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Together is better 
Welcome to the Freedom of Association and Collective Bargaining Diagnostic Process. This 
new and creative tool has been designed to help improve Freedom of Association and Collective 
Bargaining rights in a particular country and sector, and to help the tripartite constituents work 
together to make things better for themselves.  

What is the Diagnostic Process?

The diagnostic process is a global tool that reveals 
the opportunities for moving forward with Freedom 
of Association and Collective Bargaining.

It involves the tripartite constituents: workers, 

information on the ground through meetings 
and interviews, we gain an understanding of 
the practices, perceptions and awareness of 

together to form their own national plan of action, 
which they implement in their country or sector 
over time.

Who is involved?

The diagnostic process is brought to life by 

national stakeholders (workers, employers and 
government) working together.

Where can this be used?

The diagnostic process can be adapted for 
countries in all regions. Between 2010-2013, the 
diagnostic process was applied in Bangladesh, 
Indonesia, Jordan, Kenya, Malawi, the Philippines 
and South Africa.

“The diagnostic process is part of the 

faults; we are searching for new insights, 
and the opportunities to move forward.” 
ILO colleague

History of the process

The ILO diagnostic team in Geneva has been working in 

pilot-tested in four countries (Bangladesh, Philippines, Kenya 

countries (Indonesia, Malawi and Jordan) and extended to 
the domestic work sector.

2010-2011 2012-2013



Scenarios
A new way to 
gather information

in which we used diagnostic 

of lessons learnt in the previous 

initial tensions in talking about 
the often sensitive and emotive 

and collective bargaining, the new 
tools allow the constituents to talk 
about a scenario set inside an 
imagined factory or farm instead of 
simply answering questions. 

This sort of role-playing has 
been hugely successful. For the 
diagnostic team, the use of the 
scenario provides richer and 
more profound information than 
the more usual question-answer 

approach. From the perspective 
of the constituents – and in 
particular, groups of employers – 
the approach allows stakeholders 
to feel comfortable in discussing 
the way in which they experience 
freedom of association and 
collective bargaining in practice, 
enthusiastically explaining 
how aspects of the imagined 
scenario are not realistic and 
sharing with us and each other 
both positive and negative 
perspectives and experiences. 

employers and workers have 
found discussing an imagined 
real-life scenario to be instinctive, 
empowering and stimulating. 



The ILO has created the Freedom of Association 
and Collective Bargaining Diagnostic Tool for use 
in three sectors: the rural, export processing and 
domestic work sectors. Each of these sectors has 
different issues and must be approached with a 
unique perspective. The tools and procedures 
have been designed in such a way that this generic 
process can easily be adapted to different national 
contexts. 

Rural sector
The rural sector includes men and women working in 

primary processing facilities to produce the world’s 

and medium-sized farms as well as large industrialized 
farms and plantations. They are sometimes waged 
workers, but also often work on a casual, seasonal 
or piecemeal basis. Rural work is some of the most 
hazardous and precarious in the world, despite 
accounting for up to 35% of global employment.

Employees who earn a wage in the rural sector are 
distinct from those who own or rent the land on which 
they work and the tools and equipment they use. This 
category of people includes agricultural producers 
(otherwise known as small-holders), who operate farms 
which support a single family or small number of people 
through cash-crops and subsistence farming. 

The three 
sectors

“In the rural sector in Kenya, South Africa and 
Malawi, many workers learnt that freedom of 
association rights applied to them, despite the 
informality of their working lives.” 
ILO Headquarters



Export processing sector
The export processing sector consists of an estimated 
3,500 Export Processing Zones; industrial zones with 
special incentives set up to attract foreign investors, 
in which imported materials undergo some degree 
of processing before being exported again. The ILO 
estimates that over 66 million people world-wide are 

whom are women. Many of these workers suffer from 
workplace discrimination, sexual harassment, and lack 
of protection related to maternity leave and childcare. 

There is strong resistance to trade unions in export 
processing zones across the world, and the basic 
principles of Decent Work often go un-observed by 
employers who lack the will and resource to follow 
labour laws, and governments that are unable to 
enforce the law. 

Domestic work sector
Domestic work means work performed in or for a 
household or households, and domestic workers are 
those people engaged in domestic work within an 
employment relationship. The domestic work sector 
is essentially informal in nature, with little in the way 

of the world’s domestic workers are women, with a 
considerable number also being child labourers. 

In 2011 the ILO adopted the Domestic Workers 
Convention (No 189) and Recommendation (No 201), 
giving strong recognition to the economic and social 
value of domestic work. 



Report writing
A comprehensive 
diagnostic report 
can form the 
basis of a shared 
vision for the way 
forward

The diagnostic process culminated in a tripartite meeting in August 2012 
during which the parties together came up with a consensual and far-reaching 
plan of action for the next two years. This has been implemented with ILO 

South African wine sector, linked with the country’s history of apartheid. 
The diagnostic report drew together the perceptions of all the stakeholders, 
recording that they often ‘talked past’ one another in a way that could not allow 
for constructive and effective freedom of association and collective bargaining. 

Farm workers often say that:
“It would be good to have a union to protect our 
rights, although previous ones didn’t help us.”

“Workers’ committees work for the farm 
owner, not for the workers.”

“Our employer doesn’t treat us well.”

Farm owners often say that:
“Workers don’t want to join trade unions- 
and don’t need to.”

“Workers’ committees are better for 
everyone.”

“It is a great responsibility.”



Learn and grow
A process that is 
always evolving

The diagnostic process is a 
continuously evolving tool that 
changes and adapts to the 
different experiences in each 
country and sector. This is why 

reviewing is such an important part 
of the process. 

that the diagnostic process was 
used. The diagnostic team learnt 

a lot from their experiences 
particularly in regards to the 

observation was that there 
were big differences between 
the answers that were given 
by workers in their factories, 
and by workers outside their 
workplaces. As a result, the 
focus today is much more on 
interviewing workers outside of 
their workplaces.  



Discover
The Discover phase reveals the 
perceptions, experiences, concerns and 
hopes of the tripartite constituents in a 
particular country and sector.

of a country and sector, or sub-sector. 
It is essential to obtain buy-in from the 
tripartite constituents at this initial stage to 
ensure that the rest of the process will be 
successful, so this can take several months. 

The second step involves making 
preparations for the diagnostic mission. 

and schedule for the mission; forming a 
diagnostic team and recruiting external 

according to the local context and sector of 
interest; and making the necessary logistical 
arrangements for the mission.

The third step consists of the ILO 
diagnostic mission; a key part of the 
process, as it is at this time that the bulk of 
the information is collected from the tripartite 
constituents and other actors in the sector. 
This is done through a series of meetings 
with different stakeholders, using a range of 
diagnostic tools. 

  Identify country and sector 
approx.1-2 months

Step 2:  Prepare mission 
approx. 2 months

Step 3:  Undertake preparatory mission
approx. 1 week 

Report
The Report phase analyses the 
discoveries in a diagnostic report,  
giving the constituents insights into  
the perceptions and awareness of  
the stakeholders, and reasons  
that gaps exist.

The fourth step is the rigorous analysis of 
quantitative and qualitative data collected 

qualitative data analysis using triangulation 
of information, as well as an assessment of 
the level of conformity with the fundamental 
principles of freedom of association and 
collective bargaining in law and practice in 
the country of interest.

 is the drafting of the ILO 
diagnostic report on freedom of association 
and collective bargaining in the particular 
sector, which highlights opportunities for the 
way forward, based on the data analysis. 
The purpose of the diagnostic report is to 
record the information generated in the data 
analysis in a useful and practical way for the 
tripartite constituents.

Step 4:  Analyze data
approx. 3 months

Step 5:  Write diagnostic report
approx. 1 month 

The diagnostic process 
is made up of 5 phases: 
Discover, Report, Plan, 
Implement and Review. 
There are particular steps 
within each phase. Much 
like a puzzle, each step 
has an integral role to play 
within the process. 

The diagnostic 
process
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Plan
The Plan phase is where representatives 
of the tripartite constituents work 
together to create a national plan of 
action, prioritizing and setting goals for 
the way forward.

The sixth step is the development of 
the national plan of action. This will 
be developed by the national tripartite 
constituents in a half-day meeting and will 
be based on the data gathered during the 
diagnostic mission and the opportunities 
presented in the diagnostic report. 

Step 6:  Develop national plan of action 
approx. 1 month 
 

Implement
The Implement phase is when the 
tripartite constituents, together with 
support from the ILO, bring their national 
plan of action to life in their own country.

The seventh step is the implementation of 
the national plan of action, which can take 
around three years to complete. 

Step 7:  Implement national plan of action 
approx. 3 years 

Review
The Review phase allows the tripartite 
constituents to review how their country 
is implementing their plan of action, and 
make sure that it is responding to the 
needs of all the constituents.

The eighth step of the diagnostic process, 
is an updating of the national plan of 
action and a technical review of progress 
in improving freedom of association and 
collective bargaining rights in practice, after 
2-4 years of implementation of the plan of 
action. The result of the updating and review 
will be a reassessment by the national 
tripartite constituents of their plan of action 
and the activities contained within it.

Step 8:  Technical review of progress and 
up-dating of plan of action
approx. 4 months

3 4 5

“The teams of student interviewers have 
reported “life changing” lessons about the 
importance of collective voice simply through 
working with the diagnostic team. Students 
say that they have learnt about their rights and 
duties as both workers and employers.” 
ILO colleague



Constituent led
A way for 
stakeholders 
to take real 
ownership 
All the information we gather about 
members comes back to them, so 
that they can learn and use it as a 
basis for their own ideas of what 
comes next. 

Bangladesh

The Bangladesh report raised 
concerns with all three tripartite 
constituents. We were not sure 
how they would respond to this, 
however all three groups agreed 
that it was a largely accurate 
report and were grateful to the 
ILO for carrying it out. Having a 
small focused group to develop the 
national plan of action worked well, 
and the resulting plan of action 
could be carried out largely within 

in the country. 

Indonesia

In Indonesia, the national plan of 
action was developed in a tripartite 
meeting and disseminated, by 
the tripartite constituents, to a 
wider group of participants the 
following day. It was clear that 
the constituents in Indonesia 
were proud of their plan of action 
and felt ownership of it. The ILO 

commitment to get them started in 
implementing their plan of action. 
This was greatly appreciated by 
the constituents. 


