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At the cud of the workshop, participants should be able to know the: - 

Definition and .Scope of Industrial Relations in Nigeria 

Actors in Industrial Relations with emphasis on the activities of 

employees, employers and the Stale. 

Cauaes of Conflict in Organisation. 

Strategies & Methods of Managing Conflicts. 



 

INTRODUCTION: 

i* 

Early classical economists of the 19 Century e.g. Adam Smith, Daniel Richardo etc. 

were all concerned with problem of Labour though in the limited extent that labour was 

seen as a factor of production. These economists saw little difference between labour and 

other factors hence it was difficult for them to appreciate the complex nature of labour 

input into production. 

At the end of the 19* Century, the views of the conservative classical economists gave 

way to social reformers such as Sidney and Beatrice Wet£ Karl Marx etc. These scholars 

agreed that the classical economists failed to appreciate the traumatic experience of the 

labouring class which they argued could be ameliorated by the institution of trade 

unionism. 

In the early 20th Century, some scholars like Alan Flanders, Hugh Clegg, Alan Fox etc. 

equally stressed the importance of workers in an organisation as a countervailing force 

against the power of the employer. However, followers of Webbs and modern 

management believed that mutual co-existence of both parties and accommodation, rather 

than antagonism or revolution was crucial to the amicable resolution of conflict in the 

work place. 

The first major attempt to collate the existing views on Industrial Relations into 

theoretical framework was the seminar work of John Dunlop on Industrial Relations 

systems published in 1958, he presented a general theory, providing tools of analysis to 

interpret and to gain understanding of the widest possible range of industrial relations 

facto and practices. 

~ 

Dunlop sees industrial relations as an area of relations between three principal actors - 

Workers and their organisations, managers and their organisations and governmental 

agencies concerned with the workplace and work community. These actors develop a 

Web of rules governing their relations in the workplace and work community in an 

industrial relations system. According to John Dunlop, the Web of rules .... Consists of 

procedures for establishing rules, the substantive rules and the procedures for deciding 

their application to particular situations. 

Industrial relations is in this respect viewed as a sub-system in a larger industrial society. 

This larger society provides the external environment which influences industrial 

relations actors and institutions. Furthermore, he posits that apart from the actors, an 

industrial relations system also comprises certain contexts, an ideology which binds the 
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industrial relations system together and a body of rules created to govern the actors at the 

workplace and work community. He identified the following aspect? of the environment 

which influence and constraints the actors in an industrial relations system. 

(a) The technology of the workplace and work community 

(b) The market or budgetary constraints 

(c) A complex of rules 

(d) The locus and distribution of power in the larger society. 

According to the International Labour Organisation (ILO), Industrial Relations deals with 

relationships between the state on the one hand and the employers' and employees 

organisations on the other or with the relationships among the occupational organisations 

themselves. 

Definition & Scope of Industrial Relations 

There are as many definitions as there are writers on industrial relations. Also, the term 

industrial relations could be used to denote a specialist area of organisational 

management and study which is concerned with a particular set of phenomena associated 

with regulating the human activity of employment. 

On a broader level it is a discipline concerned with the systematic study of ail aspects of 

employment related conflicts; in otherwords it deals with everything that affects the 

relationship between workers and employers, perhaps from the tune the employee joins 

the work organisation until he leaves his job. 

The whole idea of industrial relations emerged as a result of the conflict involving the 

inability of the employers and employees to have a proper dialogue concerning the terms 

and conditions of employment The ensuring conflict is inevitable, but there are generally 

mechanisms to ensure that it is channeled or accommodated. These mechanisms are:- 

(a) Individual resolution supported by freedom of contract and by the lack of any 

substantial restrictions to the operation of the labour market 

(b) Unilateral determination by employers, managers, or the state, trade unions or 

workers. 

(c) Joint or plural modes of regulation by the actions of the parties involved. Joint 

determination of the conflict is exemplified in collective bargaining. 



e 

• 
 

Industrial Relations is interdisciplinary, interdependent and the knowledge of other 

subjects could enable us explains Industrial Relations issues, The various contents of 

industrial relations it properly understood would enable us appreciate that the knowledge 

of economics, sociology, history, psychology, law etc. would aid us in analysing and 

explaining industrial relations issues. For example, the relationship between Industrial 

Relations and economics could be explained when we talk of wages and salaries of 

employees. The discipline of sociology is also inter-related to industrial relations when 

we talk of conflict in industries because conflict is a social phenomenon which involve 

parties which are human beings. 
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THE PARTIES IN INDUSTRIAL RELATIONS 

EMPLOYEES/WORKERS 

TRADE 

UNIONS 

TRADE UNION LEADERS 

RANK & FILE 

EMPLOYEES 

EMPLOYERS' 

ASSOCIATION GOVERNMENT 

LOCAL EMPLOYERS JUDICIARY 

STATE EMPLOYERS POLICE 

FOREIGN EMPLOYERS - LABOUR AGENCIES 

LEGISLATURE 

MINISTRIES 

EMPLOYERS THE STATE 

It is assumed that in every industrial and industrialising society there are three main 

parties or actors as identified above. The interaction of these parties could produce both 

agreements and disagreements or conflictsi this is primarily because the parties each have 

partly congruent and partly divergent interests. The act of interrelationship between these 

parties describe what industrial relations is all about, so long as the object of interaction is 

in the interest of the parties. 

As seen earlier in the introductory passage, John Dunlop sees industrial relations as 

relations between these principal actors. This interaction may involve only two of the 

actors e.g. employers or management and individual employees; or it may involve their 

collectivity (if any). Intra group relations such as between the worker and his trade union 

or between a branch and a national union or between management and the state may be 

involved. All these interactions arc industrial relationships so long as the issues centre on 

labour matters.   The relationship could jointly involve all the three actors; this is  

illustrated when labour matters are discussed in a tripartite committee or even at the level 

of the International Labour Organisation (ILO), each of the three actors are represented 
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ostensibly as equal and independent actors. While interacting it is to be viewed that the 

objectives of the actors may be somewhat economic to the extent that certain things are to 

be maximised. For instance, the trade union is out to get the maximum benefits tor its 

members while the employers and the managers which represent them are determined to 

make maximum profits. The state and its agencies are supposed to embark on actions 

that will maximise the social benefits. State's social objectives include mitigating 

unemployment and keeping prices from going up at a fast rate. 

However, the methods of achieving these various goals may involve the deployment of 

economic, political or administrative weapons. The trade union for example may use the 

strike to enhance its bargaining position, management may use the techniques of 

administrative control to manage industrial conflicts and the state may evoke the powers 

deriving from its sovereignty to make laws that will guide the actors in the conduct of 

their relationship in industry. It must however be noted that objectives of the .^lors as 

well as methods they may use usually conflict with one another. Thus coiuUct is 

inevitable in industrial relationship. For instance, the objective of maximising social 

returns in the relationship involving employers and employees make the state to enact 

laws. Such regulations may tend to curb the freedom of the employees in achieving their 

own objectives. Clearly, the workers' penchant to achieve maximum wages is heavily 

constrained by state's income policies which may be directed at mitigating inflationary 

tendencies. In the same vein, employers who have the ability to pay and who want to be 

good employers to their employees will not be «*;le to achieve s«£h goals when faced 

with the constraining effects of income policies. 

"N 

Having discussed the objectives of the various actors in Industrial Relations, it is  

important we consider their various roles in the development of industrial relations in 

Nigeria. 

(A)      TRADE UNION IN NIGERIA 

ii Origin 

There are conflicting views regarding the origin of trade union in Nigeria, 'ihe generally 

accepted view was that Trade Union was born in Nigeria around 1912 when the Nigerian 

Southern Civil Service was formed. However, historically, trade union may have existed 

towards the end of the 19m century in one form or the other during the colonial era. The 

existence then was more of a social union for the workers and not by the workers. The 

second union m Nigeria was the Nigerian Teachers Union and the Union of Railwaymen. 
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After these unions came the multiplicity of them due to the enactment of Trade Union's 

Ordinance of 1938 Around 1970, Nigeria had over seven hundred Trade Unions. In 

1976, the government came down heavily on the various union and 1978 saw a new 

structure and the formation of Nigerian Labour Congress. 

ii.        Definition 

A trade union is a continuous and voluntary association of the salary or wage earners 

engaged in whatever industry or trade, formed tor safeguarding the interests of its 

members, maintaining and improving the conditions of their working lives, raising their 

status and promoting their vocational interest and securing better relations between their 

and their employees through collective bargaining. 

The workers themselves delined it a "a continuing and permanent democratic 

organisation voluntarily created by Ihc workers to protect themselves at their work, to 

improve the conditions of their work through collective bargaining procedures., to seek to 

better the conditions of their lives, to secure their natural rights and to provide an 

effective means of expression for the workers views on the problems of society and 

politics. 

iii.       Objectives and Functions 

(a) They help in providing welfare measures for i^ur members 

(b) They help in boosting the moral and ego of their members 

(c) They demand for workers participation in uianageuient 

(d) They help in ensuring good relations between workers and management 

(e) They contribute in reducing industrial disputes 

(r)       Obtaining better conditions of service for its members 

(g)      Trade Union give financial support to its members. 

(B)      EMPLOYERS' ASSOCI/ flON 

Employers1 Associations hold important positions in the development of industrial 

relations in all industrial and industrialising societies. 
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The development of this association has not been as rapid as the trade union. In 1954 

only eight employers' association existed in Nigeria. There are various reasons ranging 

from lukewarm attitudes to poor performance of trade unions or house unions which 

accounted for the late development of employers' associations. 

One of the main reasons for the formation of employers' association is for them to have a 

common platform for containing trade unions., maintaining good industrial relations and 

influencing public policy. 

Few examples are;- 

1. Manufacturers Association of Nigeria (MAN) 

2. Nigeria Employers Consultative Association 

3 .        Nigerian Association of Chambers of Commerce, Industry, Mine and 

Agriculture (NACCIMA). 

ii.       Objectives 

(a) They help in designing and formulating policies rolatt&g to wages and salary 

administrations. 

(b) They cooperate with government in solving inui^inal relaticns issues. 

(c) They strive to protect and promote members interest 

(d) To educate its members on the benefits of employer - employee good relations. 

Functions 

Information Guidance on matters and issues of stats policy like the national  
. budget and trade 

policies. 

(b) Consultation and Assistance on areas of manpower management like recruitment, 

discipline, retrenchment etc. 

(c) Training and Education through Seminars, lectures to enlighten their members 

and to update their various areas of specialisation. 

(d) They help their members to negotiate on industrial disputes at the national level 

for its members, 

The Role of the State in Industrial Relations 

The state can be described as the total of all its institutions or agencies which will 

comprise of legislature, executive, the judiciary, police, specialised agencies like 

industrial tribunals, factory inspectors etc. The government being an actor within 

industrial relations performs a number of distinct roles which are 
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• acting as third party regulator in promoting legal framework which 

establishes 

general   ground-rules   for   union-management   interactions   particularly   

in   the 

procedures tor collective bargaining. 

• Making  statutory  provisions  relating  to  minimum  conditions  of 

employment 

including health and safety. 

• Provision of state services for conciliation, mediation and arbitration with a view to 

facilitating the settlement of industrial disputes. 

• Direct and primary participant as a major employer within tiie public sector 

• Regulator of incomes through income policy guidelines established in 1977 by the 

Military Government - [PPIB - Prices, Productivity and Income Board] which again 

has implication on free collective bargaining. 

— 

Machineries tor State Intervention 

• Trade disputes and their settle .aeni 

• Collective Bargaining 

• Wage Determination 

• Internal Union Affairs. 

Industrial Conflict & Dispute Settlement M&»; J 

In our earlier attempt to define Industrial Relations, it WuS oUsrved that it emerged as a 

result of the conflict involving the Inability nf the employers and employees to have a 

proper dialogue concerning the terms and condu.u*i& of employment. 

What is Industrial Conflict? Any dispute or difference between employers aaa 

employers, or between employees and 

employees or between employers and employees which is connected with the 

employment or non-employment or the terms of employment or with the conditions of 

work of any person. ( - India's Industrial Dispute Act 1974). 

Forms of Industrial Conflict 

• High Accident Rate 

• Go-slow tactics 

• Labour Turnover 

• High Rate of Absenteeism 

• Lock outs 

- 



• Sympathy strikes etc. 
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 Types of Conflict 

• Conflict of Interest - related to conditions and tsrras of employment e.g. wags  

increase, fringe benefits, job security etc. 

• Conflict of Rights - concerns tbe kiterpTetation a&i explanation af employment  

contract and present agreement between the praties e.g. production jirocet^ss. 

General Sources of Industrial Conflict 

• Problems arising out of wagss, hours of work, terms and renditions of wo*k 

• Population - protest for not having jobs due to population explosion 

• General standard of living 

• Unfair management attitude to labour 

• Failure of trade unions to protect the interest of its members. 

Strategies & Methods of Managing Conflict 

When conflict occurs in an industrial organisation, it is '-'if tackled or avoided. When 

avoided it is dangerous because we are in effect extending U doomsday or allowing the 

conflict to escalate. Few of the methods and strategies .tjuaUy ,,-^iied are: 

• Turtle approach   sweeping the conflict under the carp, t 

• Shark Approach - face and accept consequences on couuoatau'on if aeed be than to 

compromise 

• Fox Approach - Negotiation 

• Owl Approach - Employs negotiation but with idi ULpreJictable approach 

• Teddy Bear Approach - Cordial relationship approach. 

It is hinged on the thinking that superior - suboidiaate relatioz&lup should not be 

polluted. 

Conditions Necessary in Prcve: .ling Conflicts 

• Good managerial leadership 

• Proper communication between workers and management 

• Proper training and development 

• Grievance of employees must be properly handled 

• Reward should be based on merits 

• Collective bargaining machinery should be property utilised. 
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FUCTS & DISPUTES SETTLEMENT PRC 

They are of two kinds: 
(a) Internal 

(b) External 

TNTRRNAI. 

Dispute/Conflict 

~ 

- 

Worker/His Superior 

Worker/Head of Section 

Worker/Head of Derailment 

Worker/Personnel L&nager 

Grievance Committee 

•   While treating the conflict, it should be ,'^ne as ppsedily as possible because 

justice delayed is justice denied. 

EXTERNAJ- 

Mediatioa 

Arbitration 

Industrial Court 



 

 

CONCLUSION 

The study of industrial relations will continue to develop in Nigeria as long as conflict 

exist between the various actors. Our duty as practitioners is ^stting more crucial in ^he 

developmental process hence the need to brace t,jp so fiiat ws viil be able to k .edict the 

strategies of the other side, and hence achieving our objective of industrial pence and 

profit maximisation. Adapting the views of Prof. Richard flyman of Warmtck Business 

School; 'personal and unstructur<;d relationships as well as informal t^Jatiouships are 

very important in an industrial relations system. Due reco^&iticn of these relationships 

and effective incorporation of our cultural values will contu,;ic to provide a realistic way 

to understand and accurately synthesize our industrial relations system. 
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