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Editors Foreword: Fifty Years of Psychological Coriract
Research — from the Touchy/Feely to the Concrete Bsmnal
Deal

Rupert Tipples, Lincoln University

My research career has been coloured by psychalogimtracts since being introduced
to them in my first post university job as a ReskaDfficer for the British Agricultural
Training Board in 1977. The concept had not beawlity accepted with one Australian
industrial relations academic telling me it was ‘dattouchy/feely...” after a seminar |
had given about it at Griffith University in 1998ut now after nearly fifty years since
first being described by Argyris (1960), one maggest that it has ‘arrived’ with an
exponential growth in research and publicationtipaarly since the publication of the
first of Denise Rousseau’s articles back in 198&nty years ago. The development of
that research has been charted previously (TipphesVerry, 2007) and at September
2009 Google Scholar listed 9,360 references orctp@pgical contract’.

In the thirty years prior to Rousseau’s first papltle empirical research on the
construct had been published. One notable piebbsped by John Kotter in 1973 was
not even cited by Rousseau (Kotter, 1973). Howeitenad highlighted the need to
achieve matches in expectations between the paoti@psychological contract as a way
of improving job satisfaction, job longevity and sk@roductivity. It is that research that
profoundly influenced my personnel management fegctvhen | commenced at the
then Lincoln College in early 1978. My aim wastéach students to achieve balanced
expectations between prospective employers and oyegd when setting up new
employment relationships to maximise productividgob satisfaction, and minimise
labour turnover. That policy was based on whatrlaecame called a policy of ‘Realistic
Recruitment’ (Tipples, 1996). It seemed intuitivalight to me with my limited
management experience and | did not concern mysdlhd other supporting research
for this position. That research was convincinglpvided by Baueret al. in a meta
analysis in 2007, and subsequently reinforced bylifiee management consultancy
driven book of the same yelftanaging the Psychological contract — Using thedemal
Deal to Increase Business Performarf2@07). These both supported the ‘Contracting’
approach laid out on realistic recruitment linesvioously (Tipples, 1996).

The research initiated by Rousseau and colleagaees Istrong quantitative emphasis and
has often been preoccupied with what might be de=trin general terms as contract
violations and breaches, and their effects andigapbns. The research reported in the
papers of this issue emanate from different streafisst, Krivokapic-Skoko, O’Neill
and Dowell take the analysis of academics’ psyajiodd contracts from an Australian
business school study (O’'Neét al, 2007; Tippleset al, 2007) to a deeper level with
both factor and cluster analysis. They unpackctiteeal elements of the content of their
academics psychological contracts, which suggegthadimensions academic managers
should be concentrating on. The quantitative methagde used to improve our
understanding of the critical components of sua@damics’ psychological contracts.
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In contrast, Gill's paper is more of a high levétrdature review, which draws together
empirical research on psychological contracts,ttrusions and how they all impact on
New Work Practices (NWP), with a view to developmgesearch agenda. Unlike the
previous paper which focused on the individual #@ewf academics and their
expectations, this one considers how collectivevigtthrough trade unions impacts
upon employees psychological contracts, trust endffects on NWP. Because so much
psychological contract research has an individedlisriew of the employment
relationship, the role of trade unions in settingpéyee expectations has been a
relatively minor stream of psychological contraesearch to this point.

The third paper by McComb breaks new ground agath & case study of coaching
activities in a large Australasian company in tegelopment of senior managers. There
has been little empirical research into any formcofching and McComb uses a
psychological contract framework to help explain ywhoaching is often not as
efficacious as might be expected. The researchestig some tactics managers need to
consider in order to make an extensive coachingstment deliver better returns than
has been the case hitherto.

The following paper by Watson, Spoonley and Fitagerwhich does not use an explicit
psychological contract framework, links back to seeond paper by Gill in that it seeks
to explore the growing need for diversity managennetight of the increasing mobility
and migration of the global workforce. The resufitdiversity presents many challenges
for managers, not least in the different work exaigens of different ethnic groups and
their different approaches to individual and cdilex activities. How their energies can
be best used in high performance work practicesrbes and issue too, which Gill has
already opened to a psychological contract approach

The fifth article is a piece of exploratory resdaby Sayers on the role of cafés in society
and how people work in them, not just as employmésclients who use them as work

spaces for different activities. This paper is anty one of the most stimulating and

provocative exploratory pieces of research tha #ditor has read, but it also promises
great insights into phenomena which most would neese considered, but which have
growing importance in today’s café culture.

These five papers are accompanied by three reseateb. The first is a review of cross-
cultural research into psychological contracts iviKapic-Skoko, O’Neill, Dowell and
Kleinschafer. It leads to a “...call for expressiaisnterest from academics who would
like to be involved in conducting psychological tract research at their university and
become part of a large cross-national researche@rdKrivokapic-Skokoet al., this
issue, p. 92). The second suffers from what Loddv9) has described as “...the
academic Tower of Babel...”, in which researcheresgtigate similar problems and yet
describe their key constructs in widely differeatmhts. Martin, Martin and Tootell’'s
research note concerning the retention of New Delataistoms officers through a study
of their ‘...employment value proposition attributesiffers from this problem. While it
could well have benefitted from being framed in gigylogical contract terms, it
nonetheless concludes that some of the key faatorgtention are similar to those
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affecting the business academics described eafieth groups, academics and customs
officers still retain a strong career orientatiorer if their managers do their best to
frustrate it.

The final research note has no explicit psychollgeontract content, but it does raise
important issues for future employment relatiorseegch in New Zealand. Millar shows
how union organisation is still possible with theeupg who have no previous knowledge
of trade unions if they are helped by inept managenand favourable circumstances.
This note provides much needed encouragement mnumiganizers. Many of their
potential clients have no previous knowledge ofié¢rainions and may have been born
since the Employment Contracts Act 1991, which piéeich employers to offer only the
minimum statutory terms for pay and conditions.

August, 2009
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Assessing the Contents of the Psychological Conttac A
Cross - Sectional Survey of the Academics at an Awalian
University

BRANKA KRIVOKAPIC-SKOKO, GRANT O'NEILL and DAVID
DOWELL"

Abstract

This paper addresses the content of psychologimalracts within academia and
provides some empirical evidence from an Australinversity. Using exploratory
factor analysis of the data collected from the sr®sctional survey this research
classified the academics’ obligations to the Ursutgr as meeting academic
expectations, commitment; and ‘above and beyondth \Wegard to the University’s
obligations as perceived by the acadentiesresearch identified the following eight
underlying factors: fair treatment in promotiorafétdevelopment and support; good
management and leadership; academic life; fairnesd equity; appropriate
remuneration; rewarding performance; and, good plade relations. The initial
cluster analysis allowed for some unpacking of éffects of such characteristics as
gender, age, position level, union membership, landth of employment upon the
content of the psychological contract. What emerfgexch the analysis is that each of
these dimensions is an important factor with redargsychological contract content
and effects. It is critical for the University aride academics to be sensitive to
possible differences in expectations, since ursedliexpectations may result in de-
motivation, decreased commitment, increased tumoaed loss of trust in the
organisation. These contracts motivate employeetulfd commitments made to
employers when they are confident that employellsr@giprocate and fulfil their side
of the contracts.

Introduction

Australian universities have become increasinglspnim@rcial as organisations, and
are increasingly competitive with each other inirthpirsuit of funds and students.
Australian academics now work within universitiésitt have been characterised as
increasingly managerialist (Marginson and Considig800), universities where
traditional academic freedoms and autonomy havdindel; and performance
expectations have sharply increased (Winter ancb§a2000). Ongoing change has
become the norm, and we have seen the practicéaagdage of business come to
dominate the practice and language of universiggdées and managers (Curtis and
Matthewman, 2005)In many universities, staff/student ratios havechea new
highs, and value conflict between principles andacpces associated with
managerialism and commercialisation and those tioadily associated with a
commitment to teaching, learning and scholarship hecome a widely recognised
problem (Winter and Sarros, 2000; Marginson andsittne, 2000; Jarvis, 2001).

" Dr Branka Krivokapic-Skoko, Associate Professoa@rO’Neill and Dr David Dowell are with the
Faculty of Business, Charles Sturt University, Basth NSW, Australia.
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Further complicating the landscape is the fact that long-established Australian
universitie$ with their stronger financial and research resesirappear to be better
positioned to operate and prosper in this conigRtle others, such as the university
that was the site of our empirical resedrdtace more complex and challenging
futures.

It is in this context of ongoing change in univergractices, structures and processes
that our research into the content of the psychoégontracts of academics from an
Australian university business faculty has been eutadten. We hold that the
psychological contract is a relevant and powerfohstruct to explain, and even
manage, contemporary academic workplace relatiaspecially in times of
considerable workplace change. We argue that uteahelisg the formation and
content of academics’ psychological contracts iaciel to understanding and
managing the work performance of academics.Furtherargue that understanding
and effectively managing the psychological conwattat academic employees
develop can assist universities to meet their perdmce goals. The remainder of this
paper is divided into two sections: the first Hyedddresses some key features of the
psychological contract, and discusses past empirfesearch conducted on
psychological contracts within academia; and, #esd presents the results of our
empirical research.

Psychological Contracts within Academia

Numerous researchers agree that the psychologio@ilact plays an important role in
understanding the contemporary employment relatipng&ee, for example: Wellin,
2007; de Vos, Buyens and Schalk, 2005). In esséneeoncept of the psychological
contact encapsulates aspects of the employmenioredhip which far exceed those
addressed in formal contractual agreenterfthere are, broadly speaking, two main
conceptualisations of the psychological contratte Tirst is based on the idea that
there are two parties in the employment relatignstiio have mutual obligations to
each other: the organisation and the employee igieiManning and Kidd, 1997).
These mutual obligations may have been explicidynmunicated through formal
contracts, or they may be implied through the eiplr implicit expectations of
organisations and employees. The second concegatiah focuses upon the
psychological contract as it is formulated in thenanof the employee only. This
approach gives emphasis to:

Individual beliefs, shaped by the organisation,arding the terms of an
exchange between individuals and their organisatforkey feature of the
psychological contract is that the individual vdknily assents to make and
accept certain promises as he or she understamas(RRousseau, 1995: 9-10).

The psychological contract encompasses employadigedive interpretations of
their employment deal. For example, the employeg badieve that the organisation
has made certain commitments, such as providingégalrity, high pay, promotion,
and training in exchange for the employee’s harckvemd loyalty (Rousseau, 1990).

Since the 1990s most researchers of psychologicdfarts have adopted the second
conceptualisation, thereby emphasising the impoeanf the individual employee’s
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sense of obligations (Turnley and Feldman, 199%iksmn, 1996; Morrison and
Robinson, 1997; Robinson, Kraatz and Rousseau,)1984 study also aligns with
this second conceptualisation, and more speciicRlbusseau’s individual-based
definition that focuses on what each individual @ar case an academic) expects
from the organisation and what they hold to be dhganisation’s expectations of
them.

Beyond consideration of who is actually party topsychological contract, the
difficulties of accurately defining these contraetsse from the fact that they are a
subjective and idiosyncratic phenomenon. To begiith,wthe perceptual and
individual nature of psychological contracts makesm distinct from formal written
contracts. Further, these contracts are subjeenae grounded in the social and
cultural contexts where employers and employeesev®lthey have reciprocal
obligations and presumably share a common undelisigrof the nature of these
obligations. However, the understanding of the etgi®ns and mutual obligations
may not be consistent because the two parties diffeeent and changing perceptions
of the other and their expectations.

Employee perceptions, while diverse, are considevdie influenced by whether the
employee desires a transactional or a relationgll@ment exchange with their
employer (Rousseau, 1990). Transactional contaretdbased on the achievement of
extrinsic benefits such as pay for performance,rede relational contracts are based
on the intrinsic rewards of employment such as ligweg relationships, fulfilment of
personal goals and a higher degree of personalviem@nt (Rousseau, 1990). Adding
to the diversity in perceptions are the outcomet eéadividual hopes to achieve as a
result of employment. The perceptual and individnature of psychological
contracts is further illustrated by the quantity edéments psychological contracts
incorporate. In general, these elements includerélgponsibilities the employee is
prepared to accept and the responsibilities that dmployee perceives that the
employer is obligated to provide in return.

There is an increasing body of the research whidhws how the psychological
contract can impact on the behaviour and performaricemployees (de Vos et al.,
2003; Conway and Briner, 2005). The psychologiaaitact has the potential to
enhance organisation performance, to facilitateagament of employees, and
employee alignment with organisational decisiors planned organisational changes
(Wellin, 2007). It has even been argued that peeckiobligations within the
psychological contract are frequently more impdrtem job-related attitudes and
behaviour than are the formal and explicit elemeoftscontractual agreements
(Thomson and Bunderson, 2003). Studies have iredidhiat violation of employee’s
elements of psychological contracts may influencakwoutcomes, including job
satisfaction, participation in development actasti and intention to remain with the
current employer (Cavanaugh and Noe, 1999; FreedeSahalk, 1996; Dabos and
Rousseau, 2004).

As a result of the complex nature of psychologicahtracts, a diverse range of
contract elements have been addressed and measutesl literature (Thomas and
Anderson, 1998; Kickul and Lester, 2001; Guest @odway, 2002; Thompson and
Bunderson, 2003). A comprehensive review of theouar elements listed in the
literature (Krivokapic-Skoko, Ivers and O’Neill, @6) sought to differentiate the
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contractual elements into varied sub groups. Eng#oyesponsibilities can be
categorised into four groups: (a) organisationdizenship behaviour; (b) basic
obligations; (c) work environment; and (d) loyalljhese four categories specified the
behaviours and responsibilities that employees \wezpared to be accountable for in
return for the employer upholding what their empley believe to be their

obligations. Employers’ responsibilities can bessled into six categories: (a)

payment/ benefits; (b) management; (c) work enwvitent; (d) fairness; (e)

empowerment; and, (f) personal needs. These segeoaés covered the payments
and benefits that employers were obligated to pl@v¥o their employees, the way in
which the organisation was managed, and again dlyetadday work environment

within the organisation. Further, employees conside¢hat employers were obligated
to ensure that that employees were empowered,ettetdirly, and that their

employee’s personal needs were addressed.

While empirical research on psychological contraleés developed significantly
during the past decade (Coyle-Shapiro and Conw@@5;2Freese and Schalk, 1996;
Cavanaugh and Noe, 1999; Turnley and Feldman, 198&;ampo, 2007; Nadin and
Cassell, 2007; O’'Donohue, Donohue, and Grimmer,78)0empirical research on
psychological contracts within academia has beey Maited. It is represented by

the studies of Dabos and Rousseau (2004), Newta®R}2 Tipples and Krivokapic-

Skoko (1996, 1997), Tipples and Jones (1998) an@ mexent Australian based focus
group research discussed in O’Neill, Krivokapic-Ei&cand Foundling (2007) and
Tipples, Krivokapic-Skoko and O’Neill, (2007). Reseh on the psychological

contracts established by scientists/knowledge werk®’Donohue, Sheehan, Hecker
and Holland, 2007b) can be also understood as s&lde the subject area of
academia.

Dabos and Rousseau’s (2004) survey based reseamigaacademics employed by a
research-focused School of bioscience in Latin Acaeidentified how mutuality and
reciprocity between employees and employers careldgvand result in very
beneficial outcomes for both sides of the employmeationship. This mutual
understanding of the obligations resulted in pesitbutcomes for both researchers
(career advancement and promotion) and the emmoyercreased research
productivity). Very interestingly, there was congence in perceptions of employees
and employers with regard to psychological consraddewton (2002) used the
concept of psychological contracts to discuss g@léy, professional accountability,
reciprocity and mutual trust at a UK college of lieg education. Based on the in-
depth empirical research, the author argued thatlkaof reward and recognition for
academic work, as perceived by the staff membexs, e also explained by not
taking into account the existence of the psychalagiontracts.

The empirical research undertaken at Lincoln Ursitgr New Zealand, by Tipples
and Krivokapic-Skoko (1996; 1997), indicated thhé tacademics’ psychological
contracts were in a very poor state. Apart fromlitpteve interviews and the use of
documentary sources, the authors conducted a quoeatre survey of academic
colleagues and used an alternative research mdthsed on critical incidents to
explore the staff members’ beliefs and expectatiabsut their relations with the
University. The empirical research pointed at Yerk Environment as the major
component of the psychological contract establidhethe academics. Generally, the
academics were not satisfied with the extent toctvhihe University had met what
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were perceived as its promised obligations. Thasatisfaction was consequently
associated with a low level of job satisfaction.aftpfrom low Job Satisfaction, the
academics identified Career Development, PaymeongLTerm Job Security and
Promotion as common areas for violation of the pslagical contract. Support with
personal problems was also an area where acadstatesl they felt they were owed
by the university. More specifically, the Univeysiespondents noted matters relating
to Promotions, Research Support, and Managemenpo®pwhere issues of
Confidentiality and Honesty were singled out. Maagademics thought that the
university was losing direction through poor mamaget and communication, which
was contributing to a loss of trust within the origation. Administrative issues were
the major concern, followed by the greater demamdacademic staff with decreased
resources and rewards. Another theme which was a@bparent, as a result of
violation, was the increase of auditing type areangnts, and the development of a
‘them/us’ antagonistic culture, which relates toiacreased administrative workload
and intensified relations with the bureaucracyhat Wniversity. The initial research
undertaken at Lincoln University, New Zealand, bpples and Krivokapic-Skoko
(1996; 1997) was based on Rousseau’s conceptuatisaf the psychological
contract. The follow up research involving the sammirical site (Tipples and Jones,
1998) was based on critical incident approach asaded by Herriot et al (1997).
The results indicated that the academics’ obligatitm the University centred around
the issues of Hours (to work the hours contractdrk (to do a good job in terms of
quality and quantity) and Loyalty (staying with tbaiversity, putting the interests of
the University first). Obligations of the Univensitentred around Fairness, Consult
(consulting and communicating), Recognition, Envirent (provision of safe and
friendly environment) and Job Security.

The focus group research conducted with busindssot@cademics at an Australian
university (O’'Neill et al, 2007; Tipples et al, Z00provided some insights into the
formation, content and effects of Australian acadshpsychological contracts. Like
Tipples and Krivokapic-Skoko (1996; 1997), they ntiieed the existence of
considerable disappointment and dissatisfactiom wérceived breach of promises,
however, morale and job satisfaction did not appedre as low as was the case at
Lincoln University. O'Neill et al (2007) and Tipeet al (2007) argued that the
academics’ commitments to students, society, acadéiscipline, and the university
(understood as an important institution within ksociety fostering social good) had
powerful effects on their psychological contracthe academics very strongly
indicated that they had a professional respongikalind spoke to a significant social
role which effectively extended beyond the bouretaof the psychological contracts
they established with the university. In the fadewhat most perceived to be an
environment of work intensification that was markieg increasing demands for
quality research outcomes and teaching excellestuétjng rules and expectations
regarding promotion, and increasing administrabueden, these commitments were
deemed to have strongly mediated psychologicalraontviolations’.

Similarly, the findings by O’ Donohue et al (2007indicated that scientists and
knowledge workers were more concerned with idechkl(gocietal concepts
(scientific contributions and knowledge accumulatwithin the organisation) within
their work than with the transactional or relatibpgsychological contracts established
with their organisation. The need for the knowledgerkers to contribute to
‘knowledge’ was to the fore, and there was genagatement that the organisation
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would reciprocate appropriately. Thus, continuoostgbution to knowledge, public
access to knowledge, and the furthering of Austimlknowledge base are vitally
important to these professionals, thereby formioig ®lements of their psychological
contracts.

While referring to the general literature on thggb®logical contracts Conway and
Briner (2005) argued that there were relatively fwdies specifically designed to
assess the contents of the psychological contidue. research discussed below
represents an attempt to address this ‘knowledgebyeexploring the contents of the

psychological contacts established by academics d¢tur objective to unpack the

contents of the ‘deal’ between academics and theiversity by exploring the results

of research completed using a set of multi-item suess and exploratory factor
analysis. The discussion also extends the limitedature on psychological contracts
in academia.

Research Design: Sample, Measurements and Methods

In reviewing the conceptual development and emgilssessment of the concept of
the psychological contract Conway and Briner (20@8)cated that most researchers
assessing the content of the contract used salftrgpestionnaires. For instance, 70%
of the empirical studies reviewed by Conway ana&ri(2005; 89) were based on the
cross-sectional questionnaire survey, 20% were doasa the longitudinal
guestionnaire surveys and only 10% were based alitafive data from interviews.
Empirical assessment of psychological contractdaase by Kickul and Liao-Troth
(2003), Rousseau (1990), Freese and Schalk (1@@8)anaugh and Noe (1999),
Janssens, Sels and Van den Barnde (2003) was basi survey questionnaires.
Most commonly, a five or seven point Likert scal@ashbeen used extensively to
indicate the degree to which employees agree wittiqular elements of
psychological contracts, such as the degree tohwthieir employers had fulfilled or
failed to fulfil perceived promises. The ‘list ofgmises and obligations’ as outlined
in the seminal work by Rousseau (1990) were maudgd as the psychological
contract measures and completed from an emplopeespective.

Sample

Following this most common approach to empiricadeasment of psychological
contracts — the use of quantitative analyses amdctbss-sectional survey - this
research was based on the survey questionnairédistd to the full time academics
employed by a University business faculty. Usingaaiation of the Total Design
Method (Dillman, 1978), a total of 117 questioneaiwere mailed out (using postal
mail), and of these 60 questionnaires were conyglated returned (51% response
rate). Initially, all respondents were contacted &mail to make them aware of the
research and to ask for their assistance. Nextieatpnnaire and a cover letter were
sent to each of the respondents, which yieldededfianses. This was followed with a
reminder letter (gaining another nine responsesd) farally a second questionnaire
and another letter, netting the final ten responglest of the surveys were completed
in full, meaning few (2) were discarded due to cestent error.
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Iltem Selection

The items used in the questionnaire came from wwwces. Existing psychological
contract literature provided some items and otheasurement items were based on
the focus group analysis of psychological contrdptsO’Neill et al (2007). The
existing items were adopted from Janssens et &3j2&nd de Vos et al (2003), but
were altered to reflect the university context bé tresearch. The focus groups
analysis of the academics’ psychological contrgC®eill et al 2007) provided a
number of insights, which were used to develop stencluded in the questionnaire
for this research. In total, 31 items were includedmeasure perceived university
obligations (summarised in Table 1), while 13 weaneluded to measure the
obligations of the individual academic to the umsiy (summarised in Table 2). In
accordance with previous research (Kickul and Laoth, 2003; Janssens, et al,
2003; Rousseau, 1990) five point Likert scales weased. This allowed the
respondents to agree or disagree to varying levihsstatements about themselves or
the university. The survey was designed to identifyat academics bring to their
work that is not explicitly stated in the employmeontract, and what they believe
the University has promised them in return. As witie approach taken by
Westwood, Sparrow and Leung (2001) this study fassessed the promises and
commitments employees (academics) perceived thrganisation (the University)
has made to them, followed by an assessment oblthgations which employees
(academics) perceive they themselves have to tlganmation. To examine
academics obligations towards the university anel dbligations that academics
perceive they have to the university a factor asialynd cluster analysis has been
used to develop understanding.

Factor Analysis

Once the data were collected, factor analysis v&sl uo investigate the two key
variables (1) academics’ obligations to the Uniitgrand (2) academics’ perception
of the University’s obligations to themPrinciple components analysis was utilised
due to its ability to identify a parsimonious sdt factors (Hair, Black, Babib,
Anderson and Tatham, 2006, Malhotra, Hall, Shaw @pgpenheim, 2002) and its
suitability for exploratory research (Malhotra &t 2002). A Varimax rotation was
used to ensure the factors were easy to intefpr@tigh the simplest structure (Hair et
al, 2006, Aaker, Kumar, Day and Lawley, 2006). Tinst factor analysis revealed
eight factors that related to the academics’ pdiaep of University’s obligations to
them and in the second factor analysis three facteere found relating to the
academics’ obligations to the University.

The findings from the factor analysis are includedable 1 (University’s obligations
to the academics) and Table 2 (academics’ obligatio the University). The number
of factors was decided by including eigenvaluesalobve one. In the universities
obligations to the academics eight eigenvalues \&@bme one and in the academics
obligations three eigenvalues were above one. Tdreance explained was also
acceptable (74% and 58%) further indicating that fdctor solutions are eight and
three. As can be seen in the tables, there are sostances of cross loading,
however, all factors are reliable. Each factor dd3ronbachs alpha of 0.60 or above
(Appendix 1) which is acceptable for exploratorgaarch of this nature (Hair et al,
2006). Further supporting the factor solutionshefactor had a KMO above 0.60 and

10
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each factor had a significant Barlett’s test of &mtity, and there were correlations of
above 0.3 for each item included, thus exceeding hal's (2004) levels of
acceptability.

The first factor analysis completed analysed acackeperceived obligations of the
university. The eight factors are: ‘fair treatmanpromotion’; ‘staff development and
support’; ‘good management and leadership’; ‘acaddife’; ‘fairness and equity’;
‘appropriate remuneration’; ‘rewarding performanceand, ‘good workplace
relations’. The eight factors all present face di@i and give an impression of what
obligations are important to academics. The fiastdr, ‘fair treatment in promotion’,
incorporates items that were associated with treatrhy management in relation to
promotion. In many respects an extension of thgt factor is the second factor, ‘staff
development and support’. Here the key themes wepport for staff in terms of
promotion and career development as well as thatiore of an environment
conducive to employee development. The third factgpod management and
leadership’, is concerned with effective leadersaiqm management, including the
reduction of bureaucratic ‘red tape’. The fourtbtéa, ‘academic life’, contains many
of the elements synonymous with working in an aoadesnvironment. The items
within ‘fairness and equity’ relate to the expeiatthat university management will
act ethically and will be fair with regard to mairag change. The sixth factor,
‘appropriate remuneration’, is about salary andeetgtions of some comparability
between public and private sector remuneration. $&eenth factor, ‘rewarding
performance’, relates to recognition of performaicdiverse ways, while the eighth
factor, ‘good workplace relations’, includes itesigrounding workplace flexibility
and even union membership.

The second factor analysis contains the items imglato academics perceived
obligations to the university. Three factors wenenitified: ‘meets academic
expectations’; ‘commitment’; and, ‘above and beyond@lhe first factor,” meet
academic expectations’, relates to academics niesfical expectations with regard
to teaching, research, and associated administratibhe second factor,
‘commitment’, relates to the commitments academicake to the university,
including, for example, a commitment to stay empltbyy the university for several
years, commitment to travel for work, and commitirtercollegial practice. The third
factor, ‘above and beyond’, is not concerned wdmpleting ‘normal’ assigned tasks,
but completion of tasks beyond the typical job desion, including commitment to
guality teaching and student development in the tdcompeting demands on time.
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Factor Items

Factor Loading

Factor 3:
Fa_ctor 1: Factor 2: Good Factor 4: Faptor 5: Factor 6 Eactor 7 Factor 8:
Fair Staff management .~ Fairness . . Good
: Academic Appropriate  Rewarding
treatment in development and f and : workplace
. . ife . remuneration performance .

promotion and support leadership equity relations

Provide clear and consistent requirements 6)%5

promotion '

Treat you fairly and equitably with regards t8 82

promotion '

Be fair and equitable in its treatment %74

academics '

Provide opportunities for career development 0.76

Support ongoing professional development 0.73

Provide opportunities promotion 0.69

Provide remuneration that is comparable to other 061

universities '

Provide a safe and comfortable wc r5 57 0.60

environment ' '

Ensure that staff act collegially 0.51

Provide good management 0.76

Provide good leadership 0.75

Minimise the impact of red tape 0.72

Provide security of ongoing employment 0.68

Allow you autonomy to act as a professional 0.66

academic '

Maintain academic freedom 0.62

Respect the demands of family/personal 0.62

relationships '

Communicate important information to you 0.56
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Acknowledge the long hours you devote to work 0.83
Act ethically 0.79
Manage the pace of change so that it doeg not
0.57
adversely affect you
Provide remuneration that is similar to the
private sector 0.84
Factor Items Factor Loading
Factor 3:
Fa_ctor 1: Factor 2: Good Factor 4: Faptor 5: Factor 6 Eactor 7 Factor 8:
Fair Staff management .~ Fairness . . Good
: Academic Appropriate  Rewarding
treatment in development and . and : workplace
i . life . remuneration performance .
promotion and support leadership equity relations
Provide remuneration that is similar to the public 0.81
sector )
Recognise your non-university experience 0.56
Reward excellence in teaching through the 0.79
promotion system '
Reward excellence in research through [the 0.62
promotion system '
Reward excellence in admin/management
) 0.53 0.56
through the promotion system
Be honest in its communications with you
Offer flexibility regarding working from home 0.86
Respect the role of academic unions in [the 062
workplace '

Table 1: University’s Obligations Factor Scores
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Factor Items Factor Loading
Factor 1 ggctor
Meets Factor 20
. : Above
academlf: Commitment and
expectations beyond
Comply with University rules and regulations 0.74
Act ethically at work 0.65 0.40
Advance your discipline 0.62 0.58
Publish scholarly research 0.58
Work effectively and efficiently 0.57 0.45
Stay employed by the University for the next 2 0.77
years
Travel for work 0.73
Act collegially 0.61
Work long hours to complete tasks 0.52 0.51
Complete tasks that are not strictly part of yalr | 0.78
Complete tasks that are asked of you 0.66
Provide teaching quality 0.52 0.61
Enhance student development 0.58 0.59

Note:Mean scores for academics’ obligations factors lested in Appendix 3.

Table 2: Academics’ Obligations Factor Scores

Cluster Analysis

While the factor analysis yielded interesting resuthese are limited as the academics
characteristics (for example, sex, tenure and kergt employment) were a major

influence on their preferences, thereby limiting tresults. Hence, to overcome this
limitation, cluster analysis was used to furthearaine the factors and the individuals
associated with them. Cluster analysis allowsausde which groups of respondents
value certain factors which we identified in thetta analysis (Hair et al 2006). Cluster
analysis is suited to descriptive research whemrerstanding of the sample is sought
(Hair et al 2006). In the case of this research,wilebe able to see groups of people
within the sample and their preferences for théofaadentified earlier.

A hierarchical clustering method was used, as wstdeding of a few, rather than many,
clusters is sought. That noted, the size and singlestry nature of the sample mean that
this would likely be the case anyway. Wards methvad adopted as it is well suited to
this type of exploratory analysis and also minimisee number of clusters identified
(Hair et al 2006). Further, somewhat even clusseézss are expected, which is another
reason to use Wards method (Hair et al 2006). Thmi®d Euclidian Distance was used
in the two cluster procedures that were run as marmally used in conjunction with
Wards method and because similarity was soughtr (Efial 2006). A number of
techniques were used to establish validity. Muhmmd logit models, ANOVA and
further clustering methods were all used to esthbthat clusters were significantly
different. In the case of ANOVA and multinomial lbgnodelling, the sample size
inhibits any real insight from this analysis. Thesere still performed with some positive
results. When ANOVA was used with the categoricatiables utilised to profile the
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cluster solutions, the findings indicated that sqmat all) of the demographic variables
were different across clusters in both proceduiEse logit modelling was more
successful, as it was found that several of theadgaphic variables were significantly
different from cluster to cluster. K-means clustgriwas also used to confirm the
hierarchical clustering results. Again, limited pog was found indicating that a four
cluster solution for both procedures is a reas@abhclusion. Finally, a two step cluster
procedure was used to confirm the hierarchicalifigs, and this indicated a similar
clustering solution thereby deeming that the figdinvere appropriate. None of the
validity findings are certain; however, this is arploratory study. That noted, the
combination of methods used to examine validityate enough evidence to suggest the
findings are worth reporting.

Multiple cluster procedures were run, as there tare different perceptions being
examined. The first cluster procedure was for tlwadamics’ perceptions of the
University’s obligations and the second was for #@@ademics’ obligations to the
University. To identify the correct number of cleist in the University’s obligations to
the academics procedure three to seven solutiores @@mined, and for the academics’
obligations to the university three to five clussedutions were examined. In both cases,
the agglomeration schedule, dendrogram and freigeneere used to determine the
number of clusters to be examined. The agglomeraahedule indicated that between
three and four clusters was appropriate for batistel procedures. The dendrogram also
indicated that four clusters was the most suitabletion, as did the frequencies. Using
four cluster solutions, the factors, and the dempigic information collected in the
survey, the following insights into the clustersravaleveloped (note: the clusters are
profiled according to the factors and the demogagétails collected).

The first cluster procedure was conducted on tbefa related to academics’ perceptions
of the University’s obligations to them, and Figuteoutlines the four clusters with
factors scores.

Figure 1: University’s Obligations Clusters with Factor Scores

Fairtreatment in
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relations

Staff development
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Reward Good management ~ —®—Lifestyle
performance leadership Complacent
== Ambitious
A iat -
pproriate “Academiclife

renumeration

Fairness and equity

v




New Zealand Journal of Employment Relati@4¢2):4-28

Cluster 1 Satisfied

The respondents in this cluster scored highest abn tfeatment in promotion, staff
development support, reward for performance, andkplace relations. This was,
however, the smallest group representing only 1@%he® sample. Strongly concerned
with teaching and research, and ignoring admirtismaand management, they reflect
what many would see as traditional University ergpient preferences. They also have,
on average, been employed at their current ingtiidor longer (12.7 years) than any of
the other clusters. Their average age was 47 aydhidd also spent on average 7.25 years
at another university. The group was also predontipanale, to a much greater extent
than any of the other clusters, and they were eyeploin more senior positions.
Interestingly, members of this group were less degjly union members. In summary,
this cohort exhibited a high level of faith in tbaiversity’s systems and indicated belief
that the University will fulfil its obligations.

Cluster 2:Lifestyle

The respondents in this cluster were most concewittd academic lifestyle, placing
greater emphasis on this issue than any of the gtioeips. While the group did exhibit
interest in fair remuneration, they displayed thwdst interest in reward for performance
and performance based promotion. The largest clusith 38% of the sample, they also
appear somewhat disinterested in the quality ofagament and leadership provided. In
contrast, they highly valued, more than any of thieer groups, collegial workplace
relations. In terms of demographics, the group thadsecond longest length of service at
their current institution (11.6 years), howevergythhad spent less time at other
universities than any of the other group. They maoiten originated from the public
sector, and more often migrated from another fgauithin their current University, than
those in the other clusters. Further, the group kwas concerned with the traditional
teaching and research role and more concerned mathagement, administration and
professional development. They have been, on aggi@gtheir current academic staff
level for around six years. They were also the stldgoup, had the highest number of
females, and the lowest level of completed doctstat

Cluster 3 Complacent

Those in the ‘complacent’ cluster had the loweserest in all of the areas that the
clusters were assessed on. Academics in this clustee, on average, the second oldest
and this was second largest group (32% of the sgmphe group expressed the least
interest in academic life, workplace equity and agn for appropriate remuneration.
Limited interested was indicated in relation to aesv for performance, good
management/leadership, staff development, andré&stment in promotion. This group is
characterised by having the lowest academic leositipns and they have spent the most
amount of time at their current position level. iF@imary role at the University more
frequently includes administration or managemerntkthe other groups. On average,
they have spent around 10 years at their curremersity and over six years at their
previous university. While expressing very littietérest in workplace conditions and
promotions, this group had the largest number abrumembers. Finally, this was the
most ethnically diverse group.
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Cluster 4 Ambitious

The academics in this cluster are very eager teivecappropriate remuneration and
rewards for their performance. They also expressgll concern for equitable treatment
but placed relatively little importance on the diyaleadership and management or good
workplace relations. They place a moderate amotinalme on academic life and fair
treatment in promotion. The youngest of all founads, members of this cluster have the
shortest length of service with their current ngion, as well as the shortest amount of
time at their current position level. Interestingby average they have the longest service
with previous universities and have the higheselewf education on average. Those in
this cluster were also more likely to be studenégote they joined their current
institution. In general, they are a younger moreeeaminded cohort than any of the
others. They also saw themselves as having greateer mobility.

The second cluster procedure was conducted usentatiors relating to the academics’

perceptions of their obligations to the Universitynis also generated four clusters as
shown in Figure 2.

Figure 2: Academics’ Obligations Clusters with Faabr Scores
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Cluster 1:Low commitment
As a cohort, this was the smallest group accourfond0% of the sample. This group

expressed the least interest in issues associateccemmitment to their work and the
University. While they have the second highest rede in meeting University
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expectations, they expressed very little interasgoing ‘above and beyond’ standard
University expectations. In terms of demographiies,group had by far the largest union
membership, were the oldest, had the highest ptiopoof males, had spent the most
time at other universities, and had been at thaireat academic level for the longest
period. This cluster expressed strong interestactiing and research.

Cluster 2:Above and Beyond

This cluster was the second largest group, comgi25% of the sample. This group
expressed the highest level of interest in workaigpve and beyond’ standard University
expectations. This group was the youngest of the &tusters, had the lowest level of
union membership, and the least number of yeasewiice with their current University

and other universities. Given their limited emplamhduration, it is not surprising that
they have the shortest period at their currentlléA® the youngest cluster, generational
differences associated with lower concern regardgurity of tenure, relative comfort

with career movement and mobility, and lower commeitt to employers seem to be in

play.
Cluster 3:Expectations and Commitment

Cluster three accounted for 22% of the overall danithis group had the highest level of
interest in meeting ‘academic expectations’ and resged the highest level of
‘commitment’. They also indicated a strong interesgoing ‘above and beyond’ basic
expectations. On average, this group held the bigheademic positions and had been
employed by the University for one year more tHandther groups. They also possessed
the highest education levels and lowest numbenadmplete postgraduate degrees.

Cluster 4 Commitment Only

The final cluster in this procedure is the largegth 27% the sample. The only factor
that had a positive weighting for this cluster wasmmitment’. The group had the lowest
level of interest in working ‘above and beyond’ andneeting ‘academic expectations’.
The demographics of this group differed to eackhefother clusters, having the highest
percentage of females and the highest level of mpdete postgraduate degrees. On
average, they were second highest cluster in texingcademic positions, had been
employed by the University second longest, and tie second longest period of
employment with their previous institution.

Implications for Management

Having completed two cluster analysis proceduresnaw move to briefly address some
management issues and implications that emerge fronsideration of our cluster

analysis findings. For while Wellin (2007) has ribtihat research and discussion of
effective management of psychological contractsldesen very limited, as noted earlier,
extensive empirical research has pointed to the epiolv effects of psychological

contracts on employee engagement, commitment, ataify, and responses to change
(see, for example: Conway and Briner, 2005; Dalmuk Rousseau, 2004; Thomson and
Bunderson, 2003; and Wellin, 2007). It is widelyceyated that the maintenance of
positive psychological contract can help facilitdte achievement of positive morale, a
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favourable organisational culture, and employeepstpfor planned organisational
change.

Research into the negative impact of breacheseopsiychological contract has made the
implications of dishonesty, and failure to delier perceived commitments, abundantly
clear (see, for example: Conway and Briner, 2006, &Vellin, 2007). Disappointment,
dissatisfaction, and disaffection are just someth& negative consequences of poor
management of the psychological contract, and daelings will negatively impact
academic commitment and performance. Performancpraspl meetings, and
discussions around work and career planning, aoel ggamples of sites of opportunity
for managers where they can carefully address éxfp@as, and even reciprocity, with
staff. There are, of course, risks where managegk 0 make the implicit explicit and
then fail to deliver on perceived obligations anmdrpises. Indeed, failure to deliver on
explicit promises may create a more intense negatesponse from academics than
failure to deliver on an implicit ‘perceived’ pros@. That noted, as leadership research
has shown (see: Avolio, Walumbwa and Weber, 200@nagers must take care not to
reduce their approach to ‘managing’ staff, and rthpsychological contracts, to the
‘transactional’ performance management practicesseek to inspire staff to pursue
goals that align with their beliefs, commitmentsl @ense of obligation.

Focusing specifically on the university contextertéh are opportunities for university
managers to influence the development of academ&gihological contracts. However,
given that so much of the psychological contragimlicit, understanding the content is
not a simple matter of managers reflecting upontwbademics expect and are willing to
do. Further, as our research has shown, therayscomsiderable variation in the content
of the psychological contracts of business scheabdamics. As such, careful research
into the content of academics’ psychological carigras warranted. Such research can be
of very considerable benefit to university manageinas it can provide powerful insights
in to factors affecting employment relations andversity performance. Managers can
then act in a more informed manner to help develad maintain organisationally
favourable psychological contracts. They can haweesinfluence on the development of
psychological contract content so that academigpeetations of the university might
better align with what the university can deliverthem. The obligations that academics
perceive that they have to the university might &ls influenced by managers.

In seeking to influence academics’ psychologicalt@cts honesty and openness around
expectations, working conditions, and career degraknt opportunities are crucially
important, and this honesty and openness shoulevioent from the recruitment phase
(Lester and Kickul, 2001). Negotiation and condidtaare critically important if change
is to be realised in the content of psychologicahtacts. Imposition of change will
encounter resistance, and often result in problematrkplace relations and behaviour,
where academics perceive that the psychologicdtacirhas been breached. The work of
Turnley and Feldman (1998) provides insight intovhaniversity managers might
mitigate against the reactions to psychologicaltremh violations by carefully and
honestly explaining the reasons for change. Indéedn be expected that academics will
react less negatively to changes in psychologioatracts when they attribute the change
to “legitimate, external events’ outside managerseoontrol” (Turnley and Feldman,
1998: 81). As Turnley and Feldman (1998) also ndieilding cohesive relationships
among employees and supervisors is important inerord buffer the negative
consequences of psychological contract violatiddsusseau (1995) and Morrison and
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Robinson (1997) pointed to the benefits of ‘openddomanagement where sharing
information allows employees to understand theaesdor change and also recognise
their contribution and significance to the worktleé organisation.

Our cluster analysis signposted the complexities®@ated with managing and leading
academics. It also highlighted the need for unityersnanagers to recognise the
variability in the content of the psychological t@tts that are formed by academics. The
research pointed to the existence of quite divdargepectations, interests, motivations
and levels of commitment to the university. Sewmgitito such variations, and tailoring of
management initiatives and messages, is therafgrertant if the university is to achieve
its goals. The academics in our sample will, foaraple, respond variably to teaching,
research and administrative goals and performabgectives. They will also respond
variably to different leadership and managemeniestyand to the pace and extent of
workplace change they encounter. Managing ongoirenge in the university requires
careful re-negotiation of the content of psychatad)i contracts, especially when
expectations of academics change and/or when \akatiiversity is providing to staff
changes. Managers must also be sensitive to thalative effects that interactions with,
and between, staff have upon the state of psyclw@bgontracts. They impact
academics’ commitment and performance.

Clearly, the psychological contract can be levedaigeenhance university performance.
Knowing what different academic staff perceive &otbeir obligations to the university,
and the university’s obligations to them, meang thanagers can carefully select and
motivate academics most likely to support and champarticular initiatives around
research, teaching, or administration. Understandicademics’ differences will prove
valuable. For example, the ‘satisfied’ cluster nighickly become dissatisfied if they
perceive poor management and leadership, and/or gevfessional development
opportunities and poor treatment in relation tonpoton. Similarly, academics within the
‘complacent’ cluster might lose their complacengcoming more motivated and
focused through effective management and leadershipven angry and oppositional if
they find their efforts in management and admiatgtn are somehow thwarted. Those in
the cluster who value the traditional academicesifle’, placing a premium upon
autonomy, academic freedom, collegiality, and wtake flexibility, will respond
negatively to many of the changes commonly assetiaith the creeping managerialism
that is evident across the university sector. @Gfedhis poses a real management
challenge, as academics in this ‘lifestyle’ cluspdaice limited value on transactional
performance rewards. Obviously, management cankiguialienate those in the
‘ambitious’ cluster by blocking career opporturstier not recognising and rewarding
their efforts.

The second cluster procedure, which analysed thgations that academics felt towards
the university, provided insight into different neey@ment challenges. Key insights relate
to how university managers can best harness thgatibhs and commitments that the
academics feel to assist them in facilitating thalisation of faculty and university goals
and objectives. Those in the ‘low commitment’ poseconsiderable challenge to

managers wanting to achieve more or realise corabtie change. Being the most the
most highly unionised academics, and those in tbeirent positions for the longest

period, they demand carefully tailored managemietitely are to move beyond meeting
standard workplace expectations. The ‘above andrizkygluster’ are willing to do more

in the workplace and might be usefully be mobilidsd managers as champions for
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particular goals, initiatives and change. Givenr#ative strength of their commitment to
the university and meeting performance targets, #wademics in third cluster,
‘expectations and commitment’, can be called upondd® more with the least risk
resistance, loss of motivation and commitment. Wstdeding their perceived obligations
allows managers the opportunity to harness theimsibment and efforts, even in the face
of considerable change. These academics, anduhkies, attitudes and beliefs, could
serve as exemplars, and they could be mobilisesupport the realisation of desired
change in workplace culture. The ‘commitment omlyister are an especially challenging
group to manage as their expressed commitmentetartiversity seems outweighed by
low levels of interest in working ‘above and beybrat even meeting ‘academic
expectations’. This cluster demands further angalgsithey constitute the largest group of
academics and seem to treat their work as ‘jusba Motivating academics around such
a ‘limited commitment’ is an especially challengimgnagement exercise.

Concluding Comments

Building upon the empirical evidence gathered fittva cross-sectional survey, this paper
has revealed the content and key elements of thehpkgical contracts formed by
academics within an Australian university busindéasulty. The exploratory factor
analysis identified eight factors in relation te tniversity’s obligations to its employees
and three underlying factors which explain indiatdwacademic’s obligations to the
University. In terms of expectations of the univigrshe following were identified as the
key issues: ‘fair treatment in promotion’; ‘staffewklopment and support’; ‘good
management and leadership’; ‘academic life’; ‘fass and equity’; ‘appropriate
remuneration’; ‘rewarding performance’; and, ‘goedrkplace relations’. This partially
reinforces the findings of some earlier empiricasgarch on psychological contracts
within academia (Tipples and Krivokapic-Skoko, 19971pples and Jones, 1998) that
identified the importance of leadership and managgnfairness and equity (particularly
when it comes to promotion), and provision of oppoities for career development. The
three underlying factors explaining academics’ gddions to the University that were
identified were: meets ‘academic expectations’;maatment’; and, going ‘above and
beyond'.

In addition to re-enforcing the importance of quigeneralised’ expectations already
identified in the literature on psychological cauts, including the provision of good
management, an appropriate work environment, apdrtymnities for career development
(see, for example: Rousseau, 1990), our surveyinysd pointed to the perceived
importance of maintaining academic freedom andwatlg academics to act as
professionals. Many of the academics we surveygrea®rd the University to reward
excellence in teaching through the promotion systeffier flexibility through working
from home, and provide support for research. Mangngly indicated that they have
obligations beyond meeting basic academic expecti The survey pointed to the
academics’ strong personal commitments to quakigching and enhancing student
development, both of which are seen as being gaftexr obligation to the University.
These latter insights demonstrate that it woulditpéing to attempt to understand the
content of the psychological contract in narrow kvperformance terms.

This was the first empirical study to use clustealgsis to further examine the factors
scores of perceived employer and employee obligatwathin a university context, and it
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proved useful as a means of deepening understaraingcademics’ psychological
contracts, variation among them, and their possiabekplace effects. The analysis
identified four clusters in relation to what acadesnperceive that the university is
obliged to provide to them. These were: the ‘saitfacademics; the academics most
concerned with maintenance of the academic ‘litestyhe ‘complacent’ academics; and,
the ‘ambitious’ academics. The cluster analysis gl®duced four clusters in relation to
what the academics perceived obligations to theeausity. These were labelled ‘low
commitment’, ‘above and beyond’, ‘expectations aminmitment’, and ‘commitment
only’.

We noted that prior research and the finding frdms tstudy indicate that university
managers can and should act to maintain positigdeanic psychological contracts. We
argued that universities will benefit where managare able to deliver on academics
varied expectations. Further, we believe that tisghts that analysis of psychological
contracts provide can allow managers to better gmremmd harness staff motivation,
commitments, and personal interests to deliver esiredd university outcomes. By
knowing the content of psychological contracts, wWimg academics’ perceived
expectations and obligations, university managens better understand, predict and
manage how academics will respond to various woeksures, demands, incentives and
change.

Clearly, the weaknesses of the questionnaire sumeyimpact the validity and
generalisability of the findings. The survey wassdxh on respondents from a single
organisation and used self-reporting questionnaressess variables which were framed
in terms of promises and obligations. As the da&s wollected at a single point in time
the research was not able to provide insights timodevelopment of the contracts over
time. Further, the sample consisted of academidg, @md the sample size is small.
Sample size limited some of the analysis as, fangxe, logit regression and ANOVA
require larger samples to be fully effective. There, caution must be used in
generalizing the results of this study and compggaicross different empirical settings.

Other limitations of this study result from the ceptual framework used to evaluate the
psychological contract. As Cullinane and Dundon0@0116) pointed out, under
Rouseaau’s approach “organisations are deemed goipething of an anthromorphic
identity for employees, with employers holding r&yghological contract of their own”.
Since this research followed Rousseau’s concepatan of the psychological contracts
it included only academics’ subjective interpretaf and evaluation of their
‘employment deal’ with the university. Further rasgh could usefully include the
perspective of the employer, the university, ineortb provide further insight into mutual
and reciprocal obligations. However, bringing theapéoyer's perspective into the
psychological contract would be challenging, natstebecause of the difficulty of
identifying and articulating the university perspee.
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Appendix 1: Factor Reliability Scores

Factor Cronbach alpha
score
University Obligations
Fair treatment in promotion 0.89
Staff development and support 0.83
Good management and leadership 0.74
Academic life 0.66
Fairness and equity 0.80
Appropriate remuneration 0.72
Rewarding performance 0.75
Good workplace relations 0.68
Individual Obligations
Meet academic expectations 0.74
Commitment 0.60
Above and beyond 0.69

26



New Zealand Journal of Employment Relati@4¢2):4-28

Appendix 2: Mean Scores for University’s Obligatiors Factors

Satisfied Lifestyle = Complacent Ambitious
Fair treatment in promotion 1.77 -.35 -.18 .09
Staff development and support .99 46 -.49 -73
Good management and leadership .62 .02 .06 -.52
Academic life -.25 51 -.70 31
Fairness and equity .29 .10 -.55 .66
Appropriate remuneration -.13 -12 -44 1.17
Rewarding performance 73 -.39 -.07 .61
Good workplace relations -.49 .50 -43 -.05

Appendix 3: Mean Scores for Academics’ Obligations Factors

Above  Expectations :
Low Commitment
commitment =l Il Only
beyond Commitment
SIEE! EEEERTMIE 34 58 1.8 75
expectations
Commitment -1.15 -.29 .85 44
Above and beyond -.62 .93 .36 -.70
Notes

! Notably the universities known as the Group of Eigustralian National University;
University of Adelaide; University of Melbourne; Mash University; University of
Sydney; University of New South Wales; University@ueensland; and University of
Western Australia.

2 Academics employed within the business faculty aofmulti-campus Australian

universitywere the subjects of the study. Just two decadkgtd university was created
through amalgamation of a number of pre-existinglléges of advanced education’
where the key focus was on ‘teaching’ and academsearch was accorded relatively
little importance or emphasis. The university, heere accords ever-increasing
importance to the generation of quality researctt@mues. The university has strong
internal, distance and international operationsstndent enrolments exceed 30,000.

% This paper does not provide a detailed historpsyfchological contract research, nor
does it engage in discussion of the origin of tbestruct. For such information, the
reader is advised to consult abbreviated histai¢le construct such as those completed
by Tipples and Verry (2006) and Tipples, Krivokafikoko and O’Neill (2007). The
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origins and early development of the psychologoadtract construct are also effectively
outlined in Roehling (1997), while a more detaitediew of contemporary psychological
contract research can be found in Conway and Bi{2@®5) or in Taylor and Teklab

(2004).
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How Unions Impact on the Sate of the Psychological Contract
to Facilitate the adoption of New Work Practices (NWP)

CAROL GILL"

Abstract

This article draws together empirical researchhen ppsychological contract, trust, unions
and NWP literatures to draw conclusions on the wayhich unions impact on NWP.
It finds that strong unions that have a co-opeeatelationship with management prevent
and heal breaches in the psychological contractfacilitate a virtuous trust cycle that is
important to the implementation of NWP. This ham#icant implications for theory
and practice, particularly in anti-union institutad contexts that are focused on union
avoidance, suppression and substitution.

Key Words: Psychological Contract, Unions, TrusgiHPerformance Work Practices

I ntroduction

Traditional work practices (TWP), sometimes reférte as Taylorism and Fordism (the
application of Taylorism to mass production mantifeng), achieve cost reduction

through mechanistic work design that reduces iddizi jobs to a set of simple tasks
managed through supervisory control. New work ficas (NWP) practices, sometimes
referred to as High Performance, Involvement anch@ament Work Practices, achieve
quality, innovation and flexibility through comnmetd employees who are considered
assets, paid high wages and given voice, or thertppty to have their say and exert
some influence (Boxall and Purcell, 2008). NWRéheen defined as the synergistic
application of practices that enhance employedsskihd increase their involvement
(Gephart and Van Buren, 1996; Wright and Snell,8)99

Whilst a link between NWP and organisation perfamogahas been established there is
little research on why the association exists (GUE298; Luthans and Sommer, 2005).
Guest (1998; 2004; 2007) proposes that the coristuithe psychological contract,
defined as “the perception of both parties to thmpleyment relationship, organisation
and individual, of the reciprocal promises and gdtions implied in that relationship”
(Guest and Conway, 2002: 22), may a useful conteanpdramework for examining this
‘black box’. It is hypothesised that NWP are lidk® organisation performance through
intermediate employee outcomes such as knowledgks, sabilities, motivation and
engagement, or the intellectual and emotional lattent that an employee has to his or

" Dr. Carol Gill is Organisational Leadership — Pamgme Director and Senior Fellow — University of
Melbourne. Melbourne Business School, Victoriastalia. c.gill@mbs.edu
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her work and the organisation (Heger, 2007) thatdifficult to achieve because they
require employee trust (Appelbaum and Batt, 1995).

It has been proposed that a union presence, whaplexb with co-operative industrial
relations that allow management to be responsiveinion voice, can facilitate the
effective adoption of NWP. In particular, thereeigidence that unions can encourage
management to relinquish self interest and shom-tenancial outcomes in favour of a
long-term, organisation-wide perspective; prevengtdffs and quitting, which provide a
stable workforce suited to reciprocal investmentrbgnagement and employees; and
obtain employee trust, commitment and co-operdfih, 2009).

In the absence of any theory on how unions impactNWP that would form a
foundation for empirical research, this paper regighe disparate literature and extant
research on unions, psychological contract, trast BWP to explore the relationship
between them and draw conclusions that will inféataure research and practice. To do
this | will firstly consider how NWP change the ¢@tt between management and
employees before demonstrating how this new contraquires employee trust.
Secondly, | will consider how NWP breach the newtcact and how trust can mitigate
contract breaches. Thirdly, | will demonstrate homions impact on contract breaches.
Finally, I will consider the implications of thigview for research and practice.

The scope of this paper has been limited to caemitnith low context cultures because
industrial relations varies based on the instindiccontext (Jackson and Schuler, 1995).
Low context cultures have a transactional ‘win lcggproach that puts business before
relationships which is in contrast to high contexttures that place great importance on
trust, relationships and long term commitment amdfjage in relational business
transactions (McCarter, Fawcett, and Magnan, 20@schy, Ueltschy and Fachninelli,
2007). | draw on literature and research conduictedhat has been termed the ‘Anglo’
countries of Australia, New Zealand, UK and the USuse et al., 2004).

Review
NWP change the contract with employees

NWP break down hierarchical relationships betweeanagement and employees
through: the removal of status distinctions; shgrimformation; profit sharing;
empowerment and team work. Practices such asregihged teams, decentralisation
and information sharing, force greater relianceaonommitment based psychological
contract (Guest, 2004). This new contract is trefel’ with an intrinsic and socio-
emotional focus, which reduces social distance ra@gglires organisational citizenship
behaviour. This contract exceeds transactionaleamodomic based agreements between
the employer and employee based on specified jolbenb (Rousseau, 1990; Tipples,
1996). In this ‘new deal contract, employees iifgn more closely with the
organisation’s goals; feel closer to managemert;extibit an individualistic rather than
collectivist orientation to work (D’Art and Turne2006). These contracts are also more
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likely to be open ended, subjective and intuitiRosseau, 1990; Rousseau and Parks,
1992) with Tipples (1996) proposing that because pisychological contract is so
dynamic it can only be examined as a shap shot.

NWP require employee trust

TWP are based on the premise of low trust of engg#eyand high trust of managers.
This leads to a high control model of work wherenagers do the thinking and directing
and employees obey instructions (Fox, 1974). WHiMIP inhibit the development of
trust they are also able to mitigate the consegqesen€ a low trust environment through
control mechanisms (Strickland, 1958). In NWHRstrtakes the place of supervisory
control because direct observation of employeesmigractical (Mayer, Davis and
Schoorman, 1995). Trust is defined as the “wiltiegs of a party to be vulnerable to the
actions of another party based on the expectatianthe other will perform a particular
action important to the trustor, irrespective o tibility to monitor or control that other
party” (Mayer et al., 1995: 712), which is basedtba assumption that the other party
has the ability, benevolence and integrity to dalion the action.

Management will be more likely to implement NWP tifey trust employees with
information and power that was once their manabprerogative and employees will be
more likely to use their discretionary effort tonlefit the organisation if they trust
management to fulfill their obligations, includitize provision of job security even when
NWP introduce efficiencies that may make some mystredundant. It is proposed that
NWP challenge the job security specified in tradhi#l contracts when they use
‘employability’, acquired through extensive traigirand development, as a substitute
(Herriot, Manning and Kidd, 1997).

Without trust in management, employees may resgondWP with restrictive work
practices and exit behaviour. Resistance from gy employees is exaggerated
because organisations implementing NWP rely moreemployees because of their
critical importance to business processes andigaidtips and the lack of available
‘slack’ in resources (Ramirez, Guy and Beale, 200Fpnically, workforce stability also
makes management more likely to implement NWP Iseatheir investment in
workforce skills and information sharing will nog¢ bvasted by this key resource walking
out the door and being made available to compstitém addition to this, team work is a
key component of NWP and continuity of employmentaquired to provide stable team
membership (Clarke and Payne, 1997; Osterman, 208@rondly, it has been argued
that the ‘new deal’ contract may disadvantage eyg@e who are required to take on
management responsibility. This results in wotlemsification, poor work/life balance,
stress and the elimination of hierarchical caregh® which undermines employee trust.
In response, employees may retaliate by reducings woality; increasing absenteeism;
declining to go an extra mile; and increasing negigpns (Boxall and Purcell, 2008).
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NWP can violate the new psychological contract

Major psychological contract violations or minoresn termed breaches, can undermine
the effective adoption of NWP because they destrogt between managers and
employees. Adams’ (1965) equity theory predictd #mployees will adjust their work
inputs or effort to match lowered outputs or revgaed a consequence of a contract
breach (Boxall and Purcell, 2008). Empirical evide supports this proposition, finding
that violation of the psychological contract leadseduction in discretionary behaviour,
including lower levels of: perceived obligationsttee employer, citizenship behaviour,
civic virtue, engagement in prescribed job rolesnmitment, satisfaction, intention to
join and remain in the organisation and unspecsiontaneous behaviours that facilitate
organisational effectiveness (Robinson, Kraatz &wlisseau, 1994; Robinson and
Rousseau, 1994; Robinson and Morrison, 1995; Rohin&996; Tipples and Jones,
1999). In addition to this, employees may undearon delay the adoption of NWP or
return to their traditional behaviours. This latbgtion is most likely because it is easier
for employees to adjust their perceived obligationsesponse to a contract breach than
leave the organisation (Robinson et al, 1994). é&s@mple, Boxall and Purcell (2008)
cite the case of Renco in UK consumer electronestos. This Japanese-owned
company introduced shop floor participation and psvative industrial relations to a
Greenfield site. After 18 months, these practfeded and attitude survey data, collected
before and after the change, demonstrated thatogess revised their effort in a quid
pro quo.

There is evidence that the transition to NWP maygraase the likelihood of
misunderstanding between employers and employessjting in a real or perceived
contract violation that may have a negative immacemployee performance and future
trust which underpins the psychological contractManagement may violate the
psychological contract and destroy employee trnstnanagement if practices such as
self-managed teams improve organisational effigiemed result in the elimination of
jobs. Downsizing has been shown to reduce commitimesurviving employees, with
research indicating that it can leave them unmtgtyauncommitted, risk adverse and
resistant to change (Ryan and Macky, 1998; Littlemford, Bramble and Hede, 1998).
Research has found that although employees magliyitlecide to cooperate in the
adoption of NWP, they may respond with resistancagpathy if management violates the
psychological contract through lay-offs (Godard)20

NWP also replace the organisational hierarchy wstlf-managed teams, status
reductions and information sharing, resulting i floss of promotion opportunities.
NWP replace a traditional psychological contraetsddl on the exchange of pay linked to
job analysis (or seniority) and long-term job ségun return for hard work and loyalty,
with a new contract based on pay for performancd #exibility in return for
employability based on the acquisition of skillo(Rseau, 1990; Sims, 1994; Robinson,
1996; Herriot et al., 1997).
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Contract breaches may also occur because of pigomant of behaviours between the
Human Resource Management function and line managemand within line
management ranks, who in a decentralised orgammsatnegotiate psychological
contracts directly with employees on an individaall idiosyncratic basis (Guest, 2004).
NWP decentralise decision making and consequentyrhanagers and the HR function
may send different messages regarding expectaimhsbligations (Herriot et al., 1997).
For example, the HR department may set policy onkvend family leave which is
implemented in practice by line managers basedvaiiable local resources, producing
inconsistent application of the policy throughobe torganisation and a gap between
rhetoric and reality.

If the psychological contract is violated, trusays a significant role in the management
of the breach. Robinson (1996) proposes that st has an impact on the recognition
and interpretation of, and reaction to, perceiveghbhes with trust being an antecedent,
consequent and mitigating factor in contract breach Because the psychological
contract is subjective and tacit, rather than ekpkemployee perceptions define a breach
and play an important role in interpreting contréceaches. Robinson’s research
indicates that employees and employers with highalrirust may use selective attention
to overlook or forget actual breaches. Specifyjcaimployees with low trust were more
likely to blame their employers for a perceiveddnte Consequently, employers who
earn the trust of employees early in their relaiop are more likely to retain employee
trust despite psychological contract breaches. aBand Purcell (2008) propose that
employees may accept explanations from crediblérastworthy management for a
breach. Guest (2007) argues that management playgnificant role in eliciting or
destroying trust and destroy trust when a gap batwehat management promises and
delivers emerges.

Unions prevent and mitigate contract breaches

It has been argued that a union presence maytéeilthe introduction of productive
work practices (Freeman and Medoff, 1984). Iprigposed that unions make a unique
contribution through independent collective empkyeice (Addison, 2005; Ramirez, et
al., 2007). Union voice is qualitatively diffeteto employee voice provided by NWP
because management sponsored voice is direct aodporated into the management
chain and consequently prohibits individual emp&s/drom challenging managerial
authority (Freeman and Medoff, 1984). It is indegent and allows employees to
provide genuine input without fear of reprisals (Maghlin and Gourlay, 1992). Union
voice also provides management with important mimtion from the front line that may
otherwise have been hidden by employees for fear tteanagement may ‘shoot the
messenger’. Empirical research evidence indiddi@smanagement sponsored voice is
not a substitute for independent union voice ard ghunion presence is associated with
more voice mechanisms including management spathsmiee (Benson, 2000; Haynes,
Boxall and Macky, 2005; Kessler and Purcell, 198i6yd, 2001; Machin and Wood,
2005; Millward, Stevens, Smart and Hawes, 1992; iRanet al., 2007; Sisson, 1997).
Research has also shown that all voice mechanigesmmre effective in union
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organisations (Kessler and Purcell, 1995; Siss@®71 Frohlich and Pekruhl, 1996;
Lloyd, 2001).

Union voice makes a valuable contribution becaus®nuleaders, unlike appointed
managers, are independent because they are elextedpresent the interests of
employees and their career paths are not tied @ootganisation. This independence
allows them to challenge the logic of managemeop@sals based on a long-term and
organisation-wide perspective. This improves piggtion decision making processes
through different perspectives that result in biefteality decisions that are more likely to
be accepted by employees and subsequently imphevepeed of implementation (Voos,
1987; Freeman and Rogers, 1999; Rubinstein, 20adisan, 2005). Union leaders can
challenge decisions that are not in the best istayetheir membership and can ensure
that employees share in the economic success ofdiganisations (Rubinstein, 2001)
which also maintains the integrity of the psychatagcontract. In particular, unions can
use sanctions and/or the threat of sanctions, asdtrikes, go slows and stop works, to
ensure that management keeps its promises, cldblmggap between management
rhetoric and reality and preventing psychologiaaitcact violations. In particular, union
voice promotes workforce stability with empiricasearch finding that the collective
voice of unionism leads to lower probabilities afittjng, longer job tenure and a lower
lay-off rate, which reduces the costs of trainingd arecruitment and increases
productivity (Freeman and Medoff, 1984; Miller amdulvey, 1993; Delery, Gupta,
Shaw, Jenkins and Ganster, 2000; Osterman, 200flséa 2005; Ramirez et al., 2007).
Employees believe unions will protect their empl@ymsecurity and are more prepared
to participate in employee involvement programmésmthey feel the union will protect
their jobs (Levine and Tyson, 1990 as cited in Gddand Delaney, 2001; Black and
Lynch, 2001).

There is substantial empirical support for the fposiimpact that unions have on the
implementation of NWP. Whilst some research hasndo that NWP, such as
participation programs and merit pay, are lesshlike unionised plants (Lincoln and
Kalleberg, 1990; Wood, 1996), the majority of resbgpoints to the positive relationship
between unions and NWP. In particular, collectdazgaining did not decrease labour
productivity (Moreton, 1999), a union presence midd affect the positive impact of NWP
on productivity gains (Black and Lynch, 2001; Woadd Fenton-O’Creevy, 2005).
Specifically, research has found that many NWP arere likely in unionised
organisations including employee share schemesg{Gend Machin, 1988), share
ownership and wider arrangements for employeegyaation (Marginson, 1992), direct
forms of participation (Pil and MacDuffie, 1996), uity Circles (Armstrong,
Marginson, Edwards and Purcell, 1998), participatszthemes (Freeman and Rogers,
1999), staff attitude surveys, job rotation, qyalircles and organisation consultative
committees (Black and Lynch, 2001), and employa®liement (Wood and Fenton-
O’Creevy, 2005).

Gill (2009) concludes from a review of empiricasearch that the strength of unions and

the quality of the relationship between unions amahagement affects the ability of
unions to create employee trust in management.cifg@dly, Bryson (2001) found that
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strong and effective unions that were supportedniaypagement had higher or similar
levels of trust in management to non union orgdmisa. He also found that when
unions were weak, ineffective or faced managem@position, employees were less
trusting of management than when no union was pteddowever, Bryson, Charlwood,
and Forth (2006) found that managers were moréylitcerespond to direct voice than
collective voice, particularly when unions were Weédeading to the paradox that
management is more likely to support weak uniorenehough they are less effective
than strong unions.

Conclusion

In conclusion, the transition to NWP changes theineaof the psychological contract.
TWP depend on transactional contracts charactebgesipervisory control whilst NWP
have relational contracts that depend on emplogeaitment to use their discretionary
behaviour in service of the organisation. In thger case, violation of the psychological
contract can have a significant impact if employesduce their positive discretionary
behaviour on which NWP depend. Paradoxically,atioh of the psychological contract
in organisations that have adopted NWP is morédyijkieoth during the transition to
NWP and after their implementation. This is beeautespite unitary promises of ‘win
win’ outcomes, NWP can disadvantage employees g¢ironork intensification and
downsizing due to new efficiencies. This can resurestrictive work practices and/or
exit behaviour which have a negative impact oretfiective adoption of NWP.

Trust is at the heart of the ‘new’ psychologicahtact and is required for the effective
adoption of NWP. Employers who trust employeed bél more likely to devolve the
power required to implement practices such as desdesation, self-managed teams and
information sharing. Employees who trust managemsaih be less threatened by, and
more committed to, NWP. When there is trust, elygds are more willing to enter into
a ‘new’ relational contract. Trust is also impattato the management of the
psychological contract which, because of its flamdl idiosyncratic nature, may result in
contract breaches. In addition to this, employeegptions define contract breaches and
high initial trust results in selective attentidrat may lead employees to overlook actual
breaches. Managers are important to creating esttaying trust and can work against
their organisation’s best interests by pursuingrtstesm outcomes which violate the
psychological contract and destroy trust.

Strong unions that have a co-operative, rather thdwersarial relationship with
management can facilitate the successful adopfiddiVéP by preventing and mitigating
contract breaches. A strong union collective voighen coupled with a co-operative
relationship between unions and management, mamtdhe integrity of the
psychological contract by closing the gap betweeanagement rhetoric and reality
which facilitates employee trust in management.roligh the development of trust,
unions also mitigate the contract breaches that NY&Bte. In particular, higher levels of
trust ‘soften the blow’ of contract breaches by aging employee perceptions.
Employees who trust management will be less likelperceive a breach and are more
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likely to forgive and forget breaches they perceweh implications for future behaviour
and trust.

Unions also increase employment security which meanployees will be more likely to
support the adoption of NWP knowing that they cauprove work processes without
losing their jobs and management will be more liked devolve power to a stable
workforce. This facilitates a virtuous cycle thatreases trust and commitment between
management and employees which is required footigoing success of NWP. This
trust and commitment ensures that employees doenghage in ‘quit’ behaviours,
including psychological and actual absence fronir therk. They also are less likely to
resign from the organisation and take their newdgured human capital with them,
leaving a significant hole in an organisation thas become dependent on them.

Implications for Research and Practice

This article brings together empirical researclhi@ psychological contract, trust, union
and NWP literatures to draw conclusions on the wawhich unions impact on NWP
with significant implications for research and piee.

From a theoretical perspective, this article ctwiies to the body of knowledge in
several ways. It adds insight into how unions iotpan NWP and how NWP impact on
organisational performance which is acknowledged asbstantial gap in the literature.
It opens up several avenues for future empiricsgaech to test the relationships between
unions, NWP, trust and the psychological contralihe relationship between NWP and
trust could be explored by testing whether higtele\of trust between management and
employees facilitate the effective adoption of NVERd examining the relationship
between trust and the psychological contract inawigations with NWP. The
relationship between unions and NWP could be tedbgd examining whether
organisations with a strong union presence coupidid co-operative industrial relations
are more likely to effectively adopt NWP than ndaimorganisations or organisations
with a union presence that is weak and/or coupléd adversarial industrial relations. In
addition to this, how unions facilitate the adoptiof NWP could be examined. In
particular, given evidence of the relationship keew unions and workforce stability and
between workforce stability and NWP, it would beluable to examine whether
organisations with a strong union presence couplgtl a cooperative relationship
between unions and management have fewer percpssazhological contract breaches
and higher levels of trust between management anglogees. The Workforce
Employee Relations Survey (WERS) provides longiatiand multi source data
collected in the United Kingdom and presents anodppity to find answers to these
guestions. However, union research is heavily otgghby the institutional context, and
there is a dearth of workplace data in Australid Biew Zealand. This paper presents a
rationale for investment in data collection in Aatdsia that could be used for research
which could make a contribution to improved worlkg@aroductivity.
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This article also has many implications for goveemty management and union policy
and practice. Evidence of union decline is sultstann the United Kingdom, Australia
and New Zealand since the 1970s (OECD, 2009). eTternlso recent evidence from
Britain to indicate that the quality of the relatghip between unions and management is
poor, with low trust between management and unigpresentatives (Kersley et al.,
2006). Whilst Kochan, Katz and McKersie (1986) éaited demographic causes of
union decline an anti-union attitude has also baeserved. It has been proposed that,
despite contrary evidence, management and govetrima@e considered unions a threat
to workplace flexibility, timely response and pratiuity and have responded with union
avoidance, suppression and substitution (Chen,;2083han et al., 1986). There is also
a notion that unions are obsolete with some comaterst noting that the increasing
popularity of NWP is coupled with union decline apdoposing that NWP are a
substitute for unions (Kochan, 1980;Verma and Ko¢hE985; Kochan et al., 1986;
Keenoy, 1991; Turnbull, 1992; Jacoby, 1997; Kaufni®97).

Contrary to recent evidence of the Australasianebdhat unions are a threat to
productivity there is anecdotal evidence that thgpsession of unions may be
ideologically driven. In 2006, the Australian gowement introduced anti-union
‘WorkChoices’ legislation proposing that this wowlekate jobs and improve productivity
despite evidence from New Zealand indicating thsimilar laws introduced in the
Employment Contract Act from 1991-1999 were coupkgth a substantial drop in
OECD productivity rankings (Ogden, 2007). This pogps Guest’'s (2004) proposition
that NWP have been accompanied by growth in AmesicHuenced individualism

rather than collective representation.

Given the arguments presented in this paper evaehcinion decline, substitution and
suppression should be cause for concern givenftaetige role that unions can play in

the adoption of productive work practices. It als@akes a strong case for the
dissemination of research in practitioner forunkowever, much remains to be done to
explore the relationship between unions and praedticeand inform unions, government

and management so that they can implement evideasz policy and practice.
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How Does Psychological Contract Explain the Efficac of
Coaching?

CHRISTIAAN MCCOMB'

Abstract

There is little in workplace coaching literatureeplain its efficacy. Psychological contract
is a construct which could explain it, but it ig ye be introduced to the body of knowledge.
This paper examines the data collected from anoexqry case study to explain the
perceived lack of results reported by participasftes workplace coaching program. Using
psychological contract theory as a frame of refegernt explains the lack of results as a
function of expectation mismatches identified ia ttase. It is inferred that certain conditions
might need to exist for coaching to be effectivaagorkplace intervention.

Introduction

The workplace coaching body of knowledge contaittie lqualitatively oriented research to
describe and explain coaching. The case studynasdascribed in this case was an attempt
to correct some of these deficiencies. Although ainthe conclusions of the Xyz case study
was that coaching was effective as an organisdtideeelopment tool, the findings of the
Xyz case study report suggest that there were icinfi reports made by participants
concerning coaching’s efficacy. Most notably, Xyamagement do not consider coaching as
a strategic lever for the organisation despite ewoe that it resulted in a number of positive
strategic outcomes including: increased retentiexpedited development of individual
leaders; successful transition of coachee’s inteenuhallenging roles; and in some cases
dramatically improved role performance of lead®sychological contract theory is used as
a frame for explaining the differences in perceieul/or actual results reported by these
participants. It is hypothesised that these diffees can be explained by the ‘unworkability’
of psychological contract expectations held by aasi coaching participants. Specific
instances of the case are described to illusthage The paper begins with a review of the
relevant literatures to contextualise this stu@y coaching and psychological contract, and
then the case is described. There is a brief @uthinthe methodology, before the research
guestion is explored. Using an inferential approdlh paper concludes by conceptualising
the ‘conditions of a workable coaching psycholobgamntract as a base for further research.

Workplace Coaching

Coaching is defined as a tailored form of one-te-tgarning, which is focused on solutions
and outcomes, and is suitable for non-clinical pafens in that it is focused on optimising

human functioning rather than remedial issues (Bassand Finnegan, 1998; Grant, 2001b;
Ellinger and Keller, 2003; Linely and Harringtor@@; Plamer and Whybrow, 2005). This is
not to say that coaching does not involve remesl@k, but that the remediation is specific

to the workplace, and to those without significasychological dysfunction.
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As an academic discipline, workplace coaching isilatieveloped area lacking in empirical
research (Ellinger and Keller, 2003; Grant and @aga, 2004). A recent literature review
reveals that there is little research about coarlina management context, i.e. little to
explain or validate the claimed efficacy of coachiframeworks for evaluating coaching

outcomes, or understanding of the mediating fadtuas determine its efficacy. Specifically,

the notion of psychological contract and how itlagspto the workplace is one which has yet
to be introduced or explored in coaching research.

Psychological Contract

Psychological contract has been understood as pmagh to organisational effectiveness
(Schein, 1980) resulting in increased job satigfactproductivity, reduced staff turnover
(Kotter 1973; Sturges, Conway, Guest and Liefoo@0®5). It also may explain the nature
of the employment relationship (Shore and Tetri®#®4), worker commitment (Janssens,
Sels and Van Den Brande. 2003), organisationateriship behaviour (Hui, Lee and
Rousseau, 2004), employee performance (Tekleab Taytbr, 2003) and absenteeism
(Deery, Iverson and Walsh, 2006). Specifically, tten psychological contract is used to
describe a set of individual beliefs or set of agstions about promises voluntarily given
and accepted in the context of a voluntary exchamdgionship between two or more
parties, for example between an employee and arogerp(Rousseau, 1995). Associated
with the promises each party makes to another ateahobligations and expectations, and
depending on each party’s beliefs about these gesna psychological contract is subject to
variations in expectations about that contract matches and mismatches (Kotter, 1973),
which may affect the potential for each party’s ectptions being met. When parties are
clear about the beliefs and assumptions underlgimgh other's promises, then it is more
likely the expectations will be met. Where one pdras failed to fulfill its promises or
obligations, a psychological contract breach id saihave occurred (Robinson and Rousseau
1994).

Methodology

The case study described in this research was @®elas part an exploratory research
project investigating the purposes of workplacecbosy. For the purposes of this paper, the
data from the case are examined in relation to tpdggical contract theory. To ensure
triangulation of data, it was collected from mukigources primarily consisting of in-depth
interviews with various coaching participants, thee coach, coachees, coachees’ supervisors
and the general manager of human resources. Dotsnmeluded personal notes made by
the participants, policy documents supplied bydiganisation and assessment tools supplied
by the coach to facilitate behavioural analysis 86@ degree feedback. The primary unit of
analysis consisted of three closely knit units ¢stimgy of the coach, a coachee, the coachee’s
supervisor. In total, there were three of thesésumhich participated in the research.

This paper examines the data from the case in otdeanswer the question: can
psychological contract explain the efficacy of duag? Using psychological contract theory
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as a frame of reference and adopting an inductpg@oach, the data was scanned for
evidence of situations which might infer that psyldgical contract expectations were
operating. From an analysis of this evidence, amichs are made regarding the inherent
‘workability’ of these expectations. On the basistleese conclusions, the ‘conditions of
workability’ are conceptualised as parameters fardigg the formation of ‘workable’
coaching psychological contracts.

Case Overview

The organisation explored in this case study rebeawas a large publicly listed
manufacturing organisation with over 200 operatisites in Australia and New Zealand,
more than 30,000 customers, and 7,400 employeemntfactures a wide range of products,
the majority of which are used in the constructiomnufacturing, housing, mining and
agricultural industries. The organisation valueopgbe, and recognises that they are a
distinguishing feature of successful businesss kammitted to attracting, maintaining and
building a skilled and motivated workforce. Thenpairy developmental tools that it uses are
based on approaches that are more traditional. X§ises graduate schemes, cadetships,
apprenticeships, and traineeships throughout issnbases, across a variety of disciplines,
including Finance, Marketing, Engineering and Gdfisdministration. The use of workplace
coaching though has been reserved for the develupofets senior managers, who hold
positions at regional, state, and national levEiere are a number of protocols that it uses to
structure the coaching, which may provide someghtsinto its expectations regarding
coaching. The protocols are quoted directly frorawhoents obtained from the organisation:

1. Coaching will be used... as part of a developmem pdaachieve a clearly defined
behavioural change, and/or to further develop &ffecleadership behaviours.
Coaching will also be used to support the effeatisientation of individuals into new
roles with clearly defined behaviours to be devetbps part of this orientation.

2. Coaching will be used with participants who arditSaor high performers with the
potential to be even more valuable to Xyz. Coachuilgnot be used for those with
significant performance issues.

3. Xyz recognises that coaching is most likely to becgssful in achieving the desired
behavioural change or development when the follgwionditions are met:

* There is a clear business benefit from the dedmsthviour change so that the
coaching is closely linked with business goals

» The participant wants to participate in coaching #mere is alignment between
the desired coaching outcome and the participgmgisonal and professional
goals

» There is strong sponsorship by the manager andmaprdness to actively support
behavioural change
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» The participant is placed in a ‘stretch’ positiam that coaching becomes more
meaningful and focused. A ‘stretch’ position may deew role, a particular
business challenge or recent feedback which hasette readiness for change.

Can psychological contract explain coaching'’s effaxy?

In the earlier review of psychological contractyas suggested that psychological contract is
a potential antecedent of organisational effectgsn where measures of organisational
effectiveness included job satisfaction, produtgiviand reduced staff turnover. The
coaching literature also suggests that coachingeshsaome of these same measures of
organisational effectiveness (in addition to othessa measure of its efficacy. For instance,
coaching’s success can be measured at an indiviikavioural level, whereby the leader
being coached makes tangible changes in behaviour.

Behavioural Measures of Coaching’s Effectiveness
Behavioural measures may include:

- Relationship behaviour (Wasylyshyn, Gronsky and Haas, 2006; McKelley and
Rochlen, 2007) which incorporates elements such iagprovements in
communication, trust between organisational memlaerd attitudes.

- Self-regulatory behaviour (Grant and Palmer, 2002; Gyllensten and Palme&5p0
Blattner, 2005) which has been linked with incezhdolerance to stress, and a
reduction in self-limiting and critical behaviouelf-regulated coachees set specific
rather than vague goals, solicit ideas for improsemfrom supervisors (Smither,
London, Flautt, Vargas and Kucine, 2003), engagehétp-seeking behaviour
(McKelley and Rochlen 2007), and are more flexiflenes and Spooner, 2006;
Jones, Rafferty and Griffin, 2006).

- Change Behaviour (Tobias, 1996; Kilburg, 1997; Smither et al. 2008hich
describes those pro-change behaviours adoptedalgrie receiving coaching. They
may include, humility, acting on feedback, accobility, creativity and flexibility,
and ownership.

Changes in behaviour were definitely expected k& dihganisation as evidenced by the
coaching protocols outlined in the case descriptiomarticular, it was focused on changing
‘de-railed’ behaviour, as it was believed that adesin this behaviour would yield big
changes in leader effectiveness. The coachingfatssed on developing leader ‘relationship
behaviours’ such as communication and social emgageskills. However, changes in the
behavioural measures of effectiveness were coresidentecedents to the resultant measures
described next.
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‘Resultant’ Measures of Coaching’s Efficacy

As well as behavioural measures of coaching’s ss;dbere are also a number of measures
which may be used to evaluate coaching’s succeasrasultant’ level. These are probably
more relevant to the case. At an individual levesultant measures include:

- Individual Performance (Witherspoon and White, 1996; Maurer, Solamon and
Troxtel, 1998; Bartlett, 2007) which could incorpte sales performance (Rich,
1998), generic non-role specific behaviours (OmEnst2002), enhancement of
specific leadership behaviours (Peterson, 1993drile, 1996), improvements in
‘interview performance’ (Maurer et al. 1998), andab attainment (Bowles and
Picano, 2006). Individual performance discrepaneiesidentified using 360 degree
feedback. Coachees then attempt to eliminate fe#dizding discrepancies, i.e. the
difference between self-ratings and those of feekilsaters (Wohlers and London,
1989; Luthans and Peterson, 2003).

- Individual Relationships which refers to improvement in the quality of redaships
between coachees and their colleagues (Kilburg,7)196ustomer relationships
(Doyle and Roth, 1992) and personal relationshBlat{ner, 2005). The ‘honest’
nature of the contact that occurs between coachedstheir colleagues, and the
increased support that coachees often receivetiiBtat2005; Ket De Vries, 2005)
could explain this improvement

- Individual Well-Being which includes increases in mental health statusr{Gand
Palmer, 2002; Butterworth, Linden, McClay and L2606), decreased anxiety and
stress (Foster and Lendl, 1996; Bowles and Picai@6)? physical health status
(Butterworth et al. 2006), life satisfaction andatity of life (Bowles, Cunningham,
De La Rosa and Picano, 2006), work satisfactionckip2007), and hope (Green,
Oades and Grant, 2006).

In addition, at a group level, resultant measufesrganisational effectiveness include: team
self-management, quality of member relationshipsmimer satisfaction, task performance
(Wageman, 2001), team player behaviour (Sue-Chah laatham , 2004) and team
performance (Hackman and Wageman, 2005). At ann@gtonal or strategic level,

measures include sales revenue (Ellinger and K&@93), unit-level production quality and
productivity (Olivero, Bane and Kopelman, 1997; Besvand Picano 2006), customer
satisfaction, work satisfaction and morale (Nock®7), organisational commitment and
retention (Luthans and Peterson, 2003; Nocks 2087q, a reduction in operating costs
(Witherspoon and White ,1996).

In the case, we see some of these same measungsubdised — in particular, individual
performance, quality of individual relationshipsdastrategic measures such as retention.
However, there was little evidence that group dreotorganisational level measures were
being utilised.
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As suggested in the earlier review of psychologicahtract, it is an antecedent of

organisational effectiveness. The review of coaghiterature also suggests that coaching is
an antecedent of organisational effectiveness. &eitcis proposed that psychological

contract could explain coaching’'s efficacy, becausaching and psychological contract
share organisational effectiveness as a dependeiatble. This next section delineates this
proposition through an examination of the case.data

How does psychological contract explain coachingefficacy?

As suggested in the initial review of psychologicahtract, each party in a psychological
contract makes a promise to one another, which fibventerms of the contract. It is the
beliefs about these promises (or variations in dhéeld by the parties which explain
expectationmatches and mismatches (Kotter, 1973) and ultimatéect the potential for
each party’s expectations being met. When parties @dear about the beliefs and
assumptions underlying each other’s promises, ithisrmore likely the expectations will be
met. The following analysis of the case descrilpssances in the case where psychological
contract expectation mismatches were evident aedntgative implications of these for
coaching’s success. In general terms, it is sugdestat the formation of a psychological
contract based on mismatched expectations resultsmivorkable’ coaching psychological
contracts. This may explain the apparent lack ergérceived variation of results reported
and observed in the case. Unworkable psychologmatiracts were evident in the following
instances of the case, where:

1. Expectations held by one party were unable to bi#léd by another;

2. Expectations held by one party were perceived &kalyto be fulfilled by the other;

3. Expectations held by one party resulted in a peimewf adverse consequences for
the other party;

4. Expectations held by one party were not clear ¢oother party;

5. Expectations of one party were in conflict with theectations of the other party;

6. Expectations of parties were based on differenteptualisations of an outcome.

Expectations held by one party which are unableedulfilled by another

This first instance of the case suggests that ¢apens held by one party may not be able to
be fulfilled by the other. This occurred becaus@ahexpectations of the organisation were
significantly exceeded and resulted in a substhatipustment in expectations, such that the
amended contract became unrealisable. Becaus&ketations were unable to be fulfilled,
there was then an increased probability of a bredatontract and a subsequent withdraw
from the contract.

One of the first interviews conducted in the caigglys was with the General Manager of
Human Resources (GM). The GM explained the factbed led to Xyz implementing
coaching as a strategic program for organisatieffattiveness. The organisation had heard
positive claims about coaching and decided to ‘@rpent’ by engaging a coach to facilitate
the development of one leader. According to both@M and the coach, the outcome of this
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intervention was the leader’s ‘transformation’. Tdwach in particular cited this as evidence
of the effectiveness of his interventions, suggesthat not only did he prevent the leader
from resigning, but that the leader went on to “e#tike organisation a lot of money”. So, on
this basis and with high expectations, a compangwidogram was implemented as a
strategic approach to improving organisational aifeness. However, after three years or
so, the organisation concluded that the subseqesunits of the coaching (42 leaders) were
not commensurate with expectations, and the progvas withdrawn as a strategic lever.
The GM says “there is still a little bit going obut it is not a strategic lever that we are
intentionally using at this stage”.

The initial results of the coaching significantlxceeded expectations, and these results
formed the basis of revised expectations held byotiganisation. The problem was that these
revised expectations were based on unrealistichmearks, which were unlikely to be typical
or achievable for coaching on an ongoing basis.aBge the adjusted expectations were
unachievable, a perceived breach of contract wasitable. Further, any evidence of
expectations being partially fulfilled was discoeshtby the organisation despite ‘hard-
evidence’ that strategic results had been obtajaedsuggested in the case overview). It is
more desirable that more modest expectations bela@d based on multiple sources of
evidence rather than one off experiences. In amdithore modest expectations should be set
in cases where generalisable evidence is not éaila justify higher expectations.

Expectations held by one party are perceived agkelylto be fulfilled.

The case also suggests that at any time duringdhehing process, a party may deem an
expectation unrealisable because that party persé¢hat a breach of contract is probable at a
future point in time. This may result in the withdd of contract.

A number of coachees at Xyz communicated an expectéhat the coaching process be
‘credible’. In particular, this was illustrated the experience of one coachee who received
‘adverse’ results from a 360 degree feedback prograhe feedback identified some
personal weaknesses that were affecting his leaigepgerformance. Although he knew that
the objective of the coaching was to benefit hind #mat he needed to self-reflect, it was
difficult for him to acknowledge and accept the 3Bffyree feedback. But, rather than
resisting the feedback, he said that he did evéntaecept it because of the ‘credibility’ of
the process due to a number of factors i.e. thelcaas external to the organisation, was a
skilled facilitator, and maintained coachee contigity. The coach confirms this, citing
confidentiality as a factor in developing coacheatimation to change. He says that some
coachees are generally very cautious about annugitise sorts of changes they are going
through, and that some are reluctant to let othamwv that they are being coached. The
coach indicated that he was supportive of the caalshdesire for confidentiality because he
was conscious that it was a key to gaining coaom&tévation to change.

The coachees had a high expectation for credibdehing practice and these formed the

basis of their psychological contract. The fulfilmef these expectations was a condition for
their on-going co-operation with the coach. Givee toachees high sensitivity to these
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expectations, any perception that a breach of aontwas likely to occur (even if it hadn’t

actually occurred yet) might also have resultethat leader withdrawing from the contract.
This suggests the need for the coach to ensurdéisite is seen to be fulfilling the contract
as well as actually fulfilling it. A coach shouldtevely manage participant perceptions
throughout the coaching process.

Expectations held by one party result in a peragptf adverse consequences for the other
party.

Analysis of the case suggests that expectatiomslyebne party (i.e. the organisation) which
result in a perception of adverse consequencethéoother party (i.e. the coachee) will lead
to a contract withdrawal. In the case specificailyresulted in a failure to solicit the co-

operation of a leader targeted for coaching.

Some of the leaders (who were selected to parteipacoaching) believed that they had
been selected as a ‘punishment’ for poor performakiowever, this was not the intent of
the GM who tried to frame coaching as a reward {@oaching will be used with
participants who are ‘solid’ or high performers Wwithe potential to be even more valuable
to Xyz. Coaching will not be used for those witimsicant performance issuesThe GM

did expect that the coaching would focus on overngnthe leader inadequacies, and that
each targeted leader would have to accept that thias a need for them to improve. She also
acknowledged that this may be difficult for themateept, and thought that a difficulty with
acceptance may explain the lack of results. Thereevidence to suggest that these
perceptions were corrected only after the goatsoathing and its processes were explained.

The coaching literature suggests a number of resafitat coaching may be viewed as a
punishment by coachees. For instance, the literatxplains that a coachee may view
coaching as a punishment if an organisation usas & non-strategic reactive tool, rather
than as a strategic pro-active strategy (Allenbaud83; Krazmien and Berger, 1997).

However, it is unlikely that this applies to theyXzase, as they appeared to initially be using
coaching pro-actively. A second explanation in lttexature is that a coachee may perceive
coaching as a punishment because of the assump@brf they need training, then they

mustn’t be adequate for the task of performingrtjodd (Krazmien and Berger, 1997). This is

a perception that they do not want others in trgamisation to form about them. In the

context of senior leadership this makes sense,hag &re used to actively managing

perceptions of peers, superiors and sub-ordinates means of creating an impression of
competence. So, it is likely that coaching was @éws a threat to their ability to control the

impression management process; a threat to thputagon as a competent leader; and
ultimately would diminish their influence. Howeveamce the leaders met with the coach,
their perception that the consequences of coashngd be adverse were moderated, and on
this basis they agreed to participate in the cogpprocess.

In regards to psychological contract, this suggtsis when expectations held by one party

result in a perception of adverse consequencethéoother party, it may lead to a contract
withdrawal or a failure to solicit the co-operatioha leader targeted for coaching. This has
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the potential to de-rail the coaching process evefore it has begun, and in a broader
context explains coaching’'s effectiveness. Orgdioisa can overcome these perceptions
through a program of impression management whiagghtninclude adopting a pro-active

strategic use of coaching rather than using ittrealy; and by implementing an education

program about the coaching construct and its imdentThis strategy would increase the
likelihood that participant expectations are algmath ‘reality’.

Expectations held by one party are not clear todtresr party

The case data suggests that when expectationshbyelohe party are not clear or are
ambiguous, then the potential for a perceived liréa®ccur is increased. This is illustrated
in the case of one coachee (who was not interviesdvgthg the research, but whose story
was conveyed by the GM).

The GM told the story of one coachee who was réegigoaching but not making tangible
gains in leadership effectiveness. The GM indicateamt the coaching did build on his
existing strengths e.g cognitive abilities such casiceptualisation and analytical skKills.
However, whilst this was considered a ‘welcome iovement’, the GM suggested that this
made him better at what he was already good atdibuhot satisfy her expectation that his
weaknesses would also be overcome. She felt thadra substantial improvement could be
made if the leader’'s weakness was remediatedhiseability to structure his own work,
design it for others and delegate it to sub-ordimatAs evidence, the GM recalls that
whenever she would have conversations with theeleatlout his coaching experience, he
would indicate how much he enjoyed the coaching,dmli not show any awareness that he
needed to change or obvious intention that he wasygo change. The GM indicated that
more “tension” around the coaching experience vegsied for him.

There seems to be a lack of understanding betweewo parties as to the expectations
which form the basis of their psychological contsa¢or the coachee, the case suggests that
he was not clear about the organisation’s expectathat he make tangible changes in
behaviour, i.e. overcome his weaknesses. Anothssilpitity is that there was not enough
“tension” around the coaching experience for himein§ made more aware of the
expectations would possibly create this tension amght stimulate change motivation.
However, it was difficult for the GM to intervend&rettly and at the same time be seen to be
fulfilling the expectations of other parties thaetcoaching be a self-directed process. She
did not want to be seen to interfere. If it is las GM says, that there is more tension needed,
and it is also because the expectations have ot ipade clear, then the latter could explain
the efficacy of the coaching intervention. In apidit greater tension could be created simply
by making the expectations clearer in the firstelaif not directly, then indirectly through
the coach. In the first instance, a more collalhegatapproach to the formation of
psychological contract, whereby parties are ablshare their expectations, explain their
reasons, and agree to shared meanings would bepajape.
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Expectations of one party were in conflict with &xpectations of the other party

Similarly, when expectations of one party are inféot with another, the nature of the joint
expectations may be unclear. Hence, it is diffi¢atta third party to fulfil them. This may
explain the behaviour of a coachee who is not ‘seglyi fulfilling their obligations as per
the contract.

The coach and the organisation had an understartizigthe coachees must take the
coaching seriously and be seen to do so, but tleehems did not always fulfil this
expectation in the first instance. The coach exgldhat one coachee in particular was not
taking the coaching seriously as evidenced by #w fhat she was not investing an
appropriate amount of effort into the interventiand change process. This prompted the
coach to withdraw, he says

if someone [a coachee] is...disregarding the investrtteat Xyz is putting into them,
I will be the first to pick it up and | will pulldck. | have done that with a couple of
people, | have just withdrawn.

Having said this, the coach was adamant that thehse be allowed to self-determine the
choice and pace of changes that they made, rdtheiinpose an agenda:

You can’t impose that [the organisational agend&hat is why it is a totally
ridiculous notion, and | see that some coaches ‘sasf| where are you up to?’ and |
say, well, where the candidate wants to be up to.

This is also consistent with the assertion of tiv tBat there needs to be coachee awareness
of the need to change, but for them to also feel thre valued and appreciated by the
organisation. She indicates that this is a delibatance.

Employee development is complicated by the fact ithiz a voluntary engagement for the
coachee i.e. you can't force someone to changd, iasconsidered a largely self-directed
process (Grant, 200la; Clegg, Rhodes, Kornberger &tilin, 2005; Schnell, 2005;
McComb, Lewer and Burgess, 2007). This was the hescphilosophy also, and was
evidenced in his insistence that coachee direstdhange. However, the coaches’ approach
directly conflicted by the expectation of the origation that he expedite the change process.
This conflict could explain the coachee’s behaviand lack of effort toward the change
process. Although the organisation wanted the ohathg coachee had the right to determine
the pace of the change and was behaving consisiinthis expectation. It could be argued
that the terms of a psychological contract betwden organisation, the coachee, and the
coach must reflect the understanding that changeqisired by the organisation, and whilst
the coachee needs to self-direct the process, $t masult in tangible change in a timely
fashion as per the organisation’s agenda. The &@t could be expressed as, ‘you are
valued as an employee and we appreciate that yucduintarily entering into this coaching
process. We respect that this is a somewhat selttéd process. However, before you agree
to be coached, we want you to understand our agaendahe fact that we are expecting a
return on investment. Our agenda is that you ackedye the need and potential for personal
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change, and therefore make changes to improvelgadership effectiveness in an expedited
fashion’. If the coach had understood this expemahe may have modified his own, which

would have in turn helped the coachee to moderate. There would then be an alignment
of expectations.

Expectations are based on different conceptuabsatof an outcome

A final example from the case suggests that expenta must be based on similar
conceptualisations of an outcome, which is refi@dte the measures each party uses to
assess whether terms of contract are being fulfilZifferent conceptualisations may result
in one party ‘detecting’ the fulfilment of expedtats, whereas another may not, resulting in
a perceived breach.

The organisation clearly expected changes in bebawas a pre-requisite for performance
improvement. This was conceptualised in terms @roeming weaknesses in behaviour as
reflected in their measures of role performance, leadership behavioural profile. This

profile was used as the basis for a 360-degred&mdquestionnaire which acted as a tool to
assess symptomatic behavioural deficiencies. Thechcamplemented this 360 degree
feedback tool. The coach also used another needsdbhehavioural tool (a causal

assessment tool), which identified a differentafetausal’ set of weaknesses which might
explain the performance based measures. The theasythat if these weaknesses were
overcome, it might improve role performance. Disioiss with the coach about his coaching
approach did not focus as much on the measureslefperformance, but on those of

underlying behavioural issues.

The case suggests that the coach and organisagoe wnintentionally using different
measures to determine contract fulfilment basedheir conceptualisation of the outcomes
they were expecting. Whilst both the coach andmegdion were expecting increases in role
performance as a baseline measure for assessifgifimeent of expectations, the measures
being used emphasised different aspects of rol®npeance. For example, the coach was
using increases in discretionary effort and motoratas an indicator of increased
performance; whereas, the organisation was prignasing changes in leader weaknesses as
a measure. The problem is that increases in mativand discretionary effort tended to
improve role performance incrementally in their ipwe effect on coachee strengths; but
behavioural change i.e. overcoming leader weakwasghought to result in more significant
increases in leader performance. Whilst the orgdinis was interested in increases in
discretionary effort, they were more interestedigns that weaknesses had been overcome.

In addition, there may have been different undaditags of what constituted weakness. The
organisation’s understanding of weakness was baseithe competency-based measure of
role performance, whereas the coaches’ seemed toaded on needs-based behavioural
survey, which he used to tailor the coaching apgrofor each coachee. The approach
seemed more focused on addressing stress reagtlinl might manifest in undesirable

leader behaviour, rather than focusing on develppinategies to address role performance
behaviour directly. The success of his approaciedebn the stress reactions being a
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predictor of poor role performance. Based on tiponts of the organisation, it appears that
the link between stress reactions and role perfoceaanay not have been significant.

Discrepancies existed between the organisatiorcaach in terms of the measures they were
using to determine whether contract expectationse welfilled. This resulted in the
organisation concluding that no significant chamgperformance had occurred for coachees.
As far as they were concerned, a breach of contiatibccurred. The coaching program was
therefore withdrawn as a strategic lever. This sstgythat conceptualisations of expected
outcomes must be aligned, such that the benchmaekslres used to assess the extent of
contract fulfilment are agreed upon.

Conditions for ‘Workability’

From this discussion, we see that coaching psygiaab contract expectations can explain
the apparent lack of results evidenced in the c#sés the mismatch of participant
expectations which formed the basis of their pshagioal contracts that explains this
phenomenon. An examination of the case suggests rniiematched expectations are
evidenced as:

1. Expectations held by one party were unable to bléd by another;

2. Expectations held by one party were perceived &kalyto be fulfilled by the other;

3. Expectations held by one party resulted in a peimemf adverse consequences for
the other party;

4. Expectations held by one party were not clear ¢oother party;

5. Expectations of one party were in conflict with theectations of the other party;

6. Expectations of parties were based on differenteptualisations of an outcome.

The formation of a coaching psychological conttzated on these kinds of expectations can
result in perceived breaches of contract and tamsexplain coaching’s efficacy in the case
and perhaps beyond. From this, it could be infehed certain conditions must be met in

order for coaching psychological contract expeotetito be workable and therefore able to
be successfully fulfilled. These conditions include

- Realisability — expectations held by one party must be ableetdulfilled by the
other and/or must be perceived as likely to belledf by the other partymplicatiorn
expectations to be developed based on multiplecesuof evidence (not one off
experiences), or modest expectations to be setasesc where evidence is not
available to justify higher expectations. In regatd highly esteemed expectations
held by other parties to the psychological conirtwtre is a need for the coach in
particular to engage in impression managementabohte/she is seen to be fulfilling
the contract as well as actually fulfilling it.

- Mutual Benefit — expectations held by one party must not resulfi perception of

adverse consequences for the other pamplication organisation should adopt a
pro-active strategic use of a coaching programerathan using it reactively. They
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should also engage in impression management thredgbation about the coaching
construct and its intention to ensure participaxpeetations are aligned with the
reality

- Alignment — psychological contract must be based on aligngectations such that
expectations held by one party must be clear toother party; must not conflict
directly with the expectations of the other parnd must be based on shared
conceptualisations of an expected outcoimglication: expectations underlying a
coaching psychological contract must be collabeelyi developed and where
possible articulated.

The Caveat of Flexibility

The Xyz case suggests that achieving a match ieatapons is difficult in the early stages
of the coaching process, and may only be achieeedtively. It is therefore appropriate that
coaching psychological contracts be viewed as akwoprogress’ rather than as static. This
means that expectations may need to be evaluad@dsted and refined as mismatches are
discovered. Hence, the process of forming coachsyghological contracts must be flexible
in that the opportunity to make these changes mesgjiven to participants to improve the
likelihood of coaching’s success in the workplat¥e see this in the case, where the
organisation could have adjusted its initial expgohs to align with what was realisable
rather than an ideal. We also see this with orttetoachees mentioned earlier who was not
‘taking the coaching seriously’. In this instanaéer the coach ‘withdrew’, she was given an
opportunity by the coach to adjust both her expgexta and behaviour to align with the
coach and organisation’s expectation that she ‘iakseriously’, and make the changes
needed to perform her role effectively. Conseqyehtr coaching was a success because in
the end she made a successful transition intoyackellenging role i.e. from a technical role
to one of senior leadership, and decided to remétim the organisation despite previously
having considered resigning. But without flexilyjliit would not have been successful. This
is not to say that the expectations themselves Idhdwe flexible, but rather an
acknowledgement that psychological contracts ateancexact science and may develop as
situational constraints require. Without flexibylita successful coaching program would
require contracts that are ‘perfect’ from incepti@dut as the case suggests, this is not
realistic. So, a final condition for workabilityahmight be inferred iflexibility .
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Managing Diversity: A Twenty-First Century Agenda

BRONWYN WATSON, PAUL SPOONLEY and ELJON FITZGERALD"

Abstract

Workplace and workforce diversity has become aromamt issue, partly because of a
management literature which has become more awlasuah concerns, and partly
because of the contemporary international and dienewbility of the labour force.
This article explores the contribution of equal ogipnity, diversity management and
high-performance work systems approaches to diyeasid identifies their strengths
and limitations.

I ntroduction

The second half of the twenty-first century haswhtically increased the flow of labour
internationally, with implications for domestic lalr supply and management. In a
country such as New Zealand, this has resultechenio five New Zealand residents
being overseas-born, putting the country aheadamia@a and just behind Australia. In
the city of Auckland, immigrants comprised betwé&a® and 41% of the population
by 2006, qualifying the city for the epithet of super-diverse” city (more than 25% of
its residents are immigrants). Added to this haankibe urban migration of adri and
their growing demographic and economic presencengalwith that of the New
Zealand-born descendents of immigrants. The indigen ethnic and immigrant
diversity of the workforce is particularly importafior the workplace, given the
demographic profile of non-Pakeha ethnic groups thed proportion of the working
age population. The significance of this domestiltucal diversity in the labour force,
underscored by global influences and requiremdras,recently prompted us to focus
on the question of how well New Zealand firms andnagers have responded to
diversity, cultural as well as other forms of disigy. What follows is an exploration of
this question.
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Diversity Management

“Diversity management” is a broad strand of orgatisal management literature that
was developed as a means of helping organisatesond to the growing diversity
apparent in contemporary labour markets. From t@04, discussions of diversity
management focused on managing heterogeneity inwibidxforce in relation to
demands for “affirmative action” and “equal emplaymh opportunities” which were
intended to increase numbers of workers from “nitgoigroups’ Diversity was seen
“in terms of factors such as race and ethnic oyigender, age, sexual orientation and
political and religious belief’ (Tatli, Ozbilgin, Wman and Mulholland, 2005: 2).
Diversity management was defined as: “voluntaryaargational actions ... designed to
create greater inclusion of employees from varitaskgrounds into formal and
informal organisational structures through deliberaolicies and programs” (Mor
Barak, 2005: 208). However, with the rapid glohkatiisn of labour markets, this strand
of literature has evolved to incorporate manageroéatmuch wider range of diversity
iIssues. As Kreitz (2008: 106) points out: “Twenitgtf century organisations are living
with and being challenged by diversity of threeelev— an increasingly diverse
workforce, a multicultural customer base, and amyng challenge for market share
from international competitors”.

As well as cost-effective inclusion and the manageinof diverse workforces at the
local level, globalisation means companies must aganworkforce diversity across

national boundaries. Moreover, cosmopolitan citg global markets mean there is now
a greater diversity of client and customer groufise importance for businesses to
manage such diversities in order to achieve immguefit margins and competitive

edge hardly needs to be stated. At the same tmihei interests of justice and equity,
inherent in any diversity management approach, ineist concern for the employment
outcomes of groups who, historically, have beenesyatically excluded and oppressed
(Prasad, Pringle and Konrad, 2006).

The second strand of literature relevant to labmarket issues and diversity is that
which examines the impact of changes in workplacgamsation from Taylorist
principles and practices of low-discretion prodomstisystems, typically found in
twentieth century factory settings, to high-perfarmoe work systems (HPWS) in which
workers are expected to have a more significanbli@ment in work decisions. This
approach looks at issues of skills training, pogfearing, work place innovation that
continually develops high quality goods and sermsjicand the need to develop good
guality jobs that value and use the skills of afirkers (e.g., see Appelbaum, Bailey,
Berg and Kalleberg, 2000; Capelli and Neumark, 20Gbdard, 2001, 2004,
Cornelissen, Haslam and Balmer, 2007; and MackyBamn@all, 2007, 2008).

What follows is a discussion of the developmentiokrsity management approaches
by organisations, followed by an examination of thterature concerning high
involvement work systems. This includes some of th@re recent suggestions for
implementing nation-wide systems to train workensl @mployers in flexible skills.
These are programmes that encourage ongoing skilfsng to meet changing market
needs, and that value and use the skills of wotkgroviding good quality jobs.
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Equal Employment Opportunities

Laws demanding that employers provide “equal emplayt opportunities” (EEO)

through “affirmative action” (AA) or “positive disgnination” to members of minority

or previously disadvantaged groups were establighétde United States (US) in the
1960s. To avoid litigation for non-compliance ok thnti-discrimination laws, firms

employed managers with specialist knowledge of EE©/AA? regulations to create
compliance programmes (Kelly and Dobbin, 1998).dvwihg the US, New Zealand
established similarly regulatory acts (e.g. thedtdray Act 1972, the short-lived Equal
Employment and Pay Equity Act 1990, the Human RigAtts 1993 and 2000).
Australia and the United Kingdom (UK) were amongestnations to follow the US

example. The aim was to provide a “level playingldi for all in the labour market.

The concepts of EEO/AA, designed to enforce theleynpent of more members of
minority and disadvantaged groups, contributedhe émployment of a more widely
diverse labour force (Thomas, 1990).

However, by the late 1990s, EEO/AA laws were urattaick as being too regulatory
and prescriptive. According to Sinclair (2006), theift from EEO/AA to diversity
management was, in part, the result of businessbbying for a reduction in
bureaucratic surveillance and compliance costdykeld Dobbin (1998) believe that as
governments withdrew support for enforcing EEO/A/asures, the desire of EEO
managers to safeguard their positions contribubethé emergence of the concept of
diversity management. Many have continued to atheenecessity of measures that
created employment opportunities for previously lested groups and for drawing
attention to employment inequities (Thomas, 199@rsken, 2006; Litvin, 2006). For
example, Thomas (1990, 2006), the founding fatielieersity management (Karsten,
2006), argues that affirmative action is still nesary for minority groups to gain access
to employment but that it does not provide systéonsmanaging their future labour
market progress and potential for their employémsThomas’ view, establishing a
system of “diversity management capability” ensuleg everyone has the opportunity
to perform to their potential at all levels (200&t). This, in turn, offers greater
potential to businesses. In the words of Thoma®9{1909), “We have to learn to
manage diversity, to move beyond affirmative actioot repudiate it”.

Proponents of diversity management claim that tlaeeeseveral important differences
between EEO/AA and diversity management (Digh, 199&sad et al, 2006; Thomas,
1990, 2006). One is that EEO/AA seeks to assimimbekers into the workforce,
expecting those of diverse social groups to sletmdessly into existing social and
cultural workplace systems. Diversity managemenmt, tbe other hand, claims to
integrate a wider range of groups by creating systthat allow their various social and
cultural contributions to be valued (Digh, 1998nother difference lies in diversity
management’s focus on achieving systematic retetfi@mployees from diverse social
groups (Prasad et al, 2006), rather than simplgheim recruitment. However, the major
difference is that while EEO/AA is typically a staimposed, legally driven initiative,
diversity management is a voluntary, corporateatiite “with no legal force behind it”
(Prasad et al, 2006: 2).
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The reality is that in the twenty-first century gd economy, with its extended and
mobile market and labour systems, examinations EOBA and even the original
concept of diversity management must move beyond they might be co-opted to
most profitably manage the employment of those fmange of social and ethnic
groups. Diversity itself has evolved to reflect molly a locally diverse workforce but
also an internationally diverse workforce, a dieemsulticultural customer base, both
nationally and internationally, and diverse inteior@al competitors. Moreover, new
ways of organising and continually upskilling tteddur force are needed to satisfy the
growing demands for rapidly changing, higher “quali innovation and
internationalisation” systems (Janssens and Stey&€03: 4). Businesses, and
employer and worker organisations, need to manadgewsrk collaboratively within
the multi-layered nature of contemporary diversdysolve complex problems and to
create a competitive edge in the lucrative inteonal marketplace where diversity
itself is an accepted dimension. At the same tighehalisation notwithstanding, it is
important for theories of diversity management ¢éosider the culturally, socially and
geographically contingent nature of diversity (Rihst al, 2006).

Diverdity Dividends

Persuading businesses to adopt a more respongiveaap to diversity has been largely
through promoting diversity management as a businegerative for maximising
economic bottom-line, or “competitive advantage” ofMBarak, 2005: 210). The
business case for diversity management “convestsrsity into an economic good”
(Sinclair, 2006: 512). It has led to a considerdiFature on the “Business Case for
Diversity Management” by business management andahuresource management
professionals: a Google search produced 383,00d@tsem 0.24 seconds. Karsten
(2006) cites a study that shows links between ardity programme and improved sales
and productivity. However, critics such as O’Leand Weathington (2006: 290) point
out that the business case approach for diversdapagement is “severely limited”.
They suggest the literature tends to show thastated benefits do not always occur,
are not quantifiable and that rather than empowemmembers of disadvantaged
minority groups, their employment as tokenism megdl to further marginalisation.
They question what happens to “ideas of justiceyitgg and basic employee
responsibilities and rights ... if the business cdses not support the need for
diversity” (O’Leary and Weathington, 2006: 290). dAnndeed, several examples of
empirical research present the complexity of diginsequences. For example, there
is the possibility of firms finding that, while ddvsity may lead to greater innovation, it
may coincide with higher staff turnover among upp@nagement (Kochan et al, 2003).
Furthermore, there is a possibility of resistarbgklash and conflict (Karsten, 2006),
plus the loss of group cohesiveness and incredaéfdwnover, while those employed
“to help gain access to a particular market or magegment may come to feel
devalued and exploited” (Slater, Weigand and Zwirl2008: 204).

Nevertheless, some proponents of the economic ienéthis approach, particularly in
Australia, seek to build their case through promgtithe concept of “diversity
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dividends” to describe the returns for businessésingplementing a diversity
management approach. For example, O’'Flynn et &@1287) declare: “It is time for
CEOs to wake up: investing in diversity managentediay can produce diversity
dividends tomorrow”. The diversity dividend is defd in business terms as “a product
of effective diversity management” (Lau et al, 28045) or “productive diversity ...
the business advantages that emerge from the emetdyof many different people”
(Lau et al, 2001b: 6). Collins (2002: 3) statesn&Oof the four pillars of Australian
multiculturalism is that oproductive diversity (original emphasis). In Collins’ view,
use of “innovative ways that the cultural diversatfythe workforce can be tapped to
business competitive advantage” (2002: 3) is detnatesl in an “economic gain, or a
diversity divident1(2002: 3, original emphasis) for Australian firms

Unlike Collins, O’'Flynn et al (2001) refrain fromaming economic profit when they
list the dividends to be gained from effective dsity management:

Firms that effectively manage diversity harnessdiversity of their workforce

and reap the ‘diversity dividend’. They attract amdain the best staff, and
benefit from the multiple perspectives that a dieeworkforce brings to every
facet of operations: from product development anarketing to managing
international operations (O’Flynn et al, 2001: 35).

Lau et al (2001a) also omit economic gain in thisir of eight diversity dividends,
citing: enhanced creativity and innovation; advahceommunication; reduced
workplace conflict; lower absenteeism and turnowpanded global opportunities;
superior teamwork skills; improved business-to-hess relations; and quality customer
service (Lau et al, 2001a: 45)To this list of dividends, Karsten (2006: 101) sdd
“boosting profits ... [and] improved employee moraatisfaction and commitment to
the organisation’s goals”.

In Britain, Adams (2006) demands a further divgrdividend. Adams calls for firms to
be judged and rewarded on their provision of fdadCEAA opportunities. She claims
that firms incurring increased costs in trainingl@ommitment through providing equal
opportunities employment may be disadvantaged wbadering for work in public

services. Therefore, in Adams’ view, when tendess public works are under
consideration, AA should be provided to firms whoyde AA to employees. Arguing
for a diversity dividend in the form of recognitiaf such a commitment to equity,
Adams states:

[We] would like to be able to say that a commitmentiversity ... is good for
business. It's hard to claim that under the currsitiation where good
employers can feasibly lose business to those withay real commitment to
fair treatment of their people. Competitors can stmes be cheaper as a direct
result of them not providing decent terms and ciomas and not driving the
equality agenda (Adams, 2006).

Conversely, Nicholas and Sammartino (n.d, 2001)nwamstralian businesses of the
negative consequences of failing to provide eflectiversity management. They state
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that while “managing diversity makes good busiressse” (Nicholas and Sammartino,
2001: 2), diversity dividends come only throughtiaely” managing diversity. Failure
to do so leads to the loss of diversity dividena®ugh human resource costs “when
low job satisfaction causes high absenteeism amglover and poor productivity”
(Nicholas and Sammartino, 2001: 2). As an exampbiwersity dividends lost through
the failure by firms to implement active diversityanagement programmes, Nicholas
and Sammartino (n.d.: 8) estimate a $7 billion ¢ostAustralians through absenteeism
in 1995. Similarly, in the US, Hubbard (2004: 18ims that employee dissatisfaction
from ineffective diversity management leads to &disous” bottom-line losses incurred
from high staff turnover. He includes a cost of @mel a half times the salary of the
employee merely to hire a new worker, plus furtbests of “at least 90 percent of the
departing employee” (Hubbard, 2004: 15) through feductivity, including periods
of absenteeism, during the period the employee svotk notice, formal and informal
training of new staff, “learning curve costs” (Hat, 2004: 15) and the possible loss
of customers who follow the previous employee aed nustomer network building.

In UK research from the Chartered Institute of Berel and Development (CIPD),
members do not tend to use the concept “diversitigends”, although Worman (CIPD
Podcast, 2007) admits that even while advocatingd gdiversity management, they
understand that firms investing in diversity needadd a dividend” from it. But CIPD
members do suggest how diversity may be activelyaged (see e.g. CIPD, 2003; Tatli
et al, 2005; Worman, Bland and Chase, 2005; CIRIm72 CIPD Podcast, 2007).
Worman, for example, adds that it is important mvenfrom an attitude that diversity is
“a problem, we have to comply, we have to haverapsnsation model for those who
aren’t normal” (CIPD Podcast, 2007) to thinkinghafw “difference is good for us ...
how we can leverage from that” (CIPD Podcast, 208¢tording to the CIPD (2007),
the way to both manage and gain from diversityyisdbmonstrating that diversity is
valued within workplaces. This, they argue, israpartant step towards developing “an
engaged workforce”. They define employee engageasent

. a combination of commitment to the organisatand its values plus a
willingness to help out colleagues (organisatiociizenship). It goes beyond
job satisfaction and is not simply motivation. Eggment is something the
employee has to offer: it cannot be ‘required’ ag pf the employment contract
(CIPD, 2007: 1).

Firms with an engaged workforce were found by CiBave 40% lower recruitment
expenditure than organisations that do not. Moreotreey had reduced costs from
labour turnover, absenteeism and discriminationsiaig (CIPD, 2007). Diversity
management that provides conditions under whichl@yeps desire to work more
effectively provides a series of diversity dividend

High-Performance Work Systems
Closely linked to the CIPD ideas, literature fromdustrial relations and strategic

human resource management studies also analysesphets of more fully engaging
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workers. However, the focus shifts from diversityamagement and employee
engagement to the establishment of high-involvemagh-performance work systems
(HPWS) (e.g., see Appelbaum et al, 2000; Capetli lIdeumark, 2001; Godard, 2001,
2004; Cornelissen et al, 2007; and Macky and Bpx@007, 2008). Discussions of
HPWS include a variety of definitions. Macky and xath describe the dominant
definition as:

... changes in work organisation towards greatesl@yee involvement, seen as
necessary to compete more effectively on qualitgativity and flexibility,
lead[ing] logically to improvements in skill forman ... and an appropriate mix
of incentives ... at the heart [of which] is a praces$ building higher levels of
employee involvement in decision-making, on thegald/or off it (2008: 39).

While not using the term “diversity dividends”, panents write of the benefits they
believe an HPWS approach brings to employers. Hewesmong HPWS writers are
those who also examine the approach’s potentiahiproving outcomes for employees
beyond basic “feel good” sentiments, a concerntdrads to be absent from some of the
diversity management literature, especially in thesiness case sector. Macky and
Boxall point out that writers, including Appelbauet al (2000), claim that the
intensification of work involved in HPWS leads terefits for both workers and
employers: improved worker satisfaction and comraritrbring subsequent bottom-line
benefits for employers. Others are more sceptit#ie benefits. Capelli and Neumark
(2001), for example, believe that employer bendfigy be impacted negatively by
HPWS. In their view, there is “little effect of Higperformance work practices on
overall labor efficiency” (Capelli and Neumark, 20B73) because HPWS involves the
transference of power to employees, leading to demsiafor higher “employee
compensation”. Godard (2001, 2004) is among otlhdrs suggest that it is workers
who may be affected negatively by HPWS. Greatgoarsibility for decision-making
by employees and increased performance goals naalytte more stress. As Godard
states:

[A]lthough team-based work and information sharragl positive effects, team

autonomy and responsibility for a good or servicboth associated with the

high-performance model — had negative effects fimpleyees (2001: 776).

Blackwood (2008) also suggests that higher invokmirand greater commitment by
employees through improved opportunities for emgéogecision-making may lead to
increased employee stress, possible job-burnoutirairdased employee sensitivity to
treatment by management and to outsider viewseofjtaup.

As in the diversity management approach descriledeg Macky and Boxall (2008)
find that the key to success in HPWS is largelyethglent on the managerial approach
adopted. The authors argue that the approach atlaptdirectly linked to whether
HPWS impacts positively or negatively on employe&tegative outcomes for
employees are more likely where managers are seeombine work intensification
with organisational gains. In such circumstancegleyees may feel pressured to work
longer hours or take work home, for example, leqdinemployee alienation from work
through work-life imbalance (de Bruin and Dupui®02). Cornelissen et al (2007: 7)
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note that poor management leads to a chain of pmaicomes: “employee

disengagement, customer dissatisfaction and gepggahizational atrophy”. Positive
outcomes, though, are more likely where manager$iPWS “foster and reward

employee involvement” (Macky and Boxall, 2008: 5Phe dividend here is employee
engagement, created through developing a senselbb&ing. As Macky and Boxall

(2008: 52) state: “Workplace reform which enablegp®yees to work smarter through
greater empowerment, but without undue pressureot& harder, is likely to enhance
employee well-being.”

Further, Macky and Boxall (2008) point to a shiit focus apparent in more recent
research: the link between engaging/involving eiygés and the dividend of improved
productivity. This is also a key element in theetsity management approach and has
led to a demand for better skills training for bammployees and management. As
Mayhew and Neely (2006) claim, the impact of empkoyraining is closely intertwined
with management skills. There is recognition thighbr productivity needs a flexible
workforce where employees are more highly trained iwide range of transferable
skills. Flexible, skilled employees are more likeéty become engaged or involved in
their work if their skills, including tacit skillsare recognised, valued and utilised in
good quality jobs. Flexible, skilled managers arerenlikely to provide good quality
jobs and more fully recognise, value and utiliseirtemployees’ skills. Flexibly skilled
workers plus flexibly skilled managers are togethesre likely to lead to multiple
dividends in long-term development, innovation aogdt-effectiveness for businesses,
while simultaneously improving the country’s econom

HPWS and diversity management share a number @ecos in common: management
responsiveness and innovation, worker upskilling angagement, and productivity
gains. But there are also important differencesveBBity management positions

management and worker diversity inside the firm¢g @upplier/consumer diversity

externally, as the key issue. HPWS, as its namgesug, is concerned more generally
with any factor that improves performance. Diversst only one issue and, in the case
of some contributors, barely gets named much lgsstty addressed. We would argue
that both approaches have something to offer th#lertges presented by diversity and
the task is to combine the two approaches in otdebetter address societal and
organisational diversity.

Limitations

Reflecting doubts expressed by some diversity mamagt theorists (e.g. see O’Leary
and Weathington, 2006; Prasad et al, 2006; Sin@dab6), and still focused on the need
for higher quality jobs, Mayhew and Neely (2006¢ aoncerned by a tendency for
policy makers and businesses to focus on improveduygtivity that does not look
beyond immediate bottom-line gains for busines§hsy argue that “good productivity
performance is a means to an end ... a route towanigigving a more internationally
competitive economy” (Mayhew and Neely, 2006: 498)t, in their view, there is a
need to ensure that what is sought is long-terndyarvity from increased production
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guality rather than merely short-term productivity fronereased productioefficiency
Otherwise, they suggest, “significant proportiohs.oworkers will be confined to low-
rewarding jobs and possibly to jobs of high workemsity and low discretion”
(Mayhew and Neely, 2006: 455). Such jobs, accordimgdiversity management
advocates (e.g. Lau et al, 2001a; Nicholas and Satima, 2001; Worman et al, 2005;
CIPD, 2007), do not reap diversity dividends asytlae not conducive to the
development of either an engaged workforce or thgomg innovation of goods and
services. Moreover, the low job satisfaction le&msncreased absenteeism and high
employee turnover (Sammartino, O’Flynn and Nichok£03).

In a similar vein, Bryson and O’Neil (2008) arguer fa shift from the current

instrumental view of human capability that pricgés economic over social goals. In
their view, by becoming “capability enhancing ingtions ... through the provision of

good quality jobs and work environments” (Brysord &' Neil, 2008: 44), businesses
will be more effective in achieving the instrumdntautcome of enhancing their

productivity and competitiveness.

Production goals of flexible production of goodsservices of high quality and
competitive cost are achieved through the orgapisatf work which mobilises

the tacit knowledge of direct workers [as opposedutsourcing work to cut
costs].... The optimal competitive route ... which apties the development of
human capability ... is through actively organisingriv and employment

relations which produce good quality jobs (Brysod &’Neil, 2008: 43).

Instead, what the authors found is that while erygrie'managers rely on workers’ tacit
skills, and accept the dividends they provide, @hierlittle formal recognition of those
skills. This was evident in the few opportunities fvorkers to use their discretion at
work — where it was sought, it was likely to bedise justify or reinforce management
decision-making rather than being the means ofignoy a greater employee role in
decision-making. Critics of diversity managemerdgaty, Jones, Pringle and Shepherd
(2000), express similar concerns over the co-oppiniglaori cultural values, skills and
resources by employers to provide a competitiveeedather than to improve
employment quality for Mori. Buchanan (2008) suggests that to address these
challenges there needs to be analysisaairkplace datanot just training data; a focus
on workforce developmenhot just training; [and an emphasis on the] ingroce of
partnership arrangementsot just training provision” (original emphasis).

A final problem related to diversity managementpiyee engagement, HPWS and
diversity dividends generally, is that of unreatisgtmployer expectations. Keep (2008)
raises the issue in relation to expectations byleyeps that employees should arrive on
the job fully trained. This is an expectation tpatticularly disadvantages members of
minority groups as employers from the dominant grate more likely to relate to and
understand the skills brought by members of thein @roup (Sinclair, 2006). Keep
points out that while skills training needs to mdegvards developing more flexible
workers with transferable skills, in a labour mariteat values innovation, employees
will always need ongoing training to meet new skittquirements. As tidew Zealand
Skills Strategy 2008 Discussion Paates,

69



New Zealand Journal of Employment Relati@4€2):61-76

Many skills are informally acquired in work througixperience and learning
from others and many of the benefits of formallslgan only be fully realised if
they are able to be applied at work (New Zealande@ument et al, 2008: 12).

One answer, according to Keep (2008), is to cradtaree-legged” policy which aims

at creating more highly trained workers who movto ia labour market that offers
higher quality jobs which attempt to improve theges of the workers’ skills. This is

more likely to happen, Keep (2008) suggests, whmreignments support employers to
improve their workplaces as learning environments$ @ create an environment which
encourages the development of improved workplagewvation, work organisation and
job design.

Conclusion

Workforce and workplace diversity constitutes ohéhe major management challenges
of these decades. We have identified some of tissilpitities and limitations of the
diversity management and HWPS approaches. We waend by indicating some of
our remaining concerns as a contribution to anwergldiversity management agenda.

The first is the focus on gaining market advantagd maximum productivity from
diversity. An example is discussed by Jones g2800). They point out that diversity
theory, because it emanates from the US, tendsate hn individualised concept of
identity, leaving no room for particular collectivgentities or claims. This means that
in New Zealand, for instance, there are times wité&aori cultural values matter only
to the extent that they add value to the orgamisatiJones et al, 2000: 369). For this
reason, a diversity management approach by managgysead to a situation where
employers treat ®bri culture as a commodity “rather than as a caltuesource that
Maori people themselves as Tangata Whenua have tatoigheate in their workplaces”
(Jones et al, 2000: 369).

Further, theories that view diversity as “a seatfibutes that reside in some people and
not in others ... leav[ing] dominant groups fundam#yntunchanged and relations of
domination intact” (Ely, 1995: 162) are unhelpfak Ely notes, all too often diversity
has meant anyone who is not a white, heterosexakd: fOnly people of color have a
race; only women have a gender; only gay, leskaad, bisexual people have a sexual
identity” (Ely, 1995: 162). The growing complexitf diversity throughout the labour
market requires an even more complex view of oggdimnal diversity than visible
differences such as ethnicity, gender and age ansomgloyees. For businesses to
maximise the potential of their workforce, it iscegsary to understand and respond to
the background, skills, understanding and motiveti@f workers at all levels. As
Brazzel (2003: 76) points out, “difference is natyoabout culture and perception, but
also about resource distribution and claims toilege”. Therefore, an examination of
diversity in organisations should consider not cemyployee groups but also managers
and employers. Thomas underlines this point whenrites:
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White males ... hold most of the decision-making pastour economy ... and |

certainly don’t mean to suggest that white malemmedmw stand outside

diversity. White males are as odd and as normahgene else (Thomas, 1990:
109).

There are also factors external to the organisatitwich play a critical role. An obvious
and central consideration in the New Zealand cdragges from the much more central
economic role that Bbri now play in New Zealand’s institutions, incladithe labour
market. A Miori cultural renaissance since the 1970s has beemngpanied by new
economic development ambitions, leading t@aokl taking a much more important
position in the New Zealand economy (see NZIER, 7208 key dimension in these
new expectations revolves around notions of owmngyrgerhaps best represented in the
context of the present discussion as stakeholdesiderations. In introducing notions
of ownership and stakeholder-ship, we want to atbaediversity management should
address issues of worker pride and loyalty for @dpct, service or organisation that
result from an increased sense of ownership. Whigeapplies to many workplaces, we
suggest that it is particularly critical for aabti workforce in contemporary New
Zealand. A product, service or other output whigha be consumed by a population
that has specific (iwi, hapu) or broad connectiass Maori) to those who produce it,
draws on ethnic-specific stakeholder connectionsthe knowledge that their work
efforts will be of interest to, or benefit thosetlwivhom they have an ethnic affiliation,
connection or relationship, theseadfi workers, if managed appropriately, will be more
productive. Diversity management provides an oppuoty to consider and capture such
connections.

Our concern is to widen the concept of diversityhia workforce and what it means to
manage diversity. There needs to be a shift frdatas on some employees and groups
of employees as problems, as some sort of antlogpal “others”, in isolation from
the wider culture of the firm. It also requires aramination of the previously
unquestioned tasks and “privileged” experiencesnahagers “whose own racial or
gender markers [have been] invisible” (SinclairD@0527) alongside those of highly
visible minorities whose experiences have beenesyatically ignored or “routinely
silenced” (Sinclair, 2006: 527). Establishing paite of reflexive analysis among
employees and management enables issues of poweraiwed and resolved, although
such an approach presents some considerable aegleAs Slater et al, (2008) note,
diversity will only be successful where it is emdmd at all levels within a firm, not just
as an ideal imposed by HR. They argue that to aehiee benefits of diversity, senior
management need to ensure that a “commitment &rsity is a deeply engrained value
in the organization’s culture, one which produdesadppropriate norms for constructive
and productive behaviour by all employees” (Slateal, 2008: 7).
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Notes

! OECD (2008, Chapter 3) discusses labour marketidigation on the grounds of
“gender and ethnicity” (Prasad et al, 2006: 2) ribtd there is a wider range of groups
whose employment options have been marginalisegly iritlude “non-whites, women,
religious and ethnic minorities, individuals withysical disabilities, older employees,
gays, lesbians and transgendered people”. Thokemahtal and intellectual disabilities
should also be included. Contextually, some of éhgoups may not always form a
minority. Moreover, Pringle and Scowcroft (1996:)3%hose research of diversity
management in New Zealand includes gender andogthrunly, suggest that it is
considered neither appropriate nor polite to ugetdnm “minority group” to refer to
ethnic groups in New Zealand. Nevertheless, “mtgaroups” is used here as referring
to all groups historically and systematically maajised and discriminated against in
the labour market.

2 For a discussion of the subtle legal differences nieanings and workforce

implications of the concepts EEO and AA in the WK, Canada, New Zealand and
Australia, see Prasad et al, (2006: 5). Here, &émmg are used interchangeably to
represent the regulatory, as opposed to the mdetany, environment of diversity

management.

% Interestingly, Lau et al (2001b: 6) present thaesdist of diversity dividends, but in a
different order. “Expanded global opportunities’kéa precedence while “lower
absenteeism and turnover” is moved to the bottothefist.
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Flat Whites: How and why people work in cafés

JANET SAYERS

Introduction

This research note reports on recent research axaynpeople working in cafés in

Auckland, with a view to exploring how and why peopse cafés to facilitate work

and their productivity. Cafés are recognised asingportant component of retalil

districts and cities more generally (Florida, 20B4spers & van Dalm, 2005; Jacobs,
1969), but they are rarely taken seriously as wladgs in literature about work. The
role of cafés to innovative cities is referred this literature with Hospers, for

example commenting in relation to Vienna that:

The most important background to Vienna’s creatigitound and after 1900
was the ‘café factor: the countless Kaffeehdusgenofrom early in the
morning to late at night, served as the meetingeplaf the local creative
minds. In this inspiring environment a number cdincombinations’ emerged
while drinking a cup of Weiner mélange, or the Idzeer” (2003: 151).

In the United Kingdom, ethnographic work on cafed aities stresses the importance
of cafés in facilitating everyday communicative giree (Laurier, Whyte, & Buckner,
2001). There has also been relevant work on ‘cafture’ in the location of the
present study, Auckland, New Zealand (Austin & Whead, 1998; Latham, 2000,
2003; Liberty, 1998).

There have also been a number of studies aboutogegs working in cafés, and
several of these studies are classics in the em@oy relations literature (Crang,
1994; Goffman, 1959; Whyte, 1949). But on the scibmf customers working in
cafés, there is very little research, althoughdhisra developing literature about the
‘mobile’ worker, using technology to facilitate voin cars, planes, hotels, trains,
cybercafés and so on (e.g.Wakeford, 1999). The diosttly relevant study to ours
has been conducted in the United Kingdom by Fedstéawson and Walters (2005a,
2005b) who examined professional and manageriakeverworking ‘on the move’
from mobile workplaces like trains, working at hgnaad working in ‘collective’
offices in the United Kingdom. Somewhat surprisindheir research found cafés to
be rather insignificant as places of work (Felstetdl., 2005a), finding that in cafés
“it may be difficult [for workers] to make expansiand long-term claims for space”
(p. 151). On the other hand, geographers in thehbe shown that cafés are central
to the lives of city dwellers and to the conductommerce (Laurier, 2008; Laurier &
Philo, 2006a). Cafés, in their view, are key ptasethe development of modernity
and to commerce conducted in productive cities, thed approach underscores the
value in understanding micro-everyday practiceswofk in order to capture the

* Dr. Janet Sayers is Senior Lecturer in the Depant of Management (Albany) at Massey
University. j.g.sayers@massey.ac.nz
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resilience and inventiveness with which mobile vesskcreate places in which to
work, as well as the nuances of organisations’inantis influence over subjectively
incorporated self-control strategies and tactieg tome into play when people are
working away from the formal workplace.

An examination of the literature shows that thespre study needs to be cognisant of
theoretical developments in social geography, gmugcal writing about the
historical development of cities (and towns), adl &e the growing literature on the
mobile worker. Our reflections on the disparateréiture, our observations and
interviews, led us to Pred (1984) as providing afuisframework within which to
understand our findings. Pred wrote a very infligdrarticle advancing a theoretical
foundation for “a different type of place-centredregional geography” which “rests
upon an integration of time-geography and the eimgrtheory of structuration” (p.
279). Pred’s paper is directly concerned with ustderding places that emerge where
“time-space activities and power relations ceasslesecome one another” in the
land-, or city-scape.

The overall purpose of this research is to ansWwereixploratory research question,
how and why do people work in cafés? This reseaaxploratory as no research
currently exists that can frame a large study amdhe present project aims to
contribute to the framing of a more focused redegroject to be conducted in 2010.

Method

We first conducted eight preliminary interviews hviacademic colleagues, all of
whom use cafés on a regular basis. Our intervi@mfircned to us that academics use
cafés to facilitate certain types of work, but thadividuals have a range of
preferences and reasons for using cafés. For erampé respondent, Fredrick wove
cafés into his daily routine primarily in order tead, to write and to facilitate his
creativity. For another respondent, Rose, café® wemewhere she could meet other
researchers involved in the large external resegmrahts she managed. She saw cafés
as providing environments where networking and teaitding could take place, and
she could provide hospitality. A third responddbtaeme, mainly used cafés to meet
with post-graduate students. Mainly, Graeme ch@géscbecause of their locality,
and he enjoyed the informality that cafés enabietlis relationships with students.
He felt students were more confident and articulaben meeting on the ‘neutral’
ground of the café. Another common academic usmfgs was as a place to conduct
interviews and collect research information. Cafésvide the neutral and hospitable
territory conducive to interviewing, as long as swiand privacy issues could be
managed appropriately.

After collecting these initial interviews, we braaged our sample by interviewing a
range of people who we found working in cafés. Weorporated four separate
interviews with café owners to provide context tbeir views on customers who
worked in their businesses, and gained their paionsto approach people working
in cafés and request an interview. Interviews weased on a semi-structured
interview schedule, derived from literature, obs#ion and preliminary interviews,
and was aimed at eliciting peoples’ perceptionsayf and why they use cafés.
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Overall, we interviewed twenty four people, sevérihese in two focus groups (the
groups being work groups who regularly met togetheafés). The respondents were
all from the wider Auckland region, mainly on therth Shore and in the Rodney
District. Several of the interviewees had more tlbae occupation and they came
from a variety of professional and managerial oetigms. All interviews were
conducted in a café environment, over a cup ofespffwhich the interviewer
purchased for the interviewee.

The semi-structured interview consisted of a sesiemainly open-ended questions
aimed at finding out how and why interviewees uaé&g for work. From these
interviews we then constructed scenarios explairiiogv and why each subject
worked in cafés. We then read and reread eaclasoeand identified key concepts
and themes. We then generated a list of ten redsmusand why people use cafés,
based on our analysis of the scenarios, and tratiitre.

How and why people work in cafés

Our thematic analysis derived ten major themes.mFtais list of themes we

generated an acronym FLAT WHITES to explain why geause cafés for work.

These letters stand for F(Formality/Informality)Lkisure), A(Aesthetic), T(Time),

W(Work-station), H(Hospitality), I(Innovate), T(Tmaaction), E(Escape), S(Social).
Other synonyms for meanings ascribed under thes@dadings are given below in
brackets:

Formality/informality (power, hierarchy, control)

Leisure (treat, reward, pleasure, non-work timspite)

Aesthetic (marketing, branding, self-identity, att

Transactions (relationship, networking, affiliatigrorizontal communication)

Work stations (place of work, convenience, temporavork place,

technology, table size, table distance, chair coimfo

Hospitality (food and drink, inside/outside bounds, welcome, belonging,

rituals around food)

7. Innovate (creativity, idea work, entrepreneurialignspiration, synthesis)

8. Time (flexibility, time compression, work intensiéition, personal time
management)

9. Escape (from surveillance, from interruptions, $aay, reflection, alone-
ness)

10.Social (togetherness, sociality, buzz; social oppoty; serendipitous

encounters,)

arwnE

o

Each theme is now briefly discussed.
Formality/Informality

Cafés are characterised by ‘democratised spac&remtustomers tend to be treated
the same no matter their social status. Consegéntcafés there appears to be a
relaxation of the normal formal rules of hierarchgntrol and power in organisations.
However, hierarchy is by no means abandoned, autifing how cafés are used for
work purposes needs to appreciate the ongoing enfle of management and
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organisation in these settings. As several semwak studies have shown, self-
surveillance is the new norm, and subjectivitiescheo be understood in relation to
power (Du Gay, 1996; Knights & Willmott, 1989; Sdlv& Wilkinson, 1992). Cafés
are used instrumentally in a variety of ways tolbdmaertain tasks to be conducted
more fluidly and efficiently (e.g. interviews) witBubordinates and clients more
‘comfortable and relaxed’. Cafés also enable thexetion of hierarchy necessary for
team-building and other ‘culture building’ acti@8. In this sense then, cafés are used
to mobilise forms of management discourse. Howevafes do provide a place in
which rules are relaxed, and a different kind ddétrenship can be forged in the more
ambiguous private/ public/ work space. The infoitganabled by a café can also be
mobilised in ‘projects of the self’ (Du Gay, 199&)abling the building of personal
social capital.

Leisure

Along with other researchers that have noted th@apbex ways that people are
managing the interface between work and leisurayak and non-work, our study
shows that cafés are a place where workers comimnie and non-work activities for

a number of purposes. These primarily involve irdégg pleasurable social activities
with the less-pleasurable activities of work, orleast with accentuating work’s
pleasant social aspects. Café meetings can ocamatae time-efficiencies (meet for
a coffee to catch up and talk work with colleagtrest are also friends), for pleasure
(a ‘treat’), or as a reward for task completionféSaare also simply used as a place of
respite for mobile workers who need somewhere &b gomething to eat, freshen up,
and use the bathroom facilities (see Laurier, Z002urther examples of this).

Aesthetic

Throughout the social sciences, there has beemgoirg interest in the ways that
people manage their self and professional idestittrough managing aesthetic
factors, from Goffman (1959) to the ‘aesthetic laboconducted by hospitality
workers (Nickson, Warhurst, & Dutton, 2005; Nicksaivarhurst, & Watt, 2000),
through to the self-branding and marketing stra&egf workers (Lair, Sullivan, &
Cheney, 2005). Workers use cafés to symbolicaflyagent and communicate aspects
of themselves that they wish to project to oth@isoice of café was conducted very
carefully to selectively show aspects of persorasl respondents were articulate
about why they chose cafés based on a host ofatiesthctors including style, age
profile of the area or café, type of service andogso Café aesthetic factors were
selected to match self-concepts such as statugnda®ferences, creativity, tolerance
for service, and so on. These practices of aesibation in relation to place are still
poorly understood, although Adkins and Lury (1988ye demonstrated that practices
of aestheticisation need to be understood withéncibntexts of the regimes in which
they are articulated.

Transactions
The term transactions relates to workers usingsca$éplaces to meet others in order
to conduct business transactions, involving retediop building, networking, and

organisational building (an organisation being t@wo more people engaged in
purposeful activity (as defined in Cheney, 1991). deneral, we see these
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transactional activities as being characterisedhdryzontal communication aimed at
increasing opportunity, and primarily designed tocrae social capital and

opportunities to the individual and their econonmterests. These activities are
common because in contemporary life, organisatioage become less loyal to
workers, individuals are expected to be self-sidfitand self-directed, and work has
become more casualised (Pink, 2001). Consequembiskers are increasingly acting

as entrepreneurs-of-the self (Kirchoff, 1994). &aihg Gartner (1989), and agreeing
that an entrepreneur is anyone who creates an iseg@m, cafés are important sites
for organisations to ‘happen’ and entrepreneugtl/ay to take place.

Work-stations

Cafés are often referred to, along with other ametween home and work, as ‘third
places’ (Liberty, 1998; Oldenburg, 1989). Certajmdgople use cafés as work-stations
for convenience reasons (close to work, a plaagséothe facilities) and they choose
cafés according to the type of task they wish twycaut, and convenience factors
around where that work is located. Although Feldteaal (2005a) found that mobile
workers in the United Kingdom did not use caféseafdeal (because workers could
not claim the functional space), we found that widiials do create and maintain a
functional space to conduct work. As Laurier hasvwai, even something as mundane
as table arrangement has certain rules around tihanenable functional use (Laurier
et al., 2001). Although the use of mobile technglogas not strong in our study
(cafés were primarily sites of embodied commun@gti café work-stations were also
used for digital communication. Cell phone useliguitous in cafés, and laptops are
regularly used for such tasks as sales presengatfording information, and even
keeping children amused with a DVD so parent/sveark.

Hospitality

Hospitality is crucial to why people use cafésvark purposes. Food and drink have
a significant but under-understood role to playpiganisational life. Food and drink
are central to all aspects of culture, and in osgdional hospitality rituals of
welcoming and belonging. Our study shows orgarosati agents performing
hospitality work for organisations in their apprgpion and use of cafés. In various
ways, strangers and ‘others’ are welcomed intaribele of the organisation through
the sharing of food and drink, even though thetgals often do not take place
anywhere near the physical premises of a busit@ssresearch suggests that these
boundaries of outside and inside are marked théulghtand carefully by
organisational agents. By engaging in this impdrtdanal outside the organisation, in
cafés, the good-will such practices accumulateiplyssesides more in the individual
agent, as does the relationships enabled throwegghdhpitality rituals. Regarding the
cost of hospitality, many of our informants wereipg for their use of cafés for work
purposes. For the self-employed, this could ber#di as a business expense, and it
was sometimes claimable as legitimate business neege by professional and
managerial workers. Overall, however, it appeateat the cost of organisational
hospitality was being shouldered by individual wenk We could find no research
specifically on the cost of organisational hosgigab workers.
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Innovate

The ways that cafés enable innovation and cregtarié¢ one of the most intriguing
themes to emerge from our study. Although notedpondents specifically identified
creativity as a factor for why they frequented safgeveral did, and our observations
and reading confirm that cafés provide an enviramntmehere innovation ‘happens’.
Why this should be the case is a question for &urtimvestigation, but various
explanations suggested include the soothing quafithe babble of voices in a café
that ‘quiet’ the mind, to the historical-social ¢exrts of cafés’ nexus as arenas for
political and social discourse (as discussed imelal996; Laurier & Philo, 2006a).
Cafés seem to be an important site for ‘idea wtokbe done. This ‘idea work’ is a
situated practice; the café as a place seems tesbential in the production of
synthesis and presumably this is because of thalsoteractions which are a
primary condition for creative process (Hosper€30The ‘napkin note’ as a record
of ideas, epitomises the how and where of creativeversations and ideas.

Time

People use cafés to manage their time more efédgtiand more pleasantly. Workers
often feel that they can “get more done” in a @@y from the distractions of work.
Cafés offer an alternative workplace where, altimowgcial aspects are clearly
evident, people seem to be able to focus, or at feal that they achieve more in the
time available. As managed timing has been a kpgaf control in the workplace,
self-management of time is related to a senseaapesfrom the workplace also. The
ways that employees manage their individual timek @ace orientations are crucial to
the way people use cafés. This theme is probaldyntibost central aspect of our
investigation, and prompts the need to explore #sisect of the use of cafés, and
underline the need for power relations to be irggl into any tendency to overstate
the appropriation of space for personal reasonsnwdwion is circumscribed by
economic and material conditions. So consequentdd’® (1984) paper is useful
because it may enable an incorporation of strutituranto conceptualisation of fluid
work-places that may be appropriated and ‘consurngdavorkers.

Escape

In a related theme to ‘time’ we propose that cafés also places of ‘escape’. This
escape generally is from traditional workplacesh{ome) to the café as a haven of
some sort. People escape from constant interruigpfrom others and the demands of
the computer, especially emails and the attendamiirastrative demands that
emanate from it. But it is important not just te 4be café as a place of escape in a
negative sense of being from these demands to -avodnsphere. The café was seen
as place to ‘remove oneself too’, more of a sedusigace, almost like a ‘sacred’
space for thoughtful reflection, to re-energisetadind one’s equilibrium. The other
escape is from organisational surveillance, althoag with the group of teachers in
scenario three above, self-surveillance practieesain strong even when the agent/s
are not visible.
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Social

A social experience in a café is highly variablet there are at least three types of
social interaction we wish to briefly mention heFerst, there is the experience of
working alone in a café, which is still social. $hexperience has been articulated by
Shapira and Navon (1991) who discuss how a cabétis a public and private space
and how this enables the experience of being almmnetogether with others. Second,
there is the experience of working in groups. Gngatnd maintaining friendship
networks that extend beyond one’s production-ddriredationship, is an important
aspect of meeting in cafés. Finally, there is tHeerno unrecognised issue of
serendipity, the chance encounter, and the oppbytahthe café for the expression
of tolerance, which along with diversity is idergd by Jacobs as a precondition of
creative economies. Frequenting a café, like ottinrd place’ activities, provides
opportunity. Outside of the ‘safe’ and cocooneddmaaf the home, work, or even the
car, is the opportunity for encountering ‘othens’a variety of ways. Conversations
with strangers (as discussed in Laurier & PhildQ&t) can start up, and friendships,
acquaintances and connections can be made outsiolee® usual work networks.
Serendipitous encounters are central to socialoaganisational functioning, and yet
very little research is written about them (oneeptmn that is close to what we mean
here is Dixon’s (1997) account of hallway convemsa, although these are still
within organisational walls.

Discussion and Conclusions

From our research, a picture of the Auckland caéhs is emerging which echoes the
significance accorded cafés in other parts of tbddwsuch as Scotland (Scott, 2006),
Israel (Shapira & Navon, 1991), and the Unitede&gRosenbaum, Ward, Walker, &
Ostrom, 2007). Cafés have become a vital part bfipugity life in Auckland, and no
doubt in other cities and towns in New Zealandyalgh the growth of cafés has been
regionally specific, showing patterns of exclusemmd inclusion depending on local
socio-economic and other circumstances. As wel atace to meet friends, family
and colleagues, cafés provide a ‘third place’ (Liypel998) between work and home
that are marked by their ambiguity (being neithewgie nor public space), and
providing opportunities for encounters with peopteo are neither family and friends
nor colleagues from work. Café location is impottenthe ways that many people
navigate cities, and clearly cafés have a cruola for workers who are both mobile
and more office or home based, as places for geatid working.

In our discussion of themes we have drawn on pusviderature and provided an
overview of our research on how and why people vimdafés. What this discussion
shows is that ‘third places’ such as cafés, coffeeses and other similar hospitality
establishments have a role to play in organisatiand entrepreneurial activity that is
not well-recognised. In order to understand the ofkeafés, we need to better
understand how and why people create a situatek \wlaice’, and how the everyday
practices conducted there-in contribute to econoriiie and organisational
functioning. We have now presented this researdewatral conferences and gained
valuable peer review. We will pursue this reseaghfocusing on one particular
profession, academics, a ‘creative class’ (Jacb®89), in order to come to a better
understanding of the relationships between plaoee tand work in one specific
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occupation. We will also develop a stronger focashe use of technology to discuss

the integration of ‘virtual’ experiences into waf&ascio, 2000), although we remain
centrally interested in embodied social experieartg material practices.
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Resear ch Note: Undertaking Cross-Cultural Research into
Psychological Contracts

BRANKA KRIVOKAPIC-SKOKO, DAVID DOWELL, GRANT O'NEILL
AND JODIE KLEINSCHAFER

I ntroduction

This research note provides a brief overview oénediterature on cross-cultural research into
psychological contracts and identifies several oppaties for future research in this area.
The discussion initially focuses upon empiricaleaash that explores how culture may
influence psychological contracts, and then mowesddress some key methodological issues
that need to be considered when undertaking cnalssral research.

A Brief Overview of the Literature on Cross-Cultural Research &
Psychological Contracts

Rousseau and Schalk (2000) noted the importanaxaining both the similarities and

differences in psychological contracts across ce#tu They argued that in order to properly
understand psychological contracts, in a globalisedtext, “multinational research teams
were needed to uncover both generalisable and tgosieecific-phenomena” (p.283).

Numerous cross-cultural studies of psychologicahtaxts have subsequently been
completed, and these have addressed various agpgastgchological contracts developed in
different geographic locations.

In keeping with the need for research into psyaickl contracts in different cultures that
was espoused by Rousseau and Schalk (2000), a nuofbstudies have examined
psychological contracts in non-western countrieduising Taiwan (Silverthorne, 2004),
China / Hong Kong (Westwood, 2001; Lo and AyreeQ20ndia (Shah, 2000), Singapore
(Ang, Tan and Ng, 2000), Japan (Morishima, 2000¢tnam (Truong and Quang, 2007), and
the Philippines (Restubog, 2006). Some of thasdied conclude that cultural characteristics
influence the development, content and effectssytpological contracts. For example, in
their discussion of psychological contracts of ngmma in Hong Kong, Westwood et al.
(2001) reported that “the structure of the conti@ud some key elements of the reciprocal
exchange are indeed shaped by the cultural conigx649). Similarly, in a study of
Vietnamese employees and their HR managers, TrandgQuang (2007) found evidence of
commonalities and differences in psychological @xts based on cultural comparisons. The
need to understand these differences is at theé beaross-cultural psychological contract
research.

! Dr Branka Krivokapic-Skoko, Dr David Dowell, Assaté Professor Grant O’Neill and Jodie Kleinschafer
employed by the Faculty of Business, Charles &tniversity, Australia.
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In discussions of psychological contracts acrodtui@s, a variety of cultural dimensions

have been mentioned, and sometimes examined, howheecultural issue most frequently

addressed has been the difference between coic{iwon western) and individualist

(western) cultures (Restubog and Bordia, 2006; uRest, Bordia and Tang, 2007; Gelade,
2008). Using this broad cultural difference a®antation, studies have explored variations
in psychological contracts in terms of their format breach, and the way that employees
respond to breach. For example, in contrast toemnodividualistic western societies,

Westwood et al. (2001) found that there was sigarft uniformity in the content of contracts

among Hong Kong employee’s, most notably in teringesceived obligations towards their

employers. Further, Restubog and Bordia (2006hdothat employees in the Phillipines

were more likely to perceive breach in contract minelational obligations in the contract

were not met as opposed to transactional obligstidgks such, there is clearly some empirical
evidence that supports the idea that culture inftes the psychological contract and its
effects.

However, despite the argument put forth by RoussaaliSchalk (2000) and the evidence
provided by researchers such as Westwood et @1j268ome have questioned the influence
of, and need to examine, culture in relation tocpsyogical contracts. In exploring
psychological contracts cross-nationally, Lo andre&y (2003) collected data from Hong
Kong Chinese employees and compared them to exidtmlings based on US samples.
They reported similarities in the breach processsacthe two cultures, and therefore argued
in favour of the generalisability of the extant ergtanding of the psychological contract
breach process. When Chiang and Birtch (2007)ddak the transferrability of management
practices across cultures, they found that “althowylture may impinge on reward
preferences,... its influence may be diminishingjieing way to a range of other contextual
forces” (p.1293). Further, Thomas et al (2003uadythat “individual sources of variation,
such as idiosyncratic experiences and personality also affect individual’'s value
orientations, creating variation within socio-cuétugroups” (p.455).

While there may be some contestation regardinguit influence on psychological
contracts, it may be that this is largely due w® ¢bmparisons between the people within the
samples taken across the cultures. Indeed, it séea without direct comparison between
countries within studies, it is difficult to acctety assess the similarities and differences
between the aspects of psychological contractddedd, as Rousseau and Schalk (2001)
suggested, “by focusing on a country-by-countryidyds is possible to exaggerate apparent
differences between societies and miss their sitida (p. 299). Implicit in Rousseau and
Schalk’s (2001) statement is the notion that resesas need to directly compare employees
across cultures to determine that there are sogmifi differences in their psychological
contracts. In particular, there is a need for atespatic examination of psychological
contracts across cultures in terms of their foramgtimaintenance, breach and response to
breach (Thomas et al., 2003). Ideally, this wolbédan examination of matched pairs of
employees and employers in the same organisatmossaa variety of countries, i.e. “people
who are as similar as possible in all aspects efrthves except for their nationality”
(Hofstede and Bond, 1988, p.9).

Given the recognised differences in western andwestern cultures (Hofstede and Bond,
1988; Rousseau and Schalk, 2000) and the impliidt @erceptual nature of psychological
contract contracts, the management of psychologmalracts become all the more complex
and difficult across cultures. For this reasondhisra need for research about psychological
contracts across cultures which can inform managrarssitioning into organisations, or
management roles, especially in non-western ctuithough the need was recognised at
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the turn of the century (Rousseau and Schalk, 20(9earch that directly compares
psychological contracts in western and non-westeittures (using the same instrument, in
the same time frame) is relatively limited (Thonedsl., 2003; Restubog and Bordia, 2006;
Street, 2009). Clearly, this is problematic asn@gc and western-based assumptions about
the operation of psychological contracts can bdeaing” (Westwood et al., 2001 p.645).
Hence, the continuing need for cross cultural pshadical contract research.

There has been limited empirical comparison of pelagical contracts across cultures. Lee
et al. (2000) used groups of university studentdamg Kong and the USA to simulate work
groups and examined the difference in the formabbrpsychological contracts in those
groups, in terms of expectations. Though the sty limited in its applicability, they found
support for the proposition that the transactioeédtional dimensions of the psychological
contract do differ across the two cultures. Kicktlal. (2004) also compared employees in
Hong Kong and the USA in terms of the importancelafgations, the frequency of breach,
and attitudes and behaviour following a perceiveshbh in the contract. They found overall
that the Hong Kong Chinese employee’s perceivedvitiation of psychological contracts
more often than their American counterparts (Kicguhl., 2004, p.249)This is one of the
few studies that has empirically assessed therdiftes between samples of employees from
each culture within the same study.

Additionally, a number of authors have producedcemtual papers hypothesising some of
the anticipated differences/similarities acrosdwek based on the individualist /collectivist
dimension of culture. For example, Thomas et2008) put forward a series of propositions
about cultural profiles (i.e. collectivist versusdividualist) and their influence on
psychological contract formation, violation andpasse to violation. They proposed that
collectivist cultures will commonly produce relatal contracts and individualist cultures will
commonly produce transactional contracts. It g giroposed that these aspects of culture
influence the perception of violation and the remactto violation. Using the same
individualist/collectivist dimension of culture,r8et (2009) addressed the examination of the
effects of different cultures on commitment, thrbughe mediating variable of the
psychological contract. In short, Street (2009)gasted that the characteristics of culture are
antecedents of psychological contracts. Based amgarison of the extant literature about
psychological contracts in US and Japanese firmree6(2009) proposed that employees
from collectivist societies will form psychologicebntracts that are relational in nature, while
individualist cultures will form psychological caatts that are transactional in nature.
Further, he suggested that the nature of thesehpkgical contracts will influence the
affective, normative and continuance commitmenemiloyees in the firm, and, therefore,
the firm’s ability to manage their employees/hursapital/human assets.

Essentially, these studies used alternate theatehases (eg cognition and motivation)
(Thomas et al., 2003) or commitment (Street, 20@8), combined them in their discussion of
psychological contacts. Kickul et al. (2004), dissed above, also combined their
examination of psychological contracts with an exetion of commitment. Such studies
(Thomas et al., 2003; Kickul et al., 2004; Str@@)9) point to the usefulness of exploring the
role of psychological contracts in relation to ctlestablished aspects of the employment
relationship such as trust, satisfaction and coment. For example, Street (2009) suggested
that the management of psychological contractsiesway that firms can enhance employee
commitment, and culture has been found to infludsate commitment (Gelade, Dobson and
Auer, 2008) and psychological contracts (Westwdd@)1l). Further, Chiang and Birtch
(2007) found that “sources of commitment were calty conditioned and that their effects
are predictable from Hofstede’s value dimensioms599). Hence, an understanding of the
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relationship between culture and commitment, aedrétationship between commitment and
psychological contracts, may facilitate improveddemstanding of the impact culture on
psychological contracts. However, as Street (2@@#ts out “the impact of ...changes in
employee perceptions of the psychological contieaad, consequently employee commitment,
has not been examined empirically” (p.444). Thamspng other things, research is needed to
establish the link between these three conceptgchpsogical contracts, culture and
commitment.

In summary, the weight of evidence and argumeniénliterature suggests an ongoing need
for empirical investigation into cultural differee and similarities and their effects upon
psychological contracts. However, there are fewilalsle cross cultural comparisons of the
formation, maintenance and breach of psychologioatracts (Rousseau and Schalk, 2000;
Street, 2009). Nor is there a clear understandihgthe interplay between culture,
psychological contracts and other recognised aspafcemployment relationships such as
commitment (Chiang and Birtch, 2007; Gelade, Dobsod Auer, 2008; Street, 2009).
Further, the focus of much of the research thatoleas done in this area has concentrated on
the employee’s perspective of the psychologicalkreat, research has rarely examined the
employer’'s persepective nor the congruence betveseployee / employer reports of the
same relationship (with the exception of Tipplesl &rivokapic-Skoko, 1997; Truong and
Quang, 2007). Finally, research has primarily szl on the most commonly examined
differentiator in culture - individualism/collectsm (Shavitt et al., 2006).

Methodological |ssues

Having established the need to examine psycholbgiocatracts cross-culturally, it is
important to recognise the methodological implimas of conducting such research and the
possibilities for making a methodological contribat while conducting this research. As
Maheswaran and Shavitt (2000, p.59) comment, “dok lof frameworks that are robust
across cultures has severely limited the developmietheory-based empirical work”. Two
of the issues that these authors argue are limitiagdevelopment of cross cultural research
are: the choice to conduct etic or emic researot; the need for equivalent measures that
can be used to accurately compare cultures. Astelid and Bond (1988) illustrated, studies
developed from a western perspective can fail fiuwca factors that are important in non-
western cultures. Hence, it is important to cdhgftonsider the forms of measurement that
are employed, as comparisons may be hindered byoehalbgical weakness.

Past researchers in psychology have recognisedbteaa@d ways of investigating different
cultures: etic and emic approaches (Berry, 198%e difference between these two forms of
research is the perspective the researcher takéé®n using an etic approach, the researcher
is observing the culture from an outside perspectivhereas when using an emic approach,
the researcher observes the system from withinryBd©89). More specifically, an emic
approach favours within culture investigation assiheld that each culture is different and
largely inductive culture-specific research shobkl the focus (Maheswaran and Shauvitt,
2000). In other words, the system is to be disoed rather than imposed (Berry, 1989). In
contrast, the etic approach favours generalisationgssing on issues which are common
across cultures (Maheswaran and Shavitt, 2000). thikVithe etic approach common
constructs can be examined across cultures, gimsight into differences.
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These two forms of research do not form a dichotamoy should one be considered superior
to the other (Berry, 1989). The choice of perdgpecshould be governed by the problem
being examined (Maheswaran and Shavitt, 2000),irfstance the desire to measure the
generalisability of existing knowledge suggesteao approach. However, it is often argued
that researchers should include both emic anccetigponents in their research, as a synthesis
of etic and emic approaches helps to alleviatestimetcomings of both approaches (Helfrich,
1999; Malhotra et al., 1996). Further, by combgnapproaches behaviour can be seen as a
product of the individual, the task and the cultdhereby giving a broader view than a more
singular etic or emic approaches (Helfrich, 1999).

An examination of the existing research into psyogical contracts reveals that researchers
have commonly taken an etic approach. This iseepkng with the sentiment that research
can only begin by being etic, and is evident in thibowing quote “it will be useful to
ascertain the generalizability of findings in thetamt literature [western] to an Eastern
cultural context” (Lo and Aryee 2003, p.1006). idtalso evident in the espoused need to
consider psychological contracts in a “globalisedrmy” (Rousseau and Schalk, 2000),
and in the fact that studies exploring psycholdgicatracts in non-western cultures begin by
using western culture as the basis for their exatlan (eg Westwood, 2001; Lo and Aryee,
2003; and Kickul, et al 2004). Nonetheless, sotudiss have, to some extent, combined an
etic and emic approach. This is evident when rebeas from different cultural contexts
collaborate, as is the case in the studies by Turmd Quang (2007), and in the use of
qualitative research in such studies. Furtherengd of an emic perspective is provided in
the studies by Restubog and Bordia (2006) who dstrate a detailed knowledge of the non-
western culture they are examining and one padictharacteristic of that culture, familism
in organisations. However, even here the emicasgehese studies is often limited.

As Rousseau and Schalk (2000) suggested, reseangdeded to unravel the similarities and
differences in psychological contracts across ceftu Arguably, in order to achieve this aim
a combination of both etic and emic approacheseaeired. The emic approach is needed to
develop a sufficient understanding of the naturpsyfchological contracts in the countries of
interest. Given the implicit and perceptual natof¢he psychological contract construct, an
inside knowledge of the respective cultures williBzessary to accurately characterise the
factors of importance in each culture. However,omdler to gain an overall view of
psychological contracts, across western and nomewesultures, an etic perspective will also
be necessary. Therefore, as noted by Berry (188@)Helfrich (1999), in order to achieve a
more accurate, and comprehensive, understandipgyehological contracts across cultures,
future studies should include both emic and etmogonents in their research.

In addition to the approach of the research, @ls® important to ensure that the measures
being used in the research are equivalent acrdssresi and can therefore be compared
(Malhotra et al 1996; Maheswaran and Shavitt, 2000)is is one of the problems inherent
with comparing existing studies of psychologicahtracts. Clearly, there are advantages to
comparing two cultures based on the same reseastiuinent. As Kumar (2000) suggests, if
equivalence is ignored in cross-cultural researaticators of reliability and validity may be
influenced by the cross-cultural nature of the dam@s alluded to above, the development
of instruments is where the emic approach to rebeaill be important and where measures
of equivalence need to be carefully considered.

The notion of equivalence should be consideredllmgsearchers conducting a cross-cultural
study (Malhotra et al 1996; Maheswaran and Shax@00). There are numerous forms of
equivalence discussed throughout cross-culturabres literature. Equivalence broadly deals
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with the nature of the constructs being measurekifatney mean the same thing to different
cultures (Malhotra et al 1996). Equivalence fon@apts, constructs, items and scales are all
argued to be imperative for cross-cultural rese@dtheswaran and Shavitt, 2000). Without
attention from researchers to these areas of dguee findings may be influenced in a
detrimental manner (Malhotra et al 1996). Furtifequivalence is ignored in cross-cultural
research indicators of reliability and validity mag influenced by the cross-cultural nature of
the sample (Kumar, 2000). It is perhaps theseesssthich have resulted to some confusion
in cross-cultural studies in the past.

Concluding Comments and Future Resear ch

There are theoretical, applied and even methodadbgeasons for conducting cross cultural
research into psychological contracts. Theoretiemearch is needed to establish the
differences and similarities in psychological caots between western and non-western
cultures. This includes identifying the generdlisey of current theories and, where
appropriate, the development of new theories tinarporate additional understanding of the
influence of culture and subsequent differencegpsychological contracts that may be
uncovered. From an applied perspective, enhancetkrstanding of the psychological
contract will be of considerable benefit for empoyand managers who need to successfully
manage employment relationships in non-western esbsit The fact that favourable
psychological contracts have been linked to highdgirable outcomes, such as employee
commitment and trust in an organisation, highligtite potential benefit of cross-cultural
psychological contract research. Finally, a riggr@xamination of psychological contracts
across cultures, utilising etic and emic researgipr@aches, would contribute to an
understanding of how to successfully conduct cmdtiral research and may result in
measures that could be employed in subsequenestudi

In response to some of the research needs idehitifithis research note, the authors have set
out to develop a cross-cultural empirical comparisof the psychological contracts
established by academics. To that end, they witkédto take this opportunity to put out a
call for expressions of interest from academics wionld like to be involved in conducting
psychological contract research at their Univeraitg become part of a large cross-national
research project. As currently conceived, the psepdostudy will build on earlier research
examining psychological contracts among ‘businet®al’ academic staff in Australia, (see
Krivokapic-Skoko, O’Neill and Dowell published ihis issue). It will see the administration
of an online survey based on a modified versiorthef questionnaire used in the previous
research. The modifications will be culture spec{Malhotra et al 1996) and will be
influenced by considerations such as language vaelgumce of measures and meaning, and
sampling specifications. Similar to the origingsearch, the desired sampling frame is
academic staff from similar university facultiesaach of the chosen nations/‘cultures’. To
ensure that both emic and equivalence issues dress®d in the research, focus groups will
be arranged in each nation.

Once the qualitative findings are integrated, dredquantitative data collection is complete, a
number of forms of analysis are considered suitédniehe cross-cultural context. Factor
analysis, scalar equivalence testing and differemtestimates of covariance are three ways
of usefully examining different cultures (Maheswarand Shavitt, 2000; Malhotra et al
1996). For example, factor analysis can be peradrfor each culture and the findings can be
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compared be analysing different factor structurBy. using scalar variance for exploratory
factor analysis and multi-group analysis for thafceatory factor analysis it is possible to
establish if each of the cultural groups are défer Once the differences are established
based on key variables, those variables can betassmhduct a cluster analysis. The cluster
analysis can differentiate the groups by degreedas their responses to the key variables.
The resultant cluster solution can provide a peoblf each of the groups and give an
indication of the similarities and differences el across each.

References

Ang, S., Tan, M. L., & Ng, K. Y. (2000) PsychologicContracts in Singapore. In D. M.
Rousseau, & R. SchalkPsychological Contracts in Employment: Cross National
Perspectives, pp. 213-230. Thousand Oaks: Sage Publications, Inc

Berry, J. W. (1989) Imposed Etics-Emics-Derived cg&ti The Operationalization of a
Compelling IdeaThe International Journal of Psychology, Vol 24. pp. 721-735.

Chiang, F. T., & Birtch, T. (2007) The Transferalilof Management Practices: Examining
Cross-National Differences in Reward Preferendésman Relations, Vol.60, No.9, pp.
1293-1330.

Gelade, G. A., Dobson, P., & Auer, K. (2008) Indwalism, Masculinity and the Sources of
Organisational Commitmendournal of Cross-Cultural Psychology, Vol.39, No.5, pp. 599-
617.

Helfrich, H. (1999) Beyond the Dilemma of Cross40uhl Psychology: Resolving the
Tension Between Etic and Emic Approach@dlture and Psychology, Vol.5, No 2, pp. 131-
153.

Hofstede, G., & Bond, M. H. (1988) The Confuciusn@ection: From Cultural Roots to
Economic GrowthQOrganizational Dynamics, Vol.16, No.4, pp. 5-21.

Kickul, J., Lester, S. W., & Belagio, E. (2004) #dtlinal and Behavioural Outcomes of
Psychological Contract Breach: A Cross Cultural @arnson of The United States and Hong
Kong Chineselnternational Journal of Cross Cultural Management, Vol.4, No.2, pp. 229-
252.

Kumar, V. (2000) nternational Marketing Research. Upper Saddle River, N.J.: Prentice Hall.

Lee, C., Tinsley, C. H., & Chen, G. Z. (2000) Psyldgical and Normative Contracts of
Work Group Members in the United States And Honghdkoln D. M. Rousseau, & R.
Schalk, Psychological Contracts in Employment: Cross National Perspectives, pp. 87-103.
Thousand Oaks: Sage Publications, Inc.

Lo, S. & Ayree, S (2003) Psychological Contractd&riein a Chinese Context: An Integrative
Approach.Journal of Management Sudies, Vol.40, No.4, pp. 1005-1020.

Maheswaran, D. A. (2000) Issues and New Directiongslobal Consumer Psychology.
Journal of Consumer Psychology, Vol. 9, No.2, pp. 59-66.

Malhotra, N. K., Agarwal, J., & Peterson, M. (199%¢thodological Issues in Cross-Cultural
Marketing Researchnternational Marketing Review, Vol 13, No 5 pp. 7-43.

93



New Zealand Journal of Employment Relati@4€2):87-94

Morishima, M. (2000) A Break with Tradition: Negating New Psychological Contracts in
Japan. In D. M. Rousseau, & R. Schdhsychological Contracts in Employment: Cross
National Perspectives, pp. 141-157. Thousand Oaks: Sage Publications, Inc

Restubog, S. L., & Bordia, P. (2006) Workplace Hmm and Psychologocal Contract
Breach in The PhillipinesApplied Psychology: An International Review, Vol.55, No.4. pp.
563-585.

Restubog, S., Bordia, P., & Tang, R. L. (2007) Betwaral Outcomes of Psychological
Contract Breach in a Non-Western Culture: The Matieg Role of Equity Sensitivity.
Applied Psychology: An International Review, Vol.18, pp. 563-585.

Rousseau, D. M., & Schalk, R. (200@sychologial Contracts in Employment: Cross-
National Perspectives. Thousand Oaks: Sage Publications, Inc.

Shah, S. (2000) Caste, Commitments and Change. .M DRousseauPsychological
Contracts in Employment: Cross National Perspectives, pp. 104-124. Thousand Oaks: Sage
Publications, Inc.

Shavitt, S., Lalwani, A., Zhang, J. & Torelli, @006) The Horizontal/Vertical Distinction in
Cross-Cultural Consumer Researclournal of Consumer Psychology, Vol. 16, No. 4,
pp.325-356.

Silverthorne, C. (2004) The Impact of Organisatlddalture and Person-Organisation Fit on
Organisational Commitment and Job Satisfaction iaiw@n. The Leadership and
Organisational Development Journal, Vol.25, No7/8, pp. 592-599.

Street, J. N. (2009) The Implications of the Cwturalues of Individualism and Collectivism
in the Formation of the Psychological Contract d&mployee Commitmentinstitute of
Behavioual and Applied Management, pp. 433-448.

Thomas, D. C., Au, K., & Ralvin, E. C. (2003) Cull Variation in the Psychological
Contract.Journal of Organizational Behaviour, Vol.24 pp. 451-471.

Tipples, R.S. & Krivokapic-Skoko, B. (1997) New Zamad Academics and Performance
Management.International Journal of Employment Sudies, Vol. 5, No. 2, pp.103-116.

Truong, D. X., & Quang, T. (2007) The Psychologi€aintract in Employment in Vietnam:
Preliminary Empirical Evidence from an Economy imafsition. Asia Pacific Business
Review, Vol.1, No.13, pp. 113-131.

Westwood, R. (2001) Challenges to the PsychologiCahtract in Hong Kong.The
International Journal of Human Resource Management, Vol.12, No.4, pp. 621-651.

94



New Zealand Journal of Employment Relati@4$2):95-107

Research Note: Retention Factors for New Zealand Gduate
Customs Officers

JEAN MARTIN®, ANDREW J. MARTIN". and BETH TOOTELL"

Abstract

This case study explored what employment value geitipn attributes could contribute to
the retention of Customs officers who graduatednfiihe New Zealand Customs Service
Trainee Induction Programme between July 2005 ayl 2008. The findings suggest six
attributes of remuneration, nature of work, cardevelopment, leadership quality, people
and organisation as employment value proposititibates could contribute to the retention
of this employee group. In an organisation that ttasnake considerable investment in
recruitment and induction an understanding of tleee cemployment value proposition
attributes that could contribute to the retentib@astoms officers is a business imperative.
[Key words: Retention factors, employment valueposition]

Introduction

One of the major people challenges, for many oggdiuns, is employee retention. This is
especially so for organisations such as Customig;ePand Fire Services where because of
the specialist nature of the work carried out lmnfline employees, significant investment in
recruitment and specialised training has to be niedere these employees can be deployed
into the frontline workforce. To achieve a retumm this investment, employee retention is
critical. Within this context an understanding betspecific employment related attributes
that could motivate and encourage employee commitiaied retention becomes a business
imperative. The concept of employment or employakies proposition has emerged from
different aspects of the attributes of employeeivatibn and satisfaction theories (Herzberg,
Mausner & Snyderman, 1959; Herzberg, 1966; Maslda®@43), which Heger (2007)
described as “the value or benefit an employeeepers by serving as a member of the
organisation” (p. 121).

Context

The New Zealand Customs Service offers a careectste that commences with frontline
Customs officer roles and moves through the rartkSemior Customs officer, Assistant
Chief Customs’ officer to Chief Customs’ officerp&ialist roles in areas such Intelligence
and Risk and Response are recruited almost exelysitom the ranks of frontline Customs
officers. In July 2005, to address the issue obmststent recruitment practices, high turnover
generally and variable training of new recruits ©Buss significantly changed the way in
which they recruit and train new Customs officefhe new methodology centralised all
aspects of Customs officer recruitment, introdueadassessment based selection process

" Jean Martin is a Masters student at Massey Urityefalmerston North.
*Dr Andy Martin is a senior lecturer in the Managent Department at Massey University, PalmerstorifNo
*** Beth Tootell is a lecturer in the Managementg2etment at Massey University, Palmerston North
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which is run three to four times a year, and eghbl a rigorous residential based induction
training programme. To July 2008 a total of 232 rigwstoms officers have been recruitment
and inducted through this process. Each recruitmamd brings in between 20 to 25 new
recruits.

Analysis of turnover generally for frontline offiseshow that turnover is highest in the 2-5
year service band (57%) and in the up to 40 yelag® band (49%). The majority of officers
recruited through the new process fall into thestegories in terms of age group and just
over or approaching two years of service. Turndeemew officers was initially very low
however in the past year it has increased to 16a8% continues to increase. Anecdotal
evidence from exit interview forms identified ththie two main reasons given for leaving
were the low level of remuneration and the lackcafeer progression opportunities. The
issue of dissatisfaction, relating to the low lew#lremuneration for frontline staff, also
emerged in the 2007 and the 2008 staff engagemewneys. The New Zealand Customs
Service has a predominantly ageing workforce wRBo5of staff in the 40 years and above
age band and an increasing number of long senviicgrs retiring or reducing to part-time
hours. For Customs to continue to build operatiaaglability retention of frontline officers,
especially those in the younger age bands, isatiti

In organisations such as border protection andc@a@gencies, where there is a significant
lead time and in-house initial and ongoing investm@quired to ensure that officers are
fully competent to carry out the legislative regumirents of their role, minimising unplanned
attrition is critical. Rosenberg (2007) reporteattthe United States Customs Agency is
“plagued with retention and morale problems” (p.ahd that the Agency told a Senate
hearing that the common drivers of attrition fors@ums officers were:

» High pressure to conduct inspections quickly

* Inadequate compensation

» Insufficient resources to carry out job respongibs
* Lack of career advancement

» Lack of recognition for the work that they do.

A similar finding was made by Yearwood (2003) irs study of uniformed Police officers
that identified that the low level of remuneratidack of career advancement and lack of
recognition for the nature of the work that they dere the main contributors to attrition of
frontline officers. An Australian Community and RigbSector Union publication (see
Workers on line, 2004) claimed that inadequate wag one of the top drivers of attrition
amongst Customs officers in Australia.

Ticehurst and Veal (2000) outline many of the peasattribute and environmental risk and
protective factors that are likely to contribute émployee turnover. They identify self-
esteem, gender, age, housing tenure, educatiorgl status, life satisfaction and marital
status as significant personal characteristicsuemiting employee turnover. They also
identify salary, social interactions, organisatiosiae, job uncertainty, type of industry, job
level and involvement in decisions as significamirkvcharacteristics influencing employee
turnover. The literature regarding job turnovesignificant in both its scope and size. A key
finding worth noting for this current research &t job dissatisfaction is an antecedent to
forming the intention to quit. Incongruence betw@enceived and actual job prospects, it is
hypothesized, may lead to job dissatisfaction, #mefefore increased turnover (Harter,
Schmidt, & Hayes 2002). A comprehensive study ilaioour turnover in New Zealand
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(Boxall, Macky, Rasmussen 2003), suggested thatewhnotivation of job change is
multidimensional, employees hold strong expectati@garding promotion pay and security
that effect their retention decisions.

Robbins, Millet, Cacioppe, and Waters-Marsh (1998te that job satisfaction can be
identified as an individual's general attitude todgatheir job. This definition is developed by
lvancevich, Olekalns, and Matteson (2000) who sti#t job satisfaction results from an
individual's perception of their job and the degteevhich there is a good fit between the
individual and the organisation. An employee's sssent of how satisfied or dissatisfied
they are with their job is a complex summation afitanber of discrete job elements. As
suggested by Firth, Mellor and Moore (2003) thelsenents may have both extrinsic and
intrinsic sources. For example, these might inclexiiernal attributes or aspects such as pay,
promotion opportunities, and relationships with ewpsors and co-workers. It also includes
further factors of the work environment such asdbpervisor's style; employment policies
and procedures; work group affiliation; working dions; and fringe benefits. As well, an
individual's sense of self-worth and ability to ewith change are often cited as intrinsic or
personal factors influencing job satisfaction (et al., 2003). A customs employee who has
started out as an ambitious, happy motivated ensglaxcited about their new job, who is
driven to succeed and do their best, if they belinat there may not be the job prospects or
promising career path that they had hoped wouldectmfruition, this may lead to the fact
that they become disillusioned about their futuiéhvthe company, or even let down and
bored by their position, and soon feel that itingsetto move on. As Nicholson (2003, p. 26)
notes, the effect of these 'broken promises’ akugto transform a person's positive energy
into negative.

The aim of this current study was to examine whae cemployment value proposition
attributes could contribute to retention of Custoofficers recruited through the Trainee
Induction Programme over the past three years. déinition of employment value
proposition attributes adopted for this curreneegsh study is described by Heger (2007), as
“the value or benefit an employee perceives byisgras a member of the organisation” (p.
121). The Corporate Leadership Council (2006) deson of employment value proposition
is given “as a set of attributes that the labourketaand employees perceive as the value
they gain through employment in an organization”3p). For the purposes of this current
study ‘attribute’ is defined as an aspect of theleyment relationship that an employee
values.

Method

This case study utilised focus groups and semcstrad interviews as the qualitative data
collection method. The case study is an examplea ahethodology which focuses on
understanding the dynamics present within a sisgling (Hussey & Hussey, 1997). The
rationale for the selection of a case study metloagousing qualitative methods (Yin, 2003),
for this current research project, was the natfitbeinsights, the knowledge sought and the
research objective (Ghauri, Gronhaug & Kristiandlubh995). Archer (1988) argues that by
using qualitative methods one can pay detailechtidte to micro-level aspects that are barely
accessible to quantitative methods. Further heecast that qualitative methods permit
access to the ‘real stuff’ of human interactiorvési that the research question, posed for this
current study, focused especially on the interactith the variables within the Customs
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environment, adoption of qualitative methods wassaered as more likely to generate the
required rich data.

Data Collection

The total target population available for samplecen was the 193 officers recruited and
graduated between July 2005 and July 2008 and wdre wurrently employed by the New
Zealand Customs Service. The majority (95%) weredan the main centres of Auckland,
Wellington and Christchurch and worked in two opieraal groups of either Airports or
Trade and Marine. The distribution of graduateceffs was Auckland 83%, Wellington 7%.
Christchurch 5%. The remaining 5% of graduate efScwere spread across the ports of
Tauranga, Napier, Nelson and Dunedin. Based osrttal numbers and spread of locations
the remaining 5% were not included in the sampectien process.

In this current research project a random sample ai thirty-five officers were selected on
the criteria of intake group (which also identifiexhgth of service), then by location, work
group and finally rostered for duty on the day dinges that focus groups would be held.
Table 1 provides an overview of the demographicghefsample selected. Table 2 shows the
location and numbers involved in the six focus graemi structured interviews. The
guestions were:

1. In your work environment what attributes are magportant for you to have?
2. What is beneficial for you (if anything) about bgiemployed by Customs?
3. What is not so beneficial (if anything) for you aib®eing employed by Customs?
4. What needs to be happening (if anything) for yoadosider Customs as a long-term
career?
Table 1 Focus Group Participant Demographics
NUMBER OF PARTICIPANTS
GENDER
Males 21
Females 14
AGE BAND
Under 25 years 11
25 - 30 years 11
30 — 35 years 9
35 — 40 years 4
YEARS OF SERVICE BAND
<1 year 2
1 -2 years 24
2 —5years 9
Table 2 Focus Groups by Location and Participant Nmbers
LOCATION NUMBER OF GROUPS TOTAL NO. OF PARTICIPANTS
Auckland International Airport | 2 10
Auckland Trade and Marine 2 11
Wellington Combined 1 8
Christchurch Combined 1 6
TOTALS 6 35
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Data Analysis

Data collected from each focus group session wadysed and coded immediately on
conclusion of each session. This was done throdghtifying and collating, from the data
captured, any patterns of repetitive words, phragesomments in the responses to each
guestion and entering a code for a specific atteilagainst each (Yin, 2003). The codes used
were identified from the type of repetitive datattlvas emerging and reference was also
made to the attribute names used in the Corporaaelérship Council (2006) and the Heger
(2007) studies.

It is recognized that the extent of generalizatimm the research is limited, but this is

concordant with the nature of qualitative and cstsely research, which seeks to form a
unique interpretation of events that is transfexaiol other contexts rather than produces
generalizations. The credibility and dependabiliy the research was enhanced by
triangulating the data involving relevant Custonmewmentation and literature (Maylor &

Blackmon, 2005; Stake, 2008; Yin, 2003). The rapgrof the descriptive responses in the
case study report attempts to convey the holistidetstanding and meaning of the
phenomena under study (Merriam, 1998). Ethicalesstonsidered were, confidentiality of
participants contributions and identities, (e.gidia tapes and interview transcripts), data
storage, use of data, minimization of harm, andrimed consent.

Results and Discussion

There was a high degree of consistency amongstiparits and between the groups studied.
Six employment value proposition attribute themmemged from the data, remuneration, the
nature of work, career development, leadershipitpigleople, and organisation.

Remuneration

From the literature reviewed remuneration for Costoofficers is an issue not only for

Customs officers in New Zealand but also in the tfalisin Customs Service (Workers on
line, 2004) and in the United States (Rosenber7R0rhe finding in this current study of

remuneration as an employment value propositiombate was not unexpected. This was
also the case for the level of pay and pay paritir wther border agencies. For a variety of
historical reasons pay rates for frontline Custaffisers, at the time that the first five focus
groups were held, was well below the public seatedium. In each of the first four focus

groups the first response to the first questiorwbat attributes are important for them was
pay parity, this would come up again in responsaiat is not so beneficial about being
employed by Customs and yet again in identifyingatMieeds to be happening for them to
consider Customs as a long term career. From thle level of emotion and importance

expressed on the pay parity issue it was clearigeet that remuneration in terms of
Herzberg, Mausner and Snyderman’s (1959) theowy ‘ieygiene” factor and in terms of

Maslow’s (1943) theory clearly linked to not meegtesteem and self actualisation needs:

* We should be paid what we're worth.
* We do important work for New Zealand.

When the fourth focus group was held this was &agdent as at that time ratification of a

new Collective Employment Agreement and remunendtiamework had commenced. As a
result a number of participants commented that thene waiting to seewhat Iget out of it
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However, just over a week later when the sixth lastifocus group was held, in comparison
to the other five groups, no emotion was expressethe level of pay. The commengdy’s
okaynow” describes the view of the group. What did emenge dlifferent form was the pay
parity with another sectorFor the important work we do we should be paidiie Iwith
commercial sector organisatioris

In terms of Equity theory (Adams, 1965), this finglisuggests that expectations of being
fairly rewarded, compared to their perception @& kvel and value of their contribution, is
not being fulfilled. The risk indicated in terms Bfuity theory is that unless pay level and
pay parity is rectified employee commitment coutdffected with a consequential impact
on intention to stay in Customs. The constructxgfdttancy theory (Porter & Lawler, 1968),
is also indicated in the current study’'s findingotugh the theme of not feeling valued
because of the pay parity issue and also in waméoggnition for‘when we have vacancies
we cover for them it's a lot of extra work we dogét recognition for.”This suggests that
from the participants’ viewpoint, effort and perwance is present but the expectancy that
this will lead to an outcome of value for themna being delivered. The potential combined
implication of all of the above propositions is tthéilst a new remuneration framework has
since been implemented the indications are thaunemation is a core employment value
proposition attribute that could contribute to ttedention of this group of employees. As
such considerable attention needs to be focussdhliattribute. However, in doing so note
should be taken of Herzberg’'s (1966), contentitiat tbased on the results of his studies
eliminating the cause of dissatisfaction would restult in a state of satisfaction, but would
instead, result in a neutral state. The findingMelbourne’s (2007) study indicated that the
majority of employees leave organisations for reasather than money should also be noted.

Nature of Work

Melbourne (2007) proposes that once an individsiahnployed by an organisation, the single
most important factor in achieving satisfaction aatlie from their role is the nature of the
work that the individual performs. In this curresitdy the nature and variety of the work
performed was seen as one of the attractions anefiteeof working for Customs. A high
level of pride was evidenced in the work that tdey that is: “What we do is important and
protects New Zealand”

However, of concern is the level of dissatisfactierpressed where participants had
experienced long periods on repetitive type of wdok example, I spent six month doing
passports in a bootk boring and repetitive - almost put me off workimgre! Also, of
concern is where officers have been required tateaio another type of work either before
they considered they were ready or at short notice:

» Don’'t make people shift if they don’t want to, gitreem an option.
* | got three days notice | was rotating, | wasnédy to move yet.

Herzberg (1966) noted the importance of the natdirevork in contributing to employee
satisfying experiences and for an employee to llg tnotivated he contends that they need
to have the opportunity for achievement, recognijtistimulation, responsibility and
advancement. Matching these contentions againsffiticdeng of this current study it is
obvious that this is an area of importance and evatuparticipants and as a consequence
could influence their commitment to stay or leakie brganisation. To positively influence
commitment and retention insights from employeeagement studies and consideration of
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intergenerational workplace factors assist. S{@@05) asserts that job design is a factor in
gaining rational commitment and meaningful work aleédership culture in gaining
emotional commitment and that both forms of commeithhneed to be present to enhance
employee retention. Taking into account the impuartaof job design and meaningful work
the other important and relevant factor for Custémeonsider is the age band within which
the majority of graduate Customs officer fall ahd predominantly older age band of people
in roles that can influence the way in which waskcarried out. This is often referred to as
the generation X and Y factor (Flynn, 1996; Su, 2@kemke, Raines & Filipczak, 2000). Su
(2007) contends that workers in the younger geimgrd¢arn from practical experience, take
responsibility for their learning, and like to begaged in energetic activities. Customs needs
to ensure that the nature of work for this groupeiployees enables them to have variety,
action and offers learning opportunities:

* ... atthe airport every day is different with newntys to learn - | like that.

Career Development and Leadership Quality

Career development and leadership quality wereddarbe closely linked for many with a
clear theme that access to career development tojojitaes such as training and secondments
are dependant on either the relationship with thenager and/or the level of interest that
their manager has in enabling them to access thipss of opportunities:

* If you don’t have a good CCO then you're stuffed.
* My new boss is great | have a plan now and | kndwatw need to do to progress.

Opportunities for career development was seen ey rtiajority of participants as an
important attribute for them, it was also frequgntientioned as one of the main attraction
factors to joining Customs and considered by modtet a definite benefit of working in the
Customs Service. The comment ‘@ustoms is a career not just a jobias frequently
articulated by participants. Alongside these comevas the consistently recurring theme
that they viewed their managers amte keepers of getting on training courses anchdel
able to go on other opportunities, such as secomtiaie

The ability and the role of the leader to determamal influence access to training and
development opportunities is obviously an importagpect that the organisation needs to
address, particularly as exit interviews, from ©us$ officers who were recruited through

the Trainee Induction Programme and have sincgmedi cited lack of career progression
opportunities as one of the reasons for leaving:

* | couldn’t see any opportunities for me here.
» | felt blocked to progress to a specialist role.

Furlong (2008), argues that one of the reasonsdimgioyees leave an organisation is the
lack of career progression available to them Hdubal often this can be prevented with strong
leadership providing a sense of support and dorabver internal career management. The
indication for Customs is that there needs to ksranger focus on increasing leadership
behaviour that provides a more consistent appré@a@@nsuring equitable access to training
and development opportunities. This would alignhvilie findings of this current study and

the leadership expectations articulated by pasdidip that they want:

* More mentoring, more access to training opportesiind more career advice.
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Gupta-Sunderji (2004) lends support to the needhdwe a more consistent leadership
approach to supporting access to training and dpwetnt opportunities with her contention
that leaders have the ability to impact positivetynegatively on an employee's access to
opportunities and on their sense of achievemensokg2008) takes this further in that she
proposes that leaders have a crucial role to pldyoth formal and informal learning and in
encouraging the generation of new ideas and thstighparticularly important for younger
employees.

Leadership quality was indicated as important wignificantly no groups indicating that this
was a benefit and four groups indicating that pasiand supportive leadership needs to be
happening for them. The majority of participantgeveery articulate in describing what they
wanted and what they expected from people in |ediferoles:

« Good management is supportive managers who arennolgels, inspiring, positive,
innovative, caring — leading by example.

* My Chief leads by example he is positive and heJpfiw favouritism and gives me
constructive feedback.

In describing the behaviours that they experieraredidid not want there was a high level of
emotion:

* ... need managers that stick to what they say théydwi

* We get treated like children.

* Old school mentality, never gives recognition food work so never know if done okay
or not.

Sheahan (2006) warns that all workers, but espgcled younger generation are demanding
a new kind of opportunity and a new kind of leatlgrsstyle. Implementing strategies to

ensure people in leadership positions respond pvehc and positively to the challenge of

providing quality leadership and career developmepportunities that deliver on the

employment value position attributes, is imperaiivecontributing to retention of graduate

Customs officers.

People and Organisation

The attributes of people and organisation were aehtified as important, beneficial and
valued aspects of employment at Customs. Whilsbtfezall results for both these attributes
did not indicate that anything needs to happentlBgrf2007) and Stairs (2005) both argue
that when it comes to retention positive relatiopshwith colleagues and with the
organisation are even more critical than direct agan relationships. Given that the research
findings indicate more needs to be done in termeadership quality then ensuring that a
clear focus is kept on continuing to develop anih ¢gverage from the attributes of people
and organisation is vital.

All groups were strongly supportive of the Trainaduction Programme as a way of new
Customs officers joining the Service, but thereevmixed views on whether the programme
was “too long, could do study while on the jobgr conversely‘cohort programme great
way to join the Service — people met on the costiidriends.”
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Contrary to this was a recurring theme from a nunabgarticipants that there needs to be a
more realistic picture of the role given at reanent. The issues relating to this theme are
captured by the comment that ttreality is more routine than glamorous.it would be
beneficial for Customs to further investigate ttiieme especially as it has implications for
the psychological contract (Bellou, 2007; Wilso008) and for the expectations of the role
that are likely to be formed during the recruitmantd early stages of employment with
Customs. This is supported by Melbourne (2008) whiotends that the retention intentions
of employees is formed at recruitment and validamdnot, in the early stages of the
employment relationship.

Participants considered that feeling valued bydiganisation was important to them. They
identified the Safe, Fit and Well Programme rundustoms and the Comptroller’s approach
of “being aware of his people at the lower leveds an indication to them that they were
valued by the organisation.

The attribute findings from this current study aomsistent and two other employment value
proposition studies (Corporate Leadership Cou006; Heger, 2007) (see Figure 1).

Figure1  Employment Value Proposition — Comparison of Attribute Findings
between Three Studies

EMPLOYMENT CURRENT STUDY | CORPORATE HEGER STUDY

VALUE (2008) LEADERSHIP (2007)

PROPOSITION COUNCIL STUDY

ATTRIBUTE (2006)

REMUNERATION

Retention Attribute

Attraction Attribute

Retention Attribute

NATURE OF | Attraction & Retention Attribute Retention Attribute
WORK Retention Attribute
CAREER Attraction & | Attraction & Retention| Retention Attribute
DEVELOPMENT Retention Attribute | Attribute
LEADERSHIP Retention Attribute | Retention Attribute
QUALITY
PEOPLE Retention Attribute | Retention Attribute
Conclusions

The findings of this current study suggest six tBenrelating to employment value
proposition attributes of remuneration, nature afrky career development, leadership
quality, people, and organisation. These attribwiese indicated as important and of most
benefit and value to Customs officers recruitedulgh the Trainee Induction Programme.
Significant concentration needs to be given to maprg the first four attributes at the same
time as ensuring that attention is kept on thetlastattributes of people and organisation. A
visual model of the components identified from thesearch that underpins the six
employment value proposition attributes identiffed this group of officers is presented in
Figure 2.
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The findings of this current research study maytrbasferable to other groups of Customs
officers as employment value proposition attribtaes may also form the basis for further
investigation of training and retention initiativggarticularly in other uniformed law
enforcement service organisations. Consideratiogiven as to how Customs can ensure that
prospective and new recruits have a clear pictnceumderstanding of the overall nature of
Customs work so that they fully understand thathswork can be routine as well as
interesting and action orientated.

Figure 2  New Zealand Customs Service — Employmentalue Proposition Graduate
Customs Officers

REMUNERATI
ON

. Pay parity

. Pay level

. Recognition

NATURE OF
ORGANISATION WORK
. Pride in Customs . Varied
reputation and role . Interesting
Valuing . Action
employees orientated
Safe Fit & Well
Programme /
\ GRADUATE
CUSTOMS
OFFICER
PEOPLE CAREER
. Network from DEVELOPMENT
Induction . A career not just a job
Programme . Access to training
. Great people . Access to career
. Great teamwork advice, development
and progression
LEADERSHIP opportunities
QUALITY
. Inspiring, positive,
Professional,

consistent and fair

. Support for career
development

. Values different views
in the workplace

Components that make up the employment value
proposition attributes for graduate Customs officefs
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Regardless of the dramatic downturn in the glolsahemy and the likely flow on effect to
the New Zealand employment market, for organisatguch a Customs and other uniformed
law enforcement agencies, where considerable imezdthas to be made before employees
can be operational, the need to retain competergloyes will remain. The model
developed through this current research study mayleful base to investigate employment
value proposition attributes for officers withirhet uniformed law enforcement services.

With an ageing workforce the challenge ahead ferNlew Zealand Customs Service is how
to lead, develop and retain a generation of pethyaieit may not understand but can ill afford
to ignore (Sheahan, 2006). Creating and delivengcompelling employment value
proposition for each of its key employee groupsriical if the organisation is to retain new
officers, gain a return on investment and buildhtecal capability for the future.

Retention and leadership will be fundamental conepts in meeting this challenge. For
Customs with the majority of current leaders in @dder generation, and the majority of
newer Customs officers in a younger generation, ¢batention of Sirias, Karp and
Brotherton (2007) that effective leadership of igenerational teams lies in adopting a salad
bowl approach, where each generation is valuedh®rstrengths they bring rather than a
melting pot approach, where all are expected talrtugether, needs to be further explored.
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Research Note: Popcorn, Pickets, and Brass-bands:
Young Workers’ Organising in the Cinema Industry 2003-
2006

GRACE MILLAR’

Abstract

Since the Employment Contracts Act in 1991, the N®aland union movement has
become significantly smaller and less powerful. $hevice and retail sectors, where
many workers get their first jobs, often have naoantradition. How to organise
young workers and how to rebuild unionism in theviee industries are two of the
most important questions facing the New Zealandrumovement.

Movie theatres were one of the many service-basedkplaces that were de-

unionised in the period after 1991. In April 20B&ading Cinemas opened a new
movie theatre in Wellington. In November 2003, kess were paid at the New

Zealand minimum wage rates of $8.50 for over 18 wéds and $6.80 for under 18

year olds, and there were no union members at Rgaihhemas. Over the next few
months, 95% of Reading workers joined the uniord arnyear later, these workers
took industrial action, voted 100% for a strikedamon a collective agreement.

This article will undertake a qualitative analysisthe unionisation at Reading and
the dispute that followed and to explore what thisrkplace can add to our
understanding of young workers in unions.

Introduction

On Friday 17 September 2004, 50 people, includingyass band, gathered outside
Reading Cinemas, while the workers gave away figgcqrn. A year earlier, there
had been no union members at Reading Cinemas egwl itionths later, workers had
won their collective agreement. This article wilaenine the history of Unite Union at
Reading Cinemas, and what can be learned from étajive@ analysis of that
experience.

This article will discuss three particular aspesitainionisation at Reading cinemas.
Firstly, it will look at union membership. At Readi 95% of workers joined the
union; this interest will be examined in the contex data that says that young
workers are less likely to be members of a uniam thider workers.

Secondly, it will explore what can be learned abthé service sector from the
unionising experience at Reading Cinemas. Thd eetd service sectors have under
five percent union density in New Zealand and isegally seen as hard to organise

" Grace Millar was the organiser at Reading from32006. This article was first given as a paper at
Labour Traditions: The Tenth National Australiarbbar History Conference, Melbourne, 2007
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(Blackwood, Feinberg-Danieli & Lafferty, 2006). TBervice sector is discussed as a
whole, despite the many different patterns of waitkin this sector. This article will
argue that, if disaggregated, the service secteradaantages for organising, as well
as challenges.

Thirdly, it will examine the role that traditionahion tools can play in raising union
consciousness among workers who have joined a dardhe first time. Traditional
union forms of organising such as meetings, netestetpickets and strikes were vital
to unionising Reading Cinemas. The union needadséoevery tool available to it;
often these were part of the traditional union 4kigl but to be effective they needed
to be applied in a way that took into account thec#fics of the workers and the
workplace.

Industrial Environment

The 1991 Employment Contracts Act changed the Negalahd industrial
environment, from one of the most regulated in\Whestern world to one of the least
(Harbridge 1993). Prior to 1991, awards had setnoinimum wages and conditions
for each industry, but under the Employment Com¢rabere was no longer any
protection for overtime, breaks, and other basiddmns. Many service workplaces
were completely de-unionised in the 1990s. Uniensity in New Zealand decreased
from 43% in 1991 and to 21.4 % in 2003. In 2003 siky in the service industry
union was just 5.1% (May, Walsh and Otto, 2004).

Employers in movie theatres, like most service @ygis, took advantage of the
deregulated labour laws to drive down wages andlitons. The 1989 front-of-
house award covered cinemas and set out a higteeforacashiers, an allowance for
serving food and drinks, and a different rate fdeaning. Under individual
bargaining, these conditions soon ended and ar@rettendant’ became a minimum-
wage job that did all these tasks. The changermgeand conditions of employment
was even more marked for projectionists as undeatiard, projectionist had been a
trade with an apprenticeship system. The 1990 gtiojgst award includes specific
provisions such as a wash basin in the projectidiog and the provision of a warm
coat for projectionists as well as a shift paymesdyvice allowance, overtime,
weekend rates, call-back rates, and late workitesraChanges in technology led to a
de-skilling of the projectionist trade, which coméd with the changes to
employment legislation enabled employers to drallyiceduce conditions over less
than a decade. By 2003, some cinemas were payajectonists as little as $1 an
hour above the minimum wage (Organising Notes, si@mema File, Unite Union)

Reading Cinemas Courtenay Central opened in 2@Resding workers had never
been covered by an award. The young workers were vemployed at Reading
would have still been at primary school (or youngenen the Employment Contracts
Act came in, so they had no experience of unioma@mories of awards. When Unite
began organising at Reading in late 2003, the p#gsr(and minimum wage rates)
were $8.50 for over 18 year-olds, and $6.80 foreurdi® year-olds.
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Union Membership

Unite first approached workers at Reading Cinema3acember 2003 after learning
that Reading management had removed workers’ paigninute breaks. Unite took
advantage of the rights of access provided underEtimployment Relations Act to
introduce the union to workers one-on-one in wamket During the first weekend,
Unite was recruiting at Reading, 59 workers joirled union (about 80% of those
talked to)* In late 2003, there were about 90 workers at Regalitd within a month

95% of them had joined Unite. The staff-turnoveRatding was very high, but union
density remained at 95% as new workers continugairiche union.

This extremely high union density among workeraading cinemas is interesting
in the context of on-going debates about union ithe@enong young workers. Only
one or two of the workers at Reading had belongealunion before. The workforce
was very young; almost all workers were under®22Despite having minimal

experience of unions, most Reading workers joitedunion the first time they were
offered the opportunity.

It is impossible to generalise from one work-plab®ut ‘young-workers’ or ‘service
workers’. However, in-depth analysis of individs#les provides qualitative material
that can add useful depth to analysis based ontitptare data. This article will
discuss the enthusiasm for union organising amoorgievs at Reading in the context
of the Haynes, Vowells, and Boxall (2005), whichmgares the attitudes of older and
younger workers towards unions.

A key idea discussed by Haynes et al (2005) ig¢peesentation gap among young
workers. While union density is lower among youngrkers than older workers,
more young workers say that they would join a unioasked than older workers.
This section of the workforce, who are not curngmtlembers of the union, is called
the ‘representation gap’. This gap is larger amgmgng workers than older workers.
50.3% of workers aged 29 or under in workplacesovit a union say that they would
join a union, as opposed to 25.3% of workers o¥e(HRaynes et al, 2005: 102). The
interest among young workers joining the union tjedemonstrates that there was a
‘representation gap’ at Reading. One worker, wasked if she had any questions
said: “What took you so long?” The experience aad®eg demonstrates that this
representation gap is real and at least some ofvtirgers who express that they
would join a union given the opportunity do join.

In-depth examination of the unionisation at Readimgemas can do more than just
confirm that such a gap exists; it can also adtutexto our understanding of existing
models. Many Reading workers would not necesshalye answered the survey of
Haynes et al, 2005, by saying that they would pianion. Some Reading workers
did not even know what a union was when the Unitgawiser first visited.

However, even the workers with almost no knowledenions joined at the end of a
ten minute conversation with an organiser. Thiswghthat, in order to understand
why people join unions, we should not just examimégons and attitudes towards
unions, but we must also look at employers andudts towards employers. At
Reading, management had just taken the ten mimatk$® away from workers, and
workers wanted those breaks back. Under thesamsgst@ances, even workers who
might have been hostile to unions in general wesegly to join a union to solve this
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particular problem. While the representation gajan important tool to analyse the
workplace, workers’ pre-existing attitudes towauntéons is a limited way of looking
at whether, and why, a worker might join a uniohhis is particularly true among
young workers who have less experience of worlof @nions, than older workers.

Although some researchers argue that individualatiitudes are one reason for the
low-level of unionisation amongst young workerserth is still little empirical
evidence for this assertidr{Haynes et al, 2005). For example, Haynes et08l5 2lid
not find support for this in their research of ygumorkers’ attitudes towards work
and unions. Moreover, as Reading is a workplacerevtiee entire non-management
workplace is under 30, it cannot be used to compaeaattitudes of young workers
with older workers. However, the pattern of ungation at Reading does not support
the argument that late modernity and neo-liberanemic policy have destroyed
young people’s capacity to, and interest in, wagkaollectively. That some of the
mechanisms for working collectively, like uniongvie been considerably weakened
does not mean the advantages of working collegtiral’e been eliminated.

A generational-based analysis puts too much emplwasideology and ignores the
material reality of young workers in their firstb® Reading did not pursue
individual bargaining but paid the minimum wageatbcinema workers, and would
not consider any individual increases. Beforeif@nthe union, some workers had
tried to get pay increases at Reading. In one, ¢hselocal manager supported the
claim for an individual worker under the age oftaé®e paid the adult rate, because of
his level of work, but the company would not allbhws increase. The company’s
attitude towards wages was underscored when mamegenisited during
negotiations and told workers that it was Readipgkcy never to pay more than the
legal minimum wage to its cinema workers in anytloé countries in which it
operated. Even if young workers at Reading hadewed in an individualistic
ideology, and individual bargaining, the reality wbrking in a low-paid job in the
service industry would challenge those ideas. viddal bargaining had got Reading
workers nothing above the legal minimums, and mamamnt had made it clear that it
never would. In these circumstances, the onljyoaptopen to workers were to leave
or to work collectively. While Reading did haveryéiigh turn-over, workers were
prepared to try working collectively before theytle Whatever effect neo-liberal
individualism has had on young workers, it has stojpped them recognising the
reality of their working situation. Young workegise as capable as any other workers
of understanding that they have no individual bengg power.

Service Workers

Research in New Zealand, and elsewhere, has cemtyspointed out lower levels of
organisation among service workers than other imgss(Blackwood et al, 2006).
There are many different explanations for this Iolegel of union density, including
the history of the industry and the high level ofntover, but one important
explanation has always been the organisation okw®ervice industries tend to be
made up of workplaces with smaller numbers of wierheer site, where work is part
time and rosters are controlled by managementfalhich presents challenges for
union organisation, particularly when it comes toamenunication. However, it is
important to disaggregate the service industridgile Reading, like most cinemas,
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shares some of the patterns of work with otherisersector workplaces, cinemas
have several structural opportunities that unicars take advantage of. At Reading,
the advantages included specific shifts where latgabers of workers were rostered
on, the pattern of work within shifts, freedom obwement during shifts and the
social nature of the workplace.

Although most of the workers at Reading are pametand management controls the
roster, the problems this creates for unions iggatiéd by the specific busy periods at
a cinema, particularly weekends and school holidaysost all cinema workers will
be required to work over a weekend, and on a FrideBaturday night there might be
as much as forty percent of the workforce rostemed This means that it is easier to
communicate with the majority of workers at onedithan it would be in an industry
where the pattern of work was more evenly spresaltih the week.

Unite was able to take advantage of the period$invia weekend where large
numbers of workers were rostered on because civeonla has quiet periods each
evening. Other service workplaces, like fast-famdlets, are more likely to be
consistently busy for a three or four hour periodtieeir busy nights. This constant
demand makes it hard to organise as it is diffitmltalk to workers. While unions
have rights of access, if a workplace is very busynder-staffed, when one worker
stops work to talk to a union organiser this ptitsss on all the other workers, which
makes it extremely difficult to talk to workers alidhe union. Movie theatres tend to
schedule ‘sessions’ of movies. These periods bellvery busy, with most of the
cinemas having a movie going out and another mgwieg in, but in between these
times, at around five o’clock or around seven a&klin the evening, the cinema is
much quieter. These quieter periods, which arallysused to restock the candy bar,
and for workers to take their meal breaks, maleady for union organisers to talk to
members one-on-one without putting stress on oflw@kers. This means that in
cinemas, unions are able to fully take advantagehaif rights of access and have a
full opportunity to use the one to one recruitmechnique.

As well as having breaks between busy periods, lwihie well suited to union
organising, cinemas workers tend to have some dreedf movement around the
cinema complex during work hours. There are diffiéwork areas within a cinema
complex, and while some are others allow freedormotement. This freedom of
movement means that workers do not feel like theyuader the eye of management
when they talk to a union organiser. In additisenior management at Reading
tended to work a standard Monday to Friday workkyead so would not be at work
during the busier parts of the work week, whenuhi®n organiser was most likely to
approach the site. The person running an individuea of the workplace, such as
the candy bar, usually did not have a managemeéet ras well as removing the
feeling that management may be watching them tatké union, this made it easy for
workers to talk to each other about unions. AtdRe&g one worker came from the
candy bar to talk to the union organiser, aftenfeold to “go join the union” by the
person running the candy bar that night.

The final opportunity cinemas offer for union orgaion is the nature of the
business. Cinemas are social workplaces; workersinemas tend to socialise
together, and build networks between themselvasReading, when the negotiations
broke down, the union was able to utilise thesenfiship networks to ensure that
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every member knew what was happening with the megmis. Delegates created a
‘relationship map’ of different relationships withthe cinema and used friendship
groups to communicate with membé&rsStrong friendship networks provide a base
for solidarity, which is particularly important angreenfield organising site.

The experience of organising at Reading cinemasvshthat not all service
workplaces are the same. Some service workplades, cinemas, have real
advantages in the way the work is done, which unian take use when organising,
as well as challenges that the union will have torkwaround. In greenfield
workplaces, unions match their organising techrsgoehe specific nature of work at
a particular workplace. When studying the servindustry, it is important to
disaggregate the many the workplaces where semack is done, and see that while
they have many differences, they also have manyasitres.

Traditions

Reading cinemas had structural advantages wheamedo building a union, but
these structural advantages did not create a unitre workplace; neither did the 59
workers who had signed union membership formsérfitist weekend. When looking
at young workers and unions, it is not enough tklat why young people join a
union, but we must also examine how young workexome unionists, that is, how
workers come to act collectively. This section wikamine the role of union
traditions in building a culture of collectivity &eading. Unions can sometimes be
seen as too tradition-bound (Fryer, 1985: 75). odniraditions, however far they
have ossified, must have a practical purpose. oftiestime in their history, before
traditions were traditions, they were just waysogjanising. By examining the path
of workers at Reading, from joining the union t&itg industrial action, we can see
the usefulness of union traditions, particularlyhéy are viewed as tools, not set in
stone.

Union meetings were one of the most important wafybuilding a union culture.
Union meetings involve acting collectively becawgerkers attended the meeting
together and talked together. The first union nmggstiat Reading were held over
Valentine’s Day weekend 2004 at an off-site meetowm. The act of walking out of
the workplace on a busy Saturday night and, seeiagagers take their positions,
helped build union consciousness among the workErs. workers with little union
experience, traditional union practices that migaém obvious and routine under
other circumstances are the first piece of colMectiction they take. Over the course
of the negotiations, there were more union meetatd®eading and each helped build
the union culture.

Thus, the example of greenfield workplaces illussahat trade union traditions can
be applied to newly formed work sites. At Readitigg company refused to do pay-
roll deductions of union fees and as this was leefibre Employment Relations
Amendment Act of 2004 came into place, there wasll@ation for employers to
deduct money for union fees. Therefore, the oggamind delegates collected union
fees month-by-month in cash from the majority ofrkeys. New Zealand’s union
access provisions require union organisers tothellemployer the reason they are
entering the workplace. When planning collectivdics; at Reading the union
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organiser could enter the workplace to collect uhen fees, and then also discuss
action with the members. However, because so maagkesrs had no union
experience, the advantages of collecting union feesash were not limited to just
flying under the boss’ radar. Collecting uniondee person helped make the union
real to members, something they were definitely pgrnot just a line of deduction
on their pay-slip.

Negotiations for a collective agreement began oMaly 2004. Union members

rejected two offers from management, and on 24 Aug004, Reading indicated that
they believed bargaining was at an érferom the union’s point of view, the two

outstanding issues were service-pay and youth.rafége break-down of bargaining
meant that the unionisation of the workplace hadiake another step, and workers
had to take collective action. At 8pm on a Fridaghty shortly after the offer was

rejected, every worker put on a sticker that shid Union’. This was a simple step,

but escalating action is an important tool for wsioand is particularly important in

workplaces that do not have a history of industigion. The organising committee
then had to decide the next step. The union’s \aas to do as much economic
damage to the company with as little to cost tokes as possible, but the union
faced considerable challenges. At Reading, the beunof hours management
rostered depended on the number of people attendimges, so any action that
decreased attendance at the cinema would lead deceease in hours for union
members and reduce their income even if they weteon strike. The organising

committee decided to target the candy bar, notitket box. The profit in a cinema

comes from the candy bar, and other sales of fblodbljard, 2005).

On 17 September 2004, Unite held a picket outsigadidtg cinema whereby
members asked cinema goers to boycott the candysmlidarity. Union members

gave away free popcorn to people who stopped astdieand signed the petition or
wore a sticker. The initial picket was well atteddby workers, other unionists, and
even the Brass Razoo Solidarity Band. This pickéta@ed considerable media
attention and Patricia Hetherington, one of thesglales, was interviewed live on
Holmes. These pickets continued for the duratiothefschool holidays, which was
the following two weeks and collected almost 2,8@fhatures. During this time, half
of Reading members attended one or more picket;vtbuld not be considered high
for sites with a history of unionisation, but shawew far workers were prepared to
go, having joined the union less than a year befolidne picket is a traditional form

of union action. The success of the popcorn pgkested in a traditional form of
action, but in a way that fitted the specific neetlthe union at that time.

The popcorn pickets put pressure on management tivio agreed to return to
bargaining. Union members decided to continue asogl their industrial action and
voted unanimously for strike action. Due to thétgra of business within cinemas, a
three-hour strike on a Friday or Saturday night Modio considerable economic
damage to the company at a relatively small coswadkers. This continued the
pattern of using traditional union tools, escalgtaction, and being flexible in order
to do most damage to the company at the leasttoosbrkers. The strike vote put
the union in a strong position to resume negotmstiwith the company.

Negotiations finally recommenced on Friday 29 Oetol2004 with both the
Australian manager and the local manager pres@&hts was the first time that the
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parties had discussed wage rates across the Beleding management made it clear
that they were aware of the strike plans, and watdeavoid that possibility. After
negotiations, a settlement was reached that mairttoa bottom line. The pay scale
for over-18 year olds would start at $9.20 andense in steps up to $9.90 after 15
months. The Collective Employment Agreement betwdaite Union and Reading
Cinemas Limited was signed on 12 November 2004 whth conditions that the
under-18 year olds would be paid at ‘training rafes the first 260 hours they
worked, but after that they would be go onto theltestale. This agreement lasted for
18 months and any minimum wage increases withihtthree were passed on to the
Reading rates (by the time the agreement expiredinmam wage increases had
pushed the top rate up to $11.15). This offer wafied by a clear majority of
Reading workers, and just under a year after tre# Reading worker had joined
Unite, Reading workers gained a collective agreegmen

Conclusion

Why people join a union, and how workers startkimg and acting collectively, are
the two most important questions for greenfieldamiging. A case study of one
workplace cannot give general answers to thesetiqunesbut what it can do is show
possibilities.

At Reading, the nature of the workplace and the ley@p were as important as
anything Unite did in forming union members’ degisito join the union. The

physical nature of the workplace, the pattern ofkwand the pre-existing social
networks all gave distinct advantages to union misgag that may not have been
available in other workplaces. In addition, mamaget practices and pay policy
meant that workers had no illusions about the &ffecess of individual bargaining,

and wanted to change their workplace bargainingvé¥er, there is more to making a
union workplace than just joining on. What happka¢ Reading also shows that
building a union, building collectivity takes marsteps, but it can be done.
Workplace meetings, escalating action, picketskestvotes, even collecting union
fees in person are all traditional union practittest helped build collectivity in this

young workforce who had only just joined the uniddaining a collective agreement
was a great victory for Reading cinemas workersless than a year, they went from
never having joined a union, to voting unanimouslystrike action.
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Notes

! These rates, like much of the material for thi&ckr was obtained from the Reading File at Unite
Union.

259 of the membership forms from Reading are dfxted that first weekend, the organising notes
demonstrate that most workers who talked to annisgaand did not join immediately joined over the
next few weeks.

® These are based on estimates; Unite union didataplete any formal surveys

* There was a large range of reactions, includingcoriceptions about unions. These were
documented in the Organising Notes, Reading CirfgileaUnite Union.

® Haynes et al (2005) discuss these debates in dedad, (pp. 94-95)

® The relationship map made by the delegates Isrstihe Reading Cinema File, Unite Union

" The details of bargaining are complex, and indidleto the subject of this article
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Chronicle: February 2009 — May 2009
February 2009

It was reported in th®ominion Post that changes to the Employment Relations Act
and in particular the Employment Relations (Prabetiy Periods) Amendment Act
would come into force 1 March 2009. The Departnoéritabour’'s Deputy Secretary,
Workplace, Craig Armitage also promoted the emplentragreement builder tool on
its website in which he stated that: “... the emplewagreement builder is designed
to take out the hassle, and make it an easy aa@stiorward job that will take
minutes not hours of time...".

The NZ Herald reported the announcement of a Job/Employment Sutontake
place in late February. Chaired by NZX chief exaeuMark Weldon, the purpose of
the summit was to come up with a clear and prdcptan to minimise job losses
during the recession. In a general discussion erctirent economic climate and its
impact, the article noted that it was unlikely tltatmpanies would give generous
wage increases with some large employers annourhitgtheir senior executives
would not be receiving any increases. The Govermnraeopted the same stance with
the Prime Minister calling for a zero increase ifP Malaries and urging unions to
moderate their pay claims. The article argued whiake the role of the summit was to
keep as many people as possible employed, thectedlenge was to improve
productivity to enable companies and their empleyieeweather the downturn and
position them to take advantage when conditiongawg It concluded that a bigger
step would be the creation of a common vision femi\NZealand by the Government,
employers and unions.

However, Job/Employment Summit was not withoutaysics as reported in the
Waikato Times in which one observer noted that the summit wdddall talk and no
action. While it was agreed that it was good that Government was taking action,
the observer was not sure what would come out, @iitticularly as business leaders
in the Waikato had not been invited. NotwithstagdifPort of Tauranga chief
executive Mark Cairns saw the summit as an oppiytdar collaboration and to
reduce the negative impact of the global recesshklao a number of Waikato
business leaders had suggestions for the Governtoesmsure the success of the
summit.

Some of the more sensational employment caseseb#fer Employment Relations
Authority were also highlighted in the February maedh particular, the case of Davis
v Toolking Plus Limited was reported in tieess illustrating that the act of telling
one’s employer to “stick the job” in the heat of thoment may not necessarily mean
that the employee actually wanted to resign. Tlepude was between Mr and Mrs
Davis, who managed the Hamilton shop for ToolkihgsRand lived on the premises,
and Mr Edge, who was one of the directors of thenmany. Mr Edge, who had
looked after the shop while Mr and Mrs Dfavis wesgay, was not happy with the
state in which he found the shop. When Mr and Masi®returned from their annual
leave Mr Edge raised his concerns with them andrgament ensued in which Mr
Davis told Mr Edge to “stick his job”. The next d&r Edge told Mr and Mrs Davis
for the keys to the shop and told them to vacatefltit above the shop. The ERA
ruled that while an employer was entitled to rely @ clear resignation, care was
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needed when words were spoken agart of an emotional outburst in the heat of the
moment”. A fair and reasonable employer would heeaised the Davis’'s had not
intended to resign immediately or to vacate thHairdbove the shop straight away and
would have approached them the next day to cldhnéyr intentions. Mr Davis was
awarded $8,450 for lost earnings and $6,000 congpiemsfor distress, but this was
reduced by 30 per cent because of his remark asddilure to talk about the
exchange.

The Waikato Times reported that in spite of the fact that a Tairestaurant proprietor
dismissed her waiter after he sent her flying iataoor, she was ordered by the
Employment Relations Authority to pay her assail@b00. The former waiter and
barman was successful with his claim of unjustifitesimissal against his employer
despite being found quilty of serious misconducthwhis “unprovoked, and
unnecessary” actions in pushing past his employ&e employer immediately
dismissed the youth and complained to police, kdt bt proceed with assault
charges. However the ERA ruled there was a complegence of procedural fairness
in the dismissal. The youth was dismissed by areessage and a letter confirming
the dismissal was then delivered to him that ewgnithe ERA ruled that the youth
had been unjustifiably dismissed and the emplolgeulsl have written to him, giving
notice of a meeting, and setting out the allegatiand potential consequences if
serious misconduct was proven.

The Dominion Post reported on a drawn out 13 year old ‘legal stousBne of the
Court of Appeal judges labelled the delays in thgecas scandalous and added that it
rivalled “a tale in a Charles Dickens classic”. eld¢ase involved the former probation
officer who sued the Department of Correctionswork induced stress. After a Court
of Appeal hearing Justice Bruce Robertson saichg {gcandalous” there was still no
resolution to the case. He added th@tlBert v Attorney-General must at least be
entering the race to compete willarndyce v Jarndyce,” referring to the Dickens
novel Bleak House. Mr Gilbert resigned from thedtion Service at the age of 51,
on medical grounds saying the job had cost himntesital and physical health. He
sued the department for breaching his employmemiract and forcing him to retire
after a 21-year career. He claimed that he hacdfstress-related chest pains and
depression after being overloaded with difficulses involving sex offenders and
violent criminals, and that Corrections' managenveas grossly deficient. In 2000,
the Employment Court awarded him $750,000 for Isatary, humiliation and
distress, loss of career and exemplary damagesCohe of Appeal later reduced the
payout by $100,000. Since then the case has clogg#dcourts with appeals and
cross-appeals. Mr Gilbert said his legal fees vedready more than $650,000 but he
was not going to give up.

In another high profile personal grievance casenteg in theDominion Post, it was
revealed that the Director General of Conservatgectretly taped a phone
conversation with a lawyer who he later dismissdd.issuing an apology Mr Al
Morrison said he understood how “alarming and diseoting” it could have been for
lawyer Sue Grey to learn he taped their convensatidhout her knowledge. The
revelation came out during an investigation by #RA into a claim of unfair
dismissal when Ms Grey was dismissed for an allegedlict of interest. Ms Grey
also alleged that the Solicitor General, Dr Collvasl attempted to pervert the course
of justice by informing her employer, the Direci@eneral of Conservation of her
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involvement in a legal case — the Saxmere Case o Bard — in which she and Dr
Collins were representing opposing parties. In easp to Dr Collin’s alleged
telephone call to the Director General of ConséomatMs Grey’'s partner laid a
complaint with the police against Dr Collins. Idager article in theNelson Mail Ms
Grey was told by ERA Paul Montgomery that she fagdugh threshold to prove her
case. In an unexpected twist the Attorney Genmiadle an offer that if Ms Grey
withdrew her allegations he would not pursue herlégal costs. This offer was
accepted but she still sought compensation angobebback with the Department of
Conservation.

In a sign of tough economic times thelson Mail reported that between 900 and
1000 applications were received for two permaneraktdriver positions that Nelson
transport company Brian Stanaway Roading advertsedTrade Me Jobs. The
company offered “competitive pay” for two experiedcdrivers. According to Mr
Stanaway, the applications came from all arouncduding one from Iraq but added
that he was not surprised by the response.

Also in the Tasman Nelson region concerns werenagased in the Marlborough

Express about the hazardous exposure of methylibeoosed to fumigate exported
wood products. Methyl bromide is an odourless, adéss gas and is used to Kkill
insects in imported and exported goods. It is aldoemely toxic to humans and has
been linked to motor neuron disease. Health isageseciated with methyl bromide

gas in New Zealand first came to the public attentn Nelson, the first port town to

use the chemical, as a result of the concernsdréigehe widows of six port workers

who died from motor neuron disease and who hadiea 24 per cent higher than

international averages. The Marlborough Expressrteg the announcement by the
Port Marlborough that methyl bromide emissions lzk&speare Bay will have to be
80 per cent less than legally allowed if plansumigate export logs go ahead. The
log exporter Zindia was scheduled to fumigate thl lof a Hong Kong-registered

ship Kang Shen two days after the Port Marlborosigimftnouncement. Port chairman
Ed Johnson said the directors' decision was basedcapeful consideration of

environmental, community and commercial aspects.

March 2009

At the conclusion of the February Job Summit a nemab reports discussed the main
features of the summit and its success or otherwide Independent Financial
Review reported the view of Roger Kerr, executive dinetiof the Business
Roundtable that “...preserving jobs in a recessioallisbout removing barriers to
hiring”. Kerr and several other participants werenthyed to be told labour market
regulation was “off the agenda as a sop to then#iio Kerr warned that outcomes
from the summit would be “limited” unless or untihe Government implements
labour-market reform. The article claimed that thiess the price the Government had
to pay to get union leaders to attend the sumrbietaThere was to be no discussion
of the two labour-market issues many employersrosghas vital. These were the
review of the Holidays Act and repealing or amegdihe Employment Relations
Act. Kerr added that business confidence is impbrhen it comes to taking on new
staff and governments should make the decisionréosomebody as easy as possible.
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He claimed that the 90-day probationary periodnienw employees was a godsend to
jobseekers.

As a postscript to the jobs summit TReminion Post reported that the Government
was close to reaching a deal with unions and enaptogver a nine-day fortnight for
some employees. One of the main recommendations tine job summit to prevent

redundancies was to ask workers to take one daya dfirtnight. The proposal

appeared to stall after the Government resistepirigeto fund the 10th day, instead
offering to pay for training or education. Primeniter John Key said that while the
Government would not fund the Maay, it would be possible for the Crown to
consider some allowance for workers. Business Nealahd spokesperson on
employment relations policy, Paul Mackay, said eayeis were flexible about how a
deal was reached, but the bottom line had to becesticosts for the employer.

The Southland Times and theDominion Post reported that provincial airports might
be forced to shut down for 30 minutes a day tovaléor traffic controllers a meal
break under new workplace laws. The Airways Corpona said Invercargill,
Gisborne and New Plymouth airports, which all opesingle-staff control towers,
might have to close between scheduled passenggttsflas a last resort to meet
changes made under the Employment Relations (Breaid Infant Feeding)
Amendment Act, passed in September 2008. Workplawest provide two 10-
minute rests and one half- hour meal break durauip eight- hour shift. Workers and
their employers must agree on times for breaks$ onable to agree the breaks must
be taken at specific times. Corporation air navagaservices group manager David
Rollo said the state-owned enterprise, respongiblair traffic control, was working
with the Airline Pilots Association, which represecontrollers, to agree how the law
should be implemented. Although the controllereadly had regular breaks, these
were not formalised in one-person towers and thex® concern about the impact of
the meal provisions. Through her spokesman, Labdimster Kate Wilkinson
commented that there was flexibility in the Actdathe Government would monitor
its application to ensure common sense was applied.

Elsewhere thé&lelson Mail reported on a planned rally being organised byStevice
and Food Workers Union to be held in Nelson to sksapport for workers who are
facing the prospect of losing their job, and tomvamployers not to use the economic
crisis as an excuse to cut wages, conditions absl jbhe planned rally was in the
wake of news that Nelson employers Sealord and odeRBine Industries were
planning to shed 240 jobs.

The announcement of a review of the Holidays Achegated additional media
coverage. TheManawatu Sandard reported that the Government plan to allow
workers to trade their fourth week of annual leérecash had trade unions and the
Labour Party “in a lather”. Prime Minister John Kegid any decision would have to
be made in agreement with employers and would retfdasible for every
organisation but Opposition leader Phil Goff andbarneaders claimed that workers
will be pressured into making the swap by their kygx or for financial reasons. It
was also claimed that the proposed law change wandttrmine people's work/life
balance, emphasising the importance for workingmarto have quality time with
their children.
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Fresh concerns were raised when it was revealdadthieareview would consider
extending provisions allowing employers and empdsy® agree to transfer any or all
of the 11 statutory holidays to normal working da@sirrent provisions are limited to
workers on overnight shifts which cross from a nalrrworking day to a public
holiday. Minister of Labour Kate Wilkinson saidesiwanted the review to explore
whether the provision should be extended to otlekers, such as those who wanted
to observe religious festivals other than Christraasl Easter. Council of Trade
Unions president Helen Kelly said the fact that thatter would be reviewed
indicated that changing the law was on the Goventisiagenda. She added that there
were concerns that widening the scope for transfersid lead to employers who
wanted staff to work on public holidays pressurthgm to transfer the statutory
requirements to another day when they did not weerh to work.

The Sunday Star Times reported that a “stoush” had broken out on theutapTV
drama Outrageous Fortune following attempts byattters' union to get a better deal
for cast members. The chief executive of South fRRa&ictures the television
production company that made the show accused '‘Adiguity of trying to muscle
in on negotiations. The union attempted to meetsth@wv's producers, to negotiate
standard, unionised contracts for the cast. Thepeom refused to meet the union,
because it had no status in negotiations and atl members had signed contracts
appointing agents to represent them. The artidenad that the actors were running
so scared that they “gagged” the union from speptarthe media about the issue.

The NZ Herald reported that Air New Zealand had begun recruifliggnt attendants
in bid to keep flights operating when it's Transsirean and Pacific Islands cabin
crews go on strike. Large advertisements in weekeedspapers sought flight
attendants on the routes where 250 existing staffdiven notice of a four-day strike
over the Easter break. The Engineering, Printingl avanufacturing Union,
representing the striking workers threatened t& seeourt injunction if it did not get
assurances that the new staff would not be usesiriae breakers. Union secretary
Andrew Little said the action appeared to be illegader section 97 of the
Employment Relations Act 2000, which bans recruittrod strike-breakers except for
health or safety reasons.

The Dominion Post reported that a claim of age discrimination by New Zealand
against a senior pilot because he turned 60 wasl lireghe Supreme Court. The 747
pilot with an added role of flight instructor wasmdoted to first officer because being
aged under 60 was a requirement of his job. The pias appealing against a Court
of Appeal decision that said age discrimination was the reason he lost rank and
was shifted to a lower paying job. His lawyer talte Supreme Court that there
should be no exception for Air New Zealand undez dggcrimination law and that
the pilot was discriminated against through his digom and subjected to detriment.
The pilot had wanted to reach an agreement witi\&Ww Zealand in which he could
do other jobs in line with being a flight instructdut that had not happened. The
court reserved its decision.

The theme of recession and cutbacks continued amithrticle in thedominion Post

warning that employers looking to cut staff pay dedefits in order to improve their
bottom line would come out of the recession wore délowever, employers who
continued to invest in and value key employees daantinue to be rewarded for
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their investment and be positioned to make the rabste inevitable recovery. The
article said that short term employers would usetimes to take advantage of staff,
by increasing demands and / or reducing benefiisis would leave them without

their desired staff when times became good as tipesple would have long

memories about the way they were treated and waraldably leave.

Another article in theDominion Post warned that redundancies may be bad for
employees, but they can also be terrible for tlgamisation. The article quoted Kevin
Wheeler, founder of The Future of Talent Institasgging that getting rid of staff is
the ‘atomic bomb’ of choices available to an orgation during a downturn. Wheeler
claimed that redundancies can result in a lossstitutional knowledge, shredded
staff morale and affect corporate productivity,tbt the short and long term. He also
suggests corporate HR practitioners should appyeivironmental mantra of “re-
train, re-use, recycle and refresh” to the workéofthe advantage for an organisation
in retaining most of its staff is that over a pdraf time the organisation ends up with
a more agile workforce. He quoted examples of én®drrite firms such as IBM who
try to maintain their workforce during difficultties. IBM had a core workforce that
they maintain pretty rigorously and they tend ty laff or let go only those
contractors they use to fill those peak demand ginkée said that Toyota had also
done a very good job of right-sizing the workforemd they had a policy of when
you're not making cars, you're being trained. Ttiela concluded that one of the
biggest challenges is smoothing out the peaks @ngjhs in the job market, and in
the supply of the talent that is available.

April 2009

The NZ Herald reported that migrant workers, advocates and urepnesentatives
were due to meet to discuss a response to the @uoeat's plan to cut the number of
migrant work permits. Meeting organiser Dennis Magas quoted as saying that
migrant workers on temporary permits were “worrgack” about their futures, and
wanted to know if the unions would act to protdait rights during the recession. He
claimed that politicians’ calls for migrant workets be laid off first, revocation of
temporary visas by Immigration NZ not only contnagd the Employment Relations
Act, but also the Human Rights Act. The meetingieat a time when the economic
downturn raised the issue of migrant workers onp@mary permits. Immigration NZ
investigated a case where 28 New Plymouth workere wade redundant in October
2008, while Filipino welders kept their jobs andihibeir temporary permits renewed.
Immigration Minister Jonathan Coleman said thatelxpected the Department of
Labour to ensure that fewer migrants entered Nealabel on temporary permits
during the recession. Mr Coleman said there wouwldh® new temporary migrants
coming in as no new permits would be issued, antpteary permit holders would
not have their permits renewed. A record 188,00@ptaary work applications were
approved in the 2007-2008 year, an increase okl 8¢nt from the year before.

The Press reported that four Air New Zealand crew membeiffsiged to take off
novelty wigs which led to the grounding of a Chofsirch-Sydney flight and
stranding about 60 passengers overnight. The aillist night suspended the four in
what the Engineering, Printing and ManufacturingddnEPMU) said was a move to
‘up the ante’ in their industrial dispute. The gasgers had cleared Customs and
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were waiting in the departure lounge when they weté of a delay. Ten minutes
later they were told their flight was cancelled d&se some cabin crew were
inappropriately dressed. EPMU national secretarydr@w Little said the staff

involved refused to remove their wigs, and that wésat caused them to be
suspended. Little said he was mystified why Air Ne&ealand had suddenly
suspended the crew as the non compliance protdgbd®n running for several days.
The union withdrew a notice that members intendedttike over Easter, but two
non-compliance notices which included not to work siandby and not to wear
company uniform remained in place.

The Southland Times reported that employees of Clifton Wool Scourersrev
threatening to picket the plant after it closediluhey receive what they saw was a
fair redundancy package. The plant, which has aBButmployees, was to close on
16 April. Meat Workers Union regional secretary B&avis said the plant's 30
union members would get two weeks' pay for the fiemr's service plus a week's pay
for every five years' service thereafter. The dea$ what the union negotiated with
in 2006 but was signed on the understanding thenddvbe no redundancies at the
plant in coming years. An employee said that sofme Clifton workers had other
jobs to go to in Southland when the plant closedhast did not.

The NZ Herald reported that lecturers at the Manukau Institdt€exhnology (MIT)

were planning ‘short sharp lightning strikes’ inofast at their workloads. The
lecturers claimed their workloads had been inciasad they gave notice of
industrial action. Tertiary Education Union orgamis<han Dixon said no decision
had been made on what days and times the strikekl\mappen, but they were likely
to last about a fortnight. She said MIT had amolmg highest workloads of any
polytechnics. The level had become unrealisticr aftbninistrative staff were made
redundant last year an increase in student nuniileeeuse of the economic climate.

The Dominion Post reported that Wellington property tycoons the Chionsthers
were ordered to pay a former hotel manager monme $i80,000 after a long-running
employment dispute. The Employment Court found flaambes Jesudhass was unfairly
dismissed while in mediation over his job at thetHotel four years previously. In a
written decision, the court found John Chow hadeddWr Jesudhass to train his sister
to be the assistant general manager, despite hanghao hotel experience. Mr
Jesudhass became concerned at Ms Chow's managstylentwhich he said was
causing stress. The Chows hired migrant workers edwd not speak English, and
students without work permits, the decision samdApril 2005, Mr Jesudhass was
told that Sarah Dickens, Mr Chow's personal assistaas sitting in reception and
seemed to be monitoring staff. He told her slmikhhave spoken to him first. Soon
after, Mr Jesudhass and the Chows went into mediand he was suspended by
John Chow on May 5, 2005 and told to leave the Ihimenediately. He was
dismissed two weeks later, with Mr Chow citing urgfactory performance, failing
to follow requests and refusal to attend meetinlygglge Barrie Travis found the
defendant, Just Hotel Ltd, had failed to show it H@een a fair and reasonable
employer. Judge Travis stated that “...the defenslaations were both procedurally
unfair and substantively unjustified”. He awardédJesudhass $119,237, including
$68,000 in lost wages, $20,000 for loss of a cdr&t0,000 for distress.
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Another employment dispute which gained high peofibncerned the well known
climate scientist Dr Jim Salinger who was dismisbgdthe National Institute of
Water and Atmospheric Research (NIWA) for ‘serionisconduct’ for talking to the
news media without permission. In@ominion Post article Dr Salinger said he
intended to take legal action for what he callegustified dismissal saying that he
was not being “...dismissed for my science — that'tcha faulted — I've been
essentially sacked for not following protocol”. &Rress reported later in the month
that Dr Salinger had taken a second personal greevagainst NIWA over the way
he was dealt with when he was still an employebe iEsue became politicised with
Labour and Green politicians claiming that the dssal had unnerved scientists who
were thinking twice about whether they could taboat their research. Research,
Science and Technology Minister Wayne Mapp was rtedoas saying that the
existing practices of Crown Research Institutesvahg scientists to speak out would
continue.

The Dominion Post reported a senior lecturer claiming of a “cultofebullying” by
some members of management at Victoria Universiiytsilty of education. Dr
Joanna Kidman said some staff had sought medieaintrent as a result. Colleagues
also spoke of students being bullied, and fearey #ould end up using similar
tactics in school classrooms after completing theurge. The University
acknowledged the faculty had been through a diffipariod since it announced in
December 2008 that 18 jobs would be disestablisedHuman Resources Director,
Annemarie de Castro rejected the bullying allegetio

A study by health insurer Southern Cross repontethe Dominion Post found that
sick workers are costing employers more than $bik year. The study found that
the biggest cost associated with workers taking keiave was not the time off work,
but the lost productivity of staff who turned upwork while sick. The average time
off work from illness was 4.2 days a year, while #verage number of days on which
staff were at work and too sick to be productives\ia.1 days. The study reasoned
that if a sick employee was half as productivehey ihormally would be, the cost to
employers for a staff member on the average wagaldvoe around $900. That
compared with an annual sick days cost of about0$7& employee. For most
businesses, staff illness was an invisible costpayed with the expense of offering
preventive health benefits, such as flu vaccinatimnhealth insurance.

A Wellington supermarket’s English-only policy wiabelled a disgrace by a leading
employment lawyer, but the store's owner claimed the matter was blown out of
proportion. It was revealed that the Thorndon Newrh/told employees they could
receive warnings for speaking foreign languageshenob. Signs, which were taken
down after media uncovered the policy, warned thlking in other languages could
make customers and other staff ‘feel uncomfortalilB®evner Brian Drake said the
signs had been put up by a junior manager and heldwbave worded them
differently. Language itself is not a prohibitgtbund, but employment law expert
Peter Cullen said it could create indirect discniation against people of different
national origins. Mr Cullen said he would be swgd if any employers adopted such
a policy, particularly in multicultural Wellingtostating that: “We're not dealing with
the Taihape general store in 1932”.
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This event was soon followed byCominion Post report of bus drivers working for
Wellington Bus Company Mana Coach Services werbidden in their company
handbook from speaking languages other than Engisen while in the staffroom.
Tramways union secretary Kevin O'Sullivan contadtelcompany in February 2009
about the perceived breach of human rights law, aasl told “when in Rome, one
does as the Romans do”. Mana chief executive esffigeoff Norman wrote to the
union saying ‘..the use of a language in front of others who doumaterstand what
is being said, we consider to be the height of beshners’. However, the Maori
Party co-leader Tariana Turia disagreed stating tha company’s actions were
outrageous and that it needed to realise thalahguage is the cornerstone of any
culture and not giving their staff the right to exgs themselves to another staff
member in a language they both understand is degriliem of their identity”.

TheDominion Post also reported on a study that found that compahigstolerate a

reasonable amount of personal internet use hayadraporkers. PhD student Andrea
Polzer-Debruyne from Massey University, the autbbthe study which surveyed
more that 300 people about work internet habitsl $hat “...[u]sing the internet

reduces stress for employees, giving them minikseghat can make them more
productive”.

May 2009

The Nelson Mail reported on Labour MP Darien Fenton’s private mersbBill
providing minimum notice and redundancy compengsatty people who lose their
jobs. Ms Fenton stated that the Employment RelatigStatutory Minimum
Redundancy Entitlements) Amendment Bill was basedhe recommendations of a
report by the Public Advisory Group on Restructgrand Redundancy. She said that
there were “tens of thousands” of people who hadredundancy entitlement in
collective agreements.

The Dominion Post reported that an employee had laid a complainh wite
Employment Relations Authority claiming his employand contractor, Garry
Maxwell-Smith, had underpaid him and other grapeuis in Wairarapa and had also
failed to provide a safe workplace. The Labour Depant was investigating Garry
Maxwell-Smith after Work and Income revealed 2Qtsfclients had been underpaid
or received no wages. Mr Maxwell-Smith, howevasadreed with the allegations,
saying those workers who complained are people iwao't make it”. He continued
that only a couple of pickers were underpaid antesthvad refused to provide tax
details. He was quoted as saying that: “...they Weumning little monkeys...They
know that it's going to take roughly three montbs Winz, the court system . . . and
child support to catch up with them”. He arguedttithe workers had either
misunderstood the contract rates he switched toeon failed to show up for work.

The Press reported on concerns from members of the Cornestiéssociation that
prison inmates were being locked in their celldi@aand for longer under new cost-
cutting measures. President Bevan Hanlon said dhgel lockdown period had
resulted in escalating tensions, with a mini-ricgdking out at Ngawha prison in the
North Island. The association planned to file ganation through the Employment
Relations Authority on the basis that the Departniaited to consult them and had
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ignored their concerns over the roster change. &ile the safety of prison officers
was a major concern, with angry prisoners now Idcéewn for about five hours
longer under the new system.

All of the major daily papers reported on the sirfily employees employed by the Air
New Zealand subsidiary airline Zeal. ThdZ Herald reported that the union
representing cabin crew launched an ‘aggressivegamm’ against Air New Zealand
as the four-day strike got under way. Full-pageestisements appeared in each of the
country's major daily newspapers expressing the ifeegng, Printing and
Manufacturing Union's view that: “Air New Zealand ripping us off’. The
advertisements claimed a ‘corporate trick’ by Aiew Zealand has meant a pay
disparity of “..thousands of dollars a year less than other cakin performing the
same duties”. The advertisements stated that dtaffi been *.threatened,
intimidated, isolated even suspended”, for standipgto the injustice. Th&ress
reported on a demonstration in central Christchuvblere approximately 70 people
gathered waving placards, chanting and cheeringdssing motorists who tooted in
support. One employee was quoted as saying thajw]e..wear Air New Zealand
uniform, we work on Air New Zealand aircraft andoyide service for Air New
Zealand, but we are paid lots less. It is unethittals the same job”. Air New
Zealand responded to the strike by locking out Z&&f and bringing in management
to cover for Zeal staff.

The Press and theNelson Mail reported that the fate of 400 workers at Sealord's
Nelson seafood processing plant was about to beletecSealord Group and the
Service and Food Workers’ Union were heading inadiation over plans to reduce
plant costs by $1.8 million. The chief operatinfjcafr of Sealord's NZ Fish business,
Jon Safey, stated that the company would commiheofactory for three years if it
could make the savings in labour costs. Proposesi cots, rejected by union
members, included a 12-month wage freeze, imprgreductivity and lower rates
for new staff. Mr Safey said that land-based prsicgs cost Sealord $3.5m more a
year than processing at sea. The bargaining veasmtmuation of company plans to
improve the viability of its Nelson plants. Oneopessing plant lost 180 jobs in
March when 7000 tonnes of processing was moved leased trawler. Nelson's
Labour list MP Maryan Street asked the company hows restraint during the
economic downturn saying that “slashing pay anddt@mns adds insult to injury for
the workers.”

The case of dismissed NIWA scientist Dr Jim Salingentinued to receive media
attention. Thdominion Post and thePress reported that the parties were heading for
mediation and that his dismissal had ‘sparked apaauing of public sympathy for
him and a chorus of criticism of Niwa'. Dr Salimggave details of his hopes for a
resolution and a wish to return to his job. Howewediation failed and the matter
was now heading for the Employment Relations Autior

The Bay of Plenty Times reported on a Mount Maunganui trucking company Wes
fined $14,500 for telling an employee he was taptbido the job and suggesting he
undergo a stomach stapling operation. The ERA aadhatde money to Hastings man
Bruce Douglas following his dismissal a week ini® ew job for Godfrey Haulage.
Mr Douglas was given a medical examination priorb&ing interviewed for a
position during September 2007. The nurse foundideefit to work, but noted that he
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needed to lose weight. Mr Douglas also suffered fram a leg injury and leg ulcer.

After training for one week, Mr Douglas was in tisenoko” room when his manager

phoned him to ask how the job was going. He rededrhat it was different to long

haul, but he was enjoying it and all was well. lHanager replied that he had a
problem and that Mr Douglas should finish up. WhmDouglas asked why, he was
told he should consider joining a gym and hiringesisonal trainer to help him lose
weight. Godfrey Haulage was ordered to pay $10,50st wages and $4,000

compensation for hurt and humiliation.

The Dominion Post reported that after more than a year after Sopheérose was
wrongfully fired for being pregnant, she had ‘nees a single cent of the $36,000 in
compensation a court ordered her employer to pgdg'.Melrose was demoted and
then fired from her job as general manager at Aarakk Vulcan Bar in January 2008,
after telling her manager that she was pregnanmtiovember 2008, the Employment
Relations Authority ordered Weka Group Limited py Ms Melrose $35,775 in lost
wages and emotional reparation. When contacted director of Weka Group
confirmed that he had not paid Ms Melrose compémsaind said he was appealing
against the decision to the Employment Court. Thmplgyment Court had no record
of an appeal being lodged and Ms Melrose said adenbt heard about an appeal.

In a sign of the times th&8unday Star Times reported that a number of employers
faced with making redundancies were messing upitheess, exposing themselves to
the risk of being sued by laid-off workers. The ruemn of grievance cases taken
against employers was rising steeply. The artielegseveral examples including the
freight forwarding company manager who emailedf steiking them to voluntary take
a day’s leave each month without pay and addingthwse who complied would be
treated favourably when layoffs were considered.ndiggton Swan lawyers
confirmed that grievance cases taken on by lawlads more than doubled in two
years - with most of the increase coming since 208, when the recession started.
Adding to this was an ‘emerging problem’ where Néaaland companies were
increasingly being ordered by their global headceff to cut staff and in doing so
forcing them to break the New Zealand employment la
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