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EMPLOYEE INVOLVEMENT AND PARTICIPATION IN THE
ORGANISATIONAL CHANGE DECISION:
ILLAWARRA AND AUSTRALIAN PATTERNS

Ann Hodgkinson

Abstract

There has been an increased use of employee involvement and participation mechanismsin
corporate decison making in the 1990s. These are often initiated by management as a means
of harnessing employee expertise in decisons to introduce new technologies and to gain
employee cooperation in substantia corporate restructuring and changes to work practices
which have been introduced to improve the competitiveness of these organisations in global
markets. It has been suggested that managers have a preference for direct negotiations with
employees rather than representational consultative mechanisms, which often involving union
representatives, when negotiating organisationd change. Audtrdiahas had ardatively low use
of forma consultative mechanism. This may be a means of avoiding involving unionsin these
decisions, which are consdered an area of managerid prerogative.

This paper andyses the patterns of employee involvement in organisationa change decisions
using data from the 1995 Australian Workplace Industrid Relations Survey and a pardld
survey conducted in the Illawarra Region of NSW in 1996. Theinitia results suggested that,
while both areas had a higher incidence of direct over representationa procedures, thiswas
gronger in the lllawarraregion than for Audtrdiaasawhole. Thismay be areaction to the
militant reputation of unionsin thet region. However, there was no evidence from the Illawarra
survey that workplaces with delegates had less organisational change or that loca union
delegates or officias had more negetive atitude to organisational change than employees
directly affected by these changes.

A further andysis of the consultative procedures associated with each of four types of
organisationa change was conducted using Probit regression analyss. These results indicated
that while direct consultation procedures were used more often, representationa procedures
and discussions with union delegates or officias had a stronger, pogitive association with the
introduction of organisationa change. The relaionship between consultation and participation
and organisationd change was stronger in Audrdiathan for the lllawvarra. The lllawarra
results, however, did not provide any evidence that union activity had retarded reform in that
region.



EMPLOYEE INVOLVEMENT AND PARTICIPATION IN THE
ORGANISATIONAL CHANGE DECISION:
ILLAWARRA AND AUSTRALIAN PATTERNS

Ann Hodgkinson

INTRODUCTION

Participation has been defined as “a process which alows employees to exert some influence
over their work and the conditions under which they work” (Heller, et a. 1998, p.15), or
dternaively “aprocessin which influence on decison making is shared between hierarchica
superiors and their subordinates’ (Wagner and Gooding 1987 quoted in Heller, et a. 1998,
p.67). These two definitions encompass a broad range of activities through which employees
can affect decision making, from consultative or communicetion (employee involvement)
mechanisms where individua workers input is asked for and considered by managers who
retain respongbility for the find decision, to participation mechanisms involving representative
structures where workers are major parties to these decisions (Hyman & Mason 1995).

It is commonly argued that the renewed interest in employee participation in decison-making
gpparent in management and industrid relations literature is part of anumber of corporate
organisationd changes being trided by firmsin response to increasing competitive pressures
arisng in internationa markets during the 1990s (Markey & Monat 1997). Asfirms seek to
‘globdise thelr activities, they encounter competitive and uncertain market conditions.
Compstitive success depends upon their capacity to improve product quality and productivity
within severe, market imposed cost congtraints which place a premium on organisationa
flexibility to respond quickly to market change and on the capacity to develop and implement
new technologies as a mgor competitive asset. At the human resources function, firms have
rapidly and smultaneoudy reduced their work forces and radically changed their kills profile
while attempting to retain scarce highly skilled personnd (Hyman & Mason 1995, US Dept. of
Labor 1995).

Thus, pardld with the movement into international competition, firmsintroduce a range of
organisationa changes involving new process technol ogies (machinery, plant and equipment),
new office technology and information systems, reorganisation of corporate structures and
changes to work practices and the organisation of work at the *shop floor’ level. Such
changes often involve radica challenges to traditiond job classfications and practices and to
commeand relationships between different levels and functions in the organisationa hierarchy.
The older mechanised, mass production, hierarchical systems often reduced opportunities for
participation and emphasised conflict and adversarid indudtria relations. However, the
introduction of computer-controlled production and information-based business systems has
led to the development of team-based work forces and reliance on workers' expertise when
introducing technologica change. Employees cooperation with the introduction of these
changesis needed if the transaction isto occur smoothly and the full efficiency benefits of these
considerable investmentsis to be appropriated. Managers now seek practices which will



reduce the degree of conflict in labour relaions and provide aternatives to these traditiona
adversarid attitudes (Heller, et al. 1998).

In this paper, the usage of different participative mechanisms associated with the introduction
of corporate organisational change is andysed using data from the 1995 Augtraian Workplace
Industridl Relations Survey and asimilar survey undertaken in 1996 within the lllawarra
Region, south of Sydney, NSW. The extent to which direct versus representative procedures
are associated with each type of organisational change is andlysed for dl workplacesin these
surveys. Theinvolvement of union representatives in organisationa changeis dso analysed.
Thisanayss highlights variations in the patterns of participation at the locdl level, compared
with the nationa average. It is hypothesised that these locd variations reflect the particular
indudtria relations culture of thisregion. Thelllawarrais atraditiond heavy indudridised area
with a history of strong and relatively militant unionism. Theleve of disputation has declined
substantialy in recent years. However, the reputation has remained, particularly among the
local business community. As aconsequence, loca managers gppear to have a much stronger
preference for direct participation mechanisms than the Audiralian average, although thereisno
obvious evidence of obstructionism by local union officids and delegetes.

EMPLOYEE INVOLVEMENT AND PARTICIPATION MECHANISM S

While international economic changes create an opportunity to introduce awider variety of
participation mechanisms, the actua form which these practices take is very much influenced
by the politica environment in which each firm participates. European companies operatein
an environment which emphasises the rights of employee participation and the use of forma
consultative mechanisms such as works councils. Inthe U.K. and the U.SA., unitarist
philosophies have emphasised the prerogetives of managersin the control of organisationa
change and this has increased their capacity to introduce more individuaigtic types of
consultative mechanisms. Thus, the emphasis has been on direct communications with
workers rather than representative committees in these countries (Poole & Mansfield 1993,
Hyman & Mason 1995).

Regardless of the palitical environment, participation mechanisms are often initiated by
management in order to improve that firm’s capacity to achieve competitive market sandards
of qudity and price and to respond to market changes under conditions of high uncertainty.
Managers can draw upon the willingness and preference of an increasingly educated and
skilled work force to participate in decisons which affect their immediate working conditions.
This raises the issue of whether the renewed interest in participation involves a ddiberate
attempt in some management cultures to by-pass union representatives when negotiating
organisationa change (US Dept. of Labour 1995).

Union attitudes towards participation in consultative working arrangements vary across
countries and through time. Unionsin ‘anglo’ countries were origindly hogtile to such
processes seeing them as a potentia threet to hard-won improvements in conditions obtained
through adversarial negotiation procedures and to their rights to represent workers on
indugtrial matters. However unionsin many western European countries have along history of
cooperation with ‘corporatist’ participation mechanisms, and particularly works councils.



Unions throughout the world have become more willing to participate in joint labour -
managment processes as economic conditions make organisationa change imperdtive for the
aurviva of many firms and the very jobs of their members.

While participation is sometimes seen as an dternative to unionism, the two are often
complementary. Union support is usualy dependent upon union representatives being involved
in these processes, and employee participation is mogt effective in union settings when thereis
agenerdly cooperative environment between labour and management.  Participative
mechanisms survive longer in unionised workplaces while participation tends to have postive
outcomes for workers' attitudes towards unionism. However unions  capacity to control
participation processes depend on both the strength of the legidative requirements for
consultation within a country and the resources available to and competence of loca branches
respongble for conducting the regular activities. Germany is a prime example where amutualy
advantageous relationship between unions and other participative mechanisms have developed
(Drago 1988, Eaton 1990, US Deypt. of Labor 1995, Allen & Norman 1996, Markey &
Monat 1997).

The various types of mechanisms used to involve employees in corporate decison-making are
summarised in Figure 1.

Figure 1: Typology of Involvement and Participation Mechanisms

With Individual Workers With Worker Representatives
Communication Newsl etters (downward) Board Representatives
Channels Suggestion Schemes (upward) Discussions with Union

Informal Meetings Delegates

Quiality Circles Discussions with Full-

Attitude Surveys (upward) time Union Officials
Decision Fully or Semi Autonomous Works Councils*
Making Work Groups Joint Consultative

Formal Meetings Committees*

Special Committees*
Worker Directors

* The extent to which worker representatives on these committees are union del egates or sponsored by
unionsin electionswill vary. It will be higher in workplaces with an active union presence.

Source: Adapted from Hyman and Mason 1995, Managing Empl oyee I nvolvement and Participation,
Sage Publications, London.

When andysing the extent of employee involvement and participation in organisationa change,
it is useful to divide decison-making into two broad categories.

(8 Technical decisions on the introduction of new technologies, product development and
work organisation issues. These types of decisions benefit from the expertise of workers
directly involved in the work process. Technica issues may no longer be regarded as a
priority by unions when only incremental changes are involved and thus more informal
participative processes with individua workers will be used. However union involvement in
the work-team approach to implementing technical change can have beneficid effects. Case



studies have documented Situations where, after initid opposition, the involvement of workers
and union representatives can produce better outcomes than the originad proposa by
management (Levie & Sandberg 1991).

(b) Interest decisions which affect pay, conditions, power-sharing (ie workplace restructuring)
and changes to work practices (which often follow technical changes). These affect the more
traditiond adversarid agpects of indudtria relations including the sharing of productivity gains
between workers and shareholders, changesto job classifications and pay relaivities and
chalenges to manageria prerogatives in decison-making. These are mgjor areas of concern
to unions and tend to involve formd, representative mechanisms (Heller et a 1998).

Theintensty of participation will dso vary with the manageria philosophy of the firm and the
indudtrid relaions environment in which it operates (Gill 1993). In more authoritarian firmsit
may consst of downward communications only (newdetters, memas). Other firmswill place a
higher emphasis on direct participation involving two-way communication flows amed a
harnessing the expertise of their employees. A third category of firms may choose to
emphasi se representative participation as a means of providing a collective voice to their
workersin order to counteract or stal union influence, or even from agenuine belief in
industria democracy. Others may indtitute an el aborate system of participation in order to
achieve better decison-making and improved corporate flexibility (Sako 1998). Aswell as
the motivation factor, the intendity of participation is affected by the number of mechaniams
used in each firm. This can vary from one practice only to four or more in committed firms,
while aminority will use no participation mechanisms at dl (US Dept. of Labor 1995).

All these factors influence the types of mechanisms used for different types of organisationa
change and the extent to which they will have a postive or negative influence on the
implementation of that change. They suggest that a complex pattern of employee involvement
and mix of direct and indirect mechanisms will be found within countries and that the paitern
will vary sgnificantly under different economic conditions and palitica regimes. Further, it
might be expected that these patterns could aso vary within countriesif their indudtria relations
systems have significant regiond festures. Findly, it must be recognised that participation isa
means to an end. Direct correlations between increased participation and improved
productivity arerare. Rather participation is seen as part of a package of workplace reforms
which together provide firms with the capacity to compete effectively in internationa markets
and is mogt effective when conducted in an atmosphere of trugt.

THE AUSTRALIAN PARTICIPATION ENVIRONMENT

Oveadl theleve of participation by employees in decison making in Audrdian firms, the
subject matter of this paper, tendsto be relaively low by international standards (Mitchdll et d
1997). The Audrdian indudtrid relations system has historically resembled that of the U.K.
with centrdised indugtrid unions and relatively adversarid negatiations, athough the pivotd
roleof arbitration tribunas and afederdist indtitutiona structure added unique locdl
characterigtics from an early stage. In the mid 1980s the then Labor Government began the
process of industria relations reform and in 1986 a policy discussion paper, Industrial



Democracy and Employee Participation, was released. This paper argued strongly in
favour of greater employee involvement in workplace decison making. This new direction
was formulated through the Accord process and negotiated as trade-offs at atime when
Augrdian firms, particularly in manufacturing, were facing severe economic problems and
forced to undertake mgor technological and organisationa changes in response to
international competitive pressures. However, evidence from the time period up to the early
1990s indicated “that employee participation practices were rather thinly scattered across
Augtrdian workplaces, usualy management dominated, and often short-lived in

practice’ (Mitchell, et a. 1997, p.200).

Audtrdia, which once had one of the highest rates of unionism in the world, experienced a
rapid decline in union coverage of workplaces during the 1980s and 1990s as its
manufacturing sectors, the traditiond strength of indugtria unionism, increasingly felt the effects
of international competition and technologica change and their rdative sgnificance as an
employer of labour declined rapidly. Union organisations responded by promoting a program
of amalgamations but failed to attract membership in the rapidly expanding private service
industries. Business organisations sponsored a move away from a centraised conciliation and
arbitration tribunal system towards enterprise level bargaining with industry ‘awards  defining
most wages and conditions. Provisions were introduced into the Industrial Relations Act
1988 and subsequent amendments to promote employee involvement. Legidative changes
induding the Workplace Relations Act (1996) reduced the significance of award pay rates
and conditions for the mgjority of workers and dlowed for individua aswell as collective
agreements. Within this process, most managers strongly resisted any chalengesto their
prerogatives. Dunphy and Stace (1990) argue that the dominant strategy in Australian business
has been to introduce organisationa change through “ dictatoria transformetion or large scale
change achieved by coercive means’ which resulted in sgnificant reductions in employees and
levels of management in the 1980s rather than using participative or evolutionary strategies
(Lansbury 1991). However some early successes in the development of consultative
procedures for technologica change were achieved such as the Telecom Consultative Council
of 1975 and the Public Service Association of NSW Technologica Change Agreement of
1983 (Markey 1987).

The Audraian union movement has strongly embraced the movement towards enterprise
bargaining and has attempted to influence workplace changes by inserting ‘ managing change
clausesin these agreements which committed employers to on-going consultation prior to the
introduction of technological or organisationa changes and to negotiate any consequent
redundancies. This change of attitude was influenced by European gpproaches to industria
relations and industria development, particularly those observed by union delegationsto
Sweden in the early 1980s. However, Audrdian unions have had difficulty in influencing
workplace change decisons. Thisis dueto alack of experience in negotiating technological
change compared with the traditiona areas of wages, working hours and employment
conditions, the nature of that decision making process which usudly involved centraised
planning and financid systems which control the nature of information provided to unions, and
the centralised organisational structure of unions which leaves union representetion at the
company or plant level under resourced (Deery 1989).



Organisationd change negatiations in larger unionised workplaces have increasingly involved
the establishment of “ Joint Consultative Committees which bring together management and
employees, usualy union representatives, to discuss and agree on awide area of the
enterprises activities [including] new technologies, the strategic business plan, the training
program, the quality of raw materials, work design, the reaction of customers to the product or
service, morae of the work force and so on” (Ogden 1991). Despite this legidative support,
only 62% of certified enterprise bargaining agreements and 59% of enterprise flexibility
agreements had established consultative committees in 1994/95 with other certified
agreements utilisng more informa means of consultation. Of the flexibility agreements, only
19% had three or more types of consultation, 41% had two types and 31% had only one
mechanism. The main issues consdered by the consultative committees were disoute
resolution 39%, technology and other changes 35%, productivity, efficiency, competitiveness,
etc 34%, and performance gppraisa 26%. Many of these clauses had been modified to
provide for consultation with employees rather than unions. Further, 67% of these
agreements contained provisions for specific participation by individua employeesin
workplace decison making (Mitchell, et d. 1997).

Neverthdess, there was a substantia increase in the use of forma methods of employee
involvement in Australia between 1990 and 1995, which was reflected in the Austraian
Workplace Industrial Rlations Surveys (AWIRS) as shown in Table 1 below. The use of
joint consultative committees increased from 14% to 33% of workplaces due to the more
widespread use of enterprise bargaining during this period. Employee representatives on
boards increased from 7% to 16% while the incidence of task forces or ad hoc committees
increased from 25% to 38% of workplaces. Thisincreased use of representative forms of
participation occurred across most industry sectors. The only form of individud involvement
for which datawas available in both time periods, viz qudity circles, remained congtant at 13%
of workplaces. However, other forms of individua involvement were found in asignificant
proportion of workplacesin 1995. Generdly, individud involvement mechanisms were more
frequently used than representative methods (Morehead, et al. 1997).

Table1
Incidence of Employee | nvolvement, % of Wor kplaces

Mechanism Austraia lllawarra
1990 1995 1996

Quality Circles 13 13 17

Joint Consultative Committees 14 3 28

Task forces or ad hoc joint committee 25 3 27

Employee representatives on Boards 7 16 -

Team building - 47

Total Quality Management - 37

Semi or fully autonomous work groups - 413 A

Sources: Morehead, et al. 1997, Changes at Work, pp. 506-507
IRWIRS, Employee Relations Manager Questionnaire, Q. D.7.

A separate survey of workplace relaions in the Illawarraregion south of Sydney NSW, the
Illawarra Regiond Workplace Industrid Relations Survey (IRWIRS), was undertaken in
1996. Compardtive results on participation methods are dso shown in Table 1. Theregiona



workplaces had alower incidence of representative methods of participation than Audrdiain
1995/96, plus alower incidence of semi or fully autonomous work groups. However, the use
of qudity circles were higher in the lllawarra. These results suggest that different patterns of
participation may be found in this regiond area, an issue which is explored in more detail in
latter parts of this paper.

REGIONAL ISSUESIN INDUSTRIAL RELATIONS

Until very recently, research has focused on the indugtria effects from the interaction of
nationa industries with internationa markets, and questions related to intra-nationd issues have
been relatively neglected. However there has been arenewed interest in the question of
whether loca characteristics play an important role in creating and supporting internationaly
competitive firms. It isargued that variations in factors such as labour sKills, research and
training, access to telecommunications infrastructure, adaptation of new technologies and
organisationa change, etc have been associated with faster rates of growth and innovation in
some regions relative to others (Porter 1996, Cooke 1998).

It would be expected that regions where firms have high rates of technologica and
organisationa change would aso have high usage of innovative employee involvement and
participation mechanisms to facilitate the introduction of these changes and thus assst their
evolution into globa competitors. One mgor theme in the industrid relations literature has
focused on whether high levels of unionism have inhibited regiond development. The
sgnificance of labour market factors in the determination of business location has been
continually highlighted in location studies. Labour market factors, including labour supply,
labour cogts, unionisation, training assistance and the overdl indudtrid relaions climate, were
consstently among the most important location determinants (V aughan- Whitehead 1992).

Studies of the determinants of location within countries also emphasised the relative
importance of labour market factors, particularly for manufacturing firms. The existence of
lower labour cogts, low levels of unionisation, relatively unregulated economic environments
and cooperative community attitudes in the 'sun belt' of the USA were consdered to act as
magor attractors of industry during the 1970s (Craypo and Nissen 1993). The availability of
reasonably priced and highly skilled labour, together with low levels of absenteeism and labour
unrest were conddered to be significant determinants of location decisons by US
multinationals in Europe (Russdll-Walling 1993). By the 1980s, both cost and qudlity of
labour were considered to be important location determinants within the USA and Europe
(Glickman and Woodward 1988; Van Liemt 1992; Manders 1995).

However, there has been ardative absence of such sudiesin Audrdian indudtria relations
research despite a key finding from the Taskforce on Regiond Development, 1993, that
industrid relations dimates associated with high unionism inhibited regiona development in
indugtrid regions such as the lllawarra and the Hunter Valey (Sorensen 1998). Audrdian
indugtria regions have often been dominated by one large employer, which has set the
industria relaions culture of these areas. 67% of managersin the Latrobe Vdley identified
regiona influences as amgor factor influencing organisationa culture, which reflected the
previous dominance of the SECV on that regiona |abour market (Wrathal 1996). Similarly,



regiond labour marketsin the Hunter Valey and the Illawarra have been dominated by BHP.
The Latrobe Valey, the Hunter Region and the Illawarra are heavily unionised with past
reputations for militancy, athough restructuring of their regiona economies has grestly reduced
disputation in recent years (Alexander, et a. 1996, Gough & Pullin 1996, Markey & Wdlls
1997).

If, as argued dsawhere, agood industrid relations climate greatly asssts the introduction of
technologica and organisationa change, this past history may influence the type of consultation
and participation mechanisms used in regions. A study of indugtria relations and workplace
change in the Latrobe Valley in 1992, which provided regional comparisons with the 1990
AWIRS reaults, “identified significant and systematic differences which are more likely to have
their originsin regiond socid, economic and historic factors’ (Gough & Pullin 1996, p.147).
A similar sudy in the Hunter Valey undertaken in 1992-93 dso supported the supposition
that “a range of higtorica, socid, geographica and political features suggest that itsindudtria
relations in generd and workplace bargaining in particular may have some digtinctive
characterigtics’ (Alexander, et d 1996, p.181). It could thus be expected that the results from
the IRWIRS survey will dso show didtinctive festuresin that region’ sindustria relaions
patterns reflecting its particular cultural background.

SURVEY RESULTS

In this paper data from the General Management Questionnaire of the 1996 Illawarra Regiona
Workplace Industrid Relations Survey (IRWIRS) and the 1995 Ausgtraian Workplace
Industrid Relations Survey (AWIRS) were used to test the relationships between the
introduction of organisationa change and different types of employee involvement and
participation mechanisms. The Genera Management Questionnaire involved face to face
interviews with the most senior manager in that workplace. It asked for information on
workplace characteristics, mgjor product or service, workplace performance, management
and employee relations and organisational change. 2001 workplaces were covered in
AWIRS 95 and 194 workplaces in IRWIRS. Both surveys covered workplaces with 20 or
more employees from dl industry sectors. In most cases, identica questions were asked in
both studies.

Further analysis on these results was undertaken as to whether the incidence of organisationa
change and the type of involvement and participation mechanisms varied depending on
whether workplaces were unionised or not. In this andys's, unionised workshops are defined
as those having union delegatesin their work forces, asidentified by the Union Delegeate
Questionnaire, rather than smply having union membership. The presence of union delegatesis
seen as an indicator of active loca branch union activity and thus more likely to reflect any
impact of unionism on organisationa change. The Union Delegate Questionnaire also asked
guestions on the incidence of organisational change. This provided an opportunity to compare
perceptions on organisationa change by unions with those of management. 58% of
workplacesin the lllawarra had delegates, while 52% of the workplacesin the Augtraian
survey had union delegates (Morehead, et a 1997).



The extent of organisational change in Augtrdian and llawarra workplaces between 1994 and
1996 are shown in the following tables. Tables 2 and 3 provide a descriptive andyss of the
incidence of organisationa change in union and non-union workplaces, using the chi-squares
test for sgnificant variationsin these results. The relationship between organisationa change
and employee involvement and participation mechanismsis shown in tables 4 to 7, again usng
the chi-squares test for Sgnificant variations. In these tables the focusis on whether there
were clear differences in the observed patterns in the Illawarra data compared with the
Audrdian patterns of involvement in the organisationa change decison.

The Incidence of Organisational Change and Union Presence

The types of organisationa change introduced in the 1993-1996 period are shown in Table
2(a), comparing dl workplaces in the Illawarra with the Augtrdian average. The pattern of
changein the lllawarrawas very smilar to Audraia as awhole. However, the incidence of
change was lower, particularly in relaion to the introduction of new office technology and
workplace restructuring. Generad managers and union delegates, when asked which of these
changes were most significant agreed that reorganisations of workplace structures had the
mogt significant impact on employees (over 40%) followed by changes to the way non-
managerial work was organised (nature of work) - 30% to 35%. Technologica change,
whether the introduction of new office technology or new plant, machinery and equipment was
considered to have lessimpact on employees -10% to 15%.

Table 2(a)
Types of Organisation Change Introduced
% All Workplaces

lllawarra Australia
Type of Change
New office technology 36.0 47.0
New plant, machinery or equipment 229 280
Reorganisation of workplace structure 435 51.0
Nature of work 40.7 430
None of the above 228 190

Source:  IRWIRS General Management Questionnaire, Q.F1.
Morehead, et al, Table 11.1, p.237

In hisanayds of the inter-rel ationships between organisationa change using the AWIRS 95
data, Rogers 1998, found al these types of organisationa change were positively correlated
with each other. The strongest correlations were between workplace restructuring and
changes to how employees do their work / nature of work (0.344) and between introduction
of new office technology and introduction of new plant, machinery and equipment (0.185). A
pardld analyss of the IRWIRS data also found positive correlations between al types of
organisationa change, except for an inggnificant negetive relaionship between introduction of
new plant, etc. and workplace restructuring. Again the highest correlation was between
workplace restructuring and changes to the nature of work (0.192), dthough the strength of



this inter-relaionship was substantidly lower than for the Audrdian data. Significant
correlations were aso found between the introduction of new office technology with the
introduction of new plant, machinery and equipment (0.190) and with changes to the nature of
work (0.187). Thisandyss confirms that the pattern of change in the lllawarrawas smilar to
the Audrdian pattern but at alower intensity. Workplace restructuring, in particular, was less
ggnificant in thisregiond environment than for Audrdiaasawhole.

Table 2(b)
Correlation Coefficients Between Types of Organisational Change
Illawarra - All Workplaces

New Office New Plant Workplace Changesto How
Technology Machinery, etc  Restructure Work is Done

New Office Technology 1

New Plant, Machinery, etc .190** 1

Workplace Restructure 135 -021 1

Changesto How Work is done 187 085 .192** 1

Source: IRWIRS, General Management Questionnaire, Q.F1
Notes: Kendall’stau-b correlations coefficient
** Gignificant at 0.01 level (two-tail test)

Theincidence of the introduction of each type of organisationa change in workplaces with
union delegates and those with no delegatesis shown in Table 3 for the lllawarraand for
Audrdia There were no significant differences in the introduction of change between the two
types of workplaces usng Chi-square tests in the Illawarra as shown in Table 3(a). Union-
delegate workplaces had a higher, but not sgnificantly different, incidence of new process
technologies and changes to the nature of work but lower incidences of new office
technologies and workplace restructuring. Union-delegate workplaces were less likely to have
had no changes but again the difference is not significant.

However, as shown in Table 3(b), sgnificant differences did occur in the Audraian data
Workplaces with union delegates were significantly more likely to have undergone a
workplace restructure or a change to the organisation of non-manageria work in the past two
years than those with no union-delegate presence. These were the two areas identified as
having the most impact on employees and the results suggest that a union presence provided a
‘voice to employees concerns on these matters, thus facilitating the introduction of these
changes. Workplaces with union-delegates were dso sgnificantly lesslikdly to have had no
organisational changes compared with non-union workplaces.
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Table3(a)
Organisational Change in Delegate and Non-Delegate Workplaces - |llawarra (%)

Type of Change Union Delegate Non-Delegate

Introduce new office technology 354 432

Introduce new plant and equipment 345 284

Workplace Restructure 37.2 4.4

Change Nature of Work 44.2 395

None of the Above 150 235
Table 3(b)

Organisational Change in Delegate and Non-Delegate Workplaces - Australia (%)

Type of Change Union Delegate Non-Delegate
Introduce new office technology 544 456
Introduce new plant and equipment 56.9 431
Workplace Restructure*** 595 405
Change Nature of Work*** 60.6 394
None of the Above*** 39.7 59.5

Source: IRWIRS, General Management Questionnaire, Q.F1 by presence of union delegate.
AWIRS, General Management Questionnaire, Q.F1 by presence of union delegate.
Notes: Union Workplaces defined as those having delegates, asidentified in the Industrial
Relations Managers Survey.
*** gignificant at 99% confidence level.

The positive union ‘voice effect on the introduction of workplace reform was found in the
andyssby Machin and Wadhwani 1991, of the 1984 (British) Workplace Industrid Relations
Survey. Studiesby Nunes, Crockett and Dawkins 1992, 1993, and Drago and Wooden
1992 using the 1990 Audtrdian Workplace Industrid Relations Survey, however, found a
week negative association between union presence and organisationa change/ new
investments, arguing that good indugtrid relations was more significantly associated with
organisational reform than union presence. Audiraliahad ardatively centralised industrial
system in 1990. By 1995, enterprise bargaining was widespread in Augtralian workplaces
(Morehead, et d. 1997). Thusthe emergence of astronger ‘voice' effect in the recent survey
may be associated with the move to a more decentralised indudtrid relations system.

Thefalureto find asmilar pogtive ‘voice effect in the lllawarra, together with the somewnhat
higher level of union delegate workplaces and lower incidence of overal organisationd change,
particularly in relaion to workplace structures may reflect unique aspects of the industria
relations climate in that region. However, it is not possible to conclude that union action
retarded organisationa reform in the region from this data.
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I nvolvement and Participation in the Organisational Change Decision

Union presence gppears to have had a positive impact on the incidence of non-technological
organisationa changes in Audtrdia as awhole but no sgnificant impact on these organisationd
changesin the lllawarra. The involvement of different worker representations with decisonsto
introduce organisationd change in the lllawarra compared with Audrdiais shownin Table 4.

Table4
Involvement in Decision to Introduce Organisational Change (% Workplaces)

Type of Involvement: Illawarra

Made Sign. Not
Party Decision Input Consulted Informed  Informed
Union delegates (a) 0.0 110301 37.0 219
Full-time union officials(b) 16 95 286 238 36.5
Employees affected 0.6 189 406 287 112

Type of Involvement: Australia

Union delegates (a) 1.018.0 270 34.0 200
Full-time union officials(b) 10 120 24.0 30.0 34.0
Employees affected 20 180 29.0 41.0 100

Source: IRWIRS, General Management Questionnaire, Q.F7.
Morehead, et al, Table A11.5 and A11.6, pp. 540-541
Notes: (a) workplaces with union delegates
(b) unionised workplaces only

The organisationd change decison was rardly made by employees or ther union
representatives in either Audrdia or the lllawarra.  Union deegates and officids had a
ggnificant input into these decisons more frequently in Audraia as a whole compared with the
Illawarra. Consequently, the proportion of union delegates either consulted or informed in the
[llawarra was higher than the Audrdian average, while the proportions not informed were
amilar. The Larobe Vdley sudy aso found higher than average proportions of union
delegates being consulted or informed on these changes than in Audtrdia in 1990 (Gough &
Pullin 1996). Full-time union officids, however, were overdl lessinvolved in the organisationa
change decisons in the lllawarra relative to the Audrdian average. The proportion of
employees affected by the change and having a sgnificant input was smilar for both arees. By
contrast, the employees affected by the change were more frequently consulted rather than
being informed in the Illawarra than the Audtrdian average. These data suggest that there may
be a stronger tendency in the Illawarra to negotiate organisational change with employees
directly and to exclude union representetives, particularly full-time officias compared with
Audrdian trends.

Thetypes of discussons held on the introduction of organisationa change in the lllawarraand
Audrdiaare shown in Table 5 comparing workplaces with union delegates with all
workplaces. Looking first at al workplaces, there was alower intensity of negotiation in the
Illawarra than the Austrdian average, except for informa discussons with employees. A
amilar pattern was found when comparing types of discussons in workplaces with delegatesin
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the lllawarrawith Audrdia. In both Augrdiaand the lllawarra, discussons and / or meetings
with employees was the most common type of consultation.

Table 5
Type of Discussions on the Implementation of Organisational Change
(% of Workplaces affected by this change)

Illawarra Australia
% All % Workplaces % All %Workplaces

Management held Workplaces  with Delegates Workplaces with delegates
Informal discussion with employees 60.1 54.2 58.7 554
Formal meeting with employees 63.3 66.7 67.8 72.8
Joint Consultative Committee established  21.1 20.2 319 40.7
Special committee constituted 175 250 276 339
Discussion with union delegate 165 271 282 25
Discussion with full-time union officials 127 198 231 340
Other 19 31 45 49
No discussions 6.7 104 48 41

Source: IRWIRS General Management Questionnaire, Q.F8.
AWIRS General Managment Questionnaire, Q.F8

While discussons with union delegetes and full-time union officias was more common in
workplaces with union delegates, the incidence of thisform of consultation in the Illawarrawas
well below the Audrdian average. There was ardatively low incidence of discussonsin Joint
Conaultative Committees (JCC) regionaly and netionally, with these dso more likely to be
established in workplaces with union delegates. The Latrobe and Hunter studies found that
there was a higher incidence of formal consultative committeesin these regions rddive to
Austrdiain union-delegate workplaces (Alexander, et d 1996, Gough & Pullin 1996).
However, ther usein [llawarraworkplaces was lower than the Audiralian average. Specidly
congtituted committees also occurred relatively more frequently in delegate workplaces.
These data indicate that forma types of discussons occur more frequently in workplaces with
union delegates. Informa discussions with employees affected by the change occur dightly
less frequently in delegate workplaces. Workplaces with delegates were more likely to have
no discussons than the average in the lllawarra, implying some attempts to avoid discussons
with unions may be associated with the introduction of organisationd changein this region.

The type of discussons held in association with each type of organisational change are shown
in Table 6. In both Audrdiaand the lllawarra, forma meetings with employees was the most
common form of consultation for dl types of changes except the introduction of new plant,
machinery and equipment where informal discussions with employees was the most common
mechanism in both areas. Joint consultative committees were more frequently used in the
[llawarrain association with the introduction of new office technology and over changesto the
nature of work, but less frequently for the introduction of new plant and equipment and
workplace restructuring. Specia committees were more frequently used to negotiate
workplace restructuring and changes to the nature of work in the lllawarra
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Table 6
Type of Discussion by Type of Organisational Change
(% of Workplaces Affected by this Change)

Type of Discussion: lllawarra

Type of Change A B C D E F G
New office technology 56.8 68.9 189 203 205 179 95
New plant and equipment 67.7 58.1 226 177 25.6 179 81
Workplace restructure 64.1 67.9 218 295 31.0 286 38
Nature of work 63.4 70.7 A1 256 400 280 24

Type of Discussion; Australia

Type of Change A B C D E F G
New office technology 56.0 61.0 16.0 25.0 150 60 70
New plant and equipment 63.0 44.0 26.0 220 230 80 50
Workplace restructure 53.0 68.0 290 230 360 260 80
Nature of work 63.0 710 270 220 410 260 40

Source: IRWIRS General Management Questionnaire, Q.F8 x Q.F1.
Morehead et al 1997, Table 11.6, p245
Notes: A:Informal discussion
B: Forma meeting
C: Joint consultative committee
D: Specia committee
E: Discussion with union delegatel
F: Discussion with union officials2
G: No discussions
1. restricted to workplaces with union del egates
2. restricted to unionised workplaces

Discussions with union delegtaes and full-time officias occurred more frequently in the
[llawarrathan Augtrdiafor most types of organisationd change, dthough in many casesthe
differences are very smdl. Union representatives were much more sgnificantly involved in
negotiations over the introduction of new technology in the Illawarra than the Augtrdian
averages. However the pattern of regiona union involvement in workplace restructuring and
changes to the nature of work were very smilar to those found in Audtralia as awhole.

Asshown in Table 7, overal nationa and regiona managers rated smilar proportions of each
negotiating group as resstant or strongly resstant to change. However, [llawarra managers
regarded al negotiating parties as less ‘ strongly resistant’ to change than did Audtrdian
managers on average. |llawarramanagers aso regarded a higher proportion of employees
affected by change as ‘resstant’ and alower proportion ‘in favour’ than the Audtrdian
average. It isinteresting to note that Illawarra managers more frequently regarded union
delegates and full-time union officids as ‘neutrd’ or ‘resstant’ rather than *in favour’ of change
compared with the Austrdian average.
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Table 7
Managers' Rating of Reactions to Change
(% of Workplaces)

[llawarra

Strongly In Strongly

Resistant Resistant Neutral Favour In Favour
Union delegates* 39 226 425 24.0 7.0
F-T union officials* 14 20.2 55.1 180 54
Employees affected 23 30.7 14.2 315 213
Employees generally 146 309 37.8 16.6
First-line supervisors 12 132 17.7 438 244
Management 13 94 4.7 294 55.2

Audrdia

Strongly In Strongly

Resistant Resistant Neutral Favour In Favour
Union delegates* 9.0 16.0 36.0 31.0 80
F-T union officials* 90 110 520 220 50
Employees affected 50 180 180 410 180
Employees generally 30 130 240 46.0 150
First-line supervisors 30 120 180 420 250
Management 30 80 10.0 35.0 440

Source:  IRWIRS General Management Questionnaire, Q.F11.
Morehead, et al, Table 11.8, p. 247
Note: * includes only unionised workplaces.

Overdl, these dataindicate that the pattern of consultation and organisationa change was
gmilar in both the lllawarra and Audtrdia, dthough the incidence of consultation was lower in
thisregiond area. Thereisastrong preference by managers to negotiate organisationa change
directly with employees throughout Audtrdia but this was even stronger in the lllawarra. While
they regarded employees directly affected as more resstant to change than union delegates
and officias, these managers Hill appeared to prefer to negotiate directly with employees on
these issues as they dso saw this group as being more in favour of change than union
representatives. These results suggest that more direct forms of involvement and participation
arelikely to be found in the lllawarra

ORGANISATIONAL CHANGE AND CONSULTATIVE PROCEDURES

The discussion in the previous section suggests that there were some discernible differencesin
the pattern of employee involvement and participation in the lllawarrardative to the Audrdian
average. There gppears to be a stronger preference by Illawarra managers for direct
negotiation mechaniams rather than representative mechanisms. Consequently, afurther
andysis of the relationships between organisationa change and the use of different mechaniams
in the two surveys was undertaken using the logistic mode within Probit regresson andysis.
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Probit analyisis preferred when the explanatory variables are binary. The logigtic procedureis
generdly preferred when using observationd data

Previous studies of the relationship between the incidence of organisationa change and union
presence have been undertaken using probit or logit regressions, for example Machin and
Wadhwani 1991, Drago and Wooden 1992, Nunes, et a. 1993. Thisstudy usesasimilar
methodology to those studies. However the main area of concern isthe relationship between
the introduction of each type of organisational change and the types of employee involvement
or participation mechanism used, rather than union presence per se. A separate set of models
were run for unionised (union-delegate) workplaces to identify whether different patterns of
participation operated in such workplaces.

In this study the dependent variables are the introduction or not of each of four types of
organisationa change; new office technology, new plant, machinery and equipment, workplace
restructure, or changes to how work isdone. These reforms are treated as being independent,
athough workplaces often introduce more than one change as shown in table 2(b). Observed
correlations between al variables were low, being between 0 and .3. The rdationship
between each of these reforms and two types of direct mechanisms (informa discussons and
forma meetings with employees) and two types of representative mechanisms (joint
consultative committees and specia committees) were andysed using logit regresson. For
union-delegate workplaces, the relationship between each organisationa change and
discussions with union delegates and union officials was also andysed. All dependent and
independent explanatory variables are binary. Overdl, a positive relationship between each of
the mechanisms and each type of organisationa change would be expected. For the issues
under andysisin this study, the t-value test of the sgnificance of the rdaionship is of relevance
rather than the actud vaue of the coefficient.

[llawarra Results

Logit results for the lllawarraregion are shown in Appendix I. In Modd |, the relaionship
between consultation and organisationd change for al workplaces was tested.

There was a Sgnificant pogtive reationship between the introduction of new office technology
and holding formal mesetings with employees but also a Sgnificant negative association between
the establishment of joint consultative committees and the introduction of new office
technology. It was noted earlier thet the Illawarra hed arelatively low incidence of new office
technology (Table 2a) but used joint consultative committees when negotiating its introduction
more frequently than the Audtrdian average (Table 6).

The relationship between the introduction of new plant, machinery and equipment and the
various congultative mechanisms was much weeker. There was awesk postive relationship
with holding informa discussions with employees and aweek negative association with formdl
meetings with employees. These results thus provide some support for the apparent preference
among |llawarra managers to negotiate directly with employees over organisationa change
rather than through worker representatives, at least in reation to technological change
decisons.
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Workplace restructuring was identified as the type of organisationa change which has most
impact on workers. Thusit isnot surprising thet it was associated more significantly with most
types of consultation. There were Sgnificant positive relationships between workplace
restructuring and forma meetings with employees and discussionsin gpecid committees. This
indicates that the involvement of workersin the decison has a sgnificant impact on the
introduction of this most difficult type of organisationa change. However, again therewas a
negetive relationship between workplace restructuring and the use of joint consultative
committees, suggesting that the discussion of thistype of change in generd committeesin
conjunction with other workplace issues may retard its introduction.

Changes to the nature of work or the way in which non-managerid work is organised isthe
areamodt traditionally of concern to workers and union representatives. It is frequently
associated with the introduction of new technology and workplace restructuring. There was a
week sgnificant positive association between introducing changes to the organisation of work
and formal meetings with employees and a stronger positive relationship with discussons
within joint consultative committees. Thus, in this traditiona areaof indugtrid relations concern,
the involvement of worker representatives through discussions in general committees gppears
to have assisted change.

To test the influence of an active union presence in the workplace on these variables, further
andysis was conducted using only those workplaces which had union delegates. These results
are shown in Model 11 of Appendix |. There was aweaker positive relationship between the
introduction of new office technology and holding forma meetings with employees. There was
awesk negative association between discussions with union delegates and this type of change.
However the effect of discussonsin joint consultative committees which often involve union
supported worker representetives or officids, dthough gill negetive, was no longer significant.
There were no sgnificant associations between the introduction of new plant, machinery and
equipment and consultation mechanisms in delegate workplaces. These results thus provide
no substantial evidence that discussons with union officias retarded the introduction of
technologica changein lllawarraworkplaces.

In relation to workplace restructuring, the impact of discussonsin forma meetings with
employees and joint consultative committees became inggnificant in union-delegate
workplaces. However, the positive influence of holding discussonsin specia committees
remained sgnificant asin Modd 1. Theimpact of holding discussions with union delegates and
union officials were not Sgnificant. These results provide some support for the use of
representative mechanisms, focused on the particular issue, when dealing with difficult issues.
Changes to the nature of work were less associated with forma consultation in union-delegete
workplaces. In this case, discussons with loca workplace union delegates had the only
sgnificant positive association with this type of organisationa change. Overdl, discussons
with union delegates and / or full-time officias gppear to have had little effect on the
introduction of organisationa change in the lllawarra. Discussions with delegates had awesk
negetive effect on the introduction of new office technology but a strong positive effect on
changing the organisation of non-managerid work. Discussons with union officias had no
ggnificant impact on any form of organisationd change.
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Australian Results

A smilar andyss was conducted using the AWIRS 95 data with the results shown in
Appendix I1. Modd 11 shows the relationship between consultation and organisationa
change for al workplaces and Modd 1V showsit for union-delegate workplaces only.

The Audrdian data showed a Smilar resultsto thet of the Illawarrain relation to the
introduction of new office technology. Asin the lllawarra, forma meetings with employees
was sgnificant. Discussonsin JCCs was dso significant and negative but less so than for the
[llawarra. However in Audrdia, discussonsin specid committees was the most significant
positive impact on the introduction of new office technology while it was negetive but
indgnificant in the lllawarra. In the Audrdian data, informal discussons with employeeshed a
gronger postive association with the introduction of new plant and equipment than in the
Illawarrawhile forma meetings with employees had a stronger negetive impact in Audrdia
However discussionsin JCCs had a highly sgnificant positive impact on this type of
organisationd changein Audrdia Thisimplies that the introduction of new plant and
equipment, which tends to be associated with secondary industry, is better negotiated formally
within committees than directly with employeesin Audrdia, a quite different result than from
the regiond data

Theintroduction of workplace restructuring was highly significantly positively associated with
forma meetings with employees, discussonsin JCCs and specid committees in the Augtrdian
data. This showed avery different impact from JCCsthan in the [llawarra. Forma mesetings,
discussonsin JCCs and specia committees were dl positively and significantly associated with
the introduction of changes to the nature of work in Audtrdia Thiswas smilar to the lllawarra
results except that discussionsin specia committees were not Sgnificant in that region.

The data for union-delegate Austraia workplaces regarding the introduction of new office
technology showed thet formal meetings with employees were more sgnificant than in dl
workplaces and JCCs became indgnificant. Discussions with union delegates has a week
negative asocidion in both aress. However, the Audrdian data shows a highly significant
positive relationship between new office technology and discussonsin speciad committees and
ahighly sgnificant negative rdaionship with discussons with union officids, neither of which
occurred in the lllawarra. There were also stronger associations between consultation and the
introduction of new plant, machinery and equipment in Audraiathan in the lllawvarra. The
Audrdian data showed a highly significant positive reationship with discussonsin JCCs but
negative asociations with forma meetings with employees. The impact of discussons with
union delegates or officias was inggnificant, as occurred in the Illawarra.

The Audraian data showed highly significant positive rel ationships between workplace
restructuring and discussons with union delegates and union officials and discussonsin JCCs.
In the lllawarra, the only significant association was with discussonsin gpecid committees.
The Audrdian data also showed a strong postive rel ationship between changesto the
organisation (nature) of work and discussions with union officids, JCCs and, to alesser extent,
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union delegates. Informd discussions and meetings with employees were dso important. By
contrast, discussons with union delegates was the most important factor in the lllawarra

There were generdly more significant and positive associations between the introduction of
each type of organisationa change and the various consultation mechanismsin Audraia
reldive to the lllawarrafor al workplaces. Informa discuss ons with employees affected by
the changes were relatively unimportant in Austrdia as awhole, being sgnificant only for the
introduction of new plant and equipment and changes to the nature of work (delegate
workplaces only). However, forma meetings were significant for al types of organisationd
change except workplace restructuring in delegate workplaces. Discussionsin joint
consultative committees were significant for al types of organisationa change except the
introduction of new office technology in delegate workplaces. Discussionsin specia
committees were aso Significant for dl organisationa changes except the introduction of new
plant and equipment and workplace restructuring in del egate workplaces.

Within delegate workplaces in Audtrdia, discussons with union delegates and with full-time
union officias was significant for dl types of organisationa change except the introduction of
new plant and equipment. Discussons with union officials was generdly more sgnificant than
with union delegates for each type of change. The impact of discussons with both types of
union representatives was negative for new office technology but postive for workplace
restructuring and changes to the nature of work. Committee mechanisms, which arelikely to
include union representatives or nominees in del egate workplaces, had a pogitive impact on the
introduction of al types of organisationa change where their impact was sgnificant. Overdl,
discussonsin specid committees was less significant in delegate workplaces than they were
for dl workplaces. Discussonsin JCCswere sgnificant for al types of organisationa change
except new office technology in delegate workplaces, but were often less significant than for al
workplaces.

CONCLUSION

Managers are involving workers in decisions to introduce organisationa change to increase the
speed with which such reforms can be introduced. Origindly this process was associated with
the introduction of new process technologies. More recently, workplace restructuring,
changes to the organisation of work and the introduction of new office technologies have been
the focus of attention. There has been interest in the research questions of whether the
introduction of organisationa change has been influenced by the types of participation
procedures used and by the presence of unionsin workplaces. It can be argued that if union
activity is seen asresstant to organisationd change, then (a) managerswill prefer to use direct
rather than representationd forms of participation and (b) areas with high union activity will
have lower levels of participation than average.

In this paper, these propositions were tested by comparing data from the general managers
questionnaire of workplace indudtrid relations surveys undertaken in the lllawarra Region of
NSW in 1996 with that from the 1995 Audrdian survey. The lllawarraisatraditiond heavy
industrid region with a reputation among the loca business community for industria militancy
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which may cause loca managersto avoid consulting on organisationa change with union
representatives.

Initial analysis of the survey results confirmed thet the |llawarra had both alower incidence of
organisationd change and an overdl lower incidence of al types of consultation except
informal discussions with employees than the Audrdian average. The data did not indicate
that organisationd change occurred less frequently in workplaces with union del egates.
However, there were some indications that employees were more heavily involved in
decisons to implement organisationd change than union delegates in the Illawarra compared
with the Audtrdian average. Further, anadlysis of the types of discussons held for each type of
organisationd change suggested that the pattern of negotiation was different in the lllawarrato
that in Augtraliaas awhole. |llawarra managers appeared to use direct mechanisms such as
informal or forma meetings with employees directly affected by the change more frequently
than the Audrdian average. There was aso ahigher involvement of union officidsin dl types
of change in the lllawarra, which would reflect the strength of unionism in the region. Overdl,
[llawarra managers regarded union delegates, union officias and employees as more resstant
and less in favour of organisationa change than the Audtrdian average.

These results presented a relatively complex pattern of consultation processes and attitudes to
worker and union involvement in organisationa change within the [llawarraregion. In order to
provide more ingght into these processes, the data was analysed using probit regresson in
order to isolate specific reationships between each type of change and the different
consultative procedures as shown in Appendices| and I1. They confirm that there were
generdly less sgnificant associations between the introduction of each type of organisationd
change and each type of consultetive procedure in the lllawarrathan for Audtrdiaas awhole
and this was particularly the case for union-delegate workplaces. However, it did not support
the propaosition that the use of direct negotiation mechanisms were associated with the
introduction of organisationa change in the region. While forma mestings with employees
does have a positive association with the introduction of most types of organisationd change,
discussonsin joint consultative committees and / or special committees were often more
sgnificant. The exception was the introduction of new plant and equipment. Associaions
between the introduction of organisational change and different types of consultation were
even more sparse when union-delegate workplaces were analysed. These results thus do not
support the proposition that union activity in the Illawarra had retarded the introduction of
organisationd change. Rather, it suggests that, with afew mogtly positive exceptions, union
activity has had relaively little impact on organisational change in the region.

By contragt, the Audtrdian data shows more frequent and much stronger associations between
the introduction of al types of organisationa change and the different consultative procedures.
There were strong, positive associ ations between the use of worker representative types of
consultation and each type of organisationa change for al workplaces. Direct procedures
were generdly less Sgnificant. Thus the Audralian data supports the use of consultative
procedures when introducing organisationa change and indicates that representative forms
have a positive and more sgnificant impact than direct forms. The relationships were Smilar
but dightly weaker for union-delegate workplaces. Discussons with union delegates and
especidly union officids or in joint consultative committees, which often include union

20



sponsored worker representatives in these workplaces, were the most significant forms of
consultation in workplaces with an active union presence, except for the introduction of new
office equipment.

Thus, while there is evidence from both the lllawarra and the Audtralian surveysthat direct
discussons with employees directly affected were held more frequently than discussions with
worker representatives in committees or with union representatives for dl types of
organisationa change, this analys's suggests that direct consultation procedures are less
effective as ameans of introducing change. Representative forms of consultation and
participation are consstently more positively associated with change in the Audtrdian survey
data. The andysis did support the argument that a region with a heavy union presence such as
the lllawarra had lower levels of effective consultation and participation in organisationa
change. This may reflect the local preference for direct discussions with employees rather than
using representative forms of consultation. While there were relatively high levels of
involvement by union delegates and union officidsin discussionsin the lllawarra, ther impact
on organisationa change decisons, either pogtively or negetively, wasrdatively smal. Inthe
Illawarra, asin Audrdia, representative forms of participation had stronger positive
associaions with change than did direct consultation.
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APPENDIX |

Reationship Between Introduction of Organisational Change and Type of
Consultative Procedures/ Illawarra - Logit Estimates

Organisational New Office New Plant & Workplace Change Nature
Change Technology Equipment Restructure of Work

MODEL I-ALL WORKPLACES

Intercept -.17920 -.50923 -.55005 -.70915
(-0.506) (-1.414) (-1.537) (-1.971)
Informal discussion -.19811 53476 33148 .34989
With employees (-0.586) (1.545)* (0.975) (1.030)
Formal mesting .70695 -.20792 48252 49165
With employees (1.939)** (-1.576)* (1.336)* (1.373)*
Discussion in Joint -.92426 -.19613 -.66204 7773
Consultative Committee (-2.313)** (-0.492) (-1.670)** (1.949)**
Discussion in Special -.20621 -.37323 .92059 33713
Committee (-0.503) (-0.884) (2.177)** (0.816)

MODEL Il - UNION-DELEGATE WORKPLACESONLY

Intercept -43993 -.44306 -.86175 -.37496
(-0.990) (-1.007) (-1.881) (-0.349)
Informal discussion -.29685 18778 .24809 11363
With employees (-0.673) (0431 (0.553) (0.255)
Formal mesting 73230 -.01230 42826 -.24907
With employees (1475)* (-0.025) (0.861) (-0.506)
Discussion in Joint -.54803 37425 -.56408 48016
Consultative Committee (-1.080) (0.769) (-1.088) (0.936)
Discussion in Special 26101 -.04053 1.12337 .08863
Committee (0.489) (-0.759) (2.081)** (0.162)
Discussion with -.84101 -.04197 -.35932 127754
Union delegate (-1.431)* (0.073) (-0.580) (2.120)**
Discussion with .16402 -.16672 .82691 49431
Union official (0.258) (-0.266) (1.274) (0.744)
* Significant at 90% level
** Significant at 95% level

* ok Significant at 99% level
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APPENDIX 11

Reationship Between Introduction of Organisational Change and Type of

Consultative Procedures/ Australia- Logit Estimates

Organisational New Office New Plant & Workplace Change Nature
Change Technology Equipment Restructure of Work
MODEL Il1I- ALL WORKPLACES
Intercept -.04676 -.61875 33416 -.45361
(-0.446) (-5.662) (3.0149) (-4.222)
Informal discussion 11960 20232 -.10933 11563
With employees (1.200) (1.927)** (-0.996) (1.130)
Formal meeting 17830 -.32964 55197 57059
With employees (1.663)** (-2.956)*** (4.865)*** (5.254)***
Discussion in Joint -.16051 .34005 49350 59317
Consultative Committee (-1.422)* (2.914)*** (3.805)*** (5.039)***
Discussion in Special 27341 -.01495 .23678 32997
Committee (2.300)** (-0.121) (1.752)** (2.672)***
MODEL IV - UNION-DELEGATE WORKPLACESONLY
Intercept -.12561 -67756 40652 -.41498
(-0.875) (-4.535) (2.609) (-2.811)
Informal discussion 07589 .19245 -.03334 24915
With employees (0.566) (1.372)* (-0.218) (1.786)**
Formal mesting 40803 -.23054 .15839 23497
With employees (2.633)*** (-1.439)* (0.945) (1.498)*
Discussion in Joint -.02132 .53683 .31056 44573
Consultative Committee (-0.1245) (3.516)** (1.796)** (2.881)***
Discussion in Special 34961 04181 -.03589 .16643
Committee (2.293)** (0.266) (-0.200) (1.031)
Discussion with -23132 -.08551 43276 23402
Union delegate (-1.418)* (-0.501) (2.276)** (1.383)*
Discussion with -42442 -.20603 .90102 72453
Union official (-2.533)*** (-1.273) (4.229)*** (4.026)***
* Significant at 90% level
** Significant at 95% level

* ok Significant at 99% level
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