GRUPO GIRSA :  COOPERATION ENTERPRISE-UNION:  A COMPETITIVE ADVANTAGE

At the end of the 80´s, GIRSA, the petrochemical sector of DESC, one of the largest mexican industrial groups lived a growing situation with high benefits and many strikes.

On that time, production, quality and cost, were not considered as main factors for the enterprise survival.

Labor relationships were conflictive and inflexible.  The collective contract negotiation was focused exclusively on salaries and benefits.

When Mexico joined the GATT, the trade agreement opening rushed a competition that led to a reduction in investments, closing factories and adoption of a survival strategy, based in quality, productivity and expenses reduction.

Then came a situation of the union uncertainty and lack of confidence for the workers upon the threats of personnel reduction and the change in the nature of the tasks and manpower that were requested.

In order to face this situation, a modernization council was created in 1989 .  It was created by the main executive director of the company, the union general secretary, the commercial unit directors and human resources along with the union national executive committee.

The day to day labor problems were solved in the plants.  The main purpose of this group was not to negotiate about the future objectives of the company, but to agree in the requirements to fulfill them, based on essential information interchange, related to the situation of the industrial group.

The final goal of the task group was to make GRUPO DESC a competitive, productive and profitable company, producing high quality goods at international levels, in order to promote the changing  process that modernization and new technologies imposed to the petrochemical industry of Mexico.  

This was achieved by an active participation of all the people involved in the life of the company, specially unions and employees.

The strategy´s main ingredients were based in the improvement of work conditions, use of appropriate technologies to increase the competitive capacity, quality of products and benefits and also, in the increase of operation flexibility.

Reference´s index were established to evaluate the results of the enterprise in comparison with the main international competitors.  This index allowed to evaluate the progress achieved by the company, related with collective contract negotiation, external hiring, quality control, organization structures, technologies, training and development systems, participation in health and security activities, work conditions and salaries. 

In 1994, the effort´s results done, showed to be satisfactory.

Tonnage per worker was triplicated; extra hours were reduced to half; absenteeism percentage was six times lower than the level has in 1989 .

Due to this modernization effort, motivation among all the participants increased substantially to defend the company´s interests.

Mutual confidence also increased in the social interlocutors and this allowed to make a common study for the best practices and solutions for the company problems.

The workers labor conditions and their salaries improved as well in a clearer comprehension about how mutual cooperation had a benefit for all members.

Pressures started again among the workers of the company when Mexico joined to NAFTA, based in the criteria that workers and employees were not enemies, but that the enemy was the one who manufactures the same products somewhere else.

Unions and management agreed in a global view of the competitive capacity with special in-depth in, not only having the number of workers needed, but the best workers  in the best working conditions.

The collective agreements were simplified since the latest were very complicated and detailed. Priority was given to motivation and decision making processes at  production level.

Complicated work relationship structures were substituted by salary levels  based on competencies.

In 1989 all salaries were fixed.  Ten years later, 30% of the workers´s income varied according to its skills.

The adoption of new technologies and production methods was joined with the gathering of flexible teams with multiple skills and relevant importance was given to training.

Finally, to nurture a climate of confidence and cooperation among employees and employers  on elaborated system of communication and participation, from the top management to the production level was established.

As a result of this changes, salaries in GIRSA are superior in 60% of the national average  and significantly higher than the ones paid in the petrochemical sector.  On the other side, the company has received the most prestigious awards for the quality of its products, technological improvements, exports and the environmental protection.

In 1989 labor relationships were a bad need, and in 1999 they became a competitive advantage.

