical approach that includes experiential learning characterised by
concrete personal experiences allowing for an active and firsthand engagement. This is the
opportunity for in-depth case studies and interactive role-playing. Tools include diaries and
selfevaluation, mutual interviews and evaluation. Conceptualisation of the main ideas generated by
the case study follows reflection and in turn gives way to suggest solutions and an educated evaluation
of the original real-life situation. This is where the trainer effectively steps in, at the same time
processing educational outputs and managing closure. A circle setup supports democratic
participation and facilitates active discussion and inclusion.
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C. A real case scenario

With such research at hand, trade unions can be actively engaged in the management of change on a
broader, society-wide scale, including in critical times, present or anticipated. This requires worker
representatives to be engaged in social relations outside the workplace and not restricted to economic
social relations (unions’ well-trodden path of wages and conditions of work). Such other relations
include institutional and political social relations, especially and increasingly, engagement in education
and training agendas (labour force planning and management), as well as in social relations within civil
society. The latter include social and media presence. Otherwise, an exclusive focus on wages and
working conditions, while essential in the short term, endangers the interests of the union and the
status of its members when the system they depend on goes into extended critical transition.

To achieve the previously mentioned society-wide participation, unions need to first participate in
social dialogue which is presently the most popular tool. Nevertheless, in Malta social dialogue is
concentrated on wages, working conditions and social protection of workers. Sectoral social dialogue
is only held in the public sector. One observes that the green transition has not been meaningfully and
regularly present on the social dialogue agenda in terms of policy and regulatory framework. The
impact on workers, minimisation of negative effects, relevant skill needs related to green transition,
and preparatory training programmes are lacking. This means that within the context of management
of change, and excluding initiatives on Health and Safety in relation to worsening climatic conditions
but not specifically the green transition, initiatives undertaken are ad hoc. In the private sector, where
dialogue is at company level, multinational companies take initiatives in changing practices in line with
green transition. This is however, as mentioned previously, restricted to company level. This creates
a challenge for sectoral improvement and for social dialogue to be effective in ensuring the green
transition.

There is also the role of the political state. Besides the call for national authorities, in dialogue with
the social partners and other stakeholders, to develop a comprehensive vision and strategy of green
transition, unions need to be prepared for anticipation, assessment and mitigation of negative social
consequences, but also to directly participate in the distribution and co-management of public
resources intended to sustain such a vision and strategy. Keeping this in mind, when the Government
and Public Entities Section of the General Workers Union in Malta negotiated the public service
collective agreement 2025-2030 with the government and other trade unions, it promoted green
initiatives. The Office of the Section Secretary carried out ample research about green initiatives,
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including from the European project ‘GREENET: Fast forwarding the green transition in a just and
socially responsible way — cases from industry, energy and transport sectors’ funded by the European
Commission. The Greenet national report for Malta was addressed to strengthen the capacity of social
partners and social dialogue to support a green and fair transition. The researchers engaged with shop
stewards from a number of the GWU sections, and this served to promote the green transition outside
the public entities section. The agenda included anticipating the impact of green transition and
REPowerEU policies on employment; adapting collective bargaining of sectoral workers' and
employers' organisations to support the actors most exposed to the negative impacts of the transition;
and developing new national and European strategic frameworks for action — recommendations and
guidelines — to help training providers and employees to better prepare for the implementation of
policies related to the European Green Deal. In December 2024, a well-prepared GWU delegation
taking part in sectoral negotiations pushed for and reached an agreement to include a green initiative
in the collective agreement. The success could be judged by the realisation that the green article was
qguoted by several other employers in their negotiations. This clause will impact directly the public
service and will influence the private and public sectors in Malta. This was a major breakthrough since
it was the first green article to be included in Maltese Collective Agreements.

Notes

Views and opinions expressed are those of the author only, and do not necessarily reflect those of the
European Union or European Commission.

Prepared by Joseph Gravina designated by the GWU.
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