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The Realities of Work

introduction

The comment is often made that the world of work has undergone dramatic changes
over the past 20 to 30 years. Some commentators have gone so far as to characterise
these changes as representing a fundamental shift in the nature of capitalism itself:
a shift from ‘Fordist’ to “post-Fordist' forms of production, from mass production
systems to flexible specialisation:, from industrial to post-industrial society, or from
modern to post-modern forms of organisation {see also the discussion in Chapters
6 and 8]. Such broad characterisations usefully signal the breadth and depth of
changes taking place and also the ways in which myriad individual changes can be
interpreted as part of much broader trajectories. At the same time, it is important
to explore the specific changes themselves because such shorthand categorisations
constantly run the danger of obscuring as much as (or more than) they reveal. Not
only do they encourage {over)generalisations about the direction in which society is
heading, they also {and often more implicitly) embody sweeping assumptions about
where it has been.

In this chapter, it is necessary to cover a lot of ground fairly quickly. Its purpose
is to present an overview of how the context of work has been and is changing, and
in so doing offer a broad landscape within which to locate the more specific experi-
ences of work that are discussed in later chapiers, Even an overview must be selec-
tive, however, since contexts can be defined at several levels - an individual worker
Is located in a particular work setting, but in turn that workplace is situated within
a local economy, which itself is embedded in regional, national and international
economic contexts. Further, these economic contexts are interrelated with, and
influenced by, political contexts that also operate at each of these levels. Thus. in
this chapter it is necessary to note some of the main changes that have been taking
place in the political context of work over the past two decades, as well as both
broad changes occurring within the economic context, and changing patterns of
employment. Many of the issues raised in this chapter feed directly into more
specific arguments covered in more detail later. For the moment though, the task is
to capture a sense of the breadth of change occurring at the different levels. To this
end, the chapter is divided into three main sections:

1. The broad changes occurring in the political context of work over approximately
the last two decades are reviewed.

2. A similar examination is made of the central (and often closely related) changes
occurring within the economic context, together with some of the main
responses to those changes.

3. The major developments occurring in the structure and patterns of employment
are explored. To {llustrate this discussion we draw on Organisation for Economic
Cooperation and Development (OECD) data relating to industrialised countries
and on data for single countries where this allows us to explore developments in
more detail.



Changes in the political context

It is impossible to analyse work without giving some consideration to the political
context within which it is located. More accurately, work organisations are embed-
ded within a series of political contexts: the international political environment, the
national political context and regional and local politics. These are considered briefly
below in an attempt to apply some broad brush strokes on the political backcloth
against which the realities of work may be examined. The discussion is confined to
the aspects of the political context that have impacted upon the workplace,

The international political environment

Of the varlous international political developments that have been taking place over

the recent period that impact upon the world of work, two are particularly notable:

B the gradual extension of trade liberalisation measures
B the creation of supranational alliances in Europe, North America and Asia.

Extension of trade liberalisation

Political intervention over trade is subject to competing pressures as nation states
seck to promote trade openness where it enhances economic growth, while at the
same time seeking to protect more vulnerable domestic industries and markets.
The influence of the latter means that many sectors (most notably agriculture but
also various manufacturing activities} continue to maintain considerable tariff
barriers {duties or charges on partteular classes of goods} which have restricted
the development of international trade. Nevertheless, since the founding of the
General Agreement on Tariffs and Trade (GATT) in 1946, the overall trend both
through GATT negotiations and through regional agreements has been towards a
gradually more liberalised trading regime. The signing of the Uruguay Round
Agreement of GATT in 1994, for example, committed developed economies to
further tariff reductions on fmports, though many such tariff barriers remain

(Milberg, 1998).

The sector in which trading has become most liberalised {s that of flnancial
markets, through the removal of restrictions on international movements of capital
(Milberg, 1998: 83). This has acted as a key driver influencing the growth of
economic globalisation {see below), Other sectors have also experienced a significant
degree of market iberalisation in recent years. Entry into the long-distance telecom-
munications industry, for example, has been widely liberalised, as has access to
local and mobile telecommunications in most Industrial countries (OECD, 2000a:
152). Similarly, international air passenger transport has also experienced a degree
of market liberalisation in recent years, though market restrictions remain in this,
as In many other sectors {see Excerpt 2.1). Where international markets have
become noticeably more liberalised is within three major regional groupings of coun-
tries in North America, South East Asia, and particularly Europe, We examine these

separately below.
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Market liberalisation in the intemational civil aviation industry

Traditionally, the air transport market has been subject to a high degree of
state regulation covering market entry, capacity and prices. State ownership
was the norm for the majority of the world's major airlines. These carriers
enjoved national “flag carrier’ status and preferential access to international
markets through bilateral agreements between national governments.

Pressure for a relaxation in sfate regulation has come from a variety of
sources, most notably growing political support for “free market' capitalism
within a more liberalised and privatised economic regime (many flag carriers
have been privatised in recent years).

Following the deregulation of the US airline industry in the late 1970s, the
most significant liberalisation has been in Europe, where a single market for
aviation came into being in 1997, with any EU-registered carrier gaining the
right to operate services within and between any of the EU member states.

This reduction in state control, particularly over the entry of new carriers,
operations, pricing and capacity, has had certain immediate effects, most
notably the growth of independent low-cost carriers, many operating from
second-tier and regional airports. However, relaxation of state regulation over
the passenger airline market remains partial. It remains the case that outside
regional agreements such as the European Union, the majority of international
routes are operated by the two countries involved, and protected by highly
restrictive bilateral air service agreements.

Sources: Blyton, Martinez Lucic. McGurk and Turnbuli (2001}, OECD {2000a).

The growth of supranational alfiances

Just as much of the world's trade takes place within and between the three regional
arcas of North America, Europe and East Asia, so too the main political steps to
creale regional free markets have also occurred in these regions, through the forma-
tion of the North America Free Trade Agreement (NAFTA). the Association of South
East Asian Nations [ASEAN], and the European Union (EU). While NAFTA and
ASEAN have remained largely economic alliances, the EU has taken integration
considerably further, with an expanding number of member states establishing a
widespread political and social agenda, though primarily to support the EUs
CCONOTIC Programrne.

[tis the breadth of this integration in Europe that has made it particularly signif-
lcant in terms of its impact on work and employment. For example, member states
are subject to a growing body of European law which is increasingly impacting upon
work organisations by obliging employers {and countries as a whole} to comply with
European legislation, even where individual national governments are reluciant. For
example. the European Court of Justice (ECJ) has in the past forced the British
government o enact additional equal pav provisions to take inlo account the
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European legislation covering work of equal value (Rubinstein, 1984}, Likewise, in
the mid-1990s. the UK government was reguired to change the law on employment
protection to give part-time workers the same qualifving period as their full-time
counterparts in respect of statutory employment rights concerning, for example,
redundancy, pay and unfair dismissal compensation {Dickens, 1995: 209). More
recently, ECJ rulings in 2005 affecting employment in the UK mcluded a decision
that the hours that doctors and other healthcare workers spent ‘on call’ must be
included as working time and thus form part of the cateulation of hours specified in
the Working Time Directive {Tait and Taylor, 2005).

In the process of enshrining European-wide employment rights and hetter condi-
tions, a key development was the establistment of the European Community
Charter of the Fundamental Social Rights of Workers {known as the Social Charter}.
In 1980 it was accepted by 11 of the then 12 mermber states {the UK being the excep-
tion) as a political proclamation, with no formal legal status. However, it established
the direction in which social policy was {0 develop, and by 1992 the 11 member
states acted to begin the process of implementing the Soctal Charter through the EU
institutions by signing a Protecol on Soclal Policy as part of the Maastricht Treaty
fthe social chapter). Again the then Conservative government in Britain refused to
be a signatory, and it was not until the incoming 1997 Labour government that this
opt-out decision was reversed.

The main vehicle for developing the work and employment aspects of the Social
Charter has been through the introduction of European directives, on such issues
as working time, part-time workers, parental ieave, sex diserimination and the
rights of employees in European multinationals to works councils (Bach and Sisson.
2000). Once such directives have been issued, they are then implemented via
legislative changes at the national levels (see below].

A key political legic behind introducing EU-wide legislation has been to
harmonise conditions and rights of employees across national boundaries, This is
seen to be particularly important by the more prosperous states such as Germany
which might otherwise fall victim to ‘social dumping’ - a process whereby compa-
nies transfer aspects of production to countries within the EU that maintain lower
wages, less employment protection and fewer employment rights, thus decreasing
the costs and overheads of labour. Such differentials exert considerable pressure on
those member states with favourable employment terms and conditions to lower

them in order lo provide a competitive environment for the companies located there.
The logical consequence of such differentials is a spiralling down or ‘race to the
bottom’ on employment protection, with Europe becoming a domain of decreasing
employment rights and increasing insecurity and exploitation - a politically and
morally undesirable outcome within most member states.

The national political context

The growing significance of international agreements over trade, and the develop-
ment of supranational political alliances notwithstanding, the national political
context continues to represent a major source of influence affecting the world of
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work and developing patterns of employment. As an economic manager, emplover
and legislator, the state has a major bearing on the experience of work (Blyton and
Turnbull, 2004; 170-213). Indeed. as noted above, even key supranational devel-
opments such as the implementation of EU directives are carried out via changes
in national legislation (see Bach and Sisson, 2000: 31-3; Gennard and Judge,
2005). Similarly, a central aspect of the move towards greater market iiheralisa-

deregulatory activity has been given a particular impetus by widespread privati-
sation of former state-owned monopolies. Indeed. in the national political context
affecting the nature of work and employment, i is privatisation activity that is

among the most prominent national level politica} developments worldwide over
the past generation.

T T

Privatisgtion activity

The 1980s and particularly the 1990s witnessed a substantial growth in privatisa-
tion throughout the world, and widespread privatisation activity has continued into
the present century. Factors cncouraging privatisation have included government
desires to raise revenues and avoid new investment costs, and the widespread
decline in the power of left-wing parties which in the past have been more in favour
of state ownership (Toninellj, 2000).

One estimate is that the overall size of the public enterprise sector in industrial
countries halved between the beginning of the 1980s and the end of the 1990
(OECD, 2000a: 154). In 1990, the total proceeds from privatisation were just

A B A e S R e
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Labour market dereguiation

The UK stood in the vanguard of privatisation activity, and for Conservative govern-
ments of the 1980s and 1990s in the UK, privatisation represented a major plank
in a broader project of deregulating economic activity. This was particularly marked
in relation to the labour market with the objective of allowing emplovers greater free-
dom of operation. This policy of labour market deregulation was underpinned by
theories of neo-classical economics which hold that economic revival and success g
dependent on allowing market forces to operate free from any ‘artificial’ constrains
Or government intervention. It was argued that competitiveness had been hampered
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in the past by high labour costs caused by the restrictions and rigidities imposed on
emplovers by employment protection legisiation, and the power and influence of
trade unions. On the basis of this reasoning, successive Conservative governments
from 1979 onwards embarked on a series of incremental changes that sought to
deregulate employment and restrict the influence of trade unions, While some
aspects of these policies were reversed or curtailed by the incoming New Labour
government elected in 1997 (by for example, the introduction of a national minimum
wage and the establishment of rights for trade unions to pursue membership repre-
sentation cases, as well as the implementation of European directives — see above},
many of the broader labour market policies have remained in place.

Dereguiating employment - by such means as extending the period that employ-
ees had to work before qualifying for emplovment protection rights, by abolishing
wage-setting mechanisms for the least organised groups, and by restricting the
operations of trade unions {see Blyton and Turnbull, 2004 for details) - had the
effect of shifting the balance away from employment protection towards employment
flexibility. This greater flexibility carries a number of consequences for those both in
and out of work (see discussion of job insecurity below). However, in identifying the
full extent and implications of labour market deregulation in the UK, care needs to
be taken, for it is something of a misnomer to talk of UK governments ‘deregulating’
the relations between capital and labour. Relative to many other economies, the
labour market and employment relationships in the UK have never been highly
regulated.

In the UK, for example. legislation on such basic employment issues as the
maximrum hours a worker is permitted to work, or the minimum number of days
holiday a person is entitled to, has until recently heen notable by fts absence. The
same holds for the type of employment contracts that an employer can offer — for
example, unlike various other countries there is no requirement for employers in
the UK to justify the offering of temporary rather than permanent contracts. In
this respect, the deregulation of labour markets which took place in the UK in the
1980s and 1990s is all the more significant: it removed and reduced regulations
in a context already characterised by a low degree of regulation. In a country
where labour market regulation is in any event only modest, the further diminu-
tion of that basis of regulation has considerable symbolic significance regarding
the perceived relations between capital and labour and the lack of any need to
protect the latter against the powers of the former,

One of the significant aspects of the UK privatisation for patterns of work and
employment is that in the past, an important way that the state regulated employ-
ment within and around the public sector was via the practice of Falr Wages reso-
lutions. These were based on the principle that when a private sector firm was
awarded a governument contract, its employees should be paid at a level commensu-
rate with equivalent work being undertaken by public sector workers. This was part
of a broader state approach to acting as a ‘good employer’, and disseminating its
practices more widely. The good employer approach also extended to its encourage-
ment of trade union representation, leading to very high levels of union organisation
throughout most of the public sector. However, the shrinking of the public sector
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through privatisation (
in employment in the
coupled with the co

& reduction that has only partially been offset by expansion
health and education sectors in recent years: see Hicks, 2045)
mmercialisation of those activities remaining within the public
anied by the abandonment of Fair Wages resolutions. Moreover,
mpetitive tendering' across the public sector in the 1980s and
most tenders being won on the basis of least cost, with low wage
levels being an important means of keeping costs down when tendering. Thus the
increase in competitive tendering and the ending of the concept of 'fair wages’ acted

to remove further Tigidities’ from the labour market concerning wage rates for
employees working on government contracts

Regional and local political environments

As states such as the UK also move 1o more devolved
lcal activity at regional and local levels becomes more
vivid examples of how sub-national politics can hav
to which it encourages (or inhihits)

political arrangements, polit-
significant. One of the most
¢ an impact on work is the extent
capital investment in an area, through such
programmes as the creation of local enterprise zones o stimulate economic growth
and employment (OECD, 2005b: 107-8). In terms of encouraging capital invest-
ment, a UK example from the 1980s of local politics playing a key role relates to the
location of the Nissan car tompany in the north-east of England. In this instance,
various parts of the local state {the local authority, the county council and the local
development corporation) acted 1o purchase land in sufficient quantity {over 900
acres) as to attract the car-maker, with the prospect of being able to expand its Gper-
ations on the site much above its originally stated plans (Crowther and Garrahan,
1988). More recently in the UK and Europe, an important focus of regional policy

and development has been the growth of regional airport facilities {and surrounding
infrastructures). Much of this growth is closely linked to the rapid expansion in low-
cost airline traffic over the past decade (Buyck. 2005).

It the UK the local political context has also proved to be a site where an
alternative political agenda can be orchestrated from that prevailing at national
level. The elections for a Mayor of London in 2000, for example. created a rally-
ing point for opposition to the national government’s policy of privatising the
London Underground. Such examples must be treated with caution, however, for
while they illustrate the potential importance of local politics in the UK, the
Influence of the latter remains highly circumscribed, both by the increasing
power of Whitehall (Hoggett, 1996) and by the generai Inability of sub-national
political mechanisnis such as the Scottish and Welsh Assemblies suecessfully to
challenge the decisions of powerful multinationals. For example, when the
Anglo-Dutch steelmaker Corus announced in early 2001 its decision to close
substantial parts of its steelmaking and plating facilities in south Wales with the
loss of approximately 3000 jobs in Wales {and 6000 in the UK as a whole), this
decision could not be modified by the Welsh Assembly, despite the latie
of persuasion and financial incentives {
see also Excerpt 2.3 on page 44,

's efforts
Financial Times. 17 January 2601, p. 6:
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Changes in the economic context

Globalisation and competition

One of the most marked economic developments over the recent pericd has been
the progressive globalisation of economic activity. Just as earlier periods of indus-
trial development witnessed a gradual shift in the extent to which enterprises
were oriented towards national rather than local markets, the last gquarter-
century has seen a marked increase in the cross-national nature of goods and
service production. It needs to be recognised that the term ‘globalisation’ is prob-
lematic. Many different meanings have been applied to it, and some commenta-
tors have criticised the term for its implication that what Is currently occurring is
fundamentally different from previous patterns of development rather than an
extension of those paiterns (see for example Hirst and Thompson, 1996;
Kleinknecht and ter Wengel, 1998).

Although the term ‘globalisation’ has often lacked precision, we concur with the
view that there is now compelling evidence that global activity is increasing, that
national econormies are becoming increasingly integrated into global trading rela-
tions, and that large companies increasingly make decisions on a global basis, not
least as a result of the trade and capital liberalisation measures that political nego-
tiations have brought about {see above). Futhermore, globalisation reflects the grow-
ing number of countries figuring in an increasingly industrialised world, with coun-
tries such as Korea, Talwan, Singapore, Brazil, Mexico and recently Malaysia,
Thaitand, India and China becoming prominent industrial producers and major
international traders.

A workable definition of economic globalisation is ‘the integration of
spatially separate locations into a single international market’ (Blyton,
Martinez Lucio, McGurk and Turnbull. 2001: 4475. The principal economic
dimension to this is simply the reduction in the costs incurred when conduct-
ing business on an international basis. This includes, in particular, transport
and transaction costs, such as travel time, freight rates and the cost, speed
and ease of communication.

Nowhere is the spread of giobalisation more clearly Hlustrated than in the accel-
erated growth in world trade in recent years. During the 1990s and the early years
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of the presen century. world trade has grown at a considerably fasler rate than total
output of goods and services, On average. world trade grew by 6.4 per cent per
annum during the 1990s (Bank of England. 2000: 234) Throughout that decade.
this represenied a much higher rate of growth than total vutput (GDP): indeed in &
nurmber of those vears (1994/5/7/8) world trade grew at over twice the rate of world
GDP. Similarly in the 2000-04 period world trade continued o grow at twice the raie
of growth in world GDP (WTO. 2003: see also Nation
2005). Data from the OECD underlines the
trade. Between 1991 and 2004 for example, China's trage growth exceeded 20 per

cent in seven of those years. and in only two vears during that pericd was trade
growth below 10 per cent (OECD. 2005a: 194)

al Instifute Economic Review,
growing prominence of China in world

‘ H
| Exercise 2.1

| What doyou think? f

I
| The focus of the discussion here is economic glob

alisation. However, globalisa- (
| tion also has social, cultural and political dimensions which may be said to [
| reinforce the spread of economic globalisation, ‘

|
Identify an example of social. cultural and cultural globalisation taking (
J place. {If you wish to develop your knowledge further on these aspects of glob- |
|
[

| alisation, a good starting point is Walers, M. (1995) Globalisation, London:
| Routiedge).

Multinational firms
Within this overall EXpansion in trade, multinational firms play a very large and
Increasing role, and as such represent the principal carriers of economic globalisa-
tion. Driven by such factors as the differential cost and availability of labour,
favourable exchange rates and the importance of being situated within, rather than
outside, multicountry free trade areas {such as the European Single Market) the
scale of multinational activity has continued to grow [Stopford and Turner, 1985},
For example, US multinationals accounted for over four-fifths (83 per ceni) of the
value of US exports in 1994, A substantial part of this (36 per cent) involved trade
between multinational parents and their affiliates, while the remainder (47 per cent)
involved trade between multinationals and others (C]ausing. 2000: 190).

The overall effeci of globalisation, the spread of industrialism, and the
increased dominance of multinationals has been ta intensify competition in many
markets. A growing number of local and domestic markets have become exposed
to wider competition, either as result of international trade or through activities
of multinationals producing for the ‘host' country market. So much so that a
worker in the UK Midlands, for exaruple, could work ar the (Japanesce ownoed)
Tovota plant. trave! (o and from work in a British manufaer ured Ford or Vausxhal
car (both US mu tnetionads in the LUK

Ishop at lunchume i the Incal |

German
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owned) Aldi supermarket, and travel into Birmingham at the weekend to purchase
household goods at the local (Swedish owned) {kea superstore, before returmning
home to watch a UK manufactured {in a Japanese pwned factory} Sony television,
picking up a, burger from the local {American owned) McDorald's on the way.

Intensification of competition

Besides the pervasiveness of multinationals, other factors too can be seen to have
fuelled the intensification of competition, not least an accelerated diffusion of new
technologies, generally resulting in more restricted technological advantage being
enjoyed by individual companies for a more limited time. Related to this, technolog-
ical advances in telecommmunications have accelerated the speed with which compa-
nies can effectively operate in geographically dispersed markets, thereby undermin-
ing any advantage of proximity and exclusivity from which local producers might
previously have benefited.

The effects of intensified competition on work and workers can manifest themselves
in a variety of ways depending on how employers respond to the competifive pressure.
Decisions such as positioning in markets through acquisition, divestment or change
in location, which markets to operate in, which produets to develop or abandon and
which technologies to employ, are all likely to be influenced by the nature and inten-
sity of competition. At the same time, however, in the search for competitive advan-
tage and efficiencies, labour and labour costs frequently play a central role. This is
often true not only where labour costs represent a high proportion: of total costs,
but also where labour costs form a much smaller proportion, but are more open to
manipulation {at least in the shorter term) than other, more fixed costs.

In the international ajr passenger transport industry, for example, labour costs
represent only between 25 and 35 per cent of total operating costs (Doganis, 1994:
18}); however, many other costs {for example, aircraft and fuel prices] are less open
to manipulation, thus making labour one of the few ‘variable’ elements of cost, at
least in the short term. As a result, in the face of deregulation and growing compe-
tition in the industiry, there has been strong pressure on airline managements to
improve competitiveness via cuts in their overall labour costs {Blyton, Martinez
Lacio, McGurk and Turnbull, 2001}

There are essentially two contrasting strategies that employers may adopt
towards labour in the search for competitive advantage: on the one hand, by
increasing the output that labour achieves, or on the other, by reducing its cost. In
practice, of course, these two strategies do not represent the sole choice avaiiable,
Rather, they are located at each end of a continuum of responses, with employers
likely to seek improvements in their competitive position by a mixture of responses
designed to increase performance and reduce costs. Variation, therefore, is likely to
be not between one extreme and the other but rather between the relative priorities
given to perfermance improvement and cost reduction. Yet, it will nevertheless be
helpful to delineate the two ends of the continuum in & little more detail, for they
indicate how broad economic {and political) strategies have important ramifications
for labour.
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One end of the continuum entails seeking competitiveness through improved
performance and presupposes the creation of a highly trained and competent
workforce, capable of utilising a high level of skill to yield increased levels of
output,

B The other end of the continuum, Involving a labour strategy based on lowest
cost, is likely to entail minimising expenditure on training, resulting in a low-
skili, low-produectivity, low-cost workforce.

The choice between these strategies (or the relative weight given to each within
more complex strategies) is not only an economic choice but also reflects political
policies and constraints., An important reason, for example, that employers in
Germany have generally pursued a ‘high-skill, high-performance’ strategy Is
partly because state policies on training and vocational education have resulted
in an extensive training infrastructure, and a comparatively high level of skill
development among the labour force. Added to this, alternative strategies such as
minimising labour costs by hiring in workers when demand is strong, then firing
them when demand drops, are less readily available {0 German employers,
because of statutory restrictions governing redundancy and dismissal. This
contrasts with the UK where there is little regulatory constraint on employers’
ability to hire and fire. Given this, and the comparatively low development of
national training and vocational education provision in the UK, it is evident how
political policies in the two countries have influenced markedly different labour
strategies (Boyer, 1988; Brunhes, 1989}
It has been widely argued that the UK has been in the vanguard of those coun-
tries pursuing a low-cost compelitive strategy, with consequences for levels of
Investment in skills, wage levels (including non-wage labour costs such as sick
pay and pension contributions} and the (low value-added} nature of much of the
productive activity taking place {for a discussion, see Blyton and Turnbull, 2004).
The low wage levels and widespread availability of lahour {caused partly by high
levels of unemployment for much of the 1980s and 1990s; see below) have been
important factors encouraging a high level of foreign direct investment into the UK
compared, for example, with other EU countries. Much of this investment has
required only low or modest levels of skill development, with many activities {for
example, in the motor components sector and consumer durables manufacture}
involving assembly operations of one form or another. The paucity of the educa-
ton and training structure in the UK compared, for example, with many of its
western European counterparts, has been well documented {see, for exarmple,
Keep and Rainbird, 2005} as has the UK's level of productivity and performance
(see Blyton and Turnbull, 2004: 49-55). The broader point for our present discus-
sion, however, is that many of the salient aspects of work - types of jobs available.
levels of income, extent of training and skill development, and degree of job secu-
Tity - can only be fully understood within the broader context of overall competi-

tive strategies and the political and economic milieux within which those
strategies are formulated and pursued.
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Exercise 2.2

What do you think?

Assume tHat vou are a senior human resources manager in an organisation
that in the past has competed on the basis of producing high-volume goods to
cater for the low-cost end of a consumer market {selling fixed-focus "point and
shoot’ cameras).

Because of a change in consumer behaviour to favour higher specification
and better quality digital equipment, your company has taken the decision {0
switch its strategy, get out of the low-cost end of the market, change its brand
name, and compete by producing very high specification, and much more
high-cost, equipment.

1. In terms of the workforce, what are the main changes that you anticipate
will need to be made? List these and rank them in order of importance.

2. Now rank these again in terms of which change you would begin with
followed by second and third in order of priority for intreduction}, and
explain the reasons for your decisions.

3. In addition to meeting the objective of successfully switching production to the
higher quality output, what other consequences would you foresee arising
from the changes you have listed?

Organising production

Aside from the question of overall strategies aimed at higher performance or
lower cost, in other ways too, greater competition and the search for more effi-
cient operations have led to significant changes in how organisations approach
the tasks of goods and service production. For example. the twin factors of
advances in technological capability and the search for greater efficiency have
stimulated the development of more advanced forms of production control, with
production processes being ‘re-engineered’ or ‘re-configured’ to improve the
sequencing and integration of different stages of productive activity within
organisations and the efficiency with which production ‘flows’ through an organ-
isation with the minimum of bottlenecks. Partly this involves the supply of mate-
rials and the timing of manufacturing processes being matched more closely to
customer orders, so that goods are produced ‘just-in-time' to meet delivery
requirements, thereby reducing the amount of capital tied up in stocks of raw
materials, work in progress and finished goods. In terms of the possible impact
on people’s experience of work {and as discussed further in Chapter 4) one effect
of just-in-time operations could be an increase in work intensity, or at least a
reduced ability to create greater control over work pace by building up ‘banks’
of part-finished items, which can be drawn upon to ease work pressures at a
later point.
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The Realities of Work

Quality

Closely associated with these changes in production processes has heen an
Increased emphasis on output quality. with Japanese manufacturers such as
Toyota leading the way in making the management of quality a key component in
overall production and competitive strategy. The increased emphasis on quality has
manifested itself in a variety of Mmanagement initiatives such as quality assurance,
quality circles and Total Quality Management (TQM) (Deming, 1982: Hill, 1991:
Juran, 1979; Oakland, 1989; Strang and Kim, 2005), and has given rise to addi-
tional phrases in the management lexicon such as ‘continuous improvement’, ‘zero
defects’, ‘internal customers', ‘world best practice’ and the more commonplace ‘right
first time’. Much emphasis has come to be given to assuring quality at the point of
production rather than at final inspection, in an attempt not only to ensure a better
quality product, but in particular to avoid the cost of reworking defective output. As
discussed in more detail in a later chapter, among the effects of these changes for
the experience of work has been an increased emphasis on quality assurance and a

requirement for workers to take greater responsibility for inspecting their own work
and that of their work colleagues.

nature of work and employment. Other key changesinﬂuencing the experience
of work include the :

increased emphasis on more efficient organisation of |
qualityoutput. © - . -

Changes in industrial structure and employment

The structure of employment is never static but reflects and delineates patterns of
change in particular industries and broader sectors of activity. The pace and some
of the contours of change vary from one industrial society to another; nevertheless
a number of broad developments are evident, reflected in the changing structure of
employment. Measurement of the structure and location of economic activity. the
characteristics of the workforce, the nature of employment contracts and patterns
of unemployment, redundancy and insecurity indicate the aggregate nature of
employment and the ways this is changing over time. A number of measures are
interconnected: the simultaneous growth in service sector, female and part-time
employment, for example. Also, some of the trends that can be identified are influ-
enced not only by structural shifts in the economy but also by cyelical factors which
act ic accelerate or inhibit certain longer-term changes at particular periods. At the
same time. what is revealing is the robust nature of many of the structural changes.
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Cyclical effects such as economic recession have in many ¢ases had only a modest
influence on several of the aspects of employment change {for example, the growth
in part-time working), temporarily slowing some of the trends but rarely causing
even a short-term reversal in longer-term developments. This is true even of those
aspects of the employment experience, such as redundancy, unemployment and job
insecurity. that in the past were closely associated with recession condifions, but in
more recent times have seemingly become rather more loosely tied to overall
economic conditions (see discussion of job insecurity, and Excerpt 2.4 on page 46).

Employment in service and manufacturing industries

Throughout the industrial world, a progressive shift in employment from primary and
secondary sectors to the tertiary, service sector has been pronounced (Blyton, 1989:
31-8). In the OECD, almost seven out of ten employees (69 per cent) were working in
the service sector in 2004, with Canada, the United States and several European
countries registering a level of three-quarters or more of their employees located in
services (OECD, 2005c: 17). This contrasts with earlier decades when in 1971, the
corresponding proportion of employees working in the service sector in CECD
countries was five out of ten, and in 1961 just over four out of ten (Blyton, 198%: 37).

Looking at the UK in more detail, in the perlod between 1971 and 2005, the
number employed in manufacturing in the UK fell by over 4.75 million, or three-
fifths (Table 2.1). In the same period, the number employed in services rose by more
than 10.5 million, an increase of over 90 per cent. As a consequence, by 2005
almost seven times as many people were employed in the service sector in the UK
as worked in manufacturing. When all industries are taken into account {agricul-
ture, forestry and fishing; mining; electricity, gas and water supply, and construc-
tion, as well as manufacturing and services) the proportion of total employees
engaged in the service sector in the UK stood at over four-fifths {82.2 per cent) by
June 2005, up from just over half (52.6 per cent) of the total employees in employ-
ment who worked in services in 1971. In contrast, manufacturing employment by
2005 had fallen to less than one in eight (11.8 per cent) of the total in employment.

Table 2.1 Changes in employment in UK manufacturing and services, 1971-2005
(thousands}

Manufacturing Services
1971 7,890 11,388
1981 6,107 13,102
1990 4,756 16,643
2001 3,802 20,524
2005 3,131 21,884
Actual change 1971-2005 -4,759 +10,496
% change 1971-2005 -60.3% +92.2%

Source: adapted from Employment Gazette (Historical Supplement 4) October 1994 and Labour Market
Trends, fanuary 2006.
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Exercise 2.3

What do you think?

The discussion of the growth in female amployment has concentrated on
lahour demand factors, particularly the expansion of the service scoiofn In
sddition. however, there are hmportant labour supply factors which help to
explain why a greater proportion of women — particularly those with children
— are returning to the labour market than previously.

List the main factors that you think account for why a higher proportion of
women are now refurning to the labour market.

Rank these factors in order of importance and give reasons for your choice
of the most imporiant.

Part-time employment

Within the overall changes in empioyment towards a greater proportion of iobs
heing held by women (the majority in the service sector), there has been a partic-
ular growth in the number of pecple working part-time. Across the OECD as a
whole. over one in six employees work part-time. However, among the members of
the OECD this proportion varies considerabiy, with eight countries int 2004 show-
ing a part-time proportion greater than one in five of total employees, while seven
other countries recorded a level of less than one in ten empioyees working part-
time (Table 2.3}

Exercise 2.4

What do you think?

Look at the data in the fourth column of Table 2.3 dealing with women's share
of total pari-time employment. m around half the countries {14) WOmen's
share of part-time employment fell between 1990 and 2004, What factors can
vou think of that might account for this decline?

In the CECD countries as a whele, over seven out of ten part-time jobs are held by
women (in the EU countries the proportion is nearer eight out of ten). Overall,
around nine out of ten part-time jobs are 1ecated in the service sector. (See Naylor,
1004 for a detailed historical examination of the growth of part-iime working.)

Self-employment

In addition to the portion of the labour force who are employees, there is aiso a
significant minority who are self-employed. Among industrial countries in the




Table 2.3 Incidence and composition of part-time employment in OECD
countries,® 1990-2004
Men Women Part-time Women's share
employment  in part-time
as a proportion employment
of total
employment
1990 2004 1990 2004 1990 2004 1990 2004
Australia 113 16.1 385 40.8 226 27.1 70.8 67.1
Austria . 3.7 . 296 . 15.5 . 86.9
Belgium 4.4 6.3 28.8 34.1 135 18.3 79.8 80.6
Canada 9.2 109 26.8 27.2 17.0 18.5 69.9 68.8
Czech Republic . 1.5 . 5.2 - 3.1 .- 72.9
a1 Denmark 16.2 116 29.7 24.3 19.2 17.5 71.1 64.5
1 Finland 48 79 106 150 76 113 670 635
1 France 45 48 225 236 122 134 786 806
e o Germany 2.3 6.3 29.8 37.0 134 20.1 89,7 82.8
T Greece 40 31 116 109 67 60 608 686
S Hungary . 2.2 . 5.1 . 36 . 677
} N Iceland® 75 102 397 312 222 212 816 734
§ freland 4.4 63 212 351 100 187 703 788
g : ftaly 4.0 59 184 288 89 149 705  76.1
i Japan 9.5 14.2 33.4 41.7 19.2 25.5 7¢.5 67.4
. f Korea 3.1 5.9 6.5 11.9 45 84 58.7 59.0
18 Luxemburg 1.6 1.7 191 333 76 146 86 930
18 Mexico . 81 . 278 .15 . 651
- Netheriands 134 151 525 602 282 350 704 76.0
. New Zealand 79 107 348 354 197 220 774 73.6
1 Norway 69 103 398 332 218 211 827 749
i ] Poland . 75 . 175 . 120 . 657
% . Portugal 3.9 5.8 2.8 14.0 7.8 5.6 70.3 67.0
¥ Spain 1.4 26 115 172 46 83 792 810
% i‘ Sweden 53 85 245 208 145 144 811 695
2 Switzerland 6.8 8.1 426 453 22.1 249 824 821
Turkey 4.9 3.7 18.8 14.8 9.2 6.6 62.6 58.5
United Kingdom 5.3 10.0 38.5 40.4 20.1 24.1 851 77.8
United States: 8.6 8.1 20.2 18.8 14.1 13.2 682 4883
Notes
a} Part-time employment refers to persons who usually work less than 30 hours per week in
their main job.
b) Data in 2004 column is for 2002,
¢ Estimates are for wage and salary workers only.
. not avaitable
Source: adapied from OFCD {2005b).
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OECD, levels of self-employment are highest where agriculture and small family

businesses remain major sectors of activity: for example in Greece, Italv, Korea,

Mexico, Portugal and Turkey.

In the UK. seif-emplovment increased substantially (by almost half) during the
forces of. on the one hand, high levels of unem-
and on the other hand, state financial support
d to self-employment. In addition. as part of

1980s, primarily because of the twin
ployment and limited job vacancies,

for those moving from being unemploye
lirect labour costs, many companies from the 1980s onwards

their efforts to cut d
abandoned employment contracts in favour of commercial contracts by requiring
oyees to being self-

some of their workers to alter their stalus from heing empi
emploved. This occurred. for example, among workers operating outside the main
workplace, such as service engineers and milk deliverers, and particularly in the
construction sector (see Evans, 15903, Where seif-employed individuals are simply
selling their skills to an organisation they are sometimes referred to as ‘labour only
subcontractors’, and these comprise a high proportion of the 2.5 million enterprises
with no employees in existence operating in the UK (Dale and Kerr. 1995: 462).

The growth in self-employment was heralded by UK governmenis in the 1980s as
a mark of success and testimony {6 an emerging ‘enterprise cutture’. In practice,
nowever, much of this newly created self-employment involves low remuneration
and long hours. In 1993, {or example, the fuli-time self-employed worked, on aver-
age. around 7 hours per week more than employees (Butcher and Hart, 1995: 218).
gmall businesses are also prone o high rates of business failure, and probably
attest more to a lack of employment prospects and firms accepiing only
self-employed status, rather than any significant desire for autonomy within an
enterprise culture.

In recent vears in the UK, the proportien of the total workforce who are self-
employed has falien slightly {13.1 per cent of the overall workforce were self-
employed in 1997, 12.7 per cent in 2005). This reflects the growth in the number
of employees being faster during this period than the growth in the number of

seif-employed.

The location of employment

Size of employing organisation

While it is commonplace {o think of a ‘typica
fairly or very large. in fact of the 992.000 enterprises with employees operating in
Britain in the early 1990s, four out of five employed less than ten people while only
17.000 (1.7 per cent of the total) employed more than 100 employees. Of these. 14,000
were medium-sized (100-499 employees) and just 3000 were large (00 or more
} (Dale and Kerr, 1905: 462), However, these 3000 largest businesses
third (37 per centj of total non- government employment. Large-
water sector, mining and quarTying,
firmas on the other hand are partic-
fincluding printing and publish-
1 as in agricuiture, construction

b employing organisation as one that is

employees
accounied for over one-
scale enterprises predominate in the enevgy and
chemicals and parts of the financial sector. Small
ularly numerous in parts of the manufacturing sector
ing, fumiture and {abricated metal products) as wet
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the train, or in cars) while at the same time using home as a base. In 2005, most
teleworkers (1.8 million out of the 2.4 million tdtal) worked in different places
using their homes as a base; the remainder (0.6 million} worked mainly in their
own homes,

In terms of the characteristics of teleworkers, a majority {62 per cent] were
self-employed in 2005, Almost two-thirds (65 per cent) of teleworkers were
men, and it is male teleworkers who are particularly likely to telework in differ-
ent places. Ruiz and Walling’s analysis of the LFS also shows that teleworking
is more common, and growing at a faster rate, among older workers (50 years
and over} than among younger age groups (particularly 16-24 year olds).

In terms of occupation, nine out of ten teleworkers work in managerial,
professional, technical and skilled trades occupations. The occupational
groups that are most likely to work in their own homes as teleworkers (rather
than working in different places) are administrative and secretarial occupa-
tions. The rate of teleworking is highest in skilled trades. Among skilled
workers, those employed in the building trade are particularly prominent
among the teleworking population. The self-employed builder using a
computer and telephone to conduct his/her business is a very different
picture of a ‘typical’ teleworker than past stereotypes of white-collar workers
being remotely connected to their organisation and using the telephone and
computer to undertake tasks at home.

Unemployment, redundancy, temporary work and job insecurity

s Unemployment
 Just as it is difficult to compare unemployment rates between countries because of
different definitions of unemployment, so too seeking te draw an accurate compar-
ison of present-day rates of unemployment with those of earlier periods is compli-
cated by the many changes made to the basis on which unemployment statistics are
calculated. In the UK since the late 1970s, for example, there have been over 30
such changes (see Blyton and Turnbuli, 2004: 75; also Denman and McDonald,
1996: 18; and Department for Education and Employment. 1995a: 398-400).

Despite these difficulties, however. important long-term trends in the rate of
unemployment remain evident. The principal one is that levels of unemployment
have risen from around 2 per cent in the 1950s and 1960s to a peak of over 11 per
cent in the mid-1980s. Even during periods of strong economic growth, unemploy-
merit rates have tended to remain higher than the rates prevailing during growth
periods a generation ago. Table 2.4 shows a comparative picture among industrial
countries for the period 1994-2004, which indicates that while unemployment rates
fell in many countries between these dates, the levels of unemployment m many
countries remained at comparatively high levels,

As well as the variation between couniries, unemployment rates vary consider-
ably between different groups. For example, while the OECD average unemployment

e
SR aler A







2 The changing context of work

and those leaving it. These unemployment Tlows™ are far greater than changes in the
unemployment level might suggest. Taking the example of an unexceptional month
fwe have chosen May 2005 to illustrate the point), the level of registered unemployed
in that month was down by 4600 compared with the previous month. This figure,
however, is the product of an inflow of new unemployment registrations of almost 40
times that amount {202.300) during the menth, and an outflow of 206.900. In a
proportion of cases, the same individuals become unemployed tand re-employed) more
than ance In any given year, thus figuring several times in the inflow and outflow
statistics: studies have shown that between one-third and two-fifths of new registra-
tions are likely to have previously been unemployed during the same year (DIEE,
1995h: 355). What the magnitude of the flows alse underlines, however, is the breadth
of experience of unemployment within the workforce as a whole. It is also a reflection
of a widespread lack of employment security (see also, below).

The level of unemployment does not reflect the fotal picture of job shortage,
however. In addition to those officially counted as unabile to find work, there are
millions more who have become prematurely {and inveluntarityt retired or otherwise
dropped out of the labour market because of a perceived lack of prospects of find-
ing work. Changes in the participation rates of men in the labour market indicate
the scale of this discouragement effect. The proportions of males of working age who
are active in the labour market {in work or registered unemployed} has fallen in
several industrial countries over the past two decades, to a point where in the UK
for example, approaching one in five males of working age, and not in full-time
education, are not active in the labour market - a degree of inactivity which Hutton
{1995: 1) identifies as having ‘incalculable consequences’ for overall well-being and
social cohesion in the country.

While men's economic activity rate has declined, women's overall activity rate has
increased. As a resuli, the gap in men's and women's activity rates narrowed from
16 to 10 percentage points between 1992 and 2004 (the male activity rate in 2004
standing at 83 per cent, the female rate at 73 per cent) {Ashton et ai, 2004 30).

Two further points are worth making in regard to unemployment. First, the level
of unemployment and the extent to which people have been made unemployed
impacts both materially and psychologically not only on those directly affected. In
addition, the impact is extended by a general heightening of awareness of job inse-
curity and the perceived difficuities that can be experienced in gaining employment
once unemployed - difficulties clearly expressed in the scale of long-term unermploy-
ment. For example, in 2004 almost one-third of those unemployed in OECD coun-
iries had heen unemployed for at least a year (OECD, 2005h: 258). Furthermore,
there is a disproportionate presence of some groups (such as younger and older
workers and ethnic minorities) among the long-term unemployed.

The effect on people’s aftitudes to work and job insecurity of high levels of
unemployment still prevailing in several couniries, was vividly summed up in
the UK in the 1980s by Ron Todd {then chief negotiator at the Ford Motor
Company and later general secretary of the T&GWU), who commented that
‘we've got 3 million on the dole and another 23 million scared to death’ {quoted
by Bratton, 1892: 70). The second point is that the rate of flow of individuals
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onto unemployed registers has heen affected by the amount and circumstances
under which redundancies have been declared over the recent perdod. It is to a
more detailed consideration of redundancies that we now furn,

Redundancies

course. What is new in the Tecent period, however, are the causes of redundancy. In
the past, redundancies have been a tonseguence of economic difficulty, as Cappelli
{1995: 577) comments: Firms clearly laid off workers because of cyclical downturns
or other situations where their business deelined, but reductions in other Situations
were extremely uncommon.’ However, Increasingly common is the tendency for
employers to announce redundancies as a Cost-cutting measure even; at times when
the business and the €conomic outlook are buoyant. Quoting Cappelli {1995 577
again, ‘workforce reductions are increasingly “strategic or structural in nature” as
Opposed to a response to short-term economic conditions'. The experience in the UK

efﬁcieney-sawng and Iikely improvement In profitability. The upshot is that redyn-
dancy announcements can improve share prices. Cappelli (1995: 57 1) quotes one Us
study, for example (by Worrel, Davidson and Sharma, 1991}, which found that stock
Prices rose on average by about 4 per cent i the days following fayoff announcements
that were part of general restructurings (see alsn Excerpt 2.3).

(9.7 per cent} in its value, rising from 74. 73 pence on the close of business on
31 January (g 82 Pence at close on 1 February,
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and over ane iy ten of these had worke

figure slightly higher than the
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r Exercise 2.5

What do you think?

1. Which of the arguments described in Excer
COnvineing? What are Your reasons for thig?

2. fwetake Cappelli's argument to he
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emplovees and those man
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