This essay will explore three case studies: Outsourcing in electricity generation, The non-unionised company and Cost minimisation and the flexible workforce. 

With reference to the first case study, Outsourcing in electricity generation, this essay will identify where management has used specific human relations techniques to develop their outsourcing strategy, show evidence that management adopted a HRM approach to downsizing and outsourcing, explore whether the approach was hard or soft HRM and discuss strategies various unions adopted and if they were effective. See Appendix I for Case Study: Outsourcing in electricity generation.

The second case study, The non-unionised company, will then explore why Teiberg employees remained non-union since 1985, what motivates employees to join a union, discuss the appropriateness of the ER policies followed by Teiberg, assess the role of the Managing Director and provide advice to the AMWU organiser on the strategy he should follow at Teiberg.   See Appendix II for Case Study: The non-unionised company.

Lastly the case study, Cost minimisation and the flexible workforce, this essay will identify types of flexible patterns of work within Hotel Quay, discuss if these patterns of work are being used in a strategic way and evaluate the advantages and disadvantages of flexible work at Hotel Quay from the management and employee perspectives. See Appendix III for Case Study: Cost minimisation and the flexible workforce.

Outsourcing in electricity generation
According to Kakabadse and Kakabadase

(2000) the impact of outsourcing and downsizing depends on how it has been planned, how it has been communicated to employees and how effectively it has been implemented within the organisation. To diminish the negative issues associated with downsizing organisations are increasingly adopting a HRM approach by offering outsourcing deals such as: the transfer of staff to service providers, attractive redundancy packages or redeployment (Kakabadse and Kakabadase, 2000).

The SECV provided employees with outsourcing/downsizing deals and upon the second attempt to outsource it communicated extensively with employees. Whether a plan and a strategy was implemented the case study does not mention, although we can draw from the above analysis management   used specific human relations techniques to develop their outsourcing strategy and adopted a HRM approach to the downsizing and outsourcing of SECV.

According to Kaye (1999) the hard model of HRM emphasises the quantitative, calculative and strategic approach and views HR as an expense of doing business which needs to be thoroughly measured and monitored. Due to the unpredictable cost of HR to the organisation hard HRM focuses on reducing labour costs and increasing efficiency (Teicher, Holland and Gough, 2002). It is apparent the SECV adopted a hard approach to HRM in which employees were seen as a cost and not as a resource to the organisation. Therefore the organisation rapidly downsizing and outsourcing many of it core functions 

The various unions predominately adopted a strategy

of collective bargaining or joint negation, this entails various forms of industrial action to exhibit strength, enforce agreements and make added gains (Petzall, Timo & Abbott, 2000). It is apparent this strategy was not effective as SECV reached an agreement with one union, the AMWU, because it was perceived as the key union. The strategies were not effective due to internal divisions over coverage and membership and occasionally collusion with management which was to the detriment of other unions.

The non-unionised company
Dundon, Wilkinson, Marchington, & Ackers (2005) describe a non-unionised organisation as a situation where management do not do business with a trade union that collectively represents the interests of employees.

Deery, Walsh & Knox (2001) highlight the non-union organisation has become an increasingly important event in employment relations as trade union membership has retreated steadily over the last twenty years, within Australia over a quarter of all workplaces with more than twenty employees have no union. Particular organisations may not be unionised because management uses one or more strategies to avoid a union passage for employee involvement or because collective representation has never materialised or developed (Dundon, Wilkinson, Marchington, & Ackers, 2005). 

Dietz, Cullen & Coad (2005) point out if the power to effect change in a meaningful manner is invested in employees and this is supported through the organisational structure, then there appears to be no significant role for a trade

union. 

There is a belief that the organization has played a role in affecting the need for union services and the availability of union membership, this is achieved through policies and initiatives such as improved communication processes, decentralised decision making or employee benefit schemes (Deery, Plowman, Walsh & Brown (2002).

It appears from the analysis above there may be a number of factors contributing to the reason why Teiberg has remained non-union since 1985. Previously there may not have been a need for a union due to managements' role regarding employee relations. Alternatively the employees of Teiberg may not have been motivated to join a union previously; this essay will now explore what motivates employees to join a union.

According to Petzall, Timo & Abbott (2000) an employees' motivation to join a union for is affected by numerous variables such as: peer or coercive pressure, the level of satisfaction/dissatisfaction with the employees economic circumstances, the extent to which the employee chooses to influence their work situation, the extent to which they see the union as representing their views with the organisation and the costs of unionism (the cost of membership and the probability of employer resentment). 

Deery, Plowman, Walsh & Brown (2002) categorise the motivational reasons behind why employees decide to join a union into three areas; instrumental considerations, ideological beliefs or normative pressures (involuntary conscripts). The instrumental view suggests the motivation is correlated

to an employees' desire to increase working conditions or as protection to prevent exploitation or the benefits of joining the union outweigh the costs (Petzall, Timo & Abbott 2000).   The ideological view proposes the employee is motivated as a result of identifying with the values of the union movement, usually related to social and economic class or political beliefs (Petzall, Timo & Abbott 2000). The normative pressures (involuntary conscripts) view suggests the employees' motivation is the consequence of a closed shop or other interpersonal pressures to join, although since 1996 the closed shop has been banned under the Workplace Relations Act 1996 (Deery, Plowman, Walsh & Brown, 2002).

Dundon, Wilkinson, Marchington, & Ackers (2005) maintain the use of employee surveys is often observed as an example of "good" HRM in that employees are requested for their views on a regular basis. Teiberg conducts employee surveys, although the Managing Director ignored the negative findings of the last survey, this could have directly contributed to the employees motivation to join the union. 

According to Deery, Walsh & Knox (2001) non-union organisations are significantly less committed (than unionised organisations) to the formalised management of employee relations and to the participation of their employees in work associated matters. This is apparent within Teiberg as the organisation utilises a consultant for industrial relation issues.

Dietz, Cullen & Coad (2005) suggest that non-union consultation is generally deemed effective in

keeping employees informed with the latest proposed changes and in enhancing managerial openness to specific employee concerns, but less effective than unionised arrangements in promoting fair treatment for employees in general. Teiberg appears to provide adequate consultation and openness through their policies, although the fair treatment of employees is uncertain due to the excessive overtime, wage levels and general working conditions.

The majority of policies appear to be suitable for Teiberg at this point in time, although if Teiberg expands new policies and a changed approach maybe required in order for Teiberg to grow with its new markets. 

The Managing Directors' role within Teiberg is to set policy and strategy, share responsibility for the management of employee relations and to assist with any employee relation issues which are not resolved to the satisfaction of the employee. This role appears to be quite ambiguous in terms of setting policy and strategy and the current Managing Director appears preoccupied with filling new markets rather than addressing current issues within the organisation. This role should be more strategic in terms of employee relation issues, and due to this lack strategy the issues employees have raised should have been addressed earlier before employees felt motivated enough to join a union.

Petzall, Timo & Abbott (2000) discuss four strategies used by unions to reach their objectives: autonomous or unilateral job regulation, collective bargaining or joint negotiation, arbitral or third party

regulation and political action. The first option, autonomous or unilateral job regulation is hardly used today and will therefore not be considered. 

The AMWU organiser has two strategies they could follow, a bargaining strategy or a membership strategy. Considering the AMWU organiser would require more than three members to initiate a membership strategy a bargaining strategy would be advised. A bargaining strategy refers to the methods and tactics used by unions to achieve political and industrial objectives in their dealings with employers (Petzall, Timo & Abbott, 2000).

Cost minimisation and the flexible workforce
Riley and Lockwood (1997) describe four different types of workforce flexibility: functional flexibility, numerical flexibility, pay flexibility and distancing flexibility. There are two types of flexible patterns of work which can be identified within Hotel Quay, functional flexibility and numerical flexibility. 

According to Friedrich, Kabst, Weber & Rodehuth (1998) functional flexibility is the ability of firms to adjust and organise the skills of workers over a broad variety of tasks to match the changing tasks because of changes in the nature of demand, productions methods or technology. This situation is coupled with many service organisations dealing directly with the general public due to the need for constant manipulation of labour supply to match labour demand, often observed in these situations is a vast amount of pressurised short-term contingency management (Riley and Lockwood, 1997). 

Riley and

Lockwood (1997) point out there are two forms of functional flexibility: whole job substitution, this is where employees take over other jobs when necessary; and boundary loosening approaches where parts of jobs become merged so that the task can be moved from employee to employee instead of the employee moving to the task. It is apparent within Hotel Quay whole job substitution is occurring where one employee is often transferred to another task as required.

Riley and Lockwood (1997) describe numerical flexibility as the organisations ability to adjust the number of workers or the number of hours worked as a response to changes in demand. Buultjens and Howard (2001) surveyed 1,381 New South Wales registered clubs in regards to labour flexibility in the hospitality industry, results from the study indicated club managers believed the key areas of flexibility are functional flexibility and numerical flexibility. 

It is apparent Hotel Quay relies heavily on functional flexibility to move employees from one task to another to fill staff shortfalls. The organisation also depends on numerical flexibility to manipulate the number of staff on shifts and predominately the working hours of staff to again fill staff shortfalls.

Organisations use flexible patterns of work in different dimensions dependent
upon their specific competitive situation, the business strategy they develop to meet this competitive situation, and the constraints and opportunities they face as they attempt to adjust their employment strategies (Pinfield and Atkinson

as cited in Friedrich et al., 1998). Human resource strategies can be expressed as the systematically planned activities with regard to variations of the human resource management environment that are to a large extent coordinated, follow common objectives and common patterns (Friedrich et al., 1998). 

Hotel Quay does not appear to being using these patterns of work in a strategic way, as there is no apparent business strategy and the flexibility is not planned or coordinated in any particular way, therefore leading to the frustration of employees. If Hotel Quay was in fact was strategic with its patterns of work employees would be remunerated at the correct level, for example Paul who is a waiter and often relieves as a bar supervisor would be paid at the correct award rate for that role, rather than hastily placed into the role for that shift. Another noticeable point is the organisation has no formal written HR policies and procedures in relation to flexible patterns of work; this information is noted informally and not necessarily communicated to staff. The above points demonstrate the flexible patterns of work at Hotel Quay are not used in a strategic way at all. 

Riley and Lockwood (1997) point out flexible patterns of work is often a coping mechanism for the organisation in which coping eventually turns into organised functional flexibility. This appears to be how Hotel Quay approaches flexible patterns of work, as a coping mechanism for the supply and demand of labour.

The requirement of strategic functional flexibility

is to identify the following: the measurement of the need for substitution, the functions to be substituted, the level of substitution and the training needed to achieve the level of substitution (Riley and Lockwood, 1998). It is apparent that Hotel Quay has not identified the points mentioned above, as there is no training manager and consequently a lack of training within the organisation and the HR manager cannot gain information in regards to any of the requirements mentioned above. This shows Hotel Quay is not utilising flexible patterns of work in a strategic way.

Organisations need to recognize employment changes have an impact on employees and that employees experience these changes in different ways (Kramar, 1998). Flexible patterns of work can have numerous advantages and disadvantages for the organisation and its employees; see below for the advantages and disadvantages of flexible work at Hotel Quay from both the management and employee perspective.

Advantages for employees of Hotel Quay:
� Employee becomes horizontally and vertically more skilled
� Increased motivation
� Employment which is compatible with family responsibilities 
� More interesting and varied work
� Additional work and income
� Increased job satisfaction

Disadvantages for employees of Hotel Quay:
� Increased stress
� Decreased job security
� Unfair/unequal treatment in regards to remuneration and benefits
� Training costs (organisation does not provide, employee pays)
� Reduced training and development opportunities
� Decreased morale,

loyalty, trust and job satisfaction
� Dissatisfaction with work and family life balance
� Increased occupational health and safety risks
� Promotion and career advancement opportunities have declined
� Longer hours/shifts
� Performing work without all the necessary skills

Advantages for Management of Hotel Quay:
� Functional flexibility allows management to respond more flexibly to future changes
� Reduction in fixed costs
� Increased ability to match organisational resources with supply and demand
� Reduction in labour costs

Disadvantages for Management of Hotel Quay:
� Possible industrial action due to remunerating employees unfairly
� Administration of the flexible workforce
� Reduction in quality and consistency of service provided within Hotel Quay
� Cost of training and developing employees
� Increase in direct and indirect costs relating to increased administration
� Increased occupational health and safety risks due to increased hours
� Decreased employee commitment, morale, loyalty and trust
� Increased turnover rate
� High casual workforce

The above information was obtained from: Riley and Lockwood (1997), Kramar (1998), Buultjens and Howard (2001), Friedrich et al. (1998) and Teicher, Holland and Gough (2002).

Appendix I
Case Study � Outsourcing in electricity generation
The interface between management outsourcing strategies and union responses is the principal focus of this case study. The State Electricity Commission of Victoria (SECV) was the major employer in the Latrobe Valley, Victoria.

Historically, the power industry and particularly the generation sector was known for is militancy with authoritarian management and a militant shop steward movement combining to perpetuate conflict. By 1989, political and economics pressures led management to initiate a process of workforce redundancies. SECV management adopted a target of 10 per cent over two years and called for voluntary redundancies in specified areas of the organisation, With low rate of taxation applying to eligible termination payments, the package proved very attractive and the target was met within a month. Consequently, a target of a further 10 per cent workforce reduction was adopted and the scheme was extended across the organisation.

Significantly, the process of downsizing became a feature of the industry and underpinned a process of contracting out and asset sales carried out in the early 1990s. The incentive of a redundancy package proved to be a powerful lever in undermining union solidarity in the face of management outsourcing initiatives.

There was a certain amount of rat cunning shown by the managers identifying what was going to go out. They started with things which were peripheral to the operation of the power stations; for example mobile plant, transport workshops, specialist plant and bricklayers.

The process of contracting out began with the sale of the Transport Workshops and associated services. Union protest rallies followed, with industrial action including bans. SECV offered workers three options: employment with the subcontractor,

redeployment or a redundancy package. The SECV general manager negotiated out of the issues, and the industrial action ceased. But in the process management learned a number of key lessons: focus on the main union ahead of the sale and communication directly with the employees who will be most directly affected, explaining the reasons for the change, the options and the consequences for them.

Through the 1990s there was extensive communication with employees as SECV succeeded in outsourcing increasingly core functions with minor opposition. As part of the privatisation process, SECV was first corporatised as Generation Victoria, with each power station run as a separate business. The process of outsourcing continued alongside privatisation with SECV providing its employees with three options: move to the contractors, or accept a redundancy package, or be redeployed within the organisation. In all 3000 workers left SECV, with the majority going to the service providers.

A ley factor in explaining the unions' lack of efficacy in the face of a determined management was internal divisions. While the unions often gave an outward display of solidarity, there were periodic struggles over coverage and membership and, on occasions, collusion with management to the detriment of other unions. Significantly, these divisions were intensified over the implementation of an ACTU policy to rationalise union coverage through union amalgamation and the instability generated by the process of outsourcing and privatising the electricity industry.

Prior

to the union amalgamation process there were 25 unions in SECV; however, the Australian Services Union (ASU) and the Communications, Electrical, Plumbing Union (CEPU) were accorded �principal union' status in power generation and the Amalgamated Metal Workers Union (AMWU) in maintenance. When the government sold a majority holding in the incomplete Loy Yang B power station to Edison Mission Energy in 1989, the ASU negotiated a single union agreement with the new owners. The union argued that its principal union status entitled it to exclusive coverage of Greenfield sites. The exclusion of other unions, particularly the AMWU and the Construction Forestry, Mining and Energy Union (CFMEU), was met with costly and time-consuming legal challenges and is a source of continuing resentment.

These internal divisions came to the fore again in the context of the contracting out of maintenance. In 1993 SECV agreed to support the AMQU in seeking to exclude the Australian Workers Union (AWU) from coverage of contractors engaged in power station maintenance. While the AWU was not able to overturn this arrangement, it did retaliate against some of the contractors in areas of membership concentration outside the power industry.

The paradox of the process of outsourcing in power generation is the uncharacteristic lack of militant union opposition. Even when it came to the privatisation of power stations opposition was transitory and divided. Several reasons for the failure of the incipient campaign in the industry can be identified. First,

the attractiveness of the redundancy packages and the HRM strategy of developing effective communication with the workforce as well as management determination. Secondly, SECV's ability to split the union movement; for example, in the area of maintenance SECV reached an agreement with the AMWU because it was perceived as the key union. Thirdly, in the final analysis pragmatism won out. As one former manager commented: �The bottom line was that all those who wanted to work could cross from SECV to a private employer plus getting a fairly large redundancy package'.

Obtained from: Teicher, J., Holland, P. and Gough, R. (2002) Employee Relations Management, Malaysia: Prentice Hall.

Appendix II
Case Study - The non-unionised company
Teiberg Pty Ltd is a manufacturing company location in the eastern suburbs of Melbourne. Part of a multinational company, Teiberg specialises in the production of a range of advanced scanning machines using technology and production processes developed at head office in the US. The company was established in 1985 to service the growing Australasian security market, its main customer base. Sales for the financial year ended June 2001 were just over A$70 million dollars. The company has traditionally been quite profitable and its return on capital invested has ranged from 16 per cent to 22 per cent.

Teiberg has 60 employees covering mainly production, storage and sales. Some functions, such as maintenance and transport, are contracted out. Responsibility for employee relations within the company is shared

between the managing director, the production manager and a relatively young human resources manager. The MD, an American from head office, tends to set policy and strategy, while the production and HR managers look after what they term the �people business' on a daily basis; their duties particularly include recruiting and retention, training and development, motivation, and health and safety. The company also regularly uses the services of a legally-qualified consultant in industrial relations.

Teiberg operates what it terms an �open door' policy on employee relations. It regularly conducts surveys of employees, has a consultative committee, and employees are actively encouraged to take up any ER issues directly with the HR manager. Any issues not resolved to the satisfaction of the employee can be referred to the MD. Teiberg's remuneration system is based on a job evaluation scheme that takes into account factors such as skills and levels of responsibility. Salaries are fixed annually and incorporate an expectation of some limited level of overtime. Overall, working conditions are neither �leading edge' for the eastern suburbs nor in the bottom quartile for manufacturing companies.

Traditionally, employees at Teiberg had not been union members. However, the HR manager had heard through the grapevine that some few employees were contemplating joining a union. She knew that, following the plane-bombing of the World Trade Centre in New York, and the resulting boom in demand for Teiberg products, working conditions had deteriorated

in the company. She also knew that the MD, focused on filling these new markets, had ignored the negative findings of the last employee survey. Now, she has just had a phone call from the local organiser for the Australian Manufacturing Workers Union (AMWU). He told her that three of Teiberg's employees had just joined the AMWU and he wanted to meet with the company to discuss a range of grievances, including excessive overtime, wage levels and working conditions generally.

Obtained from: Teicher, J., Holland, P. and Gough, R. (2002) Employee Relations Management, Malaysia: Prentice Hall.
A
ppendix III
Case Study - Cost minimisation and the flexible workforce
Hotel Quay is located in the central business district of Melbourne and has a small number of rooms and a very guest-focused service. The hotel offers individualised business functions, such as fax and Internet access in each room, as well as high quality accommodation which includes some gymnasium equipment and a spa. Privacy for guests is a high priority for the hotel. While much of Hotel Quay has been renovated, back of house areas were left untouched. Because the hotel was built in the late 19th century, back-of-house conditions tend to be cramped and poorly planned. Staff in Hotel Quay work in crowed kitchens and laundries, and eat in a dingy cafeteria in the basement of the hotel. Staff have lodged many complaints about their physical working conditions; but it is the hours and jobs that they are expected to do which they find more difficult to contend with.

Hotel

Quay, like many other hotels, relies on a large contingent of causal employees. The hotel is able to attract employees because of its exclusive name and the prestige associated with working there. However, it has a turnover rate of over 80 per cent per annum, indicating the existence of discontent in the workforce. The hotel is seriously and constantly understaffed due to the high turnover rate, and many staff find they have been promoted to vacated positions without being given a commensurate level of pay. Casual tends to fill supervisory roles in the boutique restaurants and bars within the hotel. These casuals often work back-to-back shifts because of shortages in trained employees of up to 14 hours in total. What exacerbates this situation is the limited amount of notice given to staff about changes to the roster.

While long hours and unpredictable shifts used by the hotel lead to frustration among the staff, functional flexibility also creates discontent. Many staff hold multiple jobs and work in other hotels in different positions. Hotel Quay uses this informal knowledge to support its staffing deficiencies.   For example, Paul who works as a waiter at Hotel Quay, also works as a bar supervisors at another hotel. This information is known to the HR manager at Hotel Quay and, without commensurate pay or training, Paul is often used in a bar supervisory role when there are staff shortages. Similarly, many of the laundry staff (mainly women) work at other hotels either in the laundry or in house-keeping. Again, Hotel Quay uses this

knowledge to fill staff shortfalls and uses the training provided by other hotels as a source of skilled staff.

Finally, the issue of a career path has become a key concern for staff. The hotel has some limitations in providing careers for its staff, particularly the fact that the hotel is relatively small, having a total of 180 employees, both causal and permanent. It is also the only property of the international chain within Australia, so the opportunity to move to another hotel within the chain would necessarily mean a move overseas. While the hotel has attempted to compensate for lack of career opportunities by increasing the wages and salaries of certain positions, particularly in administration, there has been little impact on the turnover rate.

Appendix III continued
A new HR manager has been appointed to Hotel Quay. Initially, this person was employed as training manager, but promoted when the HR manager resigned. She has found it difficult to gain information on the policies of the hotel because there is little documentation. Many of the policies appear to have been made at the executive level, noted informally and not necessarily conveyed to staff. As a consequence, there is a great deal of confusion for both the HR manager and many employees. There is also an issue with lack of training, due partly to the absence of a training manager. This has led to further frustration and discontent for staff and the HR manager.

Obtained from: Teicher, J., Holland, P. and Gough, R. (2002) Employee Relations Management, Malaysia
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