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ABSTRACT 

This study bcgnn during the mid 1990s - a period of intense change in industry. By that 

tinic the Natimal Training Reform Agend=i had bccn manoeuvred into a place of 

promincncc anti nlost major organisations had already established training systans. During 

thc ~i i id  90s the rhc!oric shifrcd from t11c egalitarian idealism of  the NTRA to the lean 

production discourse of ecor:omiz rationalism and managcriaiism However some 

con~panics \i.crc still establishing accredited shop floor training and \yere struggling to 

' rcconcilc tlic discourse oi'thc NTRA with tliat ot'new management values. 

'Thc thesis takes a case study approach looking at thc cxpcrience of one automotive 

companJ1 in tlie Retail. Scn~ice  and Repair Sc:tor where union negotiated enterprise 

agrccn;~nts rcsultcd in thc impicnientation of site-based shop floor training. The study 

esnmincs irliat industry training meant for cacli o f the  stakellolders - the company 

managcmcnt. tlic training !~rovidcr, the union, tlic \i,orkers and the go\lcrniiient. I t  attempts 

to idontiljl the 1C~rces that Icvcscd industry training to the forefront so tliat cntcrprises lclt 

c o ~ i i l ~ l l ~ d  to take i t  up i n  somc So1-111. Ho\vcver thcy did so loading upon i t  expectation that 

j:,,. ,, L . , ~ ~ c ~ ! ~ d  ,,.. . its ~ ~ j j ~ c i i > . .  Ai ihc case ~ ~ ; i : p a ~ ~ y ,  t!x cz\lcrla\,s of conflicting discourses 

niakcs i'or very pa~~icular  challenges in finding the way Sonvsrd in establishing and 

maintaining a training systcqi. Hcncc the r-csearch question is: 'What is industry training 

about'! What \\.crc thc prcssurcs tliat shapcd industry tsriining in the mid 1990s and lll)nl did 

tlic p1avc1-s at one companj intcqxct them in cstnblishing their training systcm'?'Ciivcn the 

~iumhcr ot'p1a~'crs and tliuir ci>nllicting intcrcsts. issues OS power, tlccisicjn making and 

change l~rccio~iiinatc, raising qucstions oS~vorkplacc identity. 1 lcncc a second sct of 

rcscarcl~ qucstions cmergc asking 'Who are tlic workplacc idcntitics and how do they 

ncgotiatc their scli~ti~nships and influcncc dccision making?' 

The data was gathcrcc! over a 12 month period li.0111 1990 to 1997. Audio and vidcu 

recordings ~vcrc 11iadc O S  mcctings and training sessions in thc workplacc and at thc 

tsaining provider's ol'ficc. In addition, workplace docu~nents, company notices and 

go\wnmcnt and union tsullctins wcrc gathercd and analysed. A Critical Discourse Analysis 

approach was applied to intcrrogatc tlic data. The OII~COII ICS sought by most stakcholders, 

as rcvcnlcd by thc analysis, wcrc cmly indirectly conncctcd to education. Each was 

reaching ibr goals that urere oAen directly in opposi!ion. The analysis den~onstrates that 

signi 1ic:int I I I O \ . C I I I C I ~ ~  on any aspirati on  can only be achicvcd when tlie tra.iectorics of kcy 

sti~hclioldcrs intersect. Industry training is therefore highly politically charged as 

st~~kcholdcrs lobby. cajole, rnanipulatc and threaten each other. 

Tire study draws the conciusion that VET is on educational hybrid where knowledge is 

u~,dcrst(sd.  gcncrnted and disscminaied in specialised ways, particularly in its workplace 

s~tc-hascd itcr;ition. I t  is argued that the VET practitioner role is, in part, to manage tliesc 

iliscouss~s. It is suhicct to political ~il:~nipulation hut ill tllc same time. exercises 

cons~iicrshlc pot\xr i l l  translating highly charged discourses to employee groups. This 

: k s i s  t11cr~Ii)rc iiiakcs il claim !O significance in tliat i t  assists practitioners to understand 

rheir \\~orkpl;icc behaviour not only as educators but as playcrs in a political iandscape and 

as conduits 1;)s politic:tl m d  social mcssagcs. 
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CHAPTER 1: - iNTRODUCTION 

This stud\, ohscr\w 'ihe introduction of oducation in industry in the mid 1990s attempting 

to  undcrstnnd \rhy ;md how the initiative occurred. It  takes a case study approach so i t  

rluscsihcs glohul and national c \ m t s  and observcs their impact through tlYe experience of 

one pinicul;ir company as perceived by myself as VET (Vocational Education and 

'I'raining) practit ioner and rcscarchor. 

l'hie s t d v  uscs ;l discourse analysis :ipproach guided by Fairclough's Critical Discourse 
I ljn;lI!,sis. Carcare, the case study company, is rich in its discoursc variations. Within the 

hetcroglossic landscape there is the discourse of industry restructuring2 mediated by the 

union illid rcintcrprctcd into an educational framework by myself as on-site educator. At 

the sanic tinic thcrc is the strong voice o f  e ~ ~ n o r n i c  rationalisni coloured by industry, 
1 

rctkrrcd to Iicrc as ~nanagcrialism-. Out shouted bj' the louder voices, others can bc hcard 

~numirr-ing in the ha:kgrou~ld - thc old style of defiant unionisnl, the rcugh auto-repair 

sl'iol~ dcal-riocrs and thc educators s t ru~gl ing  for a learning orgnnisatior?. Within thc 

~xmsultat i\,c culturc 01' tllc tinle, stakcholdcr groups seek points of convergence whereby 

ticcisions can be scauhcd, ini t iati vcs supported and progress made. The overarching 

discourse ol'consultation connects all the plrryers at certain points of interaction. 

Companies arc social institutions shapcd by historical, political, sociological and industrial 

p r ~ s ~ t r e s  tIi;it stronglv intlucncc, son~ctimcs dictate, the values and ideology espoused by 

\i orkpl;~cc pcrsonncl. This study is t:i:r~'fi)rc very C O I I C C ~ I I C ~  wit11 the contextual 

cn\~ironmcnt bccausc of its capacity to s11apc workpliice activity, power relationships and 

dccision making. Considcrablc space is dcvoted to the emergence and dcveloprncnt of 

thcsc discour-scs in thc industrial commuriity ancl the way they are interpreted in company 

intcractiun. The micro at the company level, is mirrorcd by the rnacro at industry and 

tiat ional I ~ \ ~ c l .  

sii 



7'1ic study has a number of cliaractcrs: 

the company r n a n a g c r n e ~ ~ ~ ~  who represent different, oflcn conflicting ideological 

p s i  tions 

the union represented through the training officer from tlic central union office 

0 tlic shop floor' workers who arc rcprescntcd licre as a single voicc 

m ) x l  f as workplace cductitor 

0 Workplacc Learning lnitiativcs (WLI). my c~iiploycr and educational mentor 

go\.crnmcnt p111 icy makers and education managers 

0 aind the three major social and political pressure groups: 

- cmplcycrs 

- unions and 

- cducators, particularly critical educators. 

All namcs arc fictitious cxccpt for mine and that of my collcagues at Workplncc Learning 

1nitiatii.c~. u.110 liavc g i \ m  mc pcrmlssion to use their real names. Large company names 

liavc not hcen changed on the rationale that they trade broadly within tlic sector and do not 

aid in  idsntifying the case study company, liowcvcr tlic $!:lmes of smaller companies havc 

been changed. 

l .  1 . l  Overall Research Problem 

l'liis rcscarch attempts to understand and nanic the conflicting discciurscs o t' the 

stakclioldcr groups rcprcscntcd at a company where a training systcm w a s  being 

cstablislicd in tlic mid 1990s. 'l'hc study asks ~ ~ l i a t  training was about for each of the 

groups as they stri:!: to realise the aspirations tlicy have overlaid onto the training 
. . .  
1n1tiatii.c. 

This study asks the following questions: 

. What arc thc discourses that have crcatcd the pressures SOS change in local industry and 

liow havc t licy cnicrgcd'? 

I l o ~ ,  does this conipany assimilate or confmnt the cnvirol~mental cxigcncies of' 

industry restructuring and globalisation"? 

\Yliat arc the cxpcctations ot'workplacc training in this contest'? 

IIow docs tlic company managcmcnt pcrceivc knowledge and competcncc? 

Ilow do tlic kcy company playcrs cscrt their authority? 

What discourses hold currency within this workplace culture? 

0 I low do managenicnt and workers negotiate their relationship? 

I t  ilns\vcrs thcss questions Srom ;I critical perspective based on values of ega!itarian 

participation in industry and empowennri t  in educzition. 

1.2 Structural Analysis 

The structure of this study can bc likened to a hot-air 

balloon. The baskct is tlie case study conlpany. I t  is 

licre that the xn t r a l  characters live out their struggle. 

However the basket is secured firmly to the political, 

social and educational forces at play in the industrial 

training world. These contextual elements are tlie 

balloon itse!f. To carry the metaphor furtller one 

could imagine that the rigging that holds the two 

togetlier is thc discourses. As those in the basket 

construct nieaning in their world, the air heats 

buoying the ivl~ole str:.ciure and setting its direction. 

The interaction of the basket and balloon controlled 

by the hot air is therefore of  central interest to this 

study. 

I ,  ~nyscl l ' i~s  ~ d w r v e r -  wit11 binoculars and  nap in halid, apply ethnographic methods and 

discourse malysis to makc scnsc of' what 1 experience. These tools provide tlie means to 

articulate the r'clationsliip between all thesc components. Thc three context chaptcrs, 5 ,  0 

and 7, in\;estig:itc how thc balloon is put together and how it achieves lift off. Chapter S 

talics a snap shot oi ' t l~c i 'c t i~i ty  in the basket. 

My position is both that ofparticipant in the basket and ground crew observer. This 

culminates in the final chapters where I ask questions such as 'so what' and 'how co~ne ' .  

;\S ground c~.c\v I attempt to ur~dcrstrtnd how this basket remained in tlie air and what gave 

i t  its uniquc character. 111 the final chapter 1 look back over the course industry education 

lins tnkcn over the intervening years since this particular basket landed (at lcast fhr m c  as 



ohscrver). I look again at the legacy we hzvc inherited that ST. in the basket, were part of 

bur m y  not ha\.c understood so well at the time. 

l l c  struciure is therefore somcv:Iiat cyclical as the case study cxpcricnce is revisited from 

;I number of di it'crcnt pcrspccti\les. It looks at thc cxpcrience from different stakcholdcr 

positions and tlicn from the viewpoint of thelnes such as that of the mechanisms of 

con\xxgence and lntcr from t h ~  pcrspcctivc of knowlcdgc valucs. 

1.3 Site Introduction 

Thc tlics~s begins with a tour around the ivorksitc of thc case study company and explains, 

in brief, thc history of the company. This chaptcr provides a grounding for the reader in thc 

contcxt of thc tinics and workaday cxpcricncc of the company players. I t  outlines the 

attitudes and cultural traditions that have become fixed within the company. 

rnan;~gemen!. The restruc!uring agi-nd:. with its interest in consultative decision making 

became complicatud by managcrialist initiatives that value control through systems and 

doing mosc uitli Icss. 

.Ilie cotnp;iny was a ineinhcr of the RS&R (Rctail, Service and ~ q a i r ) '  sector of the 

automoti\~c industry \r.hich is made up largely of small businesses. Restrusturing activity of 

the cn~ iv  90s was concentrated mostly in large manufacturing companies, leaving sn~al l  

husincss mostly unafkctcd. For this rcdson the RS&R sector had become something of a 

back\wtcs i n  the arca of'industriai change. Refbmi came belatedly. However the case study 

company \itas jostlcd into change at the behest of the large automotive manufacturers. 

Carcasc pro\,idctl scr\,iccs to \~chicle importers and exporters; i t  was therefbre well placed 

to attract interest as globalisation gaincd pace. Customer cornprtnies hencc saw it  as 

~mpcwt;~nt to draw the C O I I I ~ ; I I I ~  into the global ind~s t ry  structures. 

1.4 Methodological Underpinning 
Although tlic data were gathcrud hctwccn 1906 and 1997, the industrial and cducational 

acti~tity at Carcarc U ~ H S  niorc rq)rcsentativc of thc expericncc d l a r g e r  companics 6 or so 

!!cars wslicr. Tllc tasks that prc~ccupicd the playcrs at tlic company werc ihosc of 

cstablislling consultati\~c practices, of restructuring the workfnrce \i~ithin a skills-based 

hierarcliy and ofcor~st~-ucting a training system. Thcsc tasks were enginccrcd into a place 

of proniincncc bp the Enterprise Bargaining Agrccment (EBA) and the rcstructurctl Aivnrd. 

Tlicso activities opened the way for thc union to assert n role as CO-manager of workplacc 

pws0~11ic1 and to position \vorkcrs as participants in decision making. I too, as the VET 

practitioner, workcd i n  concert with h e  union attempting to disrupt the prevailing 

tl~scoursc 19 ,  introducing a discourse drawn from that of industry learning organisations. 

Thc dlscoursc \.alucri ~ h c  ski 11s ol' cmployccs arid involvcd tlicrn in  an attempt to bcvclop a 

CO-opcrati\.c culture built on shzrcd knowlcdgc. 

l'hcsc ivcrc the prcoccuprltions of' many eompanics in the early 90s. By thc late 90s larger 

mainstscam companics had a11 but abandoncd egalitarian valucs and had sought to increase 

psodi~cti\.i(y directly through enacting idcologics of' lean managerncnt and cconomic 

rationalis~n. l-lowcvcr, at Carcarc one set ofissucs overlaid thc other as the company was 

hcset by thc COI~CUITCIICC cjf'thcsc two waves: egalitarian rcstructurirlg and Ican 

Tlic tnlo siibscq~icnt chapters dcal with methodological issues. The first deals with the 

111cthod 0fdiit3 gathering rind research adoptcd for thc study. I t  establishes a claim to 

ctlinograph!! a s  tlic :iplmpi-iatc appro,icti to this type of study but is then bcsct with the 

q ~ ~ c s t f o ~ i  r ~ f ~ ~ h j c ~ t j v i t y  - ~ C N  does the rcscarchcr achievc sufticicnt distance and neutrality 

ti-om licr subjccts to  draw judicious conclusions, particularly when she is the practitioner at 

I ~ I C  I . C S C ~ ~ I . C ~  site'? 

I t  concludc~ :/]at objccti\~ity is neither possible nor dcsirablc arid establishes some guiding 

principles fos acl~ic\*ing a balanced subjcctivi ty and maint~i i~ ing  the integrity of the study. 

'l'l~c chapter includes an autoethnography which c!utlines the subjecti\ities contained in this 

thcsis. I t  also introduces the rcr~dcr to another significant player in the case study, that of' 

Workplace Ixar-ning Initiatives, the researcher's emp!oyer. W L1 is the foor-mativc power 

bchind the cducntional and political ideology I espouse and is thcrefore a major contributor 

10 [he ;1~1tocth11ogr;11~11\1~. 

Thc nest chapter explains the mcthod ofanalysis used once the data was gathcred. The 

mcthacl is Critical Discourse Analysis based on the Fairclaugh model (I9S9, 1992, 1995). 



The cl~aptcr begins by asking 'why discourse analysis?' and responds to some of the critics 

of this approach. I t  then elucidates thc theory of CDA and its ~nechanisrns of arialysis. It 

su~-vcys the relcvant literature in  the field and identifies the q!~estions that will guide the 

analysis in exploring the research issues. 

1.5 The Context Chapters 

upon a poorly theorised analysis of \vork and learning and was set in place to achieve 

industrial and political outcomes. Once again the Carcare experience of the NTRA is 

i71-i~!1!; ~~i1111i11~d. The chapter explains thc union's ihilurc to establish a transfonnativc 

discourse \r,hercby union and company wou!d work co-operatively in matters of worker 

skill dc\~elop~nent and \vorkcr management. The three players (union, compzny and 

1s:iining provider) tinally abandoned the consultative model and, with some frustration, 

retunled to a more acivcrsarial Inearls of protecting workers' interests. 
The nevt two chapters, chapters five and six, deal with the political, industrial and 

educational contort of thc industry restructuring cra and managcrialist ideology. These 

chaptcrs are important in making sense of the discourses reflected within the company. The 

widcr context produces inlperatives fbr action, justifie, and gives weight to opinions and 

cnahlcs or dismisscs courses of action or thought. CDA rccogniscs the context as the frame 

for thc discourse. Thc context is thcrcfore critical in such an analysis. 

Chapter five introduces globalism and outlines the discursive forccs that gradually 

convinced thc mairlstrcam corllmunity that an Australian fonn of globalism could be 

wrought, bascd on consul tation and egalitarianism. 

I acknowlcdgc that this is a very contested position. Analysts of a more critical persuasion 

bclicw !hat political and industrial leaders were not committed to their own rhetoric and 

wcrc driving a ruthless course to a competitive global economy. Nonetheless I rcnlain . 
convinced that many of those who wcrc drafting thc principles and implementing the 

policies of industrial rcforn~ were dnivcn by a vicw that industry could mcct the goals of all 

plavcrs by shifting li.0111 an advcrsarial to a consultative mode of operation. l have spent 

somc time tI~rougI~out thc thcsis substantiating this bclicf. 

Chaptcr fivc gocs on to obsc~-\/c thc failure of thc vision of a globalised economy based on 

egalitarian principlcs. I attcmpt to explain the prinlary factors that causcd its demise. 

'I'owasds thc end of the chapter I rcflcct 011 the cxpcricncc of Carcare, the case study 

company, in rclation to the vision and aspiration of the industry restructuring movement. 

Chaptcs six looks at industry restructuring from an educational perspective discussing the 

valucs and debates that undcrpinncd the National Training Refonn Agenda (NTRA) and 

asscrts that the principles wcrc industrial rathcr than educational. The NTRA was bascd 

('11:ipt~s cigl~t observes tI1e si~cial and industrial context fiom n dilfkrent point of view. I t  

l o ~ k s  a1 the (iis~ousscs that \vashed through ind~1st1-y at the time. I t  traces their origins and 

an:llyscs \wskpl:icc texts to grasp how they were rcflectcd in the workplace environment. 

The analysis iixuses m h e  d i s c o u i ~ c ~  of science and knowing and finds its resonance in 

industry through scientific managemen(, training and manageriaiisrn. l1 goes on to trace the 

discourses of unionism - the values rcflectcd in the traditional discourse and that of 'new' 

unionisln. l t also iicscribcs thc discourse o f\VLI and the identity its teachers carried into 

thc \~~oskj:I;~~e. '1'11~ chapter n~cs t l e s  ivith the question OS knowledge a d  attempts to 

uncover whiat is legitimate knowledge in each idcological fran~cwork. I t  dcscribcs the 

i1isp:irity and ilisjur~cturc bctwcen thc t\rlo adverse industrial stakeholders, unions and 

cn~ployc~-S. in ;I politicul climate that sought to find greater convergence. 

1.6 Data Analysis 

In cllaptcr c.igllt, thc case study data is intensively analysed. I t  consists of 5 se1ectc.d 

'situationiil cvcnts' \vhc.re workers and workplace reprcseniatives interact with 

n1an;igcmcnt. 'l'hesc ;ire rccordcd events (audio or vidco) where workers, management 

andlos union reprcsentativcs atte~ided a training session or where they met at a Training 

Co~n~nit tcc Mccting or a training presentation. l 'he analysis identifies the discourscs thc 

intcrlocutoss call upon and thc mechanisms by which they negotiate identity fix- themselves 

i~div idual l~ .  or for their rcprcscntativc group. I t  is a sct of narratives about the inten-play 

bct\vc.cn change rind convcrgencc. Each player attempts to tind a point of unity with their 

intc!-locutors tivm which to build change. 'The situational events provide a snapshot uf'the 

consultative culturc at work. 'They reveal the contradicticn and contestation of discourses 

ivitllin the compny .  Emerging tllrough the discourse ambiguity is a committed but hesitant 



\vorl.:forcc pitcl~cd against an uncertain and sometimes punitive management, each seeking 

rom~ent .  susvi\~al in an unfbrgiving work cm i 

over the restructuring years to shape our understanding of industry and workers' 

knowledge and thc role of VET. The enterprise based teacher, as zpart from the institution- 

based twchcr. is positioned to make a significant contribution to the construction and 

Concluding Chapters dissemination of. industry and workers' knowledge. However she is also vulnerable to 

manipulation particularly in the currefit industrial climate of corporate culturism. If she is 

The ncst chaptcr draws conclusions abmt the cducation and the training environment in 

indust~y vie\wd through the theme of convergence. The dynamics of convergence arc 

analysed \vithin the contest of thc industrial educational issues of thc time. I t  concludes 

that Competency Based Training (CBT) allowed h r  an industrial trucc bctwecn union and 

managcmcnt within the co~wiltative tradition. CBT provided a meeting point between two 

very disparate idcological and educational traditions. By attcndi;;g to skills, ideology could 

be lcfi intact. or so it secn~cd. Educationalists however disputed the direction of education 

in industry and fought to crcatc a critical pcrspectivc on Competency Based Training 

leaving thcmsclvcs sidelincd i n  designing the dcvelopmcnt strategy. Training was tl~creforc 

shaped by indust~y discourse which cast educationalists in the role of supplier of services 

to bc puscliascd by busincss. 

As thc system has rollcd on, employers havc tightened their grasp. In cnterprisc based 

training, where the power ofe~nploycrs is amplified, a ncw hybrid has forn~cd increasingly 

scparatcd from campus training dclivery as i t  pushes ever harder to produce the economic 

outcomes sought by ~~~~~~~~~s in a demand driven culture. 

Anotlicr truce undcl-piiincd the dccislor~s at the case study company, that of the consultative 

culturc. Points ot'conflict were quarantined for fear that thcy would undcnnine the 

consultative process. I t  was Imped that 1xu-posefiil action could bc cnactcd in thc \vorkplace 

wen whcn intent, implcmcntation and outcome might bc read quite differently by the 

different pai-ties. Carcarc demonstrates thc limitations of such a modc of operation and 

illustsatcs thc importancc of the principle of convcrgcnce. It  is only whcn the ideology of' 

all pisties converge with a willingness to act in concert that significant workplace change 

can bc achieved. 

Thc fir,al chaptcr takcs a different pcrst~cctive oil the experience of C,lrcare and workplacc 

changc. I t  rcvic\vs t l x  industry cducation and Cal-cam cxpcrience from the point of view of 

knowlcdgc construction a11d gcncration. It draws conclusions about what has happened 

able to bridge the discourse conflicts, she is in a powerful position to cegotiate better 

ei1ucntion;~l oatcomes. However the discourse mismatch at Carcare fouled all three parties 

so thill nnnc achieved t!leir goals. Thc case study asserts the intensely political nature of 

.I.lic study C O I I C I U ~ C S  that \wrkplacc change is highly contingent and subject to the 

convcrgcncc of' discourses both public a d  local that can be forged into opportunities for 

Icaminy and dc\&qxncnt at individu;il workplace sites. The influence of local pressures 

and thc interplay o f  relationships cannot be understated but the direct i~n of national and 

sloh:il discourse and implcmcntation structures :ire also \w-y significant. The case study - 
suggests t11at political pcrsuasion cannot create c h o n g  based upon consultative values 

L I I ~ ~ C S S  tllc points O ~ ' I C \ ~ C I - L I ~ C  con~ i~ ten t ly  alig: with the points of convergence. 

Ilducetionolists who identify then~sclves as cllange agents must develop the skills to lind 



CHAPTER 2:- SITE ANALYSIS 

Balloon Metaphor: 

This chapter takes accouri-r of the  basket, which re.presents 

the company. It examines th? materia! it is made f rom and 

how it corr.es t o  be the size cnd shape it is. 

2.1 Overview 

'l'llis chapter introduces the rcadcr 'to the site whcre !he case study was conducted. I t  

dcscr~bcs thc busi~lcss acti\*its h i  also interprets the :vorkplacc. It locates the company 

within the industrj landscap\: as ar. introductiorl, !c thc disc~?urscs that pcnncatc the 

\\*oskpl;~cc. The discourses arc 1110st o b s e n d ~ l c  '1; tuVo points of ~~egotiation: i n  thc 

~datlonship bctwecn rn::nir\~,cn~i~t and slmp F ~ I -  and in thc relatio~-tship betwoen tht: 

company and the busirlcss M'OI Id w h n  g lobal~sn~ and n~anagcriaiism iacreasingly dictate 

* .  

l he colnlxiny \vat; ;m a11lalganl ~ f t \ \ ~ o  C ~ ) I I ~ ~ I I ~ C S  and tllrcc types ol'acti\.ity - vchiclc 

storage, \dliclc rrm+on and t l x  fitment of accessories. Let us call it ACME Cnrcarc. Its 

lvol-k was to takc ticlivery of consignments of imported cars from the wlaarvcs, ensure they 

met Austsalian st:irildards, repair damagc that has occurred in transit, fit thcm with 

accessories n r d  tinally prcpasc and dclivcr thcm to salcs centres. A similar scrvicc was 

i.,t'fcrcd to local mnnufacturcrs - cars wcrc stored, ncccsswics fittcd and t h y  wcrc prcparcd 

t i~ r  sale or cspol-t. 

ACME Carcarc was sel on a dry, flat, wind swcpt plain on a street callai Cherry Blossom 

I m : .  ,i namc that bclics its character. I t  was not the sct for a Japanese opcra. I t  was an 

rl~dustrial iiwtcland wllcrc largc trucks ~ u ~ n b l e d  past work shcds. scrap m e ~ d  yards and 

parking lots sccmiogly dcvoid ofpeople. The company settled on this site in 1983 when 

sc;lrching for an area close to the wharf and thc car manufacturing plant and wherc thc land 

S~r \~cy l l lg  thc company site one could see sheds scattered here and thereamong rows and 
, . 

r o w  cl'cars. I hc company could provide open-air storage for up to 10,000 cars. ACME 

ntrls the car-casrying part 01. t l ~  business. It bro\ight the cars from the wharf to the storage 

siic and. ii,l!owing processing, from the site to the dealer. 

('an::~rc \\.as the proccssi~~g side O S  tllc ~ U S ~ I I C S S .  Carcare's work was to process the 

\ r*hiclcs Iry fitting snms internill items. changing badges to thc local trading names, fitting 

si1I2ty hclts etc. to mcut Australinil Safety Standards and Australian Design Rules. The 

LY~I I I~X~I I ) :  \ i ~ r k c d  in co-opcration with the mnnuf*acturing companies to allocate the cars to 

dc;i;crs and to arrange tmnsportntio~~. The company therefore was able to provide complete 

ship to sI~o\\~roo~ii  scr-\vice. 

-1.h~ ~ii\~icic bct\\recn tlls two functions, transoort and proccssing, was still clearly ~narkeci 

c \ m  though tllcy both shnrcd the same site. Tllc two divisions had difl'ercnt cultures, 

scp:~r:ltc c~nployccs and dillkrent managcnlent structures. This study was centred on what 

\vas rcl'cr-rcd to as thc 'proccssing side of the business', that ot'Cnrcarc. 

2.2.2 An Orientation Tour 

O n  appn~iirhing the property, one sn\ip a liumblc little box building  narked 'OFFICE' 

sitting in n pool nfparl;cd cars! T11c front door opcned on to n small reception area with 

tlls tri~ditionol quality plcdgc l~anging on the fhkc wood panel wall. ' n ~ e  passage ahead led 

to a riibhit ~ W S C I I  of of'iicss a11 decked in i11kc \irOOd. 

/\ little t'irrthcr dowl, thc passage way opcncd into n partially shared ofticc space. l 1cre the 

ciirpct stoppcd n~Pd thc lino beg:in. Three very busy womcn and onc man sat behind 

cu~nputcr screens most of the t i ~ m  holding telephones to their ears. These were the 

Customcr Sur-vice Rcprcsentatives (CSRs) - the people who received the manifcst from the 

ships iinil ccwrtlin~ttcc1 the work from tllc ship to the custonler. l'hcy received the orders, 



instructed the shop floor on the work to be complctcd. allocated the finished cars, managed 

tlic accounts, punched infonxation into thc conrputcr and rarely left thcir desks. 

The InSonnation Tcchnology (IT) system allowcd them to locate any car at any time. Each 

car upas gi1.m n hnr codc by thc CSRs whcn i t  arrived at ihe wharf. Fro111 that point to whcn 

i t  \\*as sold to the customer, i t  could be tracked by activating the bar codc. Each time i t  

undcru.cnt an operation. i t  was zapped by tlic shop floor worker with the bar coder which 

told thc computer vvhat liad bccn done. 

Locally made cars were prepared for export using a similar system. The company's 

computer was linked dircctly to the manufacturing plant. As cnch car rolled along the 

production linc, tlrc computer rcgistcrcd its progress through its bar codc. This lcvcl of 

in\.ol\,cmc~it ~vould rnakc i t  morc difficult for the manufacturing company to change 

I f '  you ismdcrcd out o f  thc office area into tllc adjoining workshop you would find yourself 

i n  tlic Fleet arca. The huilding. like all the work sheds, was made of tibro cement. 'The 

n.alls \VUC unlined arid tlicrc wcrc t1i.o gaping doors at each cnd which provided car 

access. l'hcr-c ivas no heating in  the shcds and the wind roarcd through the open space. The 

shcds \vcr-c bitterly cold in wintcr and iicrccly hot in summer. There \wrc four  similar 

slicds dotted around the yard \\lhcrc othcr proccssing work was undcrtakcn. There werc 

also other nbantloncd shcds in varinus stages o f  disrrpair, \vhicIi held unuscd and out-datctl 

parts and pro~'idcd places for birds and rodcnts to nest. 

I3ack in the Ficct workshcd, cars were lined up diagonally Jo\vn thc length of'tlie shcd. 
. . 

I licrc urcsc a Sew hoists \vhcrc ~ircchanics \verc dealing with thc undcrbcllics of' cars. 

Alongside thorn. operator-s \ \mc  busy with drills and ratchets fitting tow bars, shelving, 

c \ w  \stash basins into the back ot'vans. 

l'lrc Fleet arca was whcrc vehicles wcrc built up according to thc nceds of particular 

coinpanics to Sul ijl spcci iic utilitarian pu~poscs.  For example, vans were turned into rni ni 

trl;vclling workshops Sbr a Iargc tclccom~nu~zicatim company or for special cartage 

I ~ U ~ P O S C S  undcr specifications sct by thc clients. 

AIOllSsid~ l l r c ~  opcriltors \\?ere the dctailers husy buffing and polishing the cais. These 

pcoPlc \vorkcd br ;r sub-contractor who was responsible for cleaning the cars and 

p n ~ \ ' i d j ~ g  thc lillal touches in preparation for sale at a dealership. 

Tlie olllsr ~ 1 i i . d ~  lsrcrc to the Flect shed in design and lay out although the activity 

x,,me\\lhat diflkrent. Each shed was dedicated to a particular automotive manuhctwrer. 

l<adio5, Co11r1~i~t Disc (CD) players and sidc mirrors were fitted. Compliance pkiles were 

d i ~ t ~ ~ j  ;Ind stamped and decals (transkrs) and badges were put on the cars. Activities here 

d c t c n r ~ i n ~ i  by the package that goes with the car - the accessories and paraplremalia, 

al131\,, b \ v i h  the co1npliance !o thc Australia~i Design Rules. 



2.2.3 Tne Making of the Company 2.3 The RS&R Sector 

2.3.1 RS&R Workplaces 
Cni-carc opened for busincss in 1969 owned by a 'truckie' known to all as Blucy. At tliat 

timc. an i r n p n ~ ~  quota on cars limited ihc foreign ~iiarkct to 20% of cars manufactured each 

ycar. l'hc company's primary busincss was in the transport of vehicles from the wharf to 

the dealer. S o ~ n c  rcquired acccssorics to be fitted. others needed repair due to shipping 

(!amage. Ulucy arranged ibr tlic work to bc donc at various local workshops and carted tlie 

cars to and tio. In  time Bluep recognised tliat he could provide the repair, fitment and 

storage semicc himself and liencc started a ~lourishing business. 

Bv thc mid 70s the busincss cniploycd a band of about 50 workcrs - ~nostly auto rcpair 

trades and scmi-trades pcoplc. Blucy sold his business in 1989 to his colleague and works 

Inanagcr Bazza. Bazza gradually dignified tlic business with a lnorc professional h a g .  

Office staff grew i n  nu~iiber and Bazza then only occasionally donncd a pair of overalls to 

liclp out. Blucy \\.as c\~crybody's uncle bul Bazza saw liimsclf as ari cntscprcncur, IHc also 

dc\~loper i  a national ~ictivork with bsanclics at tlic ports of  Perth, Sydney and Rrisbanc. 

Unli kc his prcdcccssos. lie issucd rcdundancics when thcrc was insufiicicnt work and 

cstablishcd a slightly distant relationship morc bciitting a ~nodcrn business structure. 

111 1904. 13nzz;l sold out to d 1;lr-pc car trnnspost company. ACME,  which in turn \\,;is 

bought by a multi-national o \ \ m d  by a large invcst~i~cnt conipany. Bazza could scc that thc 

~ L I S ~ I I C S S  could 110 longcr- be run as a privatc family enteljx-isc, as imports began to incrcasc 

along \s9ith tllc nccd to rcspond to the growing demands o f  quality and C U S ~ O I ~ I C S  service. 

By all accounts, both Blucy and Bazza werc typical RSSrR busincssn~cn - rough diamonds 

and good drinking ~natcs,  Thcy \ser-c non-coqmrntc worknicn who ~ n a d c  good. Thcis 

husincss grew witlioiit a lot of strategic timthouglit. There was no budgct. 'I'lic profit was 

\\.hat \\'ilS left i n  the bank at thc cnd ot'thc 1nont1i. Busincss deals \frcrc fhrgcd by good will 

:irltl a nctvu-k ol'pcrsonnl rclatio~isl~ips. fh\wurs and undcrstandings. They wcrc ncvcs 

liminliscd nit11 a writtcn contract. This stylc of'l?usincss was not unusual within thc RS&R 

sector. 

Carcase's cul~ur:il trilditions n7crc iirnily rooted in the RS&R industry sector. Many 

cmployccs in ihc scctor \vcrc: qualiticd tradesmen though experience was valued morc than 

ppcs qunli fic:itions ( N A  ITB 1903) and tlie status of the employees' quali iications may 

11nw bcon unl;no\vo to the employer. Busi1:esses werc presided over by an diwner whose 

pcssi~ndity and style of man;igcment determined tlie workplace tenor and eniployec and 

custoincr relstionsliips. Practices were largely unccnsorcd by the standards and corporate 

c u l t ~ ~ r c  h i 1 t  ~ y p i c ; ~ l l ~ r  scgul;licd tlic practiccs of l ;~rgcr  businesses. 

In ~ u o s t  RSLQR workshops, wages varied considera, ... . among employees according to 

intii\,itl K I I  L I I T ~ I I ~ ~ L ' I I I C I ~ I S  with tlic iiianager. 111 most Ci\SCS, ~ i l g c s  were not discussed 

i~mongst cniployccs ;ml sincc tlic sliops were sarely unionised, there was no pressure for 

consistcncv or nccountnhility i n  wage variation hetrifccn indi\fiduals t ~ y o n d  legislative 

rcquircmcnts. The boss iio\i~cvsr uscd nlnyes as a mcans of  rewarding ski1 l and maintaining 

11ic sesvicc ;mJ loyalty ot'v;ilucd individuals. 'rliis \ifas the way wagcs were organised ;it 

('arc arc: 

Once upoii :l time \ \~I ICII  i t  \irilS 3 ioliiPilliy and one guy owned it and it's smaller 

;~nd it's not so unionised you know, if someone's doing n good job you fling tlic~ii ;I 

ti.w I ~ L I C ~ S  I,ICSC and ;l fi'w bucks thcrc a i d  c\~entuaIIy \%-hen you come to comp:~rc i t .  

it's all o\ er 1 1 1 ~  joint , 

l'oni. (N;l~ional Rusincss Dcvelopmcnt Manager) Training Session 

h4;iny s l i ~ p s  culti\,;~tcd n pas[iculnr c h i c  identity consistent with that of the owner so 

\~~or l , s l~ops  could bc lt:~lia~i, Victnn~nesc. Greek or Maltese as wils the case at Corcarc. The  

ohlcr \irosksliops mndc up of Eurupcm and Anglo \vorkers \vcrc ollcn c1i:ir;ictcrised by a 

SL' I~SC.  01' h a r d y  ni;~tcsliip. Emotions were untcmpcrcd ;ind intolerances loudly exprcsscd. 

'I'lic malc st;i~np on tlic workplnccs rvas accentuated by tllc pornographic picturcs on the 

\ \ ~ i l I  ~ I I I ~  the gsi~lie i n  the shop tloor allices and the tea-room. Thc workslicds thcmsclvcs 

\i~crc ;I mc~iiorial tc: old stylc work practiccs where thcx w ~ i s  no considcrntion fix 



acsthctics. clcanliness or comfort. The workp!aces werc functional nialc domains whcrc 

the sole priority lay with the task at hand rather than life-style niceties. 

I\l;in:~gcrncnt stylc \,aricd considcrahly and in many busincsscs, thcrc was mini~i~al  

pl:inning. marketing and systcms managcmcnt (Emst 6r Young 199 1). The owner reacted 

to contingencies with whatcvcr rcsourccs he could mustcr and dealt with irregularities 

lblln\\.ing past traditions of practice. Tlicrc was no culture of training csccpt perhaps in 

tools ; i d  \diiclc technology (I<&SFC 1993, Thompson 1992). New skills wcrc acquired 

li-cm i'cllo\v \ilorkcrs or, ifdumandcd by law or customers, fionn attendance at night school 

a t  n TAI-I! collcgc. 

2.3.2 Carcare as an RS&R Workplace 

Carcase left some of thcsc traditions behind as i t  bccarnc absorbed into a largc multi- 

natinn~il coml,anp. Thc multi-national Iiad supcsimposcd itself upon the business and. for 3 

years, had bccn struggling to turn i t  into a corporate enterprise. The primary challcngc was 

to mcnrc away t?om the ad hoc, unilateral decision making style !hat characterised the 

I<S&R scctcv. to institutional, global nlanagcmcnt practices that werc rcguliitcd, consistent 

and accountable. This implied a significant discourse sliifi that rcquircd the rcdcfinitiori of  

n1osk rolcs. tlic cstahlistimcnt ofsystcn1s to fbrn~alisc work practices and the dc\lclop~?icnt 
, 

(1 f'a \\ 01-k culture that dcniandcd disciplined adlicrcncc to agrccd practices. 

At this point in its evolution ( 1 906/7/S). sc3111c fcaturcs of the corporate ~nantle had becn 

taken up by the old managers. Ncivly i~nportcd mnnagcrs had brought new standards into 

the compariy. All managcrs were then cxpcctcd to w a r  suits and tics and speak managerial 

!-hctosic. Some osgrmisritional systems had bccn manoeuvred into place but the workshops 

had harcly cliangcd in appearance or practice. Workshop bravado had mellowed sotnewhat 

with size and the imposed legislation of equal opportunity ancl safety proccdurcs. llowevcr. 

many l'caturcs sustained thc s ta~np of tlic RS&R traditions. Some of thcsc arc dcscribcd 

bclow. 

7'11~' C\)lili>;i1iy Ilrid tC\\f ti~rmal planning ilocilmcnts. Such documents wcrc rcquircd by tlic 

multi-national company and the quality system but timnal plam and systcms u w c  outside 

the tradition ol'opcration \ t- i thin the sector and, wlicrc they had been i~npwcd  by tlic niulti- 

national colnpany. co~nplinncc was min~mal and on paper only. Planning was perhaps the 

comp;in)~'s greatest \+.cal;ncss. l'hc S!atc Manager described the company's modus 

opc~-andi ;is 'reactive'. Dcspitc the best efforts of the overarching company, Carcare 

scc~nrd  unilblc to dc\.elop workable planning measures to govcrn the flow of work and 

lijund i~se!fconstantly buffeted by cycles of over-demand and slump. This was panly due 

to the une\Icn naiurc of \vork actii~ity. Work at the company caillc in waves as ships 

ilockcd, so!notimus 3 or 4 at a time, with a full cargo of cars !o be processed and 

t r a n s p ~ ~ c c i .  At otlicr timcs there would bc no ships for days, o l e n  weeks. Work therefore 

tluctiiatcd ti-om crisis to inactivity. 

;Is ;I SCSLI :~ ,  the colnlxiny scquircd complex contingency planning, but this seemed to be out 

t)t'rciich. or this time, 1i)r thc current managcnlent. When a boat load ofcars arrived, the 

ca-s \rrcrc 'parkul otl" i n  :iv:iil;lhlc spaces in thc yard. The parking arrangements ot'ten 

tu~ncd out to he unsuitable so people \vorked overtime to shifi them. Despite the grid 

swtcm, cars got lost and could take hours to find. I t  had happened in the past that they 

\j.crc nc8\.cr !i) i d .  

\Vith such \\*ark flucturitions arid ri wide rringe of custo~ners, ri complcs communication 

svstcm was rcquirctl to cnsurc that priority contracts were tillcd, labour was organised to 

rncct the I I C C ~  ii~id ch;inging cus10111er r c q u i r c ~ i ~ ~ n t s  \\'csc fed da\iln thc line. 'The conipan>l 

Iiacl IIO such systc111. I.';ICC to Sricc c o ~ i l ~ i ~ l l ~ ~ i c a t i o ~ ~  011 a one to one or s~nall group basis \WS 

rlic only ~ncthoil uscti. 1)cspitc the constant complaints about poor' c o ~ ~ ~ ~ i ~ u ~ l i c i i t i o ~ i ,  

attcmpts at instituting i m p r o \ d  communication Ineasures had quickly fizzled. Neither 

managcmcmt nor workers had the ibllow throug!~ to implement suggested communicntion 

imprin~cmcnts. 'I'liey sccmcd to lack tlic belict'thnt ctiringc was possible and repair 

mcasur-us dissolvcii hct im they we!-c lully in~plc~nentcd. Com~iiunication systc~ns therefore 

I-cmriincd inti)rniiil :1nd suII;.red Srimi :ill tile ~hoflco~ilings of the 'Cliincsc w l ~ i s ~ c r ' "  

methods. 

C'onimunication tiii lures \vcrc a constant source of' distress in tlic company. t n c m  episode, 

~ c o t t ~  l( ' .  a 1c:iding Iwnd in one of the sheds, lost his position of nuti~ority because he was 

not told that a n  urgent boat load ot'cars 1i;id arrived and warranted inmediate processing. 

Managcmcnt clainicd to have passed on the message. Such incidents 1i;ipp~'n~'CI on 311iiost a 

daily hasis tllough usually witliou: the same severe consequences. 



Supcr\~isors and senior managers wcrc only loosely controlled by company philosophy and 

discipline. \ n e n  confronted by frustration. somc xsortcd rapidly to insult aild raucous 

pcraon31 L~huse. The S c o r t ~  incident camc to attention because tlie statc managcr was so 

abusive tliat Scotty raised a co~i~ylaint  with the union. Thc outcome was that thc minagcr 

had to publicly apologix to tlic victim but the incident so SOL red relationships that Scotty 

Ict': tlic company not long aticrwards. 

Conscquently. i t  was pcrso!ialitics and crisis that shaped the workplacc rather than 

J ~ r i ~ ~ c i p l ~ ~  ~nlhodving a conipany policy and codc of hehcviour. 

Dusiness dcals \\.ere \vmugIit tlirou~li mntcsliip involving male busincss rituals: 

Nearly a11 our customers arc on handsliakc agrce~nents. Tlicrc is no writtcn contract 

cxccpt for Toyota. Tlic tcims and conditions arc not spelt out. What is a good job is 

not spccificd. Tlicrc is usually o I? montlis implicit agrccmcnt hut WC kccp tlie job 

only by good \vill. 

Antirc\i,. (Statc Managcr). Training Session 

hlost ;igrecmcnts were not based on measured calculation. One of the new managers told 
1 1  the Soilowing story to the class during a training scsslon . 

When t!lc company lost the Audi con:r3ct. the reccntly appointed financial controller 

c;~lculated that tlic company 1i:d not protitcd Ssom the contract for so~ :~c  time. In fact i t  had 

cost the cnnipnny SS0 to transport each vchiclc. This inhnnation was oict with disbelief by 

sonic Iiianagcrs who had worked conssicntiously to sustain what turned out to bc an 

unprotitahlc contr:~ct Tlic linancial contmllcr cxplaincd that thc company liad a practice of 

tilki~ig work i n  order to win cotiipctitivc strength against tlic rival conipnnics rather than 

gain company profit. Ohjccti\:c :isscssnicnt OS profit anti loss liad hccn a rcccnt innovation 

into thc company. 

Otlicr contracts wcrc cntcrcd into despite insufficient rcsourccs and faci!ities to accomplish 

tlic work. For cxamplc the company was asscnlbling large scale, importcd agricultural 

cquipnicnt such as harvesting ~i~acl i i~iery illid I I C O V ~  duty tractors, but thcy did so witliout 

the a\'ailability ot'o\~crlicad cranes or atlcquatcly sizcd forklift trucks. Tlicrc wcrc whccls 

six f'oot in diamctcr and other parts of similar dimcnsio~;~. E~i~ployccs had to devise ways 

o f .~~ la~ iocu \~ r i~ lg  parts SO as not to injure thcmselvcs. Loading the assembled machinery 

onto transpods was particularly hazardous as the load was oficn beyond the advised 

c ; ~ p ; ~ c i t ~  oi*tlic ii~rklifj. The operators dcviscd ingenious ways of balancing the load. The 

compnny maintained the contract for sonic three years without providing adequate 

cyuipmc~it or sulticie~it numbers of trained personnel to meet the demands of  the quotas. 

l'licv finally lost tlie contract. The state manager explained: 

We IICL~CS fully understood the requirements. We never clariticd the agreement. We 

didn't really plan the operation. (l'hc customer company) ncLfer complained out 

I ~ . I L I ~  so \\,c didn't know i t  \\'as n problem us-;til we lost the contract. The opposi!ion 

hat; ii specialist tcanl and they pay bcttcr (wages) than us. 

Andrc\i.. (Statc Manager) Training Scssiori. 

\iJc lii~\~c. used the big stick rather tlim getting them (thc \vorkcrs) to c~i?hrace the 

concept. 

l 0111, (National Business Ilcvclop~ncnt Manager) Training Session. 

\b"gc strncturcs Iixi hccn loosc and c~iiployecs had been paid wiiatc\w wage tlicy c o d d  

con\~incc tlic employers to pay. Most long tern1 employees could tell n story of' \vlicn thcy 

~.c\~g~iccl  01. tli~-c;~~cnccl to rcsign and were cnticcd to stay by promise ofincrcascd pay. As 

;I r c u l t  m m y  ol'tlic oltiss a n p l q u s  were wrniny r wage considerably in excess of thc  

i~\\lil~d :m:I hcttcr t l i i i~ i  tlleir co~i~patsiots doing comparable jobs in other conipanics. 

I l o \ iwcr  [licse was i i l ~ ~ )  il sizeable discrepancy across the floor d i ~ h \ ~ o u r i n g  less asse~ti\ ,c 

cmploycc!i. Scutty (the same Scotty sctkrred to easlicr) explains: 

I t  was only tlirougl~ 111e going in there and bluing with Smith all the time tliat 1 got 

on full t i ~ i i c ~ ~ ,  

Scotty, (1'sriinc.e) '1'1-aining Session. 



Persistcncc, tlircats ai.ld rewards had bccn the method for pay incrcascs until the union set 

about achieving morc structured progression. The skills assessment system instituted 

tlirougli !lie training prograni was to bc an am1 of tlic neu. structured proccss. 

As i hc colnpany g r w .  tlic old bonds bctwccn ~iianagcn~cnt and workers forged by Blucy 

and Bazza disintegrated. Bonds between workers strengthened, particularly in sonic 

quar-tcrs. Maqr of tlic long tcmi Maltcse c11:ployccs sat togcther always in their scif 

appointed position in the canteen. There was a widespread family nctwork connecting 

\\.orkcrs - cousins, br-othcrs, sons or those from the Saliic Malkse village. Others were 

'-bonded in thcir distrust ul both managcnicnt and union power bascs. Thcy sat in the same 

places at l u ~ ~ l i t i r n c  and cschangcd stories to feed tlicir bittcmcss. 

The ti.1-iturcs above idcntit'v the company as parochial and 'm&e-do' in its work practices. 

ad hoc i n  its decision making and planning, undiscipli:~cd and inconsistcnt in its dealings 

\\.ith both c u ~ t ~ i l i ~ r ~  m d  cmployccs ancl buff'ctcd by personal whim and crisis. Carcarc 

shared tlicsc fcaturcs with mar;y othcr small RSSrR shops that managcd to sustain a law 

tlnto tlicmscl\~cs. Thc same h t u r c s  can be found i n  niany larger mainstream companies. 

The ;\wld oi'busincss is oftcri mcssy and ad lioc. Ho\rcvcr times iuvc changcd ar:d a ncw 

cconomic and cultural paradigm has introduced ncw systems to makc work prc-)cc:sscs 

transpnruit. bringing with i t  new unccrta~ntics a d  contradictions. 

2.4 The Infl~ence'of Modern Business Practice 

A s  a player in vchiclc import and export, tlic company was posilioncd as a scrvice providcr 

to sc :]c oi'tlic largest and tiiost powerful multi-national companies. I t  thcrct'orc could not 

contii~uc to lock itscl faway fi-cm nii~jor industrial niovcnicnts and. i l l  thc agc of quality and 

~cr-\.ic.c managc~iicnt. Carcrm thund itscl f moulded, ~nanipulatcd and mcnaccd into change. 

Fcaturcs of' Industry ftcstructuring wcrc hrccd upon the company due to thc prcscncc of  

the uriii>ri. Ai the same time, fcaturcs of globalism and managcrialism edgcd tlicir way into 

.the company avith thc cllanging ccononiic climate and thc insistcncc ot'custo~iicrs. The 

impact ot't!iesc mo\wncnts was ititcrpreted at. Carcnrc i n  a unique Lvay. 

Carcarc liad a1rc;ady bccn t11rust into new cc~noniic  cir~1~mstances with thc reduction of 

tariffs. Importcd cars bcga~i to flood iiliv t l x  countryi3 and the parochial h'isincss staricd 

by Bluey suddenly had new demands upcm i t .  Carcarc was the only company providing the 

scr\ ices ot' import nycnt, pre-market build-up and storage handler for the first 20 years of 

its qxration. Indi\-idual nutomotiw manulhcrurers made separate internal i~nport 

arr;ingcments hut, apart lion1 tlicsc. Carcare had a monopoly. Other companies entered the 

nixkct in 108') ;is car imports rose. The workforce o f  about 70 nnployees remained 

rclati\,clv uncliangcd i n  size over the years. This reflectcti !he loss o i ' hand l i~g  contracts to 

competing co~nlxmics. \Ifhilc the secinr boomed, Carcare rsmained alnwst static. 

I'hc type of work activity cit Carcare ivas further ~nanipulated by changing tarif'flegislation. 

'l'lic t x i  t't'\\~is calculated on thc valuc of the vehicle. 'The value could be reduced if the 

\diiclcs arri\.ed witliout ca-tain accessories. Radios and CDs were therefore fitted by 
14  Carcare on wri\.d , ; il mcalis ofreducing the iniport tax . 

I n  thu p;~st. lcathcr sci~ts arid other Iusury features \ \ f ~ r e  also fitted at Carcilrc. I lowewr 

\ritli cliang!ng Icgislation, cimpct~ti\.'r' p rduc t  prices and global manufacturing networks. 

the !;is rudi~ctic~n \\';IS I I O ~  cnough to ot'fsct the cost of' titting these accessories in Australia. 

1 Icncc the work was donu o\w-scas and the work of Carcare employees was reduced in 

ctmplcsity. l'lic customer scnice  culture has furtlier reduced the type of work conducted 

:it the m n p m y .  Sonic ot':lic morc complex work 113s been taken up by the dealerships 

r-csponding directly to individual customer requests cnianriting fiom their own sales. 

I~~urtlicrmor~:, i11 days gone h)', i t  was ~iiostly luxury cars that were i~ i ipxtcd .  Carcart: 

customers uscd to include Snab. Volvo and Audi dcalersliip networks. More recently tlicy 

\\UY Toyota, llolclcn and H yundai. As more and more cars at the lower e1;6 of the ~nnrkct 

imported, husines rlcti~rity shiticd f i o ~ ~ i  a luxwy niche murket to a Illass market. In 

the  orris ot'tlic s t ~ ~ t c  manager, Carcrm \\,as Inorc like a K-Mart than a ~ a i ~ n a n i . "  I t  

ticlm~dccl upon ~iiass tulncnrcr rathcr :Iian highly priccd spcciulisation. 



Work became mosc procedural and emphasis shifted fro111 skill to time. Carcarc was very 

\~~lncr:ihlc as a rclati\dy small company providing a scnlicc to largc ~nulti-nationals in a 

highly co~~ipctiti\.c cnvin~nmcnt wlicrc time was the primary itcm to be traded. Speedy 

pri:crcsing and dcli\.c~-): to dcalcrsliips \vas the service markctcd. 

Pc;-hnps the greatest catalyst for change came via managcrialism and globalism. Custo~ner 

companies cscrtcd extraordinary i n  tlucilce ovcr the work practices and dccision making 

pso~ssscs a t  the company. Dri\.cn by principles of lean production, customcr companies 

sought to both negotiate lo\vcr prices on their contracts and exercise grcater control mlcr 

tlic quality ot'thc ser\.icc. The statc ~ i~anager  cxplaincd to tlic training group: 

In  the last I-ioldcn tcndcr, 1 million dollars was cut off thc contract nationally. They 

arc sccking a 4% cut each ycar - 24 every 6 months. Work that was done for l 

last year has to be done for 96 ccnts in the new year and 92 ccnts at tlic end of tllc 

sccurid ycar. 

Andre\v, (State Manager), Training Session. 

Custo~iicr comlmics also d~111aild~d t h ~ t  the co~iip;i~i)~ qualify as a quality certified 

pso\,itilcr !hrougIi the Q1 ccrti tication !'or Ford work rind through the AS4000 system for 

go\*crn~ncrit and other mrinufi!cturcrs' work. I I C I ~ C C  while custo~iicr costs \VCSC being 

pudicd do\vii. ;~~I1icrcncc to cjudity S ~ S ~ C I I ~ S  was being dragged up. 

Customer colnparly rcpscscntati\lcs cslablislicd a full-time pscscnce on the work site - a 

situation tliat was ilnprcccdcntcd in any othcr line of business. Under the banner of quality 

control. outsidc inspectors n~~:-~itored daily production. In  this way they intlucnccd work 

orga~~isaticm and c~nploycc relations and dictated aspects of thc work in woskslicqx wlicrc 

tllcir products nrcrc proccsscd. For csamplc, Gcncral Motors (GM) insisted that \vorkcr.s 

uticlc~r-taking GM \vork 1x2 dedicated to GM production csclusivcly, tlicrcby preventing thc 

coliilx~~iy ti-0111 developing a multi-skillcd workibrcc capable of' transferring workers into 

.or out ti-om that pirticular workshop. On GM'S  insistcncc, the complctc build up on their 

\diiclcs was to bc co~iductcd by a single individual rathcr than shared across a team Thcy 

insisted that a contiliuous rccord of each person's daily production bc displayed o n  a white 

boarcl in thc worksliop. As cnch car was ~o~i ip lc tcd ,  i t  was to be marked up undcr thc 

wi~rl.rcrls n m c .  Tlic ~ ~ o r k c s s  ol>jccicd to this, particularly as i t  ofTcrcd 110 cxplanati'n. as to 

\ v h v  one or other might ha\x fallen hchind. The workers complained to the union and 

tinally a dclcgntion of  reprcsentativcs. moaivntcd, organised and supported by the training 

group. convi~icctl the Carcars munagaucnt that the display was not conducive to 

1 ~ 0 d ~ i t 1 \  c \vorking rslationships. The pr:icticc \\as to cease. Rut whcn put to tlic custosiicr 

c.o~i~lxin\~. they saised ;l11 ohicction and tho m:inrrgemcri~ rctrac~cd their decision. Practices 

such iis these gave thc customcr companies an intrusive power that p e h e a t c d  through to 

tlic hcirrl of tlic busilicss. 

Thc custimcs quality c~mtrollcrs rcpor-tcd their dissatisfiiction and concerns to their senior 

~n;~n;~gcrncnt in tlic m:inuthcturingig cc~mpanizs. They had R vested interest in finding quality 

1';iults and i!i demonstrating that quality \ifas no!. good enough so that they could retain their 

Id rcqucst (read demand) tlirit certain 

'I'tic 1'1' nct\vork that links manufilcturcrs, Carcase and the dealers within a si~igle syste~n 

\vas called ihc \'chiclc Tracking System. I t  was said to bc the state-of-the-art systc~ii, 

i~l~portcd ti-i.)m I ) ~ I L ' \ \ ' ~ o .  I1o \ve \~~r  i t  W;IS already bettered by the competitor who had 

,ic'liic\~d ;I J X I ~ C I - I C S S  s \*stc~n.  Givcn the I ~ \ ~ c l  of'suweillance and accountability i t  offered to 

c~lsto~iicrs i t  provided ~~rlothcr esamplc of the way customer con~panies have ed,gcci their 

\\'ay into the core ot'C;~rcarc's work arriingclnents. 'I'liis level ofiniwlvement became 

111co1-poratcd into thc terms by which contract agrecmctits were rcnewed. 

I~\~icIcncc 01' Ican mmagcmcnt was apparent in the company's cmploy~i i~nt  practices which 

rc~cntly c;1111c 10 i11c1udc ~ ~ ~ i t ~ i l c t i ~ l g  out scsvices and the adoption ofcn~ployec  contracts. 

Fitting air conditioners was contracted to a specialist compnrly although the cxpcrtisc to do 

t l ~ c  \vork still csistcd in-liouse. Detailing and dewaxing were also contracted out. 

M m  rcccntl y t l ~ c  ot'ticc staff h :~ l  foregone tlieir pcrniancnt employment status in exchange 

1;)s individual contr;icts. An un\vrittcn requiromcnt oftl ic contract was sesignation fi.0111 

thc union. A!! tlic of'ticc st;!tf'c~omplicd. 

1\11 inci!:;~sing pool o f  cmployccs \ilcrc casuals, Ilired Jiolii a contr;ut labour igcni:v. 

Acconling to i!lc award, contract oiiployccs ~iiust  bc miide penniincnt nltcr 6 weeks of  

employlnent. Tlic loophole in the legislation was that casuals could be  given a day's break 



tlicn re-miplnycd. Further economies could be achicvcd 5y sustaining this practice and 

increasing tlic Icngth of tlicir contracts. Many employees at the company maintained this 

asrangeIiicnt for over a year beforc: tlic company was forced by thc union to up-grade tlicir 

status. 

The company tlicrcfore retlcctcd sonic of ihe major rcccnt trends in industry employment 

practices. I t  ;eflcctcd the profilc of rnany modcrn l.llsinesses with increased contract 

labour, rcduccd tcclinical demand of w~rkcss  arid tnc supremacy of'custo~licr satisfaction 

(W'atcrliousc, Wilson &L Ewer 1999). 

Conclusion 

Carcarc was a conipany that, until this point, had not adoptcd cul-rent corporate 

~iianagcmcnt practices that called for constant restructuring and i9,lrge ~iiaking. Ratlicr, i t  

was a company that cliangcd only whcn ccononiic and industrial prcssures allowcd no 

othcs option. As a result thc ghosts of  fo17iicr eras maintained rr ~xsis tent  h!& 011 thc 

cultusc of'thc company. RS&R 'cowboy' !raditions l i v d  a!ongside fcaturcs of modcrn, 

global companies. At the same time its lack of an crLforccd codc of ethics, its poorly 

disciplined management practiccs and its lack of fomiulated strategic direction niadc i t  

vulnerable to tlic manipulation of outside forces. Its strategic position within the 

automoti\.c impart and cxjm-t t,usincss lookcd set to Icvcr thc conipany wholly out ot'the 

IIS&R traditions into a cc-v-poratc ulcdd. !t w s  thcrcfose a company in the proccss ol' 

change. This study cxplo1.c~ the \.aried 3 r d  competing discoursa=s that washcd through t f x  

organization, 

CHAPTER 3:- RESEARCH METHOD 

Balloon metaphor: 

,,. ----, 
/I , This chapter examines the  binoculars I am using t o  observe t h e  

) events inside the basket, the  r t i uc tu re  o f  the q i rc ra f t  and the 

direction we ore taking. 

3.1 Overview 

3.2 Ethnography - a research approach 

i.tllnogri~phic rcsl.;iscli is a mcthod ot'invcstig:ition that has produccd fi-uitful insights into 

u ~ ~ & p l x c  cuiturc and practiccs (Hull 1992, 1905, ed. 1097, Gowcn 1092, Gee 1903, Gec ct 

al. 1000, S t c \ w w n  1 WO, Scarlc 100 1 ,  Dcctz 1005. Iiobcrts c't al. 1992). 

i'aullcy (1004) identities etlli?ogrspliic rcsei~rch as 'thc work of describing and 

~~ndcsst;~nding :I culturc'. RoI;t:rts et al. (1992) cicscribe i t  silnilarly: 



Eilinographic r~se3rch is a detailed investigaiion of the cultural and social pattcrns 

01' intcracticw a id  the trnlucs. bclicts and assun~ptions that account for such 

i ntcr-action. 

liol~crts ct al.. ! 902: 170 

Such a methodology meets my puq~oscs but it raises the question of validity. Since culturc. 

\'nIucs and beliefs arc not n~casurablc, how docs the researcher know whcn he/she is 

pro\*iding a valid analysis'? Thc iiicthod calls into question the stance of the cthnographcr 

in  relation to hislhcr rcscarch subjcci. 

3.2. l Issues Within Ethnographic Research 

A bias. 01- suhjccti\~ity. is an incvitablc outcomc of cspcricncc. Eth11ogr;q)hcrs arguc that 

suhiectiuity docs not compromise validity: it is, they claim. csscntial to thc cnrichmrnt of 

an a~ial!tsis: 

... onc writes on the bias or not at all. A bias may bc provided by a t11co1-y or an 

cspcricncc or an imagc or an idcology. Without a bias, ho\scver, language is only 

arords as cloth is only.thrcads. To write is to find \\.ords that cxplain what can he 

seen tiom an angle of vision, t11c limitations of urhich dctcrminc a widc or narrow 

has .  but not the lack of'onc. Far fi-om guaranteeing objectivity, third-person 

assertions too ofic11 rccord an uriocamincd routiric i n  which the writers who fidlo\v 

3 bias pnwidcd by, say, t11c 'objectivism' ofjournalism or scicncc confound that 

v-orld \4cwl thcoryl ideology with rcnlity. The bias nrc should rightly disparagc is 

that which feigns 017~icctivity by dressing up reasons in  seemingly unnsail;~l~lc logic 

;~nd palnling oft'its interests as disintci-cst - i n  ordcr to silcncc arguments fiom other 

qual'tcrs. 

I3rotlkcy. 1006: 20 

Il'tlic ~ C S C ; I S ~ I I C I ~ S  ack~ii)\~lcdgc tlic inevitability and validity ofsubjcctivity, arc they ficc to 

indulgc their bias without limitation? Docs i t  matter, and if i t  docs, how does the scsearchcr 

awid  myopia. prcjudicc and ovcr i~itc~~~sc~~tion'.'itio~~'? 

.. . I he follo\ving tcx: provides a testing ground. It was written by Charles Abcl, an English 

o~issionary uwrking in F q u a  hcforc the turn of the century. It raises the question of' 

\\ liethcr thc rcscarche; c m  provide useful insight into another culture through hishcr 

suhiccti\,ity: 

('cntur-ics of' gradual dcwlop~ncnt  have given to us our present sentiments, and 

ha\,c resulted in the taste and delicacy of' our ideas to-day. We can only expect fro111 

sa\-ages. crude habits and immature tastes, and it is not to be surprised at that when 

we judge hi111 fi.o111 our own standards, he cuts a w r y  grotesque figure and is 

altc~gctlicr nwt ing  in  delicacy and retincmcnt. 

Abcl. n.d.: 25 

'I'liis test tclls us more  bout the author, his values and kars ,  than his sub-jects. Hercin lies 

tllc ans\ircr as to \vhy i t  ~nattcrs to ;ivoid myopia or ()\for-interpretation. Silmilarly, David 

\ \ ' i I l i ; ~ ~ ~ s o i ~  in his pI;1fl 1101.~tic"~ R - O U I ~  11a\~e US bclic\~c that Miirgarct Mead's rcscarch, 

p u l ~ l ~ ~ l ~ c t l  as  ' (  ' o / ? ~ i / ~ ~ q  c ) /  :lgc. it1 Su/rlorl ', fllils for thc same reason. It  would appear that 
18 hlcad's riictliodolog>~ \spas tlr~\vcd , but, as well, hcr bias obliterated the experience of her 

sut~jccts. 

130th Mead and Ahcl used an cthrmographic ~nethodology in theis research. Cultural 

inimcrsion \\*m their scsea~-ch process. 'Tl~c goal of the ethnographer according to 

h,l;~lino\\~ski is: 



measuring thcir distance from Angle-Christian culturc. He unapologctically transposes 

English \.alucs onto Papuan culture from a con\iction that Christian bclicfs wcre suprcmc. 

Hc subscribes to a hierarchical \ric\\, of human cvolution, which places tlic English firnlly 

at thc top of tlic Iiuman spccics tscc and tlic Papuan near tlic bottom alongside t l x  monkey. 

Ahcl and Mcad arc casy targcts for criticism. Thcir values contrast sharply with 

contemporary valucs and traditions. Thcir work scrvcs to illustrate that wanton myopia is 

in:ldmissiblc and yet both \ \ w l d  have dcfcndcd thcir integrity and fidelity to iruth had they 

IICCII chal lcngsd. Nci ther \\.wId h v c  considcrcd thcmselv~,-s \vantonly myopic. Lca\.ing 

aside n1ctliodologicai csccsscs, hintisight bcsto\vs clarit~l. The grcatcr the distance in timc. 

thc lcss \W arc subject to the validitics that shaped thc vision of the era. All thcorics 

(cultures and historical periods) takc n nurn~ative stance in matters of 'language. 

suhjcctivity. !::~o\rllcdgc and 11-uth' (Weedon 1987:22). Thcreforc can we expect any social 

I ~ C S C ~ ~ C I I  to nchicvc Malinowski's goal and can i t  ha\x any relcvancc outsidc thc author's 

Gik'cn tliat social scscarcli is cultusally cmbcddcd, lio\v can a rcscarclier dctcnninc thc 

polut t,l'balnncc bct\\*ccn crijcctii it)' and bias'? I !o\v does thc rcscasclicr. ac!~ie\.c a mcasurc 

of sclxlsation liom her su1jcc;ivi ty in order t 3 prescnrc the intcgri ty of the ctlinoyrapliic 

cspcr-icnccs'? I l'onc o\vns up to Iiisllicr subjcctivitics, does that overcome thc problem'? 

In studics o l'cul turc and ideology, thcrc is no ncutral position. 'Hunian bcings arc 

intcl-prcti\.c bcings' (Grant 1096: 1 1 h).  Observers ivithin or outsidc a culture will analyse a 

text'" in diffcrcnt ways revealing thcir particular political, socio-cultural pcrspcctivc and 

aspiratio~is. I t  is the business ol'thc critical analyst to rcflcct upon thc biascs, name thcm 

and analyst thcir relationship to otlicrs to thc extent that such practices maintain rclwancc 

to the inquirv. Scicntists who hclicvc thcy lia\,c fi-ccd thcmsclvcs of such dilemnias hy 

lirllo\r:ing positivist inquiry methods have blinded tlicmsclvcs to \ralucs and subjcc!i\litics 

that imdcslic tlicis studies. 

Scientists firmly bclicvc tliat as long as they arc not conscious of any bias or 

political agcnti,~. thcy asc neutral and ol~jjccti\~c, \vlicn in fact tlicy arc only 

Bearing this in mind. Malinowski's goal is only partly achievable. If we are. as individuals. 

;I conglomcr;t;e ol'sliiliing subicct positions obscnling yet another set of' shifting 

sul?iccii\.itics, there is nu  lully comprehcnsi \~ view of the native's vision. only facets 

n~itliin a rangc of possibilities, contcstualised within time and place. Such an analysis 

ctiallcngcs the assumption that thcre is a singular native view and that i t  is the only valid 

ilccording t,, 3;.:;anci .- ( 1995), anthropologists sliould avoid a relative position where one 

cc,mp;lres cu l t~~rcs ,  pwticularly \ ~ h e n  making comparisons with the researcher's own 

c ~ ~ l t u r c  . A rclativc position blinds the researcher to meaning and in-depth undmtanding of  

thc sul,jccts in  thcir o\rrn !cn?i~. bzt if the researcher adopts Sarangi's maxim, helshe is 

rcil~~ccd to dcscribi~ig the culture and is silenced as a critical commcntator. This study 

sccks to probe social and political questions hcnce a relative stance is unavoidable. Whilc 

a l l  studics arc suhjccti\.e. those that arc relativc have reduced value beyond the time and 

plircc 01' thcir tiwus. They have little durability in hindsight but they seek to compare 

\frili~cs, directions and outcomes rather than simply describe. This study is tt-mefore 

unasliamc~lly rclativc in its stance. 

In accepting this conclusion. l an1 i-equircd to unco\lcr my c w n  subjecti\~itie:s. I-urtlicrmorc, 

I ackno\i~lcdgc a need to cscrcisc discipline in seeking out analyses and intcqmtations that 

Ilia\' contlict \\lit11 my c,i\'n and then to probe the ideological and identity issucs that create 

pscssuscs in intcsprctilig tlic \~orkpIacc. What fbllo\vs therefore is a bricfdcs~ription ~ f m y  

rcscarch orientation proceeded by an autoethnography and an ethnography of' my 

pso t'cssional cc.wi~iiunity. 

3.3 Research Methodology 

3.3.1 Recognising the Researcher's Stance 

(;;~niian ( 1096) distinguislrcs betwcen three 'discourse communities' cngagcd in 

q iiali tat i\'c rcsearcli - c~npirical, i ~ ~ t c q ~ c t i v c  and critical. The cnlpirical com~nuni  ty ndhcrcs 

to 17:-in~ip1c.s o t' 'chjccti\~ity, validity and reliability'. The intcrpreti\lt. community is 

ti~ltldccl on constsucti\~ist thought \ x w d  on 'the notion that \\.c construct our realities' 

(G:u-man 10%: 15). Csitic;il rlicorists 31-C. those c o ~ i ~ ~ i ~ i t t e d  to a Partic~i~:~T'ideological 



position and \vho 'direct  he purposes of thcir research to questions about social, historical, 

political. gender a d o r  economic t'orccs' (Ganiian 1996: 1 5). 

'The rcscarch stancc within this study is positioncd sorrie\vhcre between the constnictionist 

and t hc critical coni~nurii tics. 111 kccping \vi th the Fairclough school of critical discourse 

analysis (Sec Chapter 4). 1 recognise human cspcricnce and institutions as a construct of 

various subjccti\~itics. At the same tinic my sut7jectivities and thosc ofthc company that 

cliiploys Inc. arc committed to idcntifiablc idcological roots. I was prcdisposcd to intcrprct 

the 1:cscarch data i n  kccping with a spccitic political alid social stancc. I workcd as a 

tcachcr cmploycd by Workplace Lcarning Iniriativcs (WLI) and contracted to Carcarc 

during the rcscarcli period. M y  subjectivity was tllcrcfore doubly laycrcd, firstly with the 

~mdispositions l brought as a rcsult o fmy pcrsonal sociological and political bcliefs and 

secondly with tlic professional rolc ascribcd to me. To suminarise my subjectivity: 1 

intcqvctcd my psokssional rolc uithin Carcarc as onc of inilucncing workplacc identities 

to c11ihrac.c a cultusc of Icarning within ri pal-ticipati\.c \\!orkplacc environnlcnt. This 

intcl-prctation involves social, political and educational idcas and values that nccd to be 

unpxckcd. 

I spcii; OI:C day a wcck at Carcarc. teaching, co-ordinating and administering the Icaniing 

progs;i~i~. I was not dctazhcd ti-cm or dispassionntc about decision making or identity 

fimnation in tlic n~oskplacc, i was tl~crcthse both subjcct and analyst within this study. 

My educational agenda was shaped by r~ bclicf'tliai training Imqy-ams fix- shop floor 

\vorkcrs should provide ~ C C C S S  to i n f o n i ~ a t i ~ ~ ~ ,  skills anti networks that fonn the tools SOS 

p;irticil>ation i n  \vorkplacc decision making, knowledge t'oriiiation. personal dc\~clopment 

and  \\.orkplacc impso\w~cnt .  My task, as I pcrccivcd i t ,  was to tlcilitilte Icarning 

ctpesicnccs and workplacc interaction that advanced thcsc goals. By way of this. 1 crcatcd 

opportunities to showcasc thc skills and knowlcdgc of workers as a means of 

dc~nonstrating to ~nanagcmcnt and the participants the~nselvcs the valuc of thcir 

co~itribution. 

My cducatiotlal stancc \\.as tlicrcfi>re 'critical' in that i t  was dirccted towards cultural 

chang~i i lncd  at cqurllising the po\vcr balance within the workplncc. I sought to assist all 

plaju-s to realise something ofthc potential of thc woskcrs and hencc involve thclii in 

dccisinn-m:lking and power sharing. On the other hand, my commitment was not to a 

single idcologicnl position or an cvclusive interpretation of workplace activity. I was not a 

h1;inist or a 1i.ininlst or- a unionist in the sense of having an exc- l i i~ i~c  commitment to a 

dcdicritcd position. My idcology was more eclectic. My interest in  this study was to 

c s p l o r ~  i h ~  \vny the stakclwldcrs c ~ ~ ~ s t r u c t c d  themselves, their allies and their detractors, 

tile issues and sit~iit io~ls within :!?e workplace. It was r;Jt to find living examples of 

particular ideological positions, but to account for the siresms of contrasting and 

sonlcti~iics conilicting ideological p~lsiti!~ns that \r.erc represented in the workpiace a d  to 

~hsc . r \~c  ho\v thcsc influenccti \vorkplaco identities and decision making. This study will 

attsmpt to lay hare tile work!dacc culture from the standpoint of thcsc sul,jecti\itizs. An 

i~utocthnography is the.;-cSorc necussary to cxplain my subjectivitics. 

'I.IIL'I-c ;ire I\\Y) I C V C I S  ot';1ut0ethn0gr;lpl~y below. One is my professional evolution, the 

ot11c.l is to do \ \ ~ i t l i  my community ol'practicc. Thc first csplains something of my carecs 

and affiliations in order to establish my perwnal ideological orientation. The other 

csamincs the prof'cssional community of tcnchers who make up WLI of which I am n 

Ii)und~ng mcmbcr. This community has a strongly articulated ideology which explains 

something icf'thc twos and depth ()!'my activity. 

3.3.2 Uncovering My Subjectivities- an autoethnography 

Drodkcy ( iW6) rctkrs to 'autocthnographyl as a term coined by Francois Lionnet: 

I Iu\'c attempted an ~~i i toc t l l : iogr~i~~l~y below in thc hope of csplaining 

\vi1i1t t'ccrfs my intcrcst in the subject ot'this thesis; 

\\hat shq7cs what I see; 

what l am looking 1'0s; 

\\.hat cspcricnces Ilave legitimised my insights. 



My subjcctivitics h a w  bccn shaped by my expcrience within indilstrial education 

p x t i c ~ l a r l \ ~  

h\ languagc and literacy lcarncrs in factirics: 

1-11 alliances with union actii~ists 2nd cdxators: 

b y  mostiy all-male and always malc-dominated workplaces: 

by lily position at tlrc heart of training implementation during the ycars of the National 

Training R c f o m  Agcnda (NTRA)"': 

by my n?cmhcrsl~ip of tlic community of tcachcrs at WLI. 

I 11a1-c \i.orkcd in  industry training sincc 1986 when there was littlc shop floor training 

taking plircc. aside from apprcnticcship training. Tlicrc was union training, on a sniall 

sc:llc. tiis union dclcgiltc~. and Engl isii language training, on an cvcn smaller scale. lundcd 

the 1)cp;irtment of Immigsntioli. 

I ')S(,. in rcsponsc to rising uncmploymcnt. codrscs for retraining thc unemployed had 

cmcrgcd. I \\'as gi\.en responsibility for one, sousced hp AWES but conducted a! Richmond 

Collcgc otaTAFE. This coursc catered for uncmplnycd, migrant auto-rcpair \\.orkcrs. I t  was 

the only one ot-it:. type in Victoria that included hot11 a practical cornponelit and ;I work 

plnccmcnt. My  task was to t ic \dop language and litcmcy and to negotiate and manage the 

~rwrl: cspcricncc placcmcnts. 'l-lie coursc alloiocd me access to the TAFE network and also 

local pancl heating \vorhshops in tlic IISGrR sector of thc automotive industq. Hcrc I avas  

imn~crsai in  tlic culturc of the sector providing an important foundation !irr my \wrk at 

A I  the s ~ m c  timc. l was tc;lcliing a languagc and literacy course in a large company. 

( . ( l l ~ t i i i ~ l ~ ~ . ~  Pi1 :kaging. When Industry Restructuring dawned. I took an intercst prompicd 

;,v the talk ol'industsial democracy. I mountcd a small research projcc! to in\~cstigatc tlic 

barriers to participation i n  training for Non-English Speaking Background (NESB) workers 

\vitliin tlic new industrial rcstructuring cnvironmcnt (Virgona 1989). l 'hc intcrnatiooal 

\'c;is 01' 1.itcsacy allo\ved 111c to apply for lirrtlicr rcsciirch fknds to pursue the cause o f  the 

disad\~:lnt;lycd i n  the contcxt ol'tlic Training Ilcfhnn Agenda. On this occasion I lookcd at 

alternati\~c training dclivay options and trialcd peer tutoring as a solution to the nccds of 

s~n;ill husincss (Virgonil 1091). In this contcxt, l established training prograi~s at t i ~ ~ ~ t l t c r  

two smaller manufacturing companies. In my rclc as industrial educationalist at AMES, I 

\.isitcd companies and spoke at forums constructing the training response to industry 

rcstructuring. par-ticulaslv in relation to NESB issues. 

At rihout the samc time, thc 'talk f'est' :hat launched Award Restructuring was culminating 

in  x!irtn. \lrestcrn Metropolitan College of TAFE (WMCOT, nee Footscrrly College of 

?';If-E) sccu;-cd tirntfs to dosign and deliver the first accredited training in Victoria within 

tllc A1let;~!:; .4\iVard U J I ~ C ~  thc 'i'raining licibrm Agenda - the Engineering Production 

~ ' c l~ i f i c~r t c .  \VMCOT had rcachcd agrccment with Containers Packaging to trial the 

Cc~-tific;itc course on s ~ t e .  The trial was to model a fuily negotiated training management 

anci dcli\lcry process. 

1 had a significant role i n  the project as t!w language and literacy support person and later. 

t l ~ c  cun-iculum \i.ritcr !i)r the Cumn~unications and Industrial Relations modulc. 'Train the 

'l's;r~ncr' \\';is x ~ o t h c r  of' my sesp~msihilitic~. The task wrts to make ready a group of shop 

1100s pcoplc \it110 ivcrc to take oiler as trainers somewhat later in tllo I i f i '  of'thc project. 

1:ous n;odulcs \ \ t c ~ x  par! of'thc trial - Con~~nun i~ :~ t ions  and Indw.;trial Relations, 

0 c ~ ~ p ; i t i o m l  l lcalth and Sal'cty, Quality Concepts and Manual Handling. 

\I'itIi 111) ~nocicls to ti)llo\\, fhr this type or scrtlc o f  industry training, we took thc task very 

sc~siously kno\ving that industry was watching anxiously for guidance. M1c struggled to 

capturu the spirit ol' Indastry Restructuring and to translate that into workplace processes 

and curricula that was rethnilative and consultative. Industry visitors came to view the 

p r o g r ; ~ ~ i ~  and tiwums \vcrc set up  so that other companies could Icarn from this espcrienc 

l l ours \ifere spent in meetings \ri th reprc'sentatiws from a11 partics as we d ~ l i b c r i : t ~ d  o!i 

liltxi the tsaining sliould take. 1111hucd with the consensus culture. we struggled tc\ mnkc 

nwln 1i~- the intcrcsts ofencli stakel~oldcr dcspitc their contlicting agendas (Virgona 1992). 

'I'lic tinill ~iwdcl was. I txlic\lc. sound (Virgona 1903). I-lowever it hiis not becn widcly 

adoptcci as conlp;mies thunti tlic consultative approach culturally dissonant and 

ci~nlhcrsomc and consequently s ~ u g l l f  Icancr mctliocis of program dcli\wy. 

111 1002. 1 wils also inwlvcd in a joint shop steward training bctween the Vchicle Buildcrs 

lin~ployccs' I'ederilt ion (VBEI')" m 1  Ford Motor Compsny. This program gave me very 

\l:ili~iible insight into industry fiom tllc union perspective. Thcsc wcrc very tbm~ntive timcs 
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vr~tllin a lictcrogc~:cous group. Learning 1r.a.s contcsrualiscd within thc production and 

busincss activit)- of the host con ip~ny  and the learning program was dcveloned in  

consuli;ition v.ith u r~ rkp Iacc  persunnel at a11 lc\~els of the hierarchy. Lcan-~ing activity was 

to bc participati\ru and problcm bascd. 

This r~pproacli pul NALLCII somcn~liat at odds \\.it11 the industry training that was 

cmcrgi~ig 31 thc time. l-IIC pedagogical principles o f  the intcgratcd training modcl \rTcrc 

tfra\irn from Frcirc ( l07 1 ). Action Learning ( R e i m s  199 1 ) and Critical Andragogy 

(Urooklicld I9S7) schools of thought. In contrast, thc popular training models in operation 

in indcst~y \iVcrc bascd on hchaviourist principles. 

Epistemological Orientation of  the Integrated Model 

Gr~bblc  ( l  990. 1997--3) summarised and co1-rrp:1rcd the educational traditions widen: in our 

culturc. She drew upon the \vork of Kol~.lhcrg and Maycr (1072). Hcr analysis idcntificd 

'Cultusal Transmission' as t ! ~  ps!dmlogical a n d  cpistcmological sourcc of  Comlsctcncy 

I3;iscd 1'r:iinlng (C13T) and thc one most in  c\ridc~lcc vfitllin V15'1- at tllc time. Education 

S\-stcms bascd o n  Cultural 'I'ra~rsmission establish credibility through adhcrcncc to 

h ~ h i i \ ~ i ( l ~ ~ i ~ ~ l ~ .  They require Iearn~rs  to repeat and imitate thc teacher's input hcncc their 

soci>rl role is to maintain and C S ~ C I I ~  thc status quo. 

Critical cducation ho\r*c\lcr is rooted i n  Dc\felopmcnt Education. Dcvclopmcntal Education 

is hascd on  :I chiinyc-iilcuscd cpistclnology. which exposes and question:; vnlucs and idcas. 

,+\dl~cr-cnts to l)c\.clnpnicnt Iiclucatioir arc d s o  r c f k ~ ~ c d  to ;is critical cducat ionalist. This 

has hccn tllc - d I  sprins :;i'an(lragogy which starts with tllc presumption that lcarners bring 

\*;ilu;~hlc knowlcdgc and cspcricnce to the learning situation". Lcamcrs interact with and 

chalicnpe nc\v idcas. information and skills and hence knowlcdgc is built up by extending 

and rcl'raming their previous expcricncc. My hias, along ~ i t h  that of WLI, lics with this 

group. 

11s industry education de!incd itself in thc cmcrging years, debate rngcd bctwccn tllc 

educational subgroups. For Criticd Educationalists, thc validity o:'thc programs and 

pri~:ciplrs t ~ t ~ d  h~ their position on the epistemologicill hierarchy with Cultural 

l 'rans!~ lissio~l at o x  W(.! and Ec\dolan~cnt  Education on thc other. 

Life clf te r  NALLCV 

I l l c  .intcgr;ilcd nwdcl' \\*as nn approach to lcrm-,ing a ~ i d  cun-iculum dc\.elopmcnt rather 

t!i;~n a  nodc cl. I t  bccamc the flagship of'thc new organisatio~:, Workpiacc Leanling 

:It thc cntl of' 1W.1. so\w-nlncnt t'undinlg f i ~ r  KALLCU ccased. Thc organisation could not 

m;lintain its ru1;ltiorisllip t o  the Board as 3 t ~ i l ~ l l i ~ l g  At thc suggestion of the NAlTD 

~licnlhcrs and the rcqucst of the ur~ion and a number ofcornpanics, mcmbers of NAL1,C'U 

ii)rnicd ;I nc\ir orgilnisation to coi~tinue the work of'developing and disseminating the 

psinciplcs of'sound industrial cJucation priictice that NALLCU had championed. The new 

ccmip;in~ \\,a!; rcgistercd as a pri\*atc industry-based traini:lg provider with the support of' 

tllc t30;ird. 

WLI: an Ethnography 



Tlic dc\,clopiiicn~ of a hcttcr futurc dcpccds upon a consciousrms of different ivays 

01' working and that cvcry stcp in changing peoplc's consciousness through 

cspcricncc is significant in tlic longer t cm.  

S c t ~ ~ m .  2000: 55  

So thcrc's IVLI in there \vith an agenda that i t  \+,anis to do the best by those 

\i*orkcrs . .lio\r do you suppJ \~  soincthing \vhich meets your personal needs, meets 

nw-kcrs' nceds and meets management requirements'! Being subiwsive or 

dishonest'! Or  trying to find a middle way'? 

Iluring ;i \ V L I  in-scr\icc, rccordcd on  audio-tapc, discussion e n s ~ x d  on the inzttes of 

Sctldon and blodra intcr\'ic\\lcd 1VL1 staff'about the nature o 

~ ~ i i l m a ~ i s c d  part ot'thc discussion as S~llows: 

S thcir \vork. I'hc authors 

.Ilic pliticnl identity of the osg;misntion was a significant dimension of the professional 

:~cti\,ity nftlw tcncllers which rcsultcd i n  conflict ;md comprumisc in the stsugglc bct\r9ccn 

~x'li tical i~itcgrity and customer rc~ponsi\lcness: 

\\'l.I [cachcss tI~c~~ct'orc \\ICI.C not cn ip lo )d  to work out thcir contract at cach company in a 
. . ti~~i'tional, objccti\.c I ~ ~ ; L I I ! I ~ S .  I hcrc was ;l11 0\1~1;1p 01'politi~aI L'\~CII perh;~ps cvnngclical 

~ N I I - ~ O S ~ .  111 a staf'i'mccting i n  December 1093, the group protkrcd that the quality o f the  

p1.0~1uct o 1 ' ~  cd~~cation;il osgnnisation  night be measured against a yrirdstick of 'political 

and industrial integrity b:tscd on commitment to certain deals'. A significant challenge of 

tlic work was to 'plant some notions of industrial del~iccrncy' in \vorkplaces where 

tcachcrs nrcsc 011g;igud. 111 WLI \ v o I . ~ - s ~ ~ c s ,  tc~ic1:ers' work was regarded as highly political. 



A lihcrtarian philosophy \ifas pri\rilcgcd and a critical stance was taken particularly in 

,liscussicw of'managcrialist philosophics. 

W L I  withifi the Epistemologicol Landscape 

I n  the post-~nodcnlist.'modcmist di\idc, WLI finds a:l ambiguous position: however it 

secms important to draw u rclationsllip with these vay influential constructs. 

Thc \\.orkplace tcrts quoted do not re\.eal an orientation towards a post modcmist ivorld 

\ i c n  according to Bagnal: '~ (1W4) dclinition. Post modernity is defincd as: 

C'ontcml?nra~-y culturc that is infilmled by 3 hclicfrlnd commitment to the 

intcrprct;~ti\lc nature of all perception, the cultural con~ingcncy of all bclicf. and t l x  

ontological contingency of being; and a profound scepticism tonwds all claims to 

the pri\dcging of knowledge. 

~3agnaIL 1904: 3 

1 3 ~  con!rast niodunity is hascd on a bciicf in c\~olu~io~iary progression - a hclict'tl~at thcrc 

is a hcttcs way arliicl~ should discredit and supcrscde lesser knon-ledge and soci;~l psactice. 

Post nloclcr~iity \,icws kno\illcdgc as conti~igcnt. culturnlly cmbcddcci and temporary. I'hcsc 

arc n o  uni\,cssal and sustaining tsutlis. 'l'lic role of thc cducator is to u~icovcr and rcllcct 

upon the discourses of'thc workplace in a participative learning environment but, at the 

s;umc tinlc, to a\.oid privilcging onc discoursc wrcr another and to guard the open cndcd 

natur-c 01' tllc program's outcomes (13rlgnall 1994). 

\I'hilc this clocs not describc \VL1 philosophics and practice, nor are they adequately 

tiescri1:cd by a inodemist, positivist orientation which seeks concrete and measurable data 

10 i w i f j  its stancc. \IrLI was ideolog~cally committed and politically directed: its practice 

\\ :is i~xtrumcntal i n  the rc;ilisntion of'thc ideology. l-lo\+te\,cr its tolerance of ambiguity and 

contradiction \\.as the p l x c  \+-here post n~odcrnity made its rrm-k. The case study 

tlcmonstsntcs this \*ii.idly. \Vorkpiaccs are hcteroglossic and as a training organisation WC 

arc. rcquircci to allow spacc for all. 

3.3.4 Seeking Research Veracity 

Gi\ un this autocthrlograpliy, 1 r ~ t u r n  to !he question posed at the beginning ofthis c11aptcr 

lie\\ cl~ws t hc scscarcher ~naintain thc intcgri t y o f l ~ c r  C ' S ~ L ' S ~ C ~ C C ' ?  AS a prxtit  ioner ivitli 

s~icii an ~ntc.ntiorial idcology, my !cmptation to Ize polemical is as great as that of Abel and 

hlcad. h4)- sublccti\~ity is further blur-r-cd by my relationship to my rescarch subjects. The 

orlly hulwark I can  apply to ensure txlidity is n resolvc to be vigilant and to apply 

(~artii,in's psinciplcs. 

\'cr.~tc Dots i t  fit with tlic disioursc in related literature'? Is i t  intellcc~ually 

lloncst and autlictit ic'? 

l 11 t cgri t ), Is the rcs~;ircIi rationale logical. i l p p r ~ p ~ i ~ l t ~  ~ m d  identifiable within 

an  inquiry trnditio~i'? 

l l t i l ~ t y  Dots i t  make a useful contribution to the field'! 



Ethics 

Is i t  enriching and docs it gi\.c insight into some unkersal part of my 

educational scl l'! 

Is it ethically scnsitivc and has thc dignity ofparticipants been 

respcctcd'? 

Vcr-isimilitudc Is there sufficient detail to make the espcricnce recognisable and 

tangi blc'? 

The abo1.c critcria arc likcwisc infcrcntial and colourcd by the pcrccptions of the rcadcr 

IIO\I.L?\W, in this czsc the rcadcr- is a mcmbcr of a dialectic within a discipline whcrc 

rcscarcl~ traditions and an a~alount of litcraturc have accumulated to cstablish standards 

t'rimiliar to thosc making ~ h c  judgement. Thc ~vor-tl~ of the study is judgcd against 

conll~asati\~c and contributive values drawn fro111 ~uinulative rcsca~ch espcrience. Such 

methods arc not dissimilar to positivist inquiries whcrc traditions and accumulated 

acadcmic cxpcricncc h a \ t  cstablishcd standards \vlierchy thc qualit). of rcscsrch is judgcd 

\\.ithin the cspcctations of the discipline. 

3.3.5 My Relationship with the Research Workplace 

The postposiiti\~ist cnquircr cmploys a monist cpistc~iwlogy (Caulley 1994) whcrc thc 

cnquircr and tlic cnquircd arc engaged with each othcr. It is tl~crcforc csscntial for the 

rcscarchcr to establish a scnsc oftrust and an cnvironmcnt whcr-c: opcn conln~unication can 

tlau~-isli. I 1iu1-tur-ed a relationship urherc borh managcmcnt and cmployccs rcgardcd nlc as 

;it Icast 13airiy ncut;-al most ol'thc tiinc. gcncrally rcs~cctful of thcir point of view and 

maybe c \ w  an  ally. 

Workplacc cducators arc in thc vcry fortunate position of' having frcc acrcss to 

111a11agcmcnt as well as to shop floor pcrso~~ncl.  I had allies and credibility among 

individuals within managcmcnt circles, if onc makes allowancc SOS t hc fact that I was 

ib1i1dc and an outsidcr and known to bc from the organisation rcco~nmc!~ticd by tllc union 

as :lie prckl-red provider. Workplaco pcrsonncl saw mc as something of an aged, cx-hippie 

\+h. in  tllc playful words ofonc of t l ~ c  company nlanngers, 'parks hcr broomstick at t l ~ c  

does bcfor-c shc comes in"', 

.l'I?c~.c \r.crc: i i c i ~ m t a g ~ s  and disad\mtagcs in this. On the one hand management regarded 

111c as li~im~lcss. I'hcy did not need to compcte \sith me and thescforc t h q f  could take me 

inro their contidcncc to sumc cstent. On the othcr hand they saw me as irrelevant bccausc I 

11i;idc n o  mar-l; in  those places \{.here they j1ui1g their identity or a s s e ~ e d  influence. I had no 

pn\iter in thcir husincss :uorld. Idoive\tcr thcy also recognised that 1 was a useful conduit to 

tho shop floor. 

On the shop tloor I had many tiiends \irho shared their contidcnces and work ti-ust:atior~s 

\\.it11 me. 'l'hcy rccogniscd my co~nmitmcnt to  them and hopcd that I ~vould be able to 

I I I I~UO\ .C  thclr lot. Ucing a good !istener, in s o n x  circun~star~ces, they were plcascd to find 

somco:lc \\gith \\nom t h i y  could unburden thcir- ~ ' o c s .  

I Icui~\~cr-  there \\,as no confi~sion over \heir recognition of my status as an outsider. This 

~ C ~ I S U S C  ot'distancc :tllo\s.ed 111c sufficient aut110ritg.l to impose educational challcngcs and 

S~I-CIL.!) ~ h c  hounciar-ics o l'thcir con~pctcncc. 

n i v  role hou*c\~er- UJS ;in ;i~nbiguous ono. There were multiple stakcholders \ying t i ~ r  

conilicting positio~w \s*ithin the company. I ,  howcvcr, needed to appear judiciously 

unal~gncd iicspiic the cducationul, social ;)lid politic;tl commitn~cnts that sha1)cd my 

idcntit\ as a \\or-kplacc educator-. As a prolbssional fultilling a contract agreement, my 

~-c.l;~tionsh~p \v1111 the comlxiny \\!as that ot'supplier. Faiiurc to recognise and respect 

I ~ ; I I I ; I ~ C I I ~ ~ ! I \  concc!ns co~lld rcsult in a tc1111ination o t ~ c o n t r ; ~ t .  As a11 educator, tllcre as a 

rcpr-cscrlt;iti\.c ot'a rcgistercd tr;tinl~tg pr-in~idor, and supportd by the union, I was required 

to pscsc~it ;I position t11;it \ V ~ S  at icast sy~ii!xithetic to 'labour cause's and supportive ot'thc 

ph~losophy ofthe RY'O"'. T l ~ c  othcr significmt sponsor was t i ~ c  Australian government. I 

thcrctiwc brought wi t l ~  mc thc bureaucratic: baggage of the national training systcn~ 

co~nplctc with thc g o \ l c n ~ ~ i ~ e n l  tsaining ideology. On the otller hand my workplace 

cngagc~ncnt \\'as primasily with t l ~ c  shop floor with who111 trust ~ ind  integrity wcrc the 

csscw\ raI ingscdicnts tbr 1'1-uitful exploraf ion of workplace ~SSUC'S. Their intcrcsts oftcn 

co~~tl~ctcci  with ali tllc ot11c1- sf;tkeh~lders. 



3.4 The Process 

3.4.1 A Case Stu,dy Approach 

I n  keeping \i.itli tlic post-positi\.ist npproaclics. this research prcscnts a casc study. 

ad cl mar^ ct al. ( 1952) spccil'y t\t7o ways in which case studics arc used: 

3s an illustrati~n (;fan issuc or hypothesis - a living cxamplc of a theoretical construct 

as a discrete study wlicrc eitcrnal issucs and points of significance may be reflected. 

l'liis s t ~ d y  fits the sccond catcgor),. Likc most companies, Carcarc was typical of its time 

only i n  same fcaturcs. but thc thcmes that shaped all Australian conipanics in the 90s \wx-c 

t l ~ c  tllcmcs tliat ran tlirougli thc ~ ' c ins  ofthis company. Observing how they were played 

out in thc everyday cxpcricncc of one company provides a perspective on the theories, 

t k m ,  1x1 ic fs and aspirations rcll~,cted by o~f icr comrncntators on industrial issucs. The 

study ot'tlic company allo\vcd the obscrvcr to tracc thc discourses back to thcir sourcc and 

to esarninc Iiiw the company dealt with thc pressures tliat influenced its decisions and 

identity. 

I t  is a 'bounded' study i n  tllrtt thc particular company was tlic central point of intcrcst, but 

the houndar-ics \\lcrc per-mcablc in that thc c \ ~ n t s  in tlic widcr industri~i contest strongly 

intluc~~cctl what Iiappcncd uithin thc contlncs of thc  casc. As a result thc lincs b c t ~ c e n  the 

contest and tlic casc cannot bc tisn~ly drawn. Arguably, i n  this study, thc contest was as 

impostant as the cast. 

. . 
I his casc study provided a nasr-atiw t'or a 'thick description' (Gccrtz 1983) in issues of 

industry cducation, dcli~ocratisation of the workplacc, decision making and knowlcdgc 

constsuction in one co~iipany at  this point in Australian industrial liistorp. A thick 

dcscr-iption allows thc rcadcr to tlcct>nic, in~mcrscd in thc detail and complexity of thc casc. 

l f  , sccks --., out the ambiguity and contradiction inhcrcnt in human cxpcricncc and cxplxcs the 

Inany hccs  of cxpcr-icnce. 

As in art, \i'hich t c ; ~ A i ~ s  1)y csamplc ratl~cr than 131-cccpt, the sccond type of study 

begins \\,it11 tlic col~crcncc o f  the casc. 

Adclman ct al., 1982: 132 

:\S such i t  is the study of 3 unique set of individuals in a uniquc situation. So therefore, can 

i t  tell us anything outside itsclf? IJniquencss raiscs quc~~tions of gcneralisatior.. Can case 

studics Jraw gcncralisations about a similar class of  events or phenomena? 

S t a ' . ~  ( 1  982) nyucs ibr the notion of 'naturalistic gcncralisations'. He refkrs to our tacit 

and intuiti~le knowledge that tbnns the basis upon which we naturally make 

gcn~cr:~lisations. ' N aturalislic generalisations' are: 

* - i \ u l  ;II h!; rccc~gnizing the similnritics ot'objects and issucs in and out of contest 

anti by scnsiiig thc natural co\'ariations ot'happcnings. 

Stakc, 19S2: 74 

Stakc ;~rgucs that this fimn c~t'kno\vlcdgc is particularly powcrful because i t  shapes our 

hclict' systems and inllucnccs our perceptic;n. I t  becomes part of our repertoire of 

cspcriencc and thcrcfore dues not compete with scientific knowledge but belongs to 

anotlier knc~\vlcdgc tsniiition. Its cn~beddcdncss and attention to detail allo\vs ri rich source 

01' cspcriclicc \\'llicll spcahs to nlultiplc audicnccs and prmkics a window tu ;i range of 

rctkscncc po~nts. As the study prc>grcsscs fiom the n-mro to the micro, the r e d e r  intcrprcis 

f i - c m  tlic social to thc personal. Thc busiiiess of'thc readcr is to draw gcncsnlisations and 

tr-;insi>r models as liis'hcr cspcr-icnce resonatcl; with that of the case study (Caulley 1903). 

Social psychologist Bruner ( l  088) develops H si~nilar argument. He suggests stories h a w  

an cc1~1;ll h t  di f1;'rcnt mlidity or status cornpared to arguments. Social scientists ha\.e used 

tl;irrati\res ns a pri~nasy da!a source since tlic mid 70s its their interests shifted t?om 

rcposting t';icts to\\r;~rds ';I 11ios~' i~~tc~-pre t i \~c  ~ ~ ) s t ~ i r e '  (Bruner 1 986:s) of unco\w-ing 

~ ~ i ~ ; t t i ~ i ~ g .  I ' S C C C ~ I ~ I ; ; I ~  and Co:nbs ( 1096) use narrrttivc in tlic practice of psychology in order 

to captwc tlic sut~jcctiw and transient meaning that drives behaviour and decision making. 

G~.il~it ( I 000) C X P I ; ~ ~ I I S  how nm-ati\~c: providcs a new dimensicin to social science because i t  

titkes ~ncaning into account ratllcr than just behaviour and its determinants. 

Thc citsc study could he rcad ns n collection of storics of work in one company i n  the 00s. 
. . 
l his casc study is intcrcstcd i n  mcaning, perception arid identity. Tht re  interests me 

captwctl through ni11-t-ntivcs and interaction as interlocutors tell thcir cxperiencc of work at 

tlic case study compmy. The study provides a n  opportunity to observe how the dominant 



narrati\,es arc cmstructcd and played out u-ithin one a ~ d q d a c e .  Thc case study approach is 

thcrcfore concerned to unco\?cr meaning in ~ w r k l i f c  by observing the way individuals 

construct tlicir identity in rclation to ihc ideological influences of thc timc. 

3.4.2 Gathering the Data 

Adcln~an et al. distinguish hct\!.ccn tn.0 t ~ ~ p e s  of  relationship with the subjects - onc where 

the scscarclicr 'aspires to a ' tly on the wall' prcscncc' ( 1  982: i 45) and the other where !,?c 

rcscarchcr encourages rcactivity on tlic part of thc subjects as an intcgral elcment. This 

study aims for the relative invisibility of the rcscarclicr. Regular audiotaping of set cvcnts 

appeared to me to be the least intsusi\.c f b m ~  of data gathering. 

Adcinian et al. cmphasisc tlic need for transparency in data gathering methods so tha: the 

rcli~tionship hc tuwn the data and tlic rcscarches is explicit. The reader is thcn able to 

~ncasurc the credibility of the rcscarch. Thc 'raw' data should be acccssiblc and 

dif'fi.rcntiatcd t'rom the 'cookcd' data (that which has been interpreted). I n  this study, an 

extensive collection of rccordcd texts provided the raw data. 

7'0 this cnti, I sought tirrnial pcmiission from managcmcnt and union groups to recclrd 

nicctings anti training g o u p  discussions. The intention was to gather csamplcs ot'authcntic 

interaction particularly \i~licre dit 'fc~-c~~t Icvcls ol'tlic liicr-archy were speaking to each othcr. 

Most rccordiiigs wcsc audio only. 1 madc Surtlicr notes to elucidate priralinguistic katurcs. 

One ~nccting was vidcocd, the training presentations session. A bank of 20 hours of' 

recording was gat1ic1-cd to 1i)nn the basis of the data for analysis. 

Added to this I madc journal entries of cvcnts, particularly thosc that challcngcd the status 

quo. SOS examplc wlicn individuals cxpr.csscd dissent or sought to affect change or wherc 

one group attc~nptcd to reconstruct thc other by renaming thcir motives or behaviour. 

Meetings. botli training session and Training Cornmittcc mcctings, were thc priniary 

sourccs o t'tiata. I f i ~ u s c d  on this x t iv i  ty because thcsc meetings \vere a i;rrum \vIicrc 

mrtnngcmcnt and union rcprcscntatives and employccs spoke directly to each othcr. Also, i t  

v\-as the only f'oruni where a level of ' f i )~~nal  C O I I S U I ~ ~ ~ ~ O I I  took place i n  thc C O I I I ~ R ~ ~  apart 

t i - c m  tile EBA negotiations. The EBA negotiations were deemed unsuitable bccause thcy 

nrere closed to all exccpt the managancn;, the shop steward and union personnel. 

FUI-tlicrmore education and training was of minor interest to the negotiating parties in EBA 

talks. 

Material used to describe the industry and social contexts was gatliered from library 

rcsourws, ncwspapcrs of the time and archives that I had collected personaliy. Some 

ma:cr-ial camc fiom union ;lnd company based texts. The material \vas analysed for thc 

di scousscs that prcwilcd at thc time. Text samplcs were classi fied and cross-referenced 

allo\\,ing cmcrgcnt thclnes to synthesise and gather voice. This process assisted in tracking 

Audio and video case study material was transcribed and analysed for the implicit 

~dcological and \\lorkplacc cultural t'caturcs. \Vhcn themes emerged as predominant, 

c\lidcncc was sought for their resonance within the co~~tcxtual  materid. The research 

cicsipl tiicrcti~rc UYIS cmcrgcnt (Caullcy 1903) with the rcscarch cluestionls bcing 

constantl\l refined in thc light of' nc\v data. 

Tlie rccorcicd data \\'ere g:~thered ol:er the pcriod of'a year in situations whcre I was both a 

pasticip;~~it and ;in obsmu-.  l'hc ad\mtagc of  sucl:, a relationship was that it nllo\srcd me 

cstcnsii~c csposurc to varied and somctimcs contradictory expericncc 2s well as a large 

bulk o1"data ti-orn which t o  sclect. The disadvantage was that i t  was diflicult at times to 

di \ cst m \ w l  f'ol' I I ? ~  partisan interests and my engagement \vi tii the task at hand in order to 

ohscrvc: impartially. T l ~ e  research rccluircd m e  to stand so~i~c\vh;i t  outsidr: 111)' i d c ~ ) I ~ ) g i ~ i ~ l  

pcsccl~tions anti attend disintcsestcdly to tlic discourse activity. I t  is however a subjcctivc 

i~~ ia l ?~s i s  01' 11s nature. 

3.4.3 The Analytical Tool 

. . 
1 hc analytical tool is discourse analysis. Discourse analysis is a useful form of~ina lys i s  h r  

ethnographic methodology because i t  provides an authentic and verifiable sourcc of data 

that is rich in its capacity to p rwidc  insight. Sarangi ( 1  995) argues 1'0s thc impostancc 01' 

language in drawing authentic conclusions in ethnographic research. He argues that studies 

in antlirc,pology that have not used language as the primary sourcl: of data, depict cultures 



as static, confined by the rzsearcher's subjectivity and most often bound by relative 

judgements and comparisons wiih the researcher's own culture. 

Language analysis mccts Adelman et al.'s (1  982) rcquircrnents for a transparent 

relationship between the data and the judgements made. I t  provides an anchor for the 

principles. Gannan (1 996) applies i n  assessing the academic value of the study. Most of  all 

i t  prmidcs a legitimated n~cthodology with which to undertake detailed analysis and draw 

groundcd conclusions. Discourse analysis involvcs the recording and observing of the 

intcractional behaviour of the researcln informants. The subjects of analysis are not only the 

\i.ords uscd but all associatcd com~nunicative behaviour and paraiinguistic features 

including tone of voice, body language, silcnce etc. All these features constitute the 

disco!~rsc. 

The recordings providc an autl~cntic tool with which to unfold and track the strategies used 

by cacli party as they negotiate relationships, shape identities ancl influence decision 

making. The data providc a window into the social practice and discoursc practice of  the 

company undcr obscrvation. As  a critical tool. the analysis allo\vs insight into thc political 

and social path\i.ays that 11avc bccn sclcctcd by the players. 

The discoursc approach I have adopted asks questions of  thc text drawn from Rvbcrts et al. 

( 1003) and Sarangi ( 1  994) and from Fairclough ( 1989) models of  discourse analysis. The 

central questions arc 'wlm has control at any moment and how is it asscrted?' 'Iiow are 

organisational roles interpreted and played out?' 'How are notions of education and 

kno\vlcdgc construsted'?' 'How does the company construct itself in relation to industrial 

and social pressures?' In ordcr to L ? I I S \ V C ~  these questions, the reader needs to bc immcrsed 

in tlic company culture. 

To get to the heart of thcse issues we need to understand the larger global issues that slrape 

:!E workplace, the prcssurcs influencing decision making and the roles of workplace 

rcprcsc::'ativcs. T'hc context chaptcrs providc this undcrstanding. They explore thc 

historical, political, sociological arid industrial discourses that influence the case study 

company. In the context chaptcrs, the central issucs arc to do with identifying the 

discourscs of powcr, how they aci~ievcd their powcr and authenticity, how their power is 

exertcd and how they arc llnked to the case study compzny. The chaptcrs also provide 

insight into how the powerful discourses are juxtaposed against other disccurses in the 

industry and cornpany context. 

Thus h e  text can be interrogated with the help o f the  following questions: 

how is reality named and defined, in particular, notions around education, comdany 

'drivers'" and restraints'? 

how is power- cc;nferred and retracted? 

what arc the fc~iiures of symbolic capital (Bourdieu 199'1) at work and who embodies 

and uses thcrn? 

Iiow is the discoursc controlled and Icgitimated? 

lionv arc priorities colistructccl: and maintained? 

.l'o ansivcr t l w e  questions we need to understand the features that shape the workplace 

culturc: 

11o\v committee ~nclnbcrs and speakers interpret, act out and reconstruct their roles, 

autliori ty and social spacc; 

Iio\v social identily ( age, gcndcr, ctlmicity, class, position in the company hierarchy) 

in flucnccs pmvcr and control; 

\itliat position thc dominated group takcs in relation to thc discourse; 

\\,hat arc the rulcs of thc discoursc; 

w h a t  \dues arc universally held; 

how vulucs shift and chringc; 

wliiit is tlw r~lationship bctwcen powcr and authority; 

what arc the points of converger~e  and dellcction betwecn the shop floor and 

Inanagcinent. 

Answers to these questions will bc laid bare by obscrvation of the discourse practice 

!?;tying attention to: 

turn taking: who is listened to, wlio is ignored, interruptions; 

discourse rolcs; 

ch;illc.ngc anti acceptance of'proposals, suggestions; 

Ilumour; 

co~ivcntii>ns and politcncss; 

pauses and sitenccs; 



CHAPTER 4:- ANALYTICAL FRAMEWORK appropriation of discourse; 

. intcrtestual rcfcrcnccs; 

W body language. 

3.5 Conclusion 

This cliaptcr gives an overview of tlic research approach and biases of this case study. I t  

acknoarlcdges the shortcomings of the ethnographic approach but, in so doing, recognises 

that all approaches have limitations and all h a w  a unique richness. Thcy all throw light 

u ~ m i  tlic I ~ U C ~ C U S .  h ~ t  since t11c1-e is no still point of the turning circle thc rcscarcher has to 

; I C C C P ~  that ~ I I C  ~ t l l ~ i ~ > ~ r i ~ ~ i r  l: I I I O I I I C I ~ ~  n i c ~ c s  on and any truth will be transitory and 

singular. This study l i o w c \ ~  cmbraccs ethnagraphic methodology combined with 

discour-sc anoiysis as the analytical tool, in the bclicf that such an approach offers structure. 

sigous m d  T ~ C I I I I C S S  in u~idcrsta~~ding how the issues 01-industry rcstructurc arid globalism 

ha\fc bomc out in C ~ C  Australian corilpany. 

Balloo t \  metaphor: 

- - This chapter describes how I analyse what 1 observe through my 

binoculars. I t  assists me t o  draw significance and t o  recognise 

relationships between ideologies, events and historical moments. 

4.1 Overview 

l'liis chapter consolidates the research tool idopted fo; this study, that of' discourse 

ai\;~l>'s;.;. I t  dctincs thc ~nctliodology and Fairclough's p:~rticulas intcrprctation of it, CDA. 

corisidCr.s tlic ;~cl\wit;~gcs ;111d liii~itations oftlie too1 but argues that it is the tnost 

applic;thlc ii)r anrtlysis ul'tliis cihsc study. The second part of this chapter is dcvoted to 

.\c,~nning tiic ticld of' Critical Discoursc Amilysis and identifying the analytical features that 

l i , l \  c hcxcr~ applied i n  this study. 

4.2 Rationale 

This study sccks to understand and dcscribe the way po\sre;- \i.orks in a changing industrial 

la~idscapc. I>iscoursc is a par~icularly pertinent area fhr  workplacc research at this time in 

~ntlustsial historv as cliangc agency has shiticd from the enf'orcc~nent ol'rules to cacrcivu 

mcasurcs i n  ncgot iatirlg consent tifi thin t11c \vorkforoc. Previously, workers \wre 

ccmsrrwted ;is Iiaiting ;I nicchanical fi~nction in the pr.oduction process. 'Technology was 

scbcn to pr-o\ridc tlic ~iicmis of'pro~i~~cticm. The workers were an acl-junct to the machine 

though thcy needed to be disciplined. With thc reconstruction ot'the means of production 

to ii 111o1.c C \ ~ C I I  b i i l i l ~ i ~ ~  between S Y S ~ ~ I I I S ,  technology, \vorkcrs skills and knowlcdgc, 

emphasis has sliiiied to worker icicntity, commitment, W! f ~nanagment  and teamwork. 

I-anguage h;ls hccomc the primary vcliicle of'conti-01, Icarning and people ~nanagc~ncnt  

(I:,llr-cloiigli 1003a. (;CC et ; \ l .  1000, DO[~IICIIOII, 1906, Gee 1992). ' I t  is increasingly 

tl~rough tcsts t h ~  soc~al control and social domination arc cscrcised'. (Fairclough 

l 9 0 ~ : 2 0 9 )  



;l central tlianc of this stody is identitv - what idcntities/ideologics arc evident in the 

\\wkplncc and lion. are they crprcsscd? Thc negotiation of identity is about the way 

indi\tidu;~ls call upon certain discourses to lay claim to a particular position of power. I t  is a 

d i sc~rs i \~c  process set \\.ithi11 3 contcxt of\.csted and divested discourses. I t  is tiicrcforc 

cspccially useful to understand how certain discourses gained ascendency and h e c a m  

po~scriid. The current shape of industry culture is the product of the discursive pressures of 

industl-y restructuring and globalisation. Thc purposc of this study is to nalm thzsc 

discursi~.c prcssurcs and to understand the ~i~cchanisms by which they have bccome potent 

and how thcy arc sustained or \~anqui.;hcd. The task is to illuminate the ways power is 

pmduccd and rcproduccd in the changing ivorkplacc. Tlic case study seeks to understand at 

tlic micro l c \ d  tlic way those t i~~-ccs icgitin~isc ccrtain decisions and presentations o f  

p ~ ~ ~ c r  \vhilc othcrs hccomc limp and ineffectual. 

In searching fbr  an analvtical tool with wliidi to explore thcsc issucs, I sought an 

instl-u~ilcnt that could give ~ i l c  a body of data and a nxasure of distance froin thc material 

so that 1 could dr;!w conclusions based on vcrifiahlc cvidcnce. For this reason 1 cliosc 

discoussc analysis. Thc discoursc could pro\idc thc body of data and an analytical 

~nctliodolog) could provide the tool. 

4.3 Discourse Definition and Orientation 

4.3.1 Discourse 

Disc~.~ursc \\;IS osiginally rlcti~icd hy applied linguists as the study oflangungc beyond 111~ 

scntcncc ic\cl (Sinclair and Coultliard 1975). ' I t  thcrcfbrc was separated liom structuralist 

thinking wl~csc the intcrcst was con tined to tlic language s p s t a i ~ '  (Pcnnycook 1994: l 10). 

\Vith thc advent of 'discoursc', context gained status. Thc context stands alongside thc 

\vords i n  making mcaning (Widdowson 1978). Some thcorcticians adopted broader 

dclinitions ofcontcrt thiin uthcrs. hlu~-ring the houndn:ies bctwccn words, cvcnts, cultural 

signi Iiconcc and idcnti ty. Fairclough argues: 

I>iscoursc is 3 practice not just of representing the world but of signifying the 

\+.odd, constituting and constl-ucting the ~vorld in ~ncaning. 

l~aircluugl~, l 0023: 03 

Within this dctinition i t  is evident that words are only one of the events that sit within a set 

ot'contcstual features that make meaning of what is happening. Discourse includes any 

I ~ X I I I  of'cornmunication - oral, written, mimed, i~~ip l ied  or symbolised. It includes the 

physical setting, the associated sociological conventions of the event and other contextual 

inti>rn~ation which collude to niakc meaning or to 'signify the world' (Fairclough 1995: 3 ) .  

\!%at is lcti unsaid. in 1'act silc~ncc itsc'lf, is also part of the comn~unication. 

'I'hc ahstract noun 'cliscc~ursc', bccomcs parficu1~rised into 'LJ discoursL" wiie~l i t  is 

rccogniscc~ as communicating identity ot'particulx sub-groups: fi'atures drawn from a 

~hascct spcci~iliscd vocabulary, scts ofidcas, concepts, symbols, dress and behaviour which 

11iar.k a loose cohort. (GcL' s ignif i~s this use of'the tenn 'discourse' with a capital 'D') (Gee 

I 090): 

11 Iliscoursc is ccmposcd of ways oftalking, listcning, reading, writing, acting, 

intcri1l:ting. I;clic\ing, \ ~ ~ l u i n g ,  and using tools and objects, in pwticular settings 

and  :it spcci tic tinics. so as to cii~pliiy or to recognise a particular identity. 

Gee, l ~ i ~ ~ i k s l i c ~ ~ r ,  l ! i ~ l l ,  10115: I 0  

l Io \~c\~cr-  cliscourscs arc not always clearly defined and identifiable: 

Iliscousscs olxratc \sit11 various clcgrccs of unity and disunity and at diffcrcnt levels 

(3 1' s p ~ c i i i ~ i t y .  

1-ukc, 1 W5: 15  



4.3.2 Discourse Anaiysis 

h s  \vith notions ofdiscoursc. dctinitions of discourse analysis can be viewed on a 

continuum. At the linguistic cod arc non-critical analyscs and at the other, critical analyses. 

Non-critical discoursc analysis conti ncs itself to unpacking the interplay of linguistic and 

contextual lcattlres of tlic discourse that facilitate the cxchangc of meaning. Fairclough 

( 1  0 4 3 )  dcscribcs a numhcr of variations of non-critical analyses such as Conversational 

Linguistics and the Labois-Franshcl approach. Each school has produced a key to unlock an 

u11dcrst;inding of the dynamics of language and mcaning construction, each working from 

tlic~r particular frame of interest. By contrast, critical discoursc analysis probes tlie velitical 

and social dimension of discourses - thc ideological laycr. Linguistic features may be the 

focus ~ S t h c  analysis (cg. liohcrts. Candlin. Willing). Altcinatively, linguistic featurrs 

n1m.c to tlic hackgrc~und 3s wit11 a~ialysts such as Hull. Gonrcn and sonictinics Gce, whilc 

tllc soc~al illid politic;il d~mcnaion is the pcn.asivc intcrcst. 

-1.lic point of agrec~lie~it among ali discoursc analysts is that t1ic1-e is 110 strand within ihe 

\r,holc tti,!: c m  hc distilled i~lld said to hold meaning in isolation - a discoursc analyst 

cannot look cxclusi\~cly at tlic wo~ds .  the inton:hon pattcrns or tlie contextual infonnntio~l. 

'I'lic import of an interchange can only he fully understood within tlic context whcn all the 

Ilctors that carry mcaniog and significance are accounted for - tlic relationships, the 

~issunicd hnou~lcdge, tlic no11-vcr1~aI r c s p o n ~ c ~ ,  the symbols and thc cultural and tc~i~poral 

issucs. .2ccording to I.ilnkshc;i~ 'the important point is thnr  tlic language component is 

i~ i scp i~s~ lh l~  Sro~ii the otlicr ~ I C I I I C I I ~ S  in ~ I I C S C  ' c ~ n i h i ~ ~ i ~ t i ~ i l ~ '  (1095: 42). 

lil~ipliasis on the rolc ot.contest is a major fcaturc h t  distitiguishcs discourse anillyst~ 

tLum tlicir prcdcccssors. Ilowcvcr non-critical analysts focus upon tlic interaction of 

1;lnguagc ibuturcs against 3 contcstual background that is detincd by !unction, relationships 

and genct-ic Fcaturcs. By amtr;ist. critic;ll discoursc analysts givc promincncc to tllc contest 

understood as thc mctn lcvcl of ideology percolating tlirougli thc tcxt. Eithcr way, the 

cotitcxt IS  1101 ;1 hland. tr;~~ispilrc~it backdrop vicwcd consistently by all obscrvern. I t  is 

~ntcrlxctcd by thc rescarclicr who unnlyscs i t  by selecting items of rclcvancc and ignoring 

otlicrs. Discussing discoussc iimmc, Macl.. clilan and Reid quotc Cullcr in arguing for the 

incli~sic~li clt'contcst as within thc analyst's franc: 

context is not fundamentally different from what is contextualised; context is not 

given hut produccd: what belongs to a context is determined by interpretative 

stratcgics. 

(C'ullcr 1 9SS:is). MiicLachlrtn and Kcid. 1 993: 7 

Thc contest rhcn is p x t  of the frame the analyst adopts in selecting and analysii~g the 

interaction ;rnd hcncc must bc considcred part of the test. 

Tests arc any intcractional activity :hat tlic researcher chooses to andyse. They are usually 

language h:wd intcrchangc as cxcmpli tied by the case study. For Luke. texts are transitory 

; I I ~  cplicmcsal: 

... tcsts arc !iionicnts of intersubjectivity - thc swinl and discursive relations 

be twen  human subjccts .... Texts are moriients whcn language connected to other 

scnliotic systems is s c d  fix sy~llbolic exchange. 

i,ukc. l W j :  1-3 

l,uhc'\ notion oi'tc1t.i is highlv contcstuslised absorbing all aspects of the ~iicrment. Texts 

arc IIOI sustairicct t x ~ o n d  tlic momcnt of their occuti-+ .. ,e. Such a definition precludes 

rcscarch. I-or thc rcsci~rcher, the tests nccd to be car .ed beyond the motnent in order for 

them to be ;unnlyscd. 'I'l~crdbre, fbr the purposcs of this study, tzxts are the portable and 

tlurahlc clc~aicnts o!'thc moment. Words therefore sustain prominence in research texts 

hccausc thcy i1l.C tlic most portable t'wtures. 

Sc\,cral cliaptcrs ot'this study arc dc\fotcd to descriptions of contest - one to the evolution 

ot'thc glohal industri:~l eultur-c (Chaptcr 5) .  nnothcr to the emcrgcncc of industrial 

education that has intlucnced thc casc study company (Chapter h), another reviews the 

ciiscou~-scs that 1 1 ~ ~ 1  through the industry milicu ot'the 1900s and arc rcflectcd in  the 

c.~~llil>illlv ( C l q ~ t c r  7) .  l'hc sitc dcscriptio~~ in  ~ l l k ! j ; i ~ ~  2 niay be added to thc list. The 

contest niatcl-in1 must \>C rcgarticd as an csscntial part of the research frame in which 

intcractio~is take place stressing thc view that the contcxt and discourse analysis cannot be 

iduologically scparuted. 



This stud), tlicrcfbrc seeks to claim a spacc within tlic domain of Critical Discoursc 

Analysis (CDA)  in part on tlic criteria ol'contcxt. It sccogniscs tlie predominance of 

context i n  making meaning. CDA is tlic method of analysis namcd and applied by 

Fail-clougli ( l  989. 19931 6: b. 1095). 

4.4 This Study as a Discourse Study 

4.4.1 Positioning this Study within the Discourse Tradition 

Critical Discoursc Analysis maps its domain around all Scaturcs of communication and 

context that pro\~ide a ~ i icming dinlension within tlic macrocosni or microcosm that is 

Iwing in\utigatcd. 

Tlliis study takes its direction li-om thc analytical traditions of critical discoursc because i t  is 

inicrcstcd in tlic way cotnmunication mediatcs social, cultural and political affirmation and 

c1i;ingc. It is tlicrcforc lcss inta-cctcd in tlie way languagc beliavcs per se. It seeks to answer 

sociulogica! questions rather tlinn linguistic questions. I t  vicws languagc as a means of 

~ m d u c i ~ i g  and reproducing soci;d relations and lic~icc p o ~ c r  relations in the \rwkplncc. I t  

is conccmcd nith the political and social structures that ~iiould the discourse roles and the 

co~iiplcr intcrpsctat~ons of interaction \vliich inllucnce rcsponscs and ul timatel y the 

idcologics o l . co~~i~ i i~~n i t i c s .  in tlii.; case. workpl:icc communities. I t  thcrclhrc requires n 

linguistic tlicory that has its roots i n  social theory and that views languagc as primarily 

social practice. Critical Discoursc Analysis nppcnrs to be thc most appropriate a~ialytic;il 

tool ti)r this study. 

4.4.2 Orientation to Critical Discourse Analysis 

Cri1ic:il Discourse Analysts adopt different psioritics in tlicir ana'/scs; houcvcr a numb( : 

ol.ik:iturcs arc hcld in  a,mmoli. All maintain an ideological orientation \vitliin their 

Rohcsts. Dn\~ics. and Jupp. dctinc Critical Disco~tsc  A~ialysis giving prominence to issues 
n . .  

oI.po~.cs :md idcology as a centred [unction of language and communica!ion, c r ~ t ~ c n l  

Discoun-sc Ar~alysis is: 

a scxkill y and politically commi t t d  analysis in which language is mderstood and 

explained in ternis of its key role in maintaining power relations. Language is 

dcscrihed and explained as 'an instrument of  control as well as coniniunication' 

( K r c s ~  , !n1  I iodgc 1970). Language is ncvcr neutral but always embodies 

ideologic:. \vliicli are thernsclves thc f'tbric of power re la t i~ns  and social struggle. 

'I.ringuagc is both a site of and a stake in class struggle and those who exercise 

~ w w c r  thrm~gli language must constantly be in\-olved in struggle with others to 

dc I2nd (or  lose) tlicir position' (Fairclough 1989). 

Robcrts. Drivies. Jupp, 1992: 77 

Critical Discoursc Analysis is based on thc notion that embedded within any interchange is 

;1 set ot'b~licf'S 31111 jw\vcr rt:l;~ti~nsliips - an iboology. While nut all discourses are 

i t lco l~~gicnl l~~ in\,cstcd to thc samc cjegrec, our interactions engage us, consciously or 

~ ~ ~ i ~ c ~ n s c i c ~ u s l y ,  in thu husincss of 'cultural rqmduction' ,  as we endorse and af'tirni a 

pxticular discoursc, or alternatively, challenge it. Tlio discourse instructs its ~nernbers, 

rcdcl ins  its iticology and, at thc samc time, positions the speaker within the socio-political 

sctting. I Icnw \rfc est;lblisI~ our social identity in relation to the ideology we express. We 

rccognisc otlicrs I\-hn share tlie samc discoursc by the language and values reference points 

hcld i n  ccmrnon. ,41%li;itio1i with discoursc communities are the primary means of 

cstahiishir~g pc.rscmil identity. 

' 1 ' 1 1 ~  'donli11;mt' discourse is tliat o f  thc ~iiainstrcarn thinking and attitude within tlic 

comniu~iity. Sanct~cms, ciircct ;and indirect, act as \vntchdogs gumiing the dor.~inant 

discc~ursc. ('om~nunicators arc includcd or excluded, challenged or rewarded according to 

thCis tidclit?~ i n  rcflccting thc hn in r in t  discoursc. The ideology of the dominant ciiscoursc. 

1~~co11ic's 'common scnsc'. I t  bcco~nes nr~lusaliscd: part of the shared understanding within 

a culture about tlic \\'ay t11c world opcr-ates, implying who arc the winners and who ;arc thc 

loscrs in our society ancl why thcy descrvc tc! be \vhcre they are (Fairclough 1989). 

' C o ~ n n ~ o n  sense' cnshrir:es tlic valucs that guide ~nainstrcam decision ~naking. With tliusc 

poccsscs i l l  \wrk, i t  Iias beconic file ' C O I I I I ~ ~ O ~  SC'IIS~'  belief in our co l i~~ i~un i ty  that the 

tiscal arguniwt in  political clecisinn making should liavc the 11igl:est priority; that 

cducaticm and thc arts shoulcl make a measurable contribution to the econonry and that 

compct ition is a p ~ s i t i \ ~ c  h r c o  for- cultz~rd [tnd ccononiic well being. 



Discourse also indirectly instructs community ~ ~ i e ~ i ~ b c r s  on rolcs, attitudes and 

I-clationships tlint arc consistsnt with tlic social position of the discoursc. It moulds social 

idcntitius: 

Vicwing language as social practice implies .... that it is always a socially and 

historically situatcd modc of action. in a dialectic relationship with othcr faccts of 

'the social' (its 'social contest') - i t  is socially shaped, but it is also socially 

shaping. or constituti~~e. 

Fairclough. 1 0C)5:  13 1 

I lcncc to c n p g c  in a particular discoursc is to spcci lj' a particular 'subject position' (Krcss 

l 9 S c l ) .  .social pnsi tion' or 'social identity' (Ccc ct al. 1996) or a 'discoursc position' 

(I~aircluugl11092a). Engaging a particular discoursc states an idcntilication with an 

ida)logy and sct oi'rclationships sh;lrcd by othcrs. 1 lowcvcr ambiguities nrisc whcn \VC 

recognise that we not only bclong to one discoursc but to multiplc and sonwti~mes 

con!sad~i.tory discour,sus. For inst:mcc our political aftiliations do not al\vaps align with our 

so~-1;i1 intcsxtlons. Considcr. Ihr instancc. a Palestinian-horn tnothcr of school agc childrcn 

\\h) is also a statc school tcachcr and a mcnibcr ofii ir;iditiold I S I B I I I ~ C  cx t~ndcd family. 

. . .each D~SCOUSSC rcprcscnts one ol'our c\~er-niult ipl~ idcntitics. Thesc Discousscs 

need not, ii~ld 01im do 1101. r ep rcs~~ i t  c~lnsiste~li and con~patihlo V ~ U C S .  T/icrc arc 

conilicts :imong them and cacli of us livos and hrcnthcs tllcsc conflicts as wc act out 

our \ ar-ious Discourses. 

Gee, 1996: ix  

I>ukc rep-escrits the relationship between individuals and discourses differently 

cmplusising the indi\ idud as the agent who selocts and combines discourses rather than 

subscribes to ri mcmbcrship ot'a discoursc: 

Social subjcctivitics are not unitary or singular ... these available positions and 

discourses offer possibilities fbr difference, for multiple and hybrid subjectivities 

that human subjects :~ctivcly rnrrkc and remake through their textual constructions, 

~ntcrprctations and prxticcs. 

1,ukc. 1905: 13 

idcntity wliilc. Gee sees idcnti ty 

4.4.3 Positioning this Study within the Critical Discourse Framework 

1'111s  stud!^ is about the discourses ot'industry and workplacc identities as rellected in one 

1xi1-11~~il;ir ct~nlp;iny. WoskpI~~ce identities position thcmsclves i n  relation to company 

\.;~lucs and images of'power at t11c workplace. Individuals take or1 roles projecting, 

maint:~ining, gcncrat ins, redefining or challenging the poufcr relationships. 

This sturlv swks  to understand how power is rcprcscnted within the industry discourses 

rctlccted within thc company. It draws cvictencc iiom a number of 'intcractional cvents' - 

union and or \vorkl-.rs interact. I Iiavc ~ o t  called them discursive evcnts because thcy arc 

1101 ncccss;irily part oi. the regul;lr sociiil practice oi' thc company. They arc drawn from a 

numbcr oi'intcractional episodes whcsc rnanagemc~tt and or union and workers are brought 

'llx analysis asks questions o f  each ol'thc key players. I t  asks I~ow nwmgers construct 

thcmsul\u as entrcpscneurs and Icadurs of the  \sorkfbrcc and ol'industry. It asks similar 

cl~icstions of'tlic ccntral union representative - how do union representatives construct 

tlicnwlvcs and maint;!in their identity in their role both in their relationship to the 

\i.orkti)rcc and !o management. Likcwisc with the workcrs - how do they establish theis 

rclationsl~ip \frith work autlioritics and with each other, what are the values and bchnviours 



that they use in tllcir constsuctim of themselv~s as workers? How docs cach group takc its 

placc with and against othcrs? 

This analysis attempts !o plot workpiace identities within the broad landscape of globalisni 

and ~nanngcrialisni. This study observes the behaviour of discourses at the 

industrylco~nmunity level analysing samples of tcxt. I t  attempts to trace the discourses 

industry playcrs call upon to legitimate thcir stance. This study therefore takes into account 

the macro and the micro. 

4.5 Critical Discourse Analysis 

CD/\ is not an inflcsible and prescriptive tool. Rather, i t  is a loose alliance of eclectic 

analytical a p p - o a c l ~ .  I t  is inclusi\pc of any questioning which serves to obscsve, probe and 

cxposc thc way discourse is gcnesatcd. nurtured, understood. shared and generalised in the 

process of shaping thc ideology of conin~unitics. It embraces mechanisms that assist tk~:  

analyst to unco\w the interplay bctwccn those forces that maintain thc values, 

rclations';ips and structures of the conmunity a11d those that contest and challenge its 

cur-rent manifestations. I t  is an approach or orientation rather than a method. 

I~airclough was concerned that CDA should provide a comprel~cnsivc analysis of 

communication rather than giving disproportionate intercst to certain aspects or closing 

down possible arcas fix investigation. IHc has been critical of approaches that cast a light 

on onc aspect of discourse but leave othcrs in the dark ( 1  992a). He has therefore advocated 

a 'thrcc di~ncnsii,~lal' ti-amework where the aim is to map thrcc scparatc fonns of 

analysis onto one anothcr: analysis of (spokcn and writtcn) languagc texts, analysis 

ot'discoursc practicc (processes ot'tcst production, distribution and consu~nption) 

and at~i~lysis 01'discursiv~ events as instances of soci~cultural  meti ice. 
Fairclough, 1995: 2 

In general, CDA combines the central tencts of intcractional sociolir~guistics with theories 

of social structure (Robcrts and Sarangi 1995). I t  draws from two traditions: critical social 

thcor-y bcst rcprcscntcd by 1:oucault and socio-linguistic tl~cory best rcpr-escnted by 

I i;rlliday. \\:hat m:ikes i t  l'oucauldinn is the view that languagc hnctions as a prinary force 

tbr social order and the (bnnation ofconcepts. What makes it Hallidayan is the analytical 

mcthod groundcd in linguistic structures. 

4.5. l Critical Linguistics 

I [alliday was the grammarian particularly responsible for developing an analytical tool that 

uil\/c pri~nacy to social contests and power relationships. Halliday ( l  985) elaborated upon 
G 

I3akhtin's ( i  986) notion of genre as a set of' linguistic features that are common to certain 

icxt types. Emhcdded within genre are social relationships expressed through register, 

\fnluc sclwmata and linguistic conventions. These features are conglomerated in predictable 

for the ~ U I - p o s e  of achieving a particular intcractional function. 

I talliday provided a mctl~odologp for the analysis of genres that guide the analyst to 

uncover the strategies employed by the writer or speaker to create language effects. Me 

dirccts the analyst to cunsider the field - the syntactic di~nension (the ideat~onal), the tenor 

- thl. relational or- powcr dimension (the interpcrsonal) and the mode - the mediuin of the  

com~nunicatic>n (the textual). 11dliday's analysis, called Systemic Grammar, is holistic 

taking into account contest. \vorcis, their style of presentation and their effects. Hc 

thcrcfi)re accounts for the multilateral and multif~~nctiona! nature of language. 

I Iallidav's theory of language was based on the belief that language is functional. 

C'omniunicati\re functions arc achieved in dift'erent ways by different social groups. Groups 

who sharc similar soci:il positions utilise characteristic language and communication 

duvices which are patterned and selected fiom a finite set of options. Outsiders may learn 

thc Iiinguagc de\,iccs associated with a particular function and thereby interact with the 

associ;ltcd soci,d group und authentically achicvc the target function. 

1~'airclorigll cmhraced :hc analysis, particularly thc interaction bctween social pesition and 

I ; I ~ I ~ U ~ ~ ~ L '  d~vices .  l lc docs not use I-Idliday's nomenclature but the thinking and the 

anulytical questions of Systemic Grammar arc incorporateti into the larger franle of CDA. 

I lalliday's ticld a d  tenor havc bcen combined and renamed 'social practice'. Examples 

ti-on1 industry could include consultative n~cetings, procedures for announcing work 

scheciulcs, ERA negotiations, i nstructiond procedures. 'Tkc mode has become the 'orders 



ofdiscoursc' \vI~ich rcprcscnt the text typcs of particular institutions. Examples fi-0111 

innnulhcturing cornpanics could be production quality reports, union mectinps. 

standaldiscd problem sol\in;: methods. standard operating proccdurcs. reporting styles for 

con!inuouz imprcn~cmcnt activity or c t m  clock cards. 'Gcnrc' is a tern1 that Fairclough has 

transposed directly into his own analysis but he built more flexibility into the conccpt. 

T l ~ c  strong linguistic base of I-lalliday's analysis has the potential to provide the evidence 

and illuminate thc dynamics of social power, Fairclough argues for the inclusions of 

Ilallidns's analysis of thc tcsturc of test. their fonn and organisation Occause thcsc fcnturcs 

arc scnsi t i~~e indicators of sociocultural proccsscs, relations and change (Fairclough 1 9 9 ) .  

Otllcr ;lnolytical sys tc~ i~s  arc preoccupied by cithcr linguistics or social analysis thcrchy 

draa,inr L upm only somc ol. thc indicaiors availahlc. Analyses based on a narrow sct of 

indicators arc also opcn to challenge hccausc thc conclusions may hc contradicted or 

inllucnccd by thosc not taken into account. Thc inclusion of linguiatics into the social and 

politic;il :~nalysis ofintcraction g i \ a  Fairclough a tool that is holistic, co~nprchensi\~c and 

~ ~ I ~ ~ ~ u I K ~ c ~ ,  2 

Approaches to (critical) discoursc analysis which have an ideational bias . . . arc i l l -  

cquippcd to capture thc interplay hctwecn cognition and interaction whicll is a 

crucial li"iturc ot'tcstu;11 ~mct ice .  

I~airclough. 1005: 0 

I~~airclnugh howc\w is dissatisfied n~ith llalliday's appronch i11 that i t  does not account 

sufiicicntiy for social clia~ige (Fairclough 1995). It assumes genres are static and consistent 

wllcrcas. from Fairclough's point of vicw, they change, constantly rccrcating thcmsclvcs. 

'I'lle\. arc also oftcn hctcrogencously miidc up o f  contradictory clccncnts and stylistic 

Ikatuscs ii:xraposcd and intcnniscd. Lukc supports Fairclough's vicw dclining gcnrc as 

acco~nmodating tlcsibili ty  and clxlngc: 

Ccnrcs arc ~non~entarily stilbilizcd foni~s  of sociill actio~l that take what arc to some 

dcgrcc regular and prudictahlc, if dynamic and tluid tonns. 

Lukc. 1095: 16 

Sy:;tc:nic Analysis assumes that the discourse of social groups is transparent and accessible 

to ~ \~c rynnc .  One can learn the111 and reproduce them according to Halliday. This position 

does not suf!iciently take into account the notion that discourses are sanctioned and 

gusrded. Within industry, not everyone is heard around the hoard room table even after 

having practised the genre carefully. Despite the rhetoric of shop flbor consultation, 

c\leryone is not equally sanctioned to contest the point of view of the managing director or 

even tc crack a joke. The subtleties of social position and role interpretation are socially 

and contestualiy dctennincd and localised at each site. Gumperz's notion of 

cc~ntcxturilis:itio~~ ~nnkes this point: 

Cuntcxtualisation ... comprises all activities by participants which make relevant, 

maintain, revise, cancel ... any aspect of context which, in turn, is respcnsible for 

the intcrprctation of an utterance in its particular locus of occurrence. 

GuIllperz, 1002: 4 

'llic dif'tkrnicc. h e t \ \ ~ c n  1-lallidny and Fairclough is probably best measured by their 

d i l ' tk rc~u in piiq~osc. I lnlliday's interest is primarily linguistic within a social frame 

\vI~creas F n i r c I ~ ~ g h ' s  is sociill and political within a linguistic and sociological frame. 

4.5.2 Foucault and Social and Critical Theory 

CDil  is tbundcd on two pillz-s - social theory and linguistic theory. Thc discussion above 

~ C I I I O I I S ~ S O ~ C S  t l u t  the two arc intcrnlcsl~ed sincc linguistic theory is engaged with issues o f  

po\ifcr il~ld social re1;ltions. particularly that of Hallidny ( 1978, 1985), Kress ( 1989) and 

1;owlc.r et al. ( 1070). Ilobcrts ct d. ( 1  992). 1lobert.s and Sarangi (1 905). Sarangi ( l  993, 

1006). I.akof1'(1090). Likewise, F O L I C ~ I U ~ ~ ' S  social theories are based on lmgusge and 

con~~n~micat ion.  

I:oucuult ( 1'172. 1077) thoorisctl language as tllc means of constructing social order and 

~xnvcr. 1 lis notion of 'discursive torn~ntions' cxplains how language works to give 

conccpts boundaries, relational existence and social significance. For example, concepts 

such as '~nadness' or 'cri~nirlality' ~ I S C  used within the community in association with other 

tcnns such as 'dysfunctional', 'restraint' and 'institutionalisation'. 111 another society they 

could he pitched along-side tcmls such as 'mysterious' even 'mystical' or 'bedevilled'. 



Madness and criminality arc therefore 'discursive formations' - concepts cnnstructcd 

through the language of a particular social group. 

I.anruacc C C works not only to position concepts within thc social structure but it constantly 

rcshapcs and rcdctincs meaning and relationships through 'intcrdiscursibrc processes' - a 

means of cross-referencing and drawing association with other concepts. Therefore within 

any sub group. words are ovcrlaid with ~iicaning inclining them towards a positive or a 

ncpti\ .c association. Meanings ho\ \wcs arc never static. For cxamplc. 'madness' and 

Lcsiniinulity' 1m.c hccn more rcccntly rcconst~-ucted within the liamework of 

bdcinstitutio~~alisation' and the 'medicalisation' of social behaviour. Both arc said to bc 

disorda-s that arc attributed at some l c \ ~ l  to emotional imbalance and are treated by 

sncdicill in~cr\~cntion. In other communities they may bc attributed to wanton dcfiancc. a 

lack of~nora l  rectitude or tlic inspiration of cosmic beings and subject to forces outside 

human p c ~ s u a ~ i o ~ i .  

As conccpts arc rcpnsitioncd, thcy arc found in n difl'crcnt language environment. 

1Iistu1-hcd individuals arc no longer tscatcd by pricsts callcd upon to csorcisc thc dcvil but 

h \  nicdicos nrllu right the chcmical i~nbiila~lccs. The language cnviro~i~ncnt has shiftcd 

ii-om o religious ~x~pulation 10 il ~ i~cdical  populatio~i. Hcnce concepts cliangc when 

discou~.sc cllangcs. or discourses c11111igc wIic11 c o ~ ~ c c p t s  clia~ipe. 

I~oocault hii~cd much of his analysis in  tllc clinical cnvironmcnt of doctors. social woskcrs 

irnd psychologists. Hc observed the way language i'unctions as the nicans by which social 

identity is euprcsscd and power rclationships arc exercised For cxamplc, professionals 

\r.llcn i~itcrncting \\.i tli cliciits czcscisc C C S ~ ; I ~ I I  lihcrtics i n  t11c questions they ask and the 

:~ctivi tics oI. tlicir i~itcraclion, liccnscd by their professional relationship. They csesciso 

their ;~~~thor i ty  to decide \\'hilt i~i l i~rmn~ion is ndniissiblc and what is irrclcvant and so they 

contn~l kziouflcdgc i n  their own domain. Clients submit to thc superior knowlcdgc and 

;~cquicscc to a n  unequal power rclatiimsl~ij). 

'1.his pllcnonlcnon o l  co-opcsation hctwccn pastics in thc intcrcllangc of power was 

dwclolxd il11-ther by Gramsci ( 1 97 1 ) in his notion of licgcmony. Gmmsci's tlicory of 

Ilcgo~nony csplains h w l  dominntcd and repressed social grc>ups asquicscc to the values of 

alliances. integrating and reconstructing the needs of dominated groups so that each social 

group accepts their lot in life as righteous and inevitable. The relationship between groups 

hon.e\w- is unstable and requires continuous work to sustain. 

Faircloush drew this into his i~nalytical framework. CDA questions the way the subjects of 

po\\.t.r relationships sustain and further project the dominant discourse. 

Foucault ( 1  972, 1976, 1977) also developed theories of knowledge bzsed on power 

rclationships. Academic disciplines decide what are the appropriate and sanctioned modes 

of i n q u i ~ .  and honr knowledge should be expressed, thereby excluding material and 

r-cscarch perspccti\.cs that do not follow the preordained rigours of the u scipline. I t  is not 

onlb. acade111ics that perform this role as gatekeepers of knowledge. Fairclough (1989) 

describes how these processes operate w~thin our social and political structure at all levels 

c~t'nutliorit!,. Sarangi (1994), applying the analysis to intewiew situations, demonstrated the 

cultural d~mamics that escluded non-English speaking background migrants fi-om 

educational and employment opportunities. 

Foucault gocs on to explain that members of any one particular subcultural group 

rcccgnise each other by the conceptual frameworks they communicate - the discursive 

Sonnation the!. a p p l ~ .  Thev de~relop their own discourse as discussed earlier. Foucault 

tracked the ripples of social identity through language to behaviour and on to symbols. 

.Architecture is one such symbol. Foucault analysed the way architecture reasserts social 

roics and social ordcr, so~i~cthing which is particularly observable in the design of schools, 

prisons and factories \\,here surveillance is of primary interest. The architecture of 

f'lctorics. ot'ticcs and workplaces is therefore rich with symbolism which is part of the 

discourse of industry - the geographic separation of office and worker space is one 

csample. The symbolism is reinforced by the large windows overlooking the work area 

through which r n m q m e n t  view work activity. The quality of amenities offered to 

managcrncnt and employees along with the protocols and clothing requirements, draw the 

boundaries unarilbiguously in most workplaces. In Fairclough's terns, these are all part of 

the d i~co i~rsc  t o  be analysed. 



Foucault therefore had a definition of discourse that extended far beyond words and into 

social identity. power and control. Fairdough embraced the social and political dimension 

of discourse espoused by Foucault, but he is critical of Foucault methodology in that his 

conclusions a:e not based on the analysis of texts. He dces not study language in practice 

and hence has not recognised sufficiently how tents are resisted and transformed. 

cul tl 

4.6 Fairclough and Foucault Part Company 

For Foucault e\rerything is fluid as it is conztantly reshaped by language and ure. Truth 

is a construct within a particular world view encapsulated by a system of power. 

knn\reledge and discursi\,e fonnstions. There is no objective truth since everything is 

s ~ b j e c t i \ ~ e  and relative. Community belief would hold that objective truth is constant and 

has uni\versal application. For Foucault there are only subjective truths momentarily held 

b. ' J  :hose nrho share the discourse. 

A Foucauldian analysis presents a different possibility. It is not concerned with 

how discourses (texts) reflect social reality. but how discourses produce social 

realities: it does not look for relationships between discourse and societyipolitics. 

but rather theorises discourse as alwayslalready, political; it does not seek out an 

ultimate cause or basis for power and inequality, but rather focuses on the 

multiplicity of sites through which power operates; and it does not posit a reality 

outside discourse, but rather looks at the discursive production of truth. 

Pennycook, 1 993: l 3  l 

From Foucault's position we cannot stand outside our discourse. The researcher must stand 

within the culture to make sense of i t  and yet must at the same time stand outside it tc draw 

parallels and relationships to other observations. Ts stand outside a culture is to stand in 

another and hence to obsen~e from a new subjectivity. There is no objecti\le truth; there are 

only thc truths of particular discourses. Truth is therefore very ephemeral, buttressed by the 

poaqer the discourse co~nmands and pitched against the truths of other discourses. For 

Foucault. nothing is preccnstituted, it is the discourse that gives things shape. colour and 

relati~~itirs (Fairclough 19923, Pennycook 1991). There are no absolutes. moral or 

material. Oft-quotrd human ri&hts are an example. From a Foucauldian perspective. human 

rights arc a cultural construct of particular social groups and their in~position Epon 0 t h ~ : ~  is 

an act of imperialism. They are m: ;guidedly imposed in the nzme of justice and 

fundamental moral truth ar.d therefore pronounced to have universal application. For 

Foucault. discourse groups arc so ontologically blinkered, they can say nothing about other 

interpretations of rcalit),. 

Fairclough stops short of accepting the transience of truth that Foucault upholds. If one 

fully accepts the ambiguities of subjectivities then one is silenced from speaking for the 

\vcll-being of society as a whole because such a position pressmes there are principles of 

uni\.crsal application that transcend discourse subjectivities. Fairclough rejects the political 

bclm.iour of those who retreat into relativism as 'serious ethical failure' (Fairclough 

1995: 19). 

4.7 Subjectivities - whose and how much? 

This \view is panicularl y problematic for scholars c f  culture and ideology because there is 

no ncutral position. Obscnws lvithin or outside a culture will analyse a text in different 

\\ 3 3  reflecting thcir particular political. socio-cultural perspective. Gee et al., quoted the 

t'ollouing anecdote: 

Consider the following sentences from a brief s t ~ r y  in which a man named Gregory has 

\i.~.onged his fonner girlfriend Abergail: 'Heartsick and dejected, Abergail turned to Slug 

n-ith her tale of ~voe.  Slug keling compassion for Ab,xgail, sought out Gregory and beat 

h i m  brutally'. 

I n  onc study (Gcc 1989, 1996) some readers, who happened to be Ahcan-  

Amcricans, claimed that these sentences 'say' that Abergail told Slug to beat up 

Gregory. On the other hand, other readers, who happened not to be African- 

Americans, claimed that these sentences say no such thing. 

Gcc. Lankshcar R: I-iull, 1996: 2 

t-listor-v and histori:lns ha\rc bcen pal-tic~ilurly subject to these crnbiguities as discussed in 

thc esanlple of Char!cs Abel and Margaret Mead. Windshuttle ( l  997) makes similar 

accusations against recent historians' interpretations of the fall of the Aztecs. He argues 



that contemporary historians were persuaded by fashionable notions of cultural diversity to 

explain the Aztecs' defeat with recourse to their own system of values, beliefs and 

behaviour. Historians claim that these cbservations eluded tke view of their predecessors 

because their discourse was not open to these possibilities. Windshuttle contests this 

position as fashionable folly which does not take account of the obvious came of the 

demise of the Aztecs - gunpowder. superior might and disease. Modem historians failed to 

understand the e\.ent because of their cultural myopia that favoured the Aztecs as the 

sulturally ieiolated and the Spanish as the aggressive victors. Ironically, Windshuttle 

presents his case ss if he is somehow free of such sdbjectivities. 

\\here does truth lie? Most modern thought has come to accept that there is no point of 

purity. no white light of empirical tnith that is uni\~ersally applicable. But there are social 

positions that speak for a more just and hannonious society for most of humanity. As such, 

political, mora; and social action is based on a plea for justice rather than a declaration of 

truth, e\*en though justice itself is strongly culturally invested (Weedon 1987). 

And so 1i.e find oursel\*es ai a point similar to that of the last chapter - how can a 

researcher say anything legitimate ~vhen she is so hnvnd by subjectivity? Once again I need 

to reassert that our work is based on reflection about our own subjectivity from which 

inference and meaning is drawn. All subjectivities are prisms of truth. Outside a prism, 

there are only other prisms; ho\vever some prisms are more highly coloured than others in 

that more licence is taken in interpreting the data and in extrapolating from scant reference 

in the data. These are also truths but they may be more limited in their application than 

others. There is no objectivity. but ihere are arguments about the colour and intensity of 

other analysts' prisms. 

The argument around discourse analysis, levels of subjectivity and whose subjectivity, has 

been the source of considerable academic debate (Pennycook ( 1  994), Widdowson (1 995) 

Fairclouyh ( 1996). The que::ion for this study hangs on whether CDA is a valid tool for 

the analysis of'data. 

Pennycook believes that Fairclouph and CDA theorists have coloured their prisms so 

intensely that they haire blotte? out factors of human agency and individuality. individuals 

are \.iewed as puppets of a particular ideology. The analyst is seen as accessing a higher 

ivisdom than that of the subjects - they can name the string pullers while the subjects 

rnouth the prcassigncd ideology. Fairclough however does not shy away from this 

accusation. he hclieves CDA has an important political role to hlfi l :  

the 13.k, of the critical ?kguist, then, is to help remove this veil of obscurity and 

help people see the 'truhll'. 

Fairclough, 1989: 125 

Critical ~ ~ S C ( , I U ~ S L ?  analysis has tile ponm- to make visible and tangible, features that Inay 

not be ionscious or iisiblc to t h e  intcriocutors but xhich have profound consequences for 

s h a p i ~ g  the social realities, pov;er relationships and perceptions of individuals. 

Pennycog!; oelie\~cs that such a positiotl calls into question the stance of the analyst in 

rthtion iu nis'her subjects. t r ?  his view it removes the potential for human agency because 

~t scmo\.cs the subjects' DT.J er to act 3s individuals. I t  contradicts human experience 

thcrc!irso in~d ida tes  iht. ~mclus ions  drawn by CDA analysts. Pennycook asserts that their 

cum~t~i~t ,cd  stancc in\ alidates the analysis: 

rt is suhjec! to a representational fallacy, a 'real world' of social relations is 

rcprescnted ii-l language; and second, in models whereby the micro is determined by 

tiit: macro, which is in  turn reproduced by the micro, there is little space for an 

understanding cf human agency, interpretation, or change .... an essential aspect of 

a critical approach to discourse analysis lies in the understanding that our ability to 

act 1~ the u*orld is constrained, i t  is nevertheless crucia! here to allow for human 

rig ens^, rnthcr than constructing a modcl in which all is determined by socio- 

cconurnic (or other) relations. 

Pennycook, 199-1: 126 

The question of human agcncy can be further reinforced by those analysts who argue that 

CDA connnunication recipients hear in a singular way - in keeping with the researcher's 

ideological position. 'The justsposition of grammatical features and invested ternlinology, 

the use of certain svntax and the convergence o f  symbolic information will be interpreted 

in the \iv;iv that best supports the position of the analyst. Widdowson (1995) argues 

similarly. He arg~!es that CDA offers only a partial interpretation of the test because it 



offers only one ideological reading and because it selects texts that provide evidence to 

support that ideology. 

Fairclough ackno\\,ledges the multipliciiy of meanings that can be drawn from the text: 

The interpretation of tests is a dialectical process resulting From the interface of the 

irariable interpretative resources people bring to bear on the text and properties of 

ihe test itself. 

Fairclough, 1995: 9 

Sonetheless. his analysis is singular in i:s interpretation. He adopts a particular frame 

L\-hich escludes other interpretations from his analysis. Other CDA theorists generally 

follo\v suit. Howei-er. to acknowledge that there are other interpretations of the text does 

not bind the analyst to exhausti\*ely explore the options. CDA theorists usually use their 

analysis as evidence for their aryument, not as a demonstration of the capacity of the tool 

to present ~,arious representations. They may offer an interpretation of the test from a 

tiscd' tlxorctissl position such as feminism or Marxism or a tluid dialectic standpoint. 

Either \\.ay. the question is. do these criticisms invalidate the analysis? 

The tug of war between determinism and individuality tlvusts back and forth with those 

that seek to analyse and describe social movements from a committed point of view pulling 

against those most interested in the way individuals malce meaning despite the 

contradictory jumble of discourses the interlocutors apply. Here, the divide is between 

those uith a critical social bias versus those with a linguistic bias. The accusation of 

myopia and predetermination is predictzble, particularly as Fairclough una~nbipuously 

states his mission. The vision is already blinkered (from the critic's perspective). 

Fairclough seeks: 

to correct a \\ridespread underestintation of the significance of language in the 

production. maintenance and change of social relationships of power' and to 

increase coniciousness of how language contributes to the domination of some 

people by others. because consciousness is the first step towards emancipation.' 

Fairclough, 1989: 1 

Criticism arises because of the interest of analysis in making generalisations that describe a 

ciass c f  people, their motivation and strl;gJe for power. Funhe:rnol-e they are critical of 

thc intensity of the analysts' in\.estment in a panicular point of view. Which prism, how 

applicabie and what intensity of colour, are debates that are inexhaustible. However i t  is 

not the tool itself that is thc point of criticisin. The tool is simply a series of questions 

applied to selected tcxts. The questions arc not finite. Validity lies in their 

comprehensiiwms i n  addressing all three aspects of discourse fimction (the production, 

consumption and distribution of tests). The questions may be co-opted to the service of 

any political or social perspective but the tool is neutral. Its application however allows the 

analyst to obscn-e which discourse has dominance, how it achieves prornirience and 

pcrsuasion. how interlocutors interplay in the hegemony. The analyst baser. her analysis on 

tcsts but the scope and sclection priorities of the texts are not defined. 

T11c cstent to u.hicIt the analyst allo\\.s for human agency is a matter over which she has 

total jurisdic~ion. She may colour her prism with whatever level of intensity she finds 

appropriate. It  is not detctnincd by the tool. The tool itself is flexible and adaptable. I t  may 

hc uscd to achicvc insight or to recreate one's own bias. I believe Pennycook's concern is 

\\ ith the \\.ay in n.hich Fairclough uses the tool to frame his analysis. 

Thc u.ay in ii-hich particular analysts use the tool is not 3 debate that is of immediate 

~ntcrcst to this study. The heart of this study focuses upon individuals who, within the 

course of their interaction, select from the discourses available in deciding which one to 

call on at a particulnr moment. This research is observing the micro and the extent to which 

i t  appears to bc influenced by the macro. individuals may combine contradictory 

discourses. This study is seeking to map the discourses reflected by the individual subjects 

rather than thc individual as a retlection of the discourse. The intensity of the investment I n  

thc ideology is an issue of my own personal stance. One seeks to temper one's stance in the 

light of the s\.idencc and in the interests of personal integrity and fidelity to intellectual 

I-1gvur. 

I-lon.ei1cr inte~prctation is ne\.er objective. The analyst chooses a frame within which to 

\.ie\rr tile test which inevitably escludes other frames and interprets the texts that shape the 

franc. MacLachlan and Reid pl2,  quote Bordwell 1989:3 : 'meanings are not found but 

snadc' and they are made i n  relation to the frame built around the text. This analysis is 



therefore not fire from the accusation of  the absence of human agency. The judgement as 

to the \,alue and insightliilness of the analysis !ies with the reader. 

PART 2:  CDA APPLIED TO THIS STUDY 

H ;i\.ing decided that Critical Discourse .-\ilalysis is appropriate, applicable and vaiid within 

[his stud?;. this chapter further explores those aspects of CDA that are most pertinent to 

industry and the company contest. 

4.8 The Instability of the Dominant Discourses 

Discourse maintenance and change is a major interest of CDA: how discourses become 

dominant. how their dominance is sustained and what causes them +o change. !n his 

strongly hlarsist analyses. Fairclough was particularly concerned with the contestable 

nature of discourse. The powerful are allvays seeking to secure a better hold while the 

pou.crluss threaton those who ha1.c grasped i t .  

Thc pou.er to control discourse is seen as the powcr to sustain particular discursii .~ 

practices nith particular ideologtca! in\,estments i n  dominance o\.er other 

altenlative practices. 

Fairclough, 1995: 1'2 

Therefore discourses are unsta lble and subject to frequen 

rc'spo~~sc' to constant challenge. 

t change and readjustment i n  

h ponw-h1 strategy in the maintenance and change process involves the constituting and 

reconstituting of ideas and ideolories. L shifting them into en\rironments that colour than  

h\.ourably or unh\.ourably as the u s e  may be. Hence ideas and therefore discourses 

change, In this \vay pmrernments. for example. construct our ideas about what is good for 

us. The) coniince us that economic rationalism is essential. efficient and e \ m  attracti~~e. 

The general community has come to agree that users should pay and a good balance of 

paJrments helps us to sleep better at night. 

4.8.1 Mechanisms for Discourse Maintenance 

This section discusses four mechanisms for maintaining discourse which have been 

selected from the literature becausc thcy are most readily observable in this study. They are 

acrivity type 

playing the discoilrse game 

symbolic capital 

anaphoric pronouns. 

Ac t i v i t y  Type 

Fairclough's 'social practice' is similar to Levinson's (1979) 'activity type'. Both are a 

uray of  naming and categorising predictable characteristics of social activity according to 

features such as tile sequence of events, social interaction and relationships associated with 

different social contexts. For example, we know the type of behaviour that is expected of 

us at a fonnal social event peopled by nrealthy gcests from an older age bracket. One could 

prcdict the type of coniw-sational con\-entions and the events of the evening. 

.Actiifity types have boundaries which are protected by implied cultural rules which govern 

features such as appropriacy and speakers' right. There is a 'code consistency' (Sarangi 

1904) that interlocutors manage with \.arious levels of proficiency. Interlocutors are less 

likely to be aware of the code or conversational rules in informal activities in contrast to 

fom~al  interaction where many of the constraints will be clearly identifiable. Within this 

study, the activity type of Training Committee meetings provides a forum for structured 

cmnmunication between management and workers. I t  also prescribes the constraints, 

protocols and formalities through wh~ch  both parties navigate their interaction. 

The activity type (in this case, meetings) manages the discourse. Those who transgress the 

unwritten code illay be admonished or sanctioned and reminded of the boundaries of the 

social pxctice. In meetings, the boundaries are formal znd defined. Those who speak otit 

of tun^ may be called to order, told !heir con:ribution is irrelevant to the [natter at hand or 

re~ninded of the bounds of their role within the meeting as the representative of  a particular 



interest group. Personal attacks may be sanctioned as out-of-order and heated debates may 

be intercepted and held o1.e; tc the next meeting. 

Other ac t i~ i t i es  are bounded by rules that are informal and changing. Within this study a 

number of senior executives \.isit the training groLip to converse with the trainees. They 

\\.ere i n ~ i t e d  to discuss their role within the company and their area of expertise. It was 

made clear that the forum was open and questions and discussion were encouraged. Behind 

the closed door of the classroom with a small group of 10, intimacies could be  traded. 

\Vhich issues could be probed and what level of honesty could be expected was tentatively 

negotiate ' .m-een the parties. Hoam.er certain boundaries remained inviolable. The tenet 

of r c l r ~  ance ensured that ~vork and the company \\ere the appropriate topics. The tenet of 

respect ensured that neither party ~vould be humiliated or aggressively confronted. The 

tcnet of authority would allow management an unequal share of the talking time and the 

final word on the interpretation o f  the way things were. The tenet of  appreciation would 

acknon,ledge the generous gift of time on the part of management in attending the training 

session and ivould allow us all to feel \yam and assured at the end. The tenet of loyalty 

\ieould ensure thai compar,y \ d u e s  ~vould be affimled and critical attitudes would be 

moderated. 

Bourdieu (1  991) introduced the tenn 'habitus' to name the cultural space in which a 

particular group lives out what is natural and expected. Habitus is that which inclines 

crroups to affirm and reconstitute the store of beliefs. behaviours and relationships that L4 

characteri se them proi~iding the market for different types of capital. 

Within a particular activity type, in a particular environment, a certain habitus will prevail. 

guardin2 what can and cannot be said, feeding the dominion of the hegemony. Threadgold 

( 199s) g i ~ e s  a graphic example of  the ivay the interrogation conventions of the law court 

alln\v barristers to manipulate e\ridence to sewe the values and prejudices of the dominant 

discourse uvithin a misogynist social schema, effectively silencing any challenge to the 

status quo. Farrell's study of w o m m  in a textile miil (1098a) gives a contras t i~g example 

of women who are experts in their field who are likewise silenced by their estrangement in 

the alien rictivity type and habitus of  a prob!cm soiving meeting. In such an environment 

knowledge and authority is edited within patrolled boundaries. 

This discussion invites a textual analysis that considers: 

how is communication bounded within the activity types? 

how carefully are the boundaries patrolled? 

what knowledge is admissible and what is dismissed? 

who is silenced and how? 

. \\-hat habitus is sustained and which ones are rendered illegitimate? 

The Discourse Game 

The Discourse Game as envisaged by Bourdieu (1991) is related to the notinn of activity 

type. Activity types arc micro. episodic instances where social groups act out social 

cspcctation. For Bourdieu the interchange between the do~ninant and the dominated is a 

game that both at some level agree to piay. There are rules and the players know when the 

rules are transgessed. If they choose to play within the rules they contribute to its 

maintenance. If they transgress the rules, they challenge the discourse and may unsettle its 

dominance. Bourdieu believes the dominated group are unaware of the rules. Sarangi 

bc.lic\cs i t  is the dominant class who believe most in the illusion of the game. 

It is thc imposition of the  (rules of the) game by the dominant group as a natural 

and inevitable means of social advancement which contracts the dominated g o u p s  

as having a tixed identity. According to this prevailing view among the dotnirlant 

class, the single. fixed, marginalised identity of the subordinate groups can be 

cxchangcd for a ncv: dominant class identity if individuals from the dominated 

class ha\,e the ability and the motivation to make the exchange. 

Robcrts and Sarangi, 1995: 369 

This framing of the relationship between the a ~ m i n a n t  and the dominated fits the 

esptxicnce of most workplaces. Managenient, whether company or union, is constantly 

\i.rttchfui for those who have mastered the discourse which represents the cominunality of 

\,a1 ues bctween themselves and workers/members. Thcy indicate the promise of a bright 

futuro for those who are willing to play the game. They ask repetitively are you working 

tbr us or against us'? 



Roberts and Sarangi ( 1  995) outlines four likely responses to the game by the dominated 

rrroup: " 

the\- nla) take i t  as naturalised ideology and strive to emulate i t  (e.g. employees newly 

prnmotcd from the shop floor to the oftice \vho usuallv endeai~our to act out. or o\!er- 

act. the dominant ideology); 

they may recognise i t  as a game and shift position to the status quo (e.g. ?oliticians 

seeking to identi& themselves as non-racist and non-sexist edit their language for 

political correctness); 

the\  ma! \i.nrlt as a g r o q  !9 appropriate the rules to its own ad\.antage (e.g. trade 

un~onists sometimes appear to take on the habitus of managenlent in order to forge a 

deal for thcir members); 

the\. malt expose the games and the rules (e.g. poiitical commentators have named 
' C  1 .  Pauline Hanson's-' ciiscourss strategy as one of deliberate naivety and ignorance so 

!hat she presents as 'one of us', taking on com~nunity fears and longings). 

Genrc teaching acknowledges the game and teaches students to master it. Hon*ever, the 

criticisms 10 elled at the social snal!.sis of genre theorists applies again here. Roberts and 

Sarnngi's options do no: account sufficiently for complex levels of resistance and 

hegemony. A common response from shop tloor employees is passive non-co-operation. 

another is a fumbling mix of acquiescence to the naturalised ideology and a deliberite 

defiance of the rules. These options are not equally open to ali players. The response 

depends largely on thc relationship betirwn the dominant and the dominated groups. 

Relationships based on ad\.;.rsi ty nllo\ip different options to those based on consensus and 

negotiation or to those based on transparent repression. 

\Iavbc it i.. t:nt'nir to demand an exhaustive list of responses to the dominant discourse 

hon-c\w. in c.\.e~yday interaction people work within and across several responses. At an 

cxtrcrnc, resistancc is \violent. Those whose dignity has been destroyed or I\-hosc society is 

clca:lv structured may accept the ideology but not seek to emulate the discourse since i t  is 

not theirs. I t  is therefore, I Selievt.. not useful to categorise responses to the discourse game 

but rather to consider the relationship played out by the interlocutors as a reflection of the 

options a\lailable to the dominated group. 

Ho\i.e\w Bourdieu's and Roberts and Sarangi's thinking prompt questions for the research 

analysis such as: 

arc the workers and those who manage them aware of the discourse game? 

do they join the game or resist i t  in the discourse texts? . - 

are \vorkers offered a place in the dominant discourse if they master the genre? 

T'he notion of the discourse game is based on the belief that discourse is goal directed. 

From this perspective interlocutors are operating i t  a meta level, choosing their words and 

st\.!e of presentation to create affects. There are a number of analysts who hold this view 

particularly [he psychological stream exemplified by Potter and Wetherall ( 1  987). They are 

intercstcd in thc u q r  indi~iduals construct thc self in social settings, strategically 

presenting the self in order to achieve determined goals. 

Gumpcrz ( 1982) adopts this pcrspective in his analysis of course entry interviews. He 

:inal!ws the succcss or failure of interaction within the activity type of the interview by the 

skill \r it11 I\-hich the applicant applies 'discourse strategies'. Gumperz's notion of 

.dis~oursc stratcg!.' refers to the interactionnl qloys one applies in negotiating the activity 

t lpe  or discourse game. Through cultural experience. one acquires a stock of discourse 

strategies ai th  U-hich one reads the cultural assumptions and applies discourse practices 

\\*it11 increasing proficiency. This notion places the individual increasingly in charge of the 

Imgurigc L' tfi'cts. 

S~lrangi (1094) is critical of Gumpcrz because of the level of agency he assumes on the part 

01' thc interlocutors. Interlocutors are credited with a level of language and cultural 

manipulation that appears to cscced the capacity of most of us. 

Fair~lough r+cts anal JSCS based on goal-oriented discourse where the analyst measures 

t11c cficti\.cncss of the i~~terchangc by the interlocutors' skill in managing the 'rhetorical 

strntegics' (Gumperz 1992) inherent in the activity. Rhetorical strategies are the 'ways of 

speaking u hich tle\*elop out of routine inter actional experiences' (Sarangi 1994:36S). 

Fairclough's contention is rhat such an analysis fails to come to terms with the opaque and 

in\.isible. unique to the particular instance. 



Nonetheless, Fairclough incorporates the concept of activity type into his analysis 

alongside the orders of discourse associa~cd with it. Notions of discourse boundaries and 

social practice are central to CDA but Fairclough stops short of using activity type or 

playing the game as a means of measuring communicative effectiveness. 

Sarangi (1 994) uses the term 'situational literacy' to explain the fluency that one might 

acquire uithin a particular type of interacticnal event. The 'situationally literate' are able 

to capture and respond to the nuance and subtleties of the interaction. 'Situational literacy' 

-is an observable phenomenon though it may be a reflection of intuitive communication 

skill rather than a conscious manipulation of symbols. Regardless, these issues invite the 

researcher to consider: 

what makes the situationally literate persuasive? 

what discourse and rhetorical strategies are evident? 

is there an apparently conscious use of strategy or is it the intuitive skills of a powerful 

coinmunicator'? 

Symbolic Power 

Bourdieu's theory of language and symbolic power (1991) contributes substantially to an 

understanding of how discourses maintain their dominance. Bourdieu transposes econo~nic 

metaphors onto social power structures. He uses notions of market and capital to categorise 

the resources and power within society. He challenges the belief that modem Westem 

society is a meritocracy and claims that i t  is based upon three kinds of capital - economic 

(material), cultural (knowledge, skill) and symbolic (accumulated prestige, honour). 

Certain discourses have more power than others when they draw upon the appropriate 

market: 

. . .certain discourse practices construct and legitimise dominant speaking subjects 

and consequently come to be recognised in the public domain as having material 

reality. 

Roberts and Sarangi, 1995: 365 

Bcurdicu's com~ncrcial ~netaphors are usehl  in this study where lnanagers and workers 

str~iggle for, or lay claim to legitimacv i n  their market of thc workplace. The one is 

.Lcgitiinate Ianguagc' is understood and listened to within the appropriate market because 

i t  is invested ivith a sense of nonnalcy and common sense rightfulness. Hence employees 

in  this study listen with considerab!~ reverence to those who command symbolic power 

ivithin the company through their position in the authority hierarchy. Management's 

arguments arc not measured for their evidence or their cogency. They are afcepted as 

Icgitimatc bzcausc of the power the}. assume. They silence their opposition by controlling 

thc discuurse l{-ith the respect they command drawn from the authority hierarchy. Opinions 

m d  interpretations of the world are stated as facts, and, within their market audience, are 

taken to bc so. 

Gcrgan ( 1  9SS) calls this '\{.wanting voice'. This can be observed when an individual 

expresses such con\.ictiun and claim over the topic under discussion that others acquiesce: 

thc 111otic.e h r c e  behind the dominance of s o n e  self constructions is people's desire 

for '\.oice' or speaking rights, their wish to have their interpretation of events 

prc\.ail zgainst competing ;.ersions. The self is thu!: articulated in discourse in ways 

that u.ill ~naxi~nise  one's mafit  or claim to be heard. Some 1:ersions of the self 

\{.ill thus come to predo~ninate in some contexts. 

... \.oicc is dercnninsd by how skilfully one can use warranting conventions. 

Pottcr and \i'ctherell, 1987: 10s 

Speakers \\*ho deliver with warranting voice make a claim on common sense in the 

intcqmtation of thcir mcssagc. 

Inclii i d u ~ ~ l s  arc empou.t.1-ed by the capital they hold. but capital does not necessarily 

trmsfl.r bctivcen difi'erent market places. The linguistic market is very powerful, allowing 

those suitably cndou-ed and positioned to interpret the world for those who have less 

c;lpitrtl. Education has significant power in reproducing the linguistic market and in 

pro\iding the currency for t ra~~sla t io~?  and eschange between markets. Education has the 

potcntid to c o ~ ~ \ ~ c r t  capital from cultural to symbolic to naaterial power by assisting people 

ttr g i n  high salaried jobs. 



constantly knocking at the other's door demanding acceptance and the power to influence 

and persuade. 

Bourdieu's cultural capital overlaps with Clegg's (1 989) circuits of power. Management 

can use its capital to exert power within the workplace which allows it to annex territory 

far beyond t l ~ :  of making business decisions. It has the power to pass judgement on the 

success or failure of workers, to deciirr their job classification, their worth, their 

promotional potential. their job security. Circuits of power can be extended, reduced and 

encroached upon in the struggle between discourses. 

These issues prompt an an?!-pis which asks: 

e how does symbolic power work within the i n t e r c h a n p  analysed? 

what happens when symbolic power and mzrkets are mismatched? 

\\,hat are the dimensions of the circuits of po~ver of the stakehclders? 

Anaphoric Pronouns 

Discourses are sustained by hegemonic processes. These processes are complex, various 

and inexhaustible since they are unstable and constantly created 2 new. This dissertation 

does not therefore ssek to give an exhaustive accouni of them. It seeks only to refer to 

those that h.;ve direct application to the analysis. 

One set of hege~nonic processes have a function of enculturation and homogenisation. 

They \vork to draw the interlocutors together in a shared set of beliefs about authority, 

causality and the iiay the world is. Anaphoric pronouns can be exploited for their 

ambiguous reference to 'us9 and 'you'. Lakoff ( l  990) made a study of the interplay 

betlveen the exclusive and inclusive 'we1. The exclusive 'we' refers to me and some others 

but not you. The inclusive 'we' means me and you and not some others or maybe a11 of us. 

A skilhl use of 'we' and 'us' can have the effect of forrning emotional bonds allowing 

eudiences to feel they arc part of the decision making and they therefore have some stake 

111 the outcome. Zi\. ( 1  997) obsenes the skilied x e  of anqphoric pronouns in his analysis 

of a training program at a factory in Silicoiie Valley. T'le managernent-trainer ,vorking 

\i.ith a group of shop floor employees establishes their common purpose and feeds their 

scnsr of self worth and responsibility, shading :he boundaries between levels of authority. 

The follo\ving provider an example from a printed training text. I t  is a statement of the 

ohjecti\.e of a training module from a quality program: 

We use a model for the controlling factors in our work processe!: and come to 

understand that these factors help us build a quality system of prevention. 

Crosby, 193s: 30 

The reader is co-opted into a committed stance in building the quality system while the 

\i.siicr assumes a position alongside the learner. The tent subsumes any political 

ambi\*alence that may be inherent and presents an unproble~natic simple course of action. 

I ~ h c r ~  is n~ th ing  tcntati\.e about our 'system of prevention'. I t  is designed by an expert an3 

since \vc are co-producers, \ve are vicariously experts. 

-\n;lphoric pronouns proiide the means of creating an artificial familiarity assumed by the 

speaker or Lvriter. A counterfeit intimacy is presumed which is a common advertising 

de\.ice \\-here the vendor feigns a personal conversation with the subject. Fairclough calls 

this 'synthetic personalisation' ( 1  992a). Examples can be found in 'technulogised' (see 

bcloiv) managerial discoursc aimed at managing the employees' emotional domain or in 

instances \\-here a greater inti~nacy is assumed than is shdred by the interlocutors. The 

l lmaging Director's blessage from thc ne\ilslctter of the cornp:J.? inder study is one such 

csamplt.: 

1 iind i t  hard to believe it's already been a month since I closed the door on my 

comfortable old bQuccnslanderl \\.it11 the palm trees and the newly installed 

s\ifimming pooi, but as thc : ,wing goes titne flies .. and though I h w e  never lived in 

Melbourne, I must say i t  is a great city and a great place to live. 

Carcare Neudctter. June 1997 t 

The mnnaying direcror offers details about his personal life and his feelings which give the 

seadcr a feeling tnat he is unti~reatening. \wnn  and personabk, a n  old friend perhaps. 



The observation of the use ofanaphoric pronouns is an important means of analysis in this 

study. 

4.9 Straiegies for Discourse Change 

Strategies for discourse maintenance may equally operate as agents of change. They may 

be used to defend the dominant discourse or to colonise its communication features and 

drau. members towards a new discourse. I t  is the way strategies are applied that prescribes 

their function. 

Here the pivotal construct is that of intertextuality. Other strategies and phenomena are a 

function of intertextuality. They include: 

the tecl~nologisation of discourse 

marketisation 

democratisation. 

Change in\;ol\,es fonils of transgression. crossing boundaries. such as putting 

together existing conventions in new combinations, or d r a ~ ~ i n g  upon conventions in 

situations \\.hich usually preclude them. 

Fairclough, 1993a: 96 

Change results from a process of probleinatising ideologies. This process may begin with 

an indi\.idual's refiisal to comply \vith the dominant discourse or the desire to assert poxver. 

Calling the boss by hisll~er first name may challenge the boundaries of the hierarchy. 

Transgressing the dress code, inappropriately adopting the culture or refusing to use the 

wnrs  similarly may threaten the bo~ndaries and call the ideology into question. Such 5 

acti\.ities beckon change when they do not succumb to sanctioning processes and when 

the). draw u.ith them a critical mass. 

Ho\ve\.er, usually change does not happen by stonn. It involves a consensual process 

\vher&y n particular discourse is contested and colonised (Fairclough 1 989). The 

mechanisms for incursion, influencing and colonising discourses are varied. One of the 

major mechanisms is intertestuality which involves resonating an alien discourse ivithin 

the prinlary discourse in order io change the way the text is perceived. 

4.9.7 lntertextuality 

lntcrtextuality is a po\verful mechanism for constructing our feelings and responses. It is a 

\Auahle analytical measure incorporated into C D 4  from Bakhtin ( l  986). Intertextuality is 

a referencing strategy whereby words are imported from an outside discoarse to make links 

hcliiwn discourses and so to crcate alliances. Gee et al. (1996) discusses the incursion of 

counselling discourscs into the discourse of industry. These days, industry seeks 

commitment, loyalty and a sense of 'family' from its \vorkforce, so we find references to 

caring and \yell-being in management and worker texts. The following example from the 

\\'ool\\~onhs training for shop assistants places emotive experience at the heart of their 

x t i \  it \ . .  It dcfincs 'empo\i.ennent' as: 

Trusting your CARE CONSCIENCE and giving yourself the approval to take 

action on behalf of the Customer when you feel an opportunity for Awesome 

Sen.ice nrisus - self EMPOWERMENT. 

(author's emphasis) 

1r:iining tbr Wool\\-orths' supenlmrket employees appears to have as much to do with 

sensitising the feelings and de\.r.loping intervention strategies within the commercial 

operation as i t  does u'ith operating a sales procedure. 

Intcrtextuality is a standard device in adxeertisin~ \\here products such as cigarettes oru 

associnied tvith romantic life-styles for instznce. Strategies used within industry to develop 

an identification \\,it11 the company amongst employees are another rich source of 

intcrtcstuul absurdities. The Wool\vorth's '1 Carc Attitude' song is one s l ~ h  example. Here 

is the first \*erse: 

Another day in all its gloqr 

Clon-ing in the  onlin ling light 

\\'e're a pal-1 ofthis great story 

Let's t1-y to do it right. 

The ,nuongruous juxtaposition of the quality adage of 'doing i t  right the first time' 

alongside symbols of  heroic new l i  fc, exemplifies the linking of unli keiy discourses. The 



authors arc attempting io colour the supermarket and the behaviour they wish :o engender 

\\.ith a sense of purpose greater than the activity itself of serving customers. 

The lack of subtle~y in !his particular example makes i t  improbnble that Woo!worths' 

employees \\.ill in fact recoriceptudise their work as an heraic call to the achievement of  

'qualitj*' performance. Howe\-er. cizver use of intertextuality successfidly constructs our 

attitudes and responses. The association of sophisticated life style with smoking has been 

\-ep. po\\.erful. The same could be said about drinking Coca Ccia or the sesilal prowess to 

he gained frum \yearing Windsor Smith shoes. Intertcxtuality therefore is a means for 

constituting change. It is a strategy for investing a discourse with particular significance in 

order to shift its locus of meaning. 

Interte::tua!ity demonstrates how several test types can be combined and configured but 

thc impofled tcrt is offen contested. While the Woolworths' attempt is dis~nissed as 

absurd. the smoking example is heavily contested by the medical profession and lhose who 

rcsist the esplsitation of the vulnerable in the community. Feminists are watchful of 

intertestual refkrences that associate ivornen wiln irindlessness or sex objects and religious 

i'undameiltalists guard the envi:onments in which their symbols are located, as am 

experienced 111 the 'Piss ~ h r i s t " ~  episode. The community's sense of sppropriacy acts as a 

,:ensor on matters of intertextuality: 

The xemingly endiess possibilities of creativity in discursive practice suggested by 

the concept of inteidiscursivity - and endless combination and reco~nbination of 

penres and disco~rses  - are in  practice limited and constrained by the state of .J 

'I-lci:emofiic .- relations a ~ d  hegemonic struggle. 

Fzisclough. 1 995: 134 

A respunsc to ii chollcnge to the dominant discourse may be defended by misrepresenting 

or dis:ortiny opposing ideologies - 'they a[ 2 recon!extualised as having less value' 

(Bcmstein 19%): 17 1 in Sarangi l996:203). ln industry. 'quality of worklife' programs 

were de\doped u-ith the philosophy that the employees are :he company's greatest 

resuurce. In tile 1990s !he programs were dismissed as 60s romanticism using intertestual 

practices io sssociatc programs with seif indulgence and industrial naii~cty. In the age of 

cci:noini~ rntiondis~n, so c s l i d  'huruar, resource' departments are no longer seen as 

holding t h ~  pm!::ix for the future of L company. Members of such departments are most 

likcl>* t9 be made redundant and reduced to a single staff member who keeps employee 

rccix-ds and contracts and out-sources training and other HR functions. However, some 

emp!oyers h a w  turned their attention to spirituality in business as a means of harnessing 

commi tmcnt and creating ineaning in work (Frank 2000, Mi troff &r Denton 1 9!W, Senge 

1991). 

4.9.2 Technologisation of Discourse 

\C'hcn ~ntertsxtuality becomes a calculated strategic process, Fairclough has named it the 

'tcchnolugization of dis~clurx '  - calculated intervention to shift discursive practices s s  part 

of t l ~ c  cnginccring of social ehangc' (Fairclough 19953). This is a strategy whereby new 

p r x t ~ c c s a r c  set up or 0111 OIXS arc rcfiamed, creating a space or a destabilisation of the old 

frame so ncw idea can f i l l  the \.acuum. The Woolworths examples have been 

tcchnologiscd. I n  thc race debate, temls such as 'racial integration' and 'protection' have 

becn disqualilied with the help of intertestual devices to convince communities of the 

inappropriac). o i  a patt.ma1istic rclationship with indigenous Australians. Terms such as 

'I-cconciliatian' and 'cultural di\.ersity' 1xn.e becn tactically introduced. 

it'ithin in dust^)^, a w!ture of managcrialism an6 lean production has been created by a 

carefull\ t:nginecred process of renaming change processes. The technological formation 

of' 'rcstructur-ing' is hund  in a community of words which inclucles 'downsizing', 'right 

sizing' rind 'out-souroing' to replace the ugly realities of 'sacking' and 'dismissal'. 

':lccountability' is scti-amcd as 'protitability' and measured only in nlonetary terms. An 

e ~ m p l c  further ansay ~ ~ . G I I I  home would be the 'Information Warriors' of the American 

lniclligencc. According to an ABC report, the American Intelligence assigned individuals 

to w.ork as Int'onnation M!aniors. Their tLsk was to create a discourse of dissent against 

Sacfam I-lussicn among Iraqi citizens in order to undermine his political polver. They were 

remxkahlv unsucc~ssh l  both in changing the discourse and the concepts surrounding the 

political cultur-c. of Iraq. (Austrajian Broadcasting Corporation 19%). They had no 

icgit~inacv in thc local discourse communities and hence no power to dcstabilise thc: 

ideology. 

~ 'o lo~~isa t ion  is a for111 of interrcstua!i ty where a ierrn is borrowed from another discourse 

and tralisp1nr:ted into a neiv discourse, in\.esting ii with new meaning. The word 



'empou~ennc'nt' is one such esan?ple. Borrowed from an idealist Frieriarl contest. it is now 

used in indust1-ia1 and con~meri.iaI settings as a c0erck.e measure  usual!^ involving the 

indi~ridual in apparent decision making. For example, u.a-kers may be described as 

empou.ered \\.hen they join continuous improvement groups. 

.A s~milar  in\ est~ncnt has taken place urith the \vord 'flexibility' (E\ver et al. 1993). In 

industrial scttings. tlesibilit\* is a desirable attribute. It is demonstrated wher, an employee 

accepts a change in n.ork practice that is sought by an employer. Within education it has 

come to nlean teckinologically based educational de!ivery which ironically offers the least 

flexible curricuium and !earning ~naterials (Brown 1991 ). 

4.9.3 Marketisation 

>larkctisatim of discourse is another cxamplc of the technologisation of discourse which 

rotlccts thc shiti i n  \.alues and o u t l o ~ k  of our society. Marketisation and cornmodification 

are the discourrx practices that ha \ c  transformed social activity into marketing acti\,ity 

(Fairclough 1993). LVords and concepts have been annexed or colonised from commercial 

ancl financial cni  ironnxnts and 11al.e been transplanted into social domains. Within current 

industrial education practice, thc employers are our 'clients' and our students are our 

'products'. In some instances. the argument ~vould be that the graduates are the products 

and the e m p l o > ~ e s  the clients. Our customers and clients demand satisfaction and our 

reqxmsibility I S  to meet that demand. Educational institutions spend rnoney grooming their 

Image to rctlcct the type o t' i~lstitution most fa\.oured by market suweys (Fairclough 1995). 

We measur? our producti\.ity in quantitative tenns using measuring tools transcribed from 

manufacturing contests. In CDA tcrms. the boundaries between the orders of discourse and 

d~scursi\.e practices h a i ~  beerr rcstr-uctu~ed to establish a new hybrid of consumer 

ad\wtising u.hich has becn strategicallv introduced into the domirunt discourse of 

professional and public scn.icc institutions. No other language is recognised as appropriate 

tin the dixussion of institutional activity. (Fairclough 1995: 135,9). 

L i ' i  thin this stud)., the issues of interteximliy a d  the teclmologisation of discourse are 

important in understanding the constanr Lvaves of change that have washed through 

industry n.ithin the last decade. The  researcher needs to question 

\\.here the discourscs come from, 

ivhy these sources have been chosen and 

\!hat alrenues of dissent and contestation have been available to the dominated groups. 

4.10 Emerging Discourses 

Ll'e are faced weith a world order, according to Fairclough: hence we need a new 

discourse to operate within it. There has been a shifi From traditional social roles handed 

d0Li.n from previous generations to a language based social organisation where social roles 

are mediated through conviction and persuasion. We have hence seen a shiA from a 

structc::d social stratification system to a negotiated one. 

Rulationships in public. based automatically upon authority are in decline as are 

pcrsonal relationships based upon the rights and duties of, for e u a m ~ l a ,  kinship 

...p eople's self identity. rather than being a feature of given positions and role, is 

re.flesii~ely built up through a process o f  negotiation. 

Fairclough. 1 995: 137 

I hx:e briefly touched on democratisation and ambiguity as discourse strands but 

n~nrketisation could also be included. 

410.1 Democratisation 

Thc democratisation of discourse both reflects and constructs this change in social 

rclat~nnships. The de~nocatisation or 'infonnalisation' (Featherstone 1991) of discourse 

na~ncs  the \\.ay language has bccome casual and colloquialised shunning classical, fonnal 

modes of self expression. The trcnd aspires to be inclusive and appears to reflect a 

tlattcnud nuthori ty hierarchy. I t  gives the appearance of equality, but Fairclough stresses it 

is only an illusion. Thc democratisutio;~ of discourse in asymmetrical relaticnships is: 

inturprutahle not as the elimination of polver asymmetry but its transformation into 

covert fonn .... Linked ... to the broad shift from coercion to consent, incorporation 

and pluralism in the excrcisr of power. 

Fairclough, 1995: 79, 80 



The analyst needs to be mindful of Fairclough's warning. but also conscious that 

informalisation is ambiguous:. 

con\~ersationalised discursive practices are open to contradictory investments, being 

linked either to democratisation or to new st ra te~ies  of control and being therefore 

themsel\.es a for;c;s o f  hegernonic struggle. 

Fairclough. 1995: 10 1 

4.1 0.2 Ambiguity 

Ambiguit!. is perhaps the strongest feature of the most dynamic contemporary businesses. 

Such businesses have been described as the new work order: 

The new capitalism has itself co-opted a good deal of the language and many of the 

themes of ostensibly opposing mo\tments ... The new capitalism blatantly blurs 

traditional idcntitics (e.g. b e t u e n  'workers' and 'managers'; 'products' and 

bservices': .practice/production' and 'knowledge'); it celebrates change and the 

absence of borders ... and i t  encourages the undermining of overt authority. 

Gee et al., 1996: 68 

Its ambiguity is created by the fluid mixing of genres and ideologies. It is both benign and 

insidious, creative and constricting, manipulative and free forming. Interpreting it at any 

one time is temporary because its meanings changc rapidly. The new capitalism makes 

rstensi\.e use of intertestuality. the colonisation of terms and of marketisation and 

com~noditication. CDA is a useful tool to unlock its dynamics but its instability makes ~t 

difticult to typify. Yew capitalism is howeixr the energy behind most change activity in 

conte~nporary \vorkplaces. 

4.1 1 Conclusion 

In  this study change needs to be understood both at the macro level of industry and global 

~no\.ements and on the micro levei of a small company. The stra~egies outlined above need 

to be applied to both fields. The remaining chapters arc devoted to this analysis. The 

contest chapters demonstrate the nVsy the climate has been created to establish priorities 

and urgencies for action by in\.esting events and phenomena with an interpretation that. 

d c n ~ m d s  a change response. At company level, discourse analysis of interactional events 

al1on.s us to observe how employees are persuaded, cajoled or overpowered to change their 

position and support a management or union Eraming of a situation. On the other hand, 

employees themselves attempt to influence attitudes zild decisions and forge new 

relationships \s.ith manager'ilmt. 

. . 
-' .A colourtll political tigurc ~ h o  has p i n e d  popuiarity ;lrnc?ng conscnativr wtcrs \vho ke l  thernseives by-passed in thc 
doii~in,mt partics. 
- v  - .A*, pan ot'.~n intcrnc~!iorl~l art cshibition held In 19%. a paintirlg of  Christ \vas exhibited whcrc artistic el'fects were 
.~t:hic\ cd with the use 01' urine. Thc artist made his rncthods public not least of all in the titlc of the artwork. A debate 
r a g d  in J1clt~numc and Christia~: activists succccdcd in damaging the drtivork m d  finally having the exhibition closed. 



CHAPTER 5 :- THE INDUSTRIAL AND DISCURSIVE CONTEXT 

Balloon metaphor: 

This chapter concerns itself with the broader environmer~t that  

provides a context for thc activities in the basket. I t  attempts 

W to understand the structure and function of the  balloon itself 

and how it achieved sufficient momentum t o  achieve lift o f f .  

5.1 Overview 

This chaptei gi\ es an account of Australian industrial change o\.er the last 25 J ears. The 

changc \\.as energised by the go\mm~nent's readin;; ofthe competitive pressures to 

participate in the global economy. Embedded ~vithin the go\ emment's reading was a belief 

that .?iustsalia needcd to hurriedly catch up n.ith the best practice models of Ecrope and 

Japan. 

This history is important because i t  traces the evolution of a new ideology in industrial. 

social and political thinking that both nurtured and made space for the actiirity of 

organisations such as '\ivL1. A large component of the change was to do with the 

d a  clopment of technical and communication skills. WLI interpreted the educational 

agenda to include the development of skills and attitudes consistent \\pith industrial 

democracq.. The imperative of Australia's pafticipation in the global ecoaomy was 

accompanied bjr an urgency to create a new industrial culture. Some union, go\.emment 

and acade~uic stakeholders believed that industrial democracy provided the direction for a 

\,lbrant and productive industry culture. Gow-nment and industry policy sanctioned 

de\ clopment along thcsc I~ncs. This breadth of consensus helped create a climate which 

cai c \\;L1 and the union pci-mission to undertake their ivork and p r m x t e  their agendas at 
U 

local sites such as Carcare. 

This chapter outlines how unions and policy makers constructed the industrial d m o i r a c y  

argurncnt urithin thc industrial milieu producil!g an environment ripe for organisations. 

committed to that ideology, to tlourish. I ackncv;ledge that there are other interpretations 
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of the activity surrounding the adverii of the globai economy which discount the role of 

industrial democracy (Probeit 1993, Ewer et al. 1993, Hampson et a!. 1991, Fairbrother et 

al. 1997). They interpret the change as always inten! upon promoting neo-liberal policies. 

I .  howe\,er, argue that the industrial democrixy ideology was gradually subsumed by the 

discourse of n~ar.agerialism and ccononic rationalism that h a  now come to define !he 

nature of industrial globa:ism in Austrdia. 

I hare drawn material from 3 range of sources - newspapers, union publications etc in 

order to describc and illustrate the discursive cons~ruction of change. I focus particularly 

on the last 10 to l 5  years of  rhe century - years often described as turbulent and 

;h;iractesised by rapid and far-reaching change (Mackay 1993). The chapter begins by 

describing the climate that accelerated thu government and the industrial community 

to~vards globalism. I t  goes on to explain how this was interpreted initially as a discourse of 

cgalitximism but i t  was soon rendercd into one of managerialism under the influence of 

economic rationalism. The chapter ends by observing how WLl and Carcare respc'nded to 

thc change that beset t he~n .  

5.2 Thecontext 

5.2.1 Globalism 

The central theme during this period is globalism. Resistance to it, acceptance of  it m d  

issucs of dctinifion are central to the debate: 

The great philosophical conundrum facing Australia and governments in the 1990s 

is whether an internationalised economy is compatible with the Austraiian tradition 

of social egdi tarianism. 

Kelly, 1993.: ssii 

h narrow \*iirw of globalism refers to an economy based on intemationai competition in the 

~:ommodities, investment, financial and infcmation markets with its consequci~tial impact 

upon production and sccinl systems and culture. i. broader view would gi\ . equal wr~ight 

to thc three components of globalism - economic, social and cultural as 0r.e impacts upso 

the oti~er: 



The characteristics of an open and competitive economy are likely to include a 
! I 
j 

.rowing disparity in performance and wea!th and between different states, regions, i b ! 

locations. companies, institutions and households. ! 

There are at least two ways of viewing the advent of globalism in ~us t ra l i a '~ :  

as a persistent and highly strategic progression master-minded by iiltemational business 

in league with Australian power brokers (Probert 1993. Rees and Rodley 1995); or I 

as an ad hoc struggle between the imperative oi'economic viability on the one hand and 

the values of equity and humanism on the other (Kelly 1994, Cannichael 1993). 

Although tenable arguments are put forward from both perspectives, t prefer the second 

interpretation. While international forces were creating an eni.ironment that could not be 

ignored (Kelly 1994). Australian business people were searching for answers. At ground 

level, many. maybe most, were neither clear in their vision nor in control of the change 

process (Pappas et al. 1990). Cannichael (2001), taking a retrospective view. states that 

neither unions nor regular businesa people understood the workings of globalism. The case 

study ccmpany provides supporting evidence of this point of vie:\.. 

No\\., at the turn of the millennium, Australian government and industry appear to have 

surrendered their attempt to achieve an Austra!ian brand of globalism that allowed B 

measllre of national autonomy and an ideology that balanced economic prosperity with 

humanist social \.dues. 

This chapter describes the discourses embedded in the historical circumstances which have 

nudged Australian decision making iowards the form of globalism now predominant. 

These discourses have shaped the company under study. 

5.2.2 Globalism and the Case Study Company 

The case study company, ACME Carcare, provided a service to automotive retailers, 

exporters and importers. Positioned at the turnstile of the import/export automotive market, 

i t  felt tbe consequences of most of the change decisions that have rippled through industry: 

the change in tariff boundaries and the national interest in overseas markets catapultsd 

the company from a m a i l  business with no competitors to a company of considerable 

dimensions in a competitive global economy 

the ad\.ent of g!obalism cast the company into strategically important alignment with 

;tutomoti\fe manufacturers and retailers as the traffic of cars in and out of the country 

n~ultiplicd 

its strategic position made it attractive to company amalgamation and take over, both of 

\i.hich happened ovcr the last S years 

the cffcct of international competition forced modem management systems onto the 

company 

the repositioning of the Australian ivorkforce within the industrial relations framework 

ca\x rise to consultat~ve and educational processes. 
L 

It is therefore impossible to interpret the power relations and the decision making 

interchange at the local level without mderstanding the discourses of recent industrial 

history ufhich echo throughout the company. 

5.3 The Emergence of a New Epoch 

5.3.1 Heralding Change 

Prime hlinister Whitlam began reducing tariffs in the 1970s, heralding a new chapter in 

industrial history. I n  the 2 1'' century Australian industry is still turning the pages of that 

chapter as globalism continues to force the door ever wider to free trade. By the end of the 

19SOs. dospite the resistant'' discourses, the popular wisdom was that economic prosperity 

lay i n  international markets. 

Petty's cartoon in the bicentennial edition of The Age (Saturday December 3 1,  1988) 

captures the foreboding with which many greeted the new direction. It portrays a very 

uncertsin Australia headed off with mud map in hand under penny-cracker propulsion and 

am~ed  only with trusting smiles. I l l  equipped for the journey, the travellers are destined for 

an unii~elcoming land full of blockages. perils and false starts. 



From The ..!gc. N e i ~ q q x r  Saturday 3 I December 1988 
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5.3.2 A New Discourse of Equity 

.,\uztr3linn m a ~ u f x t u r i n g  culture had been built on strong authoritarian traditions drauvin~ b 

upon mechanistic models of Ta>rlor and ~ o r d " .  In the meantime. 3 new discourse began to 

smerge. Llanagement discourse until now had constructed itself wi th i i the  domains of 

cngincering and accountancy. The almost inevitable corollary was defiant labour 

organisations and ad\xxsnrial industrial relations practices (Pappas et al. 1990). By the 

19SOs. honv.-er, the discourse of human psychology began to infiltrate the sphere of 

111an;rgcmcnt. This incant a shift in emphasis from mechanistic. technical systems to 

Jihcursi\.c nleasurcs in ~nanaging the \vorkforce. 

R \  the eighties human relations managers were firmly established in large compnnies. 

m m \  nf them tmincd in orsanisational behaviour. Schools of management were 

c~ tah l~shcd  . . in uni\-trsitics and training institutions. American ideas of 9:9 management 

ht?lcs" ;lnd T h e q .  S and \';' management models infiltrated the ~ o r k p l a c e .  Humanist 

pvchology suggcstcd new alternati\.es in managing employees based on establishing trust 

and in\.ol\,ing thc \\.orkcrs in decision making (Elsey 1990, Kitay and Lansbuly 1997). 
- 

I l l q  nrgucd for new \vays to achieve international competitiveness. In some large 

companies Quality of Worklife programs offered personal development courses and 

a!-mn:iriums thlt looked to the de\,elop~nent of the whole person. The new discourse sat 
L 

unco~n fortnbl!. alongside that of production managers who continued to prowl the glass 

\\ indo\\,.; o\ erlooking the Bctor>e lloor, their gaze finnly set on the production ::!;:lres. 

Consistent ivith th t  rise 01~hun1anisn1 in business, the Australian Labor-led government 

doternlined to find political advantage in creating a humanist form of globalism''. 

1-istcning to the olnni~ i n  the \.@ices of the Australian unionists. the Australian Labor Party 

(:\Ll') lbund a unique mix of national and international ingredients in creating a f o m ~  of 

~Iohal ism that pso\*idcd protit, prosperity for all, social justice and democracy. 
L 

The ALP \\.rested power from the Liberal Coalition ( 1  983) promising more inclusive 

~ I I I C U S S ~ S  ;IS !he nlcilns of sol\.ing contemporary questions (Maddox 1989). A number of 

summits demonstmted a new \vay of dealing with issues through consensus and holistic 

approaches bringins together all interest groups on critical issues. Consensus decision 

making became the model for industry and government. The ,4ccord3' was an example and 



undoubtedly the most successfill in creating tangible change. It was noted in the bi- 

centenary special edition of Tile .-@ newspaper as a significant achievement: 

Hnn.e\m- clss that go\lernnxnt is seen by history, the accord bet~veen the 

(.o\xmlnent and unions will be its gieat achievement. The accord hamesssd the 2 

militancy of the unions incorporating them into the decision making process, giving 

them an oh. ious stake in the outcomes. 

Rees, 1988. The r lge,  Saturday, December 3 l . 

The n w r  approach upas recognised as a revolutionan circuit breaker by social and political 

cornn~~'ntators: 

The first great triumph of the nei\. administration was the National Economic 

Summit ... This event was at once the chief vehicle and symbol of national 

consensus ... the Prices and Income Accord between the government and the trade 

unions lvhich ... traded an increased 'social wage' - tax c ~ t s ,  health benefits, 

reduced interest rates and ik-elfare benefits - for wage fixation according to stringent 

guidelines ... Whatei-er the perspective, there is no questioning the fact that the 

t~overnment had achieved something of a revolution in industrial relations. b 

Lladdos. 1989: 33 

bConscnsus'. .shared decision making', 'consultation' and 'negotiation' became the banner 

ivords of the new discourse of industry. This was the discourse that opened up tripartite 

decision making i n  companies as far remo\ped from the mainstream as Carcare. 

Sea. Occupational !-iealth and Safety legislation in Victoria (1985) turned the old 

advessariai system on its head. Where in the past, the legislation required that workers 

pro\.c that the negligence of the company caused their work injuries, the new legislation 

put the responsibility on to the companius to create a safc workplace. It e~llpowered 

aforkers through their delegates to shut down unsafe equipment and stop unsafe practices. 

Delegates also had a role to play i n  implementing safety investigations and corrective 

practices. While ths legislation invited a renegotiation of the power relationships. other 

social mechanisms held social relations in place so that most delegates did not explore the 

full potential of their power. Nonetheless, unions began traininq their delegates in the new 

Ic~islation and sleepy co~npaniss such as Carcare found stewards asserting their ailthority 

in areas where preliously only management trod. 

- 7 . * l  Equal E ~ ~ ~ p l o y m e n t  Opportunity legislation- appeared to be committed to breaking d0ii.n 

oid  hegemonies based on the supremacy of Lvhfte, middle class males. Conpcnsator-y 

education programs pled2t.d to redrzss the imbalances and de\.elop the potential of all 

cimmunity members'! The discourse of  social justice emanated from both sides of the 

industrial dil~ide: 

equal opportunities for skills acquisition need to be extended to all groups in the 

ii.orkforcc, particularly those that have traditionally had limited access to training in 

industn, such as mature age entrants and migrants. 

'T'hc IICW ir~itiati\'es shifted the locus of action from technology to language, from 

~ncchsnisation to p:ople ccntred endea\vur, from adversarial to consensus ccmtlict 

I-csuluticm. 

E\  c11 in  cnginming 111;lintcnancc . . . the key variables (and barriers) to the change 

proccss \\.ere social and cul~ural rather than technical. 

\\..atcrhouss. \\:ilson and Eiver. 1999: 16 

S h a r d  opportunity, shared responsibility for occupational health and safety, skills 

dcidopment and the joint fkrn1ation o f  industry strategies w a n t  the catalyst for change 

\\.;IS to bc cnnicd h? belief, perception and the bsoft' skills of communication. 

5.4 Industry and Award Restructuring 

5.4.1 Implementing the Rhetoric 

('onscnsus decision 11laki11g and 3 c n ~ m ~ i t m c n t  to humanist values sat within a far-reaching 

set ot'rctjrnls \t.hich \vex  to be t ! ~  nucleus of an egalitarian globalism. The industrial 

rcfornl mo\re~i~cnt ,  kno~vn as Industry and Award Restructuring, tvas based upon wisdom 

glwned from obser\.ing successful industries overseas. From the mid 1980s. overLeas 



missions had set off to study how other countries had accomplished economic prosperity. 

These missions were e\- ide~ce o i a  change in attitude within Australian government and 

industi).. There a.as 3 belief that the future lay in international competition and Australian 

industry n.35 mo\.ing to take a place in the global market economy. (ACTUITDC 1987, 

Federal Chamber ofAutornoti\~e industries and the Federation of Vehicle Industry lJr;ons, 

FCAI FVIU 1989.) 

The missions. led by different industry sectors. brought together union. management and 

w\*ernment bodies. True to consensus principles, each player was recognised as an c' 

indispensable pan of the equation. whose inclusion was essential to progress. 

The 51etaI Industn. A\vard Restructuring Implementation Manual proudly sports the logos 

o f  each of  t 1 ~  industry stakeholders. the MTIA. rhc ACM and the M'T'FU. 

The restructure was designed to enhance industrial efficiency and to incre-se skill le\.els 12 

order to achie1.e producti\ity and therefore prosperity through export production (Dawkins 

1989 a) .  Based on egalitarian values. the reforms were to be achieved by: 

establishing consultati\'e practices; 

reorganising iim-k through ;he broad banding4" of jobs: 

de\.olving greater responsibility to the floor for quality and production control; 

de\.eloping Lvorkers' skills: 

upgrading tcchnology; 

improving efficiency through cornniunication with the u orkers. 

Limy of  these points of action wcre tbcused on changing the relationships between the 

~nanagetnent and the shop floor. The most intense sites of activity were industrial relations 

and skills de~dopment ,  both identified as the signiticant retardants to progress. 

The idealised model, symbolised by the inverted triangle, represented the new 

~oii~munication dues. Workers would infonn managers on mattors of ivork organisation 

and cfticicncy in~pro\~c~ner~ts .  Managers wou Id facilitate the change. Management 

structures \\.ould be fiai::~~ed. Workers would take control of their work. Grievances would 

be resolved at the worksite gathered around the negotiating table. The following statement 

was th:zt of an industrial manager: 
I 

The true 'Luming  Organisation' \\.odd be encouraging i t -  employees, as 

indi1,iduals and gnwps. to de\.elop nen- skills. kno\vledge 2nd attitudes. and in 

return thc organisation umuld he learning .--om its employees about efficiency or 

qualit!. 1 1 ? 1 p i ( ~ i . ~ ~ l ~ " ~ i S .  new applications and innovations. 

Elliot. 1989: 1 S 

Staff Dc\.clopmcnt '!Llnnager. National Mutual NSW Branch 

I lwimcr  not c\,er)onc greeted this rhetoric as the dawning of a new age of industria! 

donociac!.. Critics recsgnised uhc nr \ r z  era as the beginning of an insidious nlo\rement 

to\\.ards Icm management and economic rationalism: 

The)  (thc n e n  organisational \ d u e s )  are a subject of sharp disagreement in the 

literature. Some n.riters sce h e  current trends as the forerunner of a new era of 

11u1l:ane. deniocraric and producti\ve workpiaces. Others expect that workers will be 

~ u h j e ~ t c J  to ;I new regime o t'run*eillance and specialised work design that U- i l l  lend 

to t'c\i.t.r jobs and greater stress. 

\L'atcrhwse. \kVilson, E\irt.r, 1999: 14 

B> 1994. of more than 3.000 federally registered enterprise agreements 53% 

contained at least one pro;ision relating to flexible labour organisation. team work. 

qualitv assura~icc. continuous iti~pro\~ement, organisational restructunr.g or a new 

clusstticat~on structure (DIR 1996, p. 109) . . . 

\\'aterhouse. Wilsoil, Ewer, i ?99: 13 

Pcrsonnllv positioned as one of the implementation foot soldiers of the restnxture 

 no\ cmsnt. ! read the dominant discourse as a vury optimistic one. Adult learniny led by 

industr). \ipould bc the means of rcnlising a new social vision. 

I t  IS  tiii-ough languagc that \ife d e ~ e l o p  our thoughts, shape our experience, explore our 

C U S ~ O I ~ I S .  stsucturc our co111111utlity. construct aur l a w .  articulate our values and give 

~spscssion to our hopes and ideals: 



l!-t: aspire to an Austral~a in \\.hich its citizens will be literate and articulate, a 

natmn of active intelligent readers. writers. listeners and speakers. Such a nation 

\\ . i l l  he \\.ell educated and cle\.e:. cultured and humane. and rich and purposeful. 

because of the kno~vledge. skiils and ~ A u e s  of its people. 

Da\\.kins (DEET). 1990: i \ .  

I .  along a i th  many of m)' co!leagues in the field, enthusiastically \-oluntrered to help 

realise the new \.ision. 

C~nsui ta t i \~c  ~iirchanisms \\.ere set up in many co~iipanies. Most included decision making 

poLver. The metals industry \\.as a leader in constructing the discourse. The iMetal Indust? 

.A\\.ard Restructuring I~nplementation Manual recommended the Workplace Resource 

Centre (\\:RC) as a tripartite consultancy body established to support companies engaged 

in restructuring: 

The M;RC established and preferred approach for initiating ivorkplace reforni is to 

totall!. rc\.ic\v all aspects of the enterprise's business. \.ia the consultati\-e 

~ncchanisnl. in a planned and structured manner, with thc participation of all 

employees to establish commitment and atti tudinal change. 

JlTl.4. ACM, h1TFL'. n-d.: 70 

There \\,ere fen*. possibly no aspects of the business t h ~ t  \\*ere to be outside the scrutiny of 

the consultatii.e group. (In practice there nrere many. but union training instructed ste\\.ards 

to ask for access to financial records.) %latheson, a unionist. listed the items open to 

consul tation: 

In 1983 the ACTL and the CA1 agreed on a Joint Statemcnt on 'Participative 

Principles'. Included in that statement was the 'shared coniriction ... that co- 

operation is best achie\.ed by furthering the practices of infornation sharing, 

c i l~~~municat ion and octi\.e in\ul\miicnt of employees at the workface in pursuing 

mutudl! bcnefic~al o b j e c t i ~ u ,  including: 

efficiency 

quali t j r  of ~vorklife 

competiti\~eness 

job security 

reliability and qualit). 

skills d~'velopment 

a healthy and safe working environment 

tlesibility and responsi\mess 

innovation and cresti\ity 

\latheson. 1989: l . S  

l 'he old issues ofcvntcn~ion bct~vecn unions and management were renamed as areas of 

common interests eg ~vork organisation. skill development, labour levels ... Union texts 

\\ erc asscrti\.e and optimislic. They spoke of ' sha r in~ ' ,  'int.olvement' and 'co-operation'. 

Some u.t'nt as hr as cn~isag ing  industrial democracy. Mathews ( 1  999) recognised the 

restructuring mo\.crnent as a significant step toneards this goal. Words borrowed fiom 

socialist thought replaced the language of  accusation and mistnist. 'Innovation' and 

'crcati\ity' \vex  ncnr ideas i n  thc n'ork-a-day environment of production runs and 

schcduiing but the!. claimed a presence in the discourse of factory wc3rk. 'Mutual benefit' 

i j  as imported as a key concept of thz consensus culture. It still maintains a significant hold. 

.-\\\.nrds \\.crc rc\.icu.cd and brought tcgcther under neu. broader headings breaking dowm 

thc old cicm;ircatic.rns bct\\.t.cn jobs. Framen.orks \\.ere d e ~ d o p e d  to reclassify the 

n.ork1i1rc.c from top to bottom through the Australian Standards Framework (ASF). 

,-ISIY I c ~ ~ c l s  classified all \i.orkers into S leveis from those at the bottom, say a cleaner, to 

those at the top, say a senior mgincer. Each level \vas matched to a degree of 

rcsponsibilit!. This kmned thc basis ot'the career path, the broad banding of skills and 

hk~lls training and dcidopment.  Notionally onc could move from the bottom to the top. 

This reclassification was the n m k  of the first project to be undertaken at Carcare under the 

guidanw ot'thc. union - referred to here as thc assessment project. The task was to transiate 

the restructured a~varcl to the conipany by broadbanding the jobs and defining the skills 

ncccicd at each level. ,-\long the \\.ay ~ v e  itrere to create culture change towards a 

consultati\.c decision making en\.ironinent. Only the first tvas forn~ally stated in a project 

hrid'. -f-l~c second \\.;IS part of an inhnnal  'pact' we. at WLI, entered into uirh the union. 



5.4.2 A Reticent Embrace of Reform 

Despite the discursi\.e shift in the public domain. most A 4 leaders did not 

leap into rsfm-r;l (Buchanan 1995). The cage door had been opened but most of the inmates 

sat resolutely inside. They clearly did not trust restructuring as the enterprise life raft it was 

purported to be. I t  appears tnat the technologisation4' of the discourse had largely failed. 

Carmichael. a spokesperson from the union movement, writing the foreword to the 

Employment and Skills Formation Council report, Raising the Standard, quotes fiom the 

Financial Review: 

'Despite all the sound and fury over recent yearc only a minority of companies ha\fe 

really restructured ~vith the majority just grafting ideas such as quality circles on 

existing systems. ' 

' M a t  we need', he said, 'is a circuit breaker to help them decide on the need to 

reorganise and t9 get critical technical, economic and social issues on the table in a 

non-threatening way. But one thing is for sure. Work systems designed by experts 

and imposed by managers can never be as good as those developed with the people 

w-ho actually haire to perform them.' 

Carmichael. 1993: is 

The Track Union Training Authority (TUTA) was established in 1975 through an act of 

parliament by the Whitlam government. In the restructuring years, it worked vigorously to 

train unionists to participate more fully and more powerhlly in their working lives. Their 

learning materials of 199 1 note: 

I t  is important for unionists to recognise that consultation is now an award right 

(See Clauses 6. 4 1. and 41) as well as am extension of the nerotiating fiarnework 

allonfing for increased union intervention_ in decision making. 

TLiTA. I99 l (author's emphasis) 

The test at!t'mpts to convince unionists to take up their lcgal right, but consultation and 

s h a r d  decision making were new words and new roles as threatening to union members as 

they \\-ere to managers. 

The take-up rate lvas inconsistent. According to an extensive industrial relations sunr?>.: 

I t  is clear that the less important decisions are settled 'donPn the line', lvhile ?he 

critical issues aikcting ivorkpiace performance are settled by senior workplace or 

head office management. Far from 'letting go of the chains' most organisations still 

appear to be quite centrelised and controlled from above. The rhetoric of  deLrolution 

and decentralisation is yet to make a real impact in practice at most workplaces. 

Buchanan. 1995: 60 

7'11~' so\.cmmcnt droi c the reform ni th incentives and financial support. Some govemment 

p - a p m s  ncrc  onl). ;1\.ailabIc to cornpznies kvho could ad~ninister the initiative through a 

>;re-based tripartite or bipartite co.rr.~ni!tc.e. This was true for the hnding achieved for 

Carcarc. The rolc displa).cd by the Labor government in industry reform struck a marked 

contrast to prc\ious gmu-nn~ents. The Labor goiVernment fomled a partnership with 

cmplo!.crs and unions v.bich inlluenced :he core of industry practice. It influenced decision 

nlaking, thc u x y  i\.ork was organised and the terms on which i t  ivould be rewarded. 

. l - hc clcvcmess of thc go\.cm~nent initiati\.e lay in locking together opposing forces to 

crcatc rci\.ar~Is and in~cnti\ .es associated ui th  tk2 achievement of reform. for example, 

classiticaticm Ie\.els \\ere linked to skill de\~elopment, increased \%.ages for union members 

to thc restructuring of aivnrds, ueorker safely to management liability, training funds to the 

cstabiishmcnt of a consultati\.e training committee. 

Another rwding of thc trade-off tactic is that the gotrernment and industrial parties were 

clmmittcd to dcrcgulation and hating relinquished a strategy of direct inten.ention, they 

used inccnti\.c schenlcs and training reform as 'industry policy by other means' (Ewer 

1996: 13). For unions i n  the Accord era, recognition of skills growth was to replace 

inchstria1 action as thc means to bettering wages and conditions. 

I t  is Il~tuous to attempt to draw a single rind consistent discourse particularly from 

go\ enmcnt  \vhcre politics arc mure important than social ideals. However there \\,as 

plcnty of textual c\.idcnce around ~trith which to construct a discourse of industrial 

dc111oc1-X?,. 



5.4.3 l ndustrial Democracy Perhaps 

In radical quarters the discourse shitied from reform to industrial democracy. Mathews 

( 1989). elVen in his more cautionary statements, expressed conviction in the possibility of 

industrial democracy: 

...p ost Fordism ... opens up the prospect of the invention of work systems in which 

people and their skills are valued. and \\here authoritarian systems of surveillance 

and control gi1.e way to democratised forms of participation and self management. 

blaihe~vs 1993:95 

Fraser. national secretary of the Metal Trades Federation of Unions (MTFU) reflected the 

euphoria of the times. In December 1990, a new wage agreement was signed between the 

bITFU and the Metal Trades Industries Association (MTIA). Fraser wrote in the press: 

The MTFU-MTIA agreement represents a revolution in industrial culture in this 

country. Indeed it represents a new industrial revolution. 

The agreement acknowledges that giving skills to the workforce and paying people 

a living wage not only ensures that they have some money in their pockets to buy 

Australian-manufactured goods, i t  means Australia will have an unrepressed. 

skilled and intelligent workforce that produces as well as, if not better than, anyone 

else in the \i.orld. 

The .-@ Tuesday 3 December, 1990 

The euphoria of the irision masks a reading of this text which in~plicr, a lack of faith in the 

s k d  and intelligence l e \ d  of the then current workforce and hegemonic shift to the 

managanent framin_c of the workforce. The text suggests that the workforce is not skilled, 

intelligent or scfficientl y producti\re - a view usually presented by management. 

In the same newspaper rcpon, Fraser referred to the rcfonn achieved at two companies as a 

result of the ne\v agreement. At lile Campsie plant of Sunbeam-Victa where: 

Absenteeism was halved and the rej\xtion rate r i i  products fell from 16-20 per cent 

to 1-5 p,:r cent. At the same time outl)ut on some lines doubled. 

Tile ,?gc, Tuesday 4 December, 1990 

.At Trico in ;Ilelbourne. Fraser reported: 

restructuring created productivity increases estimated at S2 million in lvorking 

capital and expanded total export business by 300 per cent in 1989. while 

increasing employment from 160 to 230. 

7 ' 1 1 ~  .Age, Tuesday 3 December 1990 

Frascr t!,pitied the !IC\Y consensus culture where partisan interests were accommodated. 

Notably. he celebrated profit gains but made little mention of labour gains. 

There ivas a certainty abou! the construction of the problem and the solut; ~ o n s  that 

ycnerated hope and cncry). and silenced critical voices. The restructuring solution was 

presuntcd as unproblematic. transparent and readily a\.ailable. though not necessarily easj*. 

Tlic q m c r g .  and enthusiasni of the discourse left little space fur counter discourses. 

H()\+ c\ er Hiin~pson et al. \+.riting a f w  years later, recognised that the uncritical adopiion 

o f  o\ crscas !iiodcIs o f ~ h m g c  was dangerous: 

hlissions overscas failed to distinguish ivork intensitication4' models from Gemian 

group ii'ork models. 

Hampwn et al. ,  1994:236 

A lack of critical sensibility opened the way to managerialist work organisation that settled 

into the new restructurid spacc in some companies. The road to industrial democracy was 

already corrupted. Refbmi measures embraced lean management as willingly as industrial 

Jc~noci-ac\~ and nianjp union delegates \+.ere yet to learn the difference. 

The shi!i in thc union movemcnt's strategy from advocating state-led economic 

intmVcnt ion (best illustrated in .-l~strnlin Hestrzrctirred ACTITDC, 1 987) to 

supporting workplace change as the key lever of union strategy. prw~ides a strategic 

\~acuuni to \t.hich apolitical tendencies of post-Fordism are well suited. 

Hampscn et al., 3 994:232 



5.5 Evaluating the Industry Restructuring Movement 

5.5.1 Uncertain Achievements 

The industry restructure movement failed on a number of levels. It failed to produce 

nstion-\{ride. industq--w-ide reform partly because reform activity was narrowed to the 

manufacturing U-orkforce and the bodies that regulared it. Larger non-manufacturiqg 

companies and services were not under the microscope because they were not seen to ha1.e 

export potential in Australia during the launching years of the restructure movement. By 

the mid 1990s the global potential of services such as education, intemet and financial 

sen.ices reframed .4ustralia's global offerings as manufacturing moved increasingly off- 
4 7 shore . 

Other industry sectors also escaped attention, particularly small and medium sized 

business". Australia's primary employers". \ire are constantly reminded, hid unobserved 

and were only minimally affected by the revolution taking place around them. 

Secondly, reforin energy was preoccupied \r.ith change at shop tloor 1 e ~ d .  Little attention 

\i as paid to management skills and processes. The diagnosis. the legislation, the 

W\ ernment grants and thc incentive programs framed the causes of the problem around 
U 

\i.orkcrs: the \vay they worked and the way they Lvere organised industrially. The skills of 

managers and their styles of management received no significant attention until the Karpin 

Report ( 1995). The Karpin Report was particularly directed towards fiontline managers 

I ca~ ing  aside more senior esecuti\.cs who still remained cocooned from any significant 

reassessment. Development of the shop tloor- on its own does not produce workplace 

reform as this case study demonstrates. 

The recession took hold in 199 1 and in their effort to respond to the shared responsibility 

of keeping 'their' colnpany in business, employee representatives accepted increases in 

productivity. reduced real wages and reduced e~nployment levels. Most stewards became 

inad\lertently compiicit in an agenda ahich read as 'mutually beneticial' but which served 

~nanagclnrnt interests disproportionately (Virgona 1994) In their role as workplace 

communicators they worked diligently to 'sell' their proposals to the workforce - a role 

which \i.ould have been that of 1na17agers i n  the past. They had tluency and credibility 

2vi thin the shop tloor discourse which advantaged their arguments. Thus, in the name of 

tlesibiiity and common interests. unions sold back to management hard won gains in 

enterprise bargains4" (Shon et al. 1993, Heiller 1997). 

In company meeting rooms. the colonising power of the management discourse silenced 

\\,orkcr representati\.cs. The logic of managerialist solutions in creating efficiencies and the 

urgency of  production imperatives coloured the issues, particularly as the recession began 

to take hold ( 1  990 - '9 1 ). For many shop stewards, the alien authority of the boardroom 

and thc pc-.rsuasi\ e po\s.c.r of production figures and tirnelines found them lost for words. 

Pus~tioned outside their traditional discourse. they nrere no match for the experienced 

clt.batt. of nianagcrs. Despite union evidence of the gains to be made from a democratic 

\i or-kplnce. most managers could not be c o ~ n w t e d .  As was the case at Carcare, managers 

\\ ould bc nudged some of the wajt  but unions failed to construct a discourse of sufficient 

prcscncc to shift the balance of po\\.cr. I t  would take conviction and conxnitment liom all 

par-tics to ~rrtnsfonn the nmkplace (Elliott 1989). I t  could not be done by stealth (Brain 

1 C)99). 



Had the iecession come a little later \\.hen lvorkers had developed a confident discourse 

\\.it11 \i hich to match management. the consensus experiment may have delivered the 

unique form of globalism envis~ged  by some in the labour moi-ement. However, according 

to some critics. such a proposition uras never a possibility. I n  their opinion. the industry 

reform process prmrided the tools for doun-sizicg and managerialism. Probert quotes 

Schultz u.ho has a definition of restructuring \l.rhich is far removed from the idealism of 

.Ilathc\i.s. Fraser. Carn~ichael and hlatheson: 

Schultz insists that 'restructuring is a code rvord' which hides the reality of the job 

loss in\,olved in '~nanufacturing industry's transition fiorn labour intensive to 

capital intensi\*e'. 

Probcrt. l 993 : 3 

Prober? ( l  993) points out that restructuring n-as happening right across the globe during the 

19SOs as part of a right \ring agenda. I t  was hsppening in Thatcher's England and 

Rcagan's Asncrica and around the Pacific rim. This came as a surprise to many Australians 

\\,orking locally in the field urho belieLred that Industry Restructuring \\.as inseparably 

\i.cddcd to an ideology of  rebalancing pouscr through consultation and the recolrnition of " 

stakcholdar interests: 

Replacing confrontation. consensus \\.as to be the surrogate for Australianness - a 

c c  to national unity bordeiing on the jingoistic. with sporting and cultural heroes 

repeatedllp called to \\.itness tc, the essential Australian ethos. 

\laddos, 1989: 1 1 

This idsalistic ;,ision of restructurinp appears to ha\,e bccn a temporary Australian 

abcn-sation. 

In Probert's onalb,sis. the restructuring discourse \\.as directed to the same end goal whether 

thc ideology came dressed in consensus mythology or Thatcherism. !n each case the goal 

\\.as to rs\.crsc the dcclinc i n  psoli tability b ~ -  building an accommodating infrastructure to 

attract intesnutional markets. post-l~ordismi'. as the mo\.enlent was named by some. was 

perilous for the quality of \vorklife but persistent in its credibility in political and industrial 

sphcrcs (Hampson et al. 1994). The deregulatioil of the iabour market was a primary goal. 

I)ircrcditing the \+mrkforce lvas part of the technologisaticn process (Hull 1993). 

In Britain. Cutler ( 1  932) talks o f  the change that occurred from the 1970s to the 1990s in 

\{.hat he calls the 'discourse of failure' in Britain's economy: 

The 1970s \+.as the ccntral discursi\.e time of the British Labour Problem ... sober 

social scientific appeared to demonstrate that British labour practices were a 

ccntral rcason for Britain falling behind her major competitors economically. 

Cutlcr. 1992: 162 

Thc 'nsitish Labour Problem' rcferrcd to 'the obst~uctive and consernative characw of  

~nanual \ iwkcrs in British Industp'.  that is. n,orkersl low productivity, s lo~v  pece of  work, 

rcs i s tmx to techicnl  change and job redesign and the high numbers of industrial 

disputes. 

Such ;l discourse could build public sympathy for labour reform. Partnered by a 

dcrcgul~tcd, decentralised labour management system, globalisation had the essential 

clcmcnt for succcss. As earl). as 1989. the Business Council of Australia (RCA) bemoaned 

thc. centralised arbitration s l*stc~n.  The sated concern was that managers deferred their 

responsibility and initiative in resolving disputes to the Commission rather than developing 

thc skills and resources to resolve them internally. Lansbury and MacDonald repcrt: 

Thc arbitration system has long been seen as resulting in relatively underde\*eloped 

nlcchanisms for the conduct of workplace industrial relations because it has 

encourrtgcd both management and unions to depend on the external system of  

arbitration to scsol\.e disputes and set ivages and conditions ... Thus management 

dots not seek to dt . \dop an industrial relations f,iiiction beyond that necessary to 

prtrtiuipate in the arbitration sq-stcm. 

L.ansbury L !  M;~Donald ,  1 092: 9- 10 

The othcs part of the problem, according to the BCA report, was the industry focus of 

industrial a \ rxds .  The unions \vex  craft and industry based and they negotiated to set 

standrirds for a\+.ards \\'ith national and industry wide apylication. The BCA claimed that 



.producti\.ity \vould increase in r e l e ~ m t  firms by about 25 per cent if enterprise bargaining 

\\.ere introduced.'(lansbury 6r MacDonald. 1992:3, q u ~ t i n g  BCA 1989). 

The progress to\i.ards these goals since 19S9 has been considerable. Quirk, National 

Xlanager. Human Resources, ACM. speaking at the VUT Work Intensification Seminar, 

Maj. S, 1997 reliewed the territory col-ered by enterprise agreements. He attributed the 

(rrratest achievement to the shift in focus from the industry awards ro the company. 2 

I-lo\\.e~.er he did not boast about a 25% producti~ity increase. 

5.5.2 The Fading Voice of Egalitarian Industrial Relations 

Thc consensus fomi of industrial relations of  the early 90s embraced globalism. It Lvas 

l a r f e l ~  sympathetic to the decentralised systems but not to a deregulated system. Maybe 

thr this reason alone. the consensus \.ision could not sunrive - it was too highly regulated 

to attract inultinati3nal hivestment. Two distinctive \.oices rvere heard during the 90s in 

cmplo!w and union circles. unions upholding a discourse of egalitarianism and employers 

upholding a belief that market forces should prevail unshackled and unhindered, both 

en\.isaging a future v(.ithin a frame\\-ork of globalism. These voices are heard in the case 

s tud , .  

From a textual pcrspecti\.e. contradictory discourses li\.ed side by side. one, an offspring of  

the Australian model of restructuring. another drawn from ~nanagerialist'lean ~nodels of 

ulohalism (Laur El-nst 1993). One therefore finds unlikely partnerships in industry 
L. 

d~scoursc and practice: bup-skilli;ig' through training paralleled ivith job deskilling: 

pmi~rn""nt  e~nplo!ws ueorking alongside contract and casual employees: nationally 

accredited training offered as well as company specific trairing both claiming competitive 

\ d u e :  equity policies cncouraying the employment of minority and disabled people Lvhile 

i:j~iipmies ruthlcssly discord labour s>mpathies to ~neet the lo~vest price output: 

empln! m c n ~  policies operating under closed shop4%gruen~cnts as \wll as under indi\.idual 

contral:ts \iitliin the s a n e  conlpany: 'safety first' policies demanding priority while 

tendering s!.sten~s create safety compron~ises; aarard conditions sharing the same 

L\-orkspace with \irork intensification practices. Most of the above inconlpatibilities are 

obsc1-vable i n  the case study company. 

The battle to achie1.e an internationally competiti\.e manufacturing sector gradually sl.'!med 

dolvn the industrial priorities list as thc Asian labour market offered cheaper wages and 

unregulated financial markets. Hence an understanding of  Australian globalism evol\.ed to 

mean not only the d~splacement of local companies by capital intensiv'e multinational 

corporations but the shift in economic activity fiom manufacturing to niche services 

dependent upon complcx IT networks and co~ t inued  dependence on the resource sector. 

Carn'lchael (2001 ) holds that the Pacific Rim Strategy of the 1970s had assigned a role for 

Australia uithin global industry as the supplier of resources, based on a notion of 

bcomparati\-e ad\*antage'. Australia's restructuring a ~ e n d a  ~vi th  its emphasis on 

manufacturing challenged the design laid down by corporate capitalism, but not for long. 

Probcrt (1993) explains that the loss of Australian manufacturing was not a sign o f  

economic decline. just a major economic shift. The nation now measures its tradeable 

ecanoniic strcngth by the technological and systems growth available and its potential to 

secure lucrati\'e IT contracts. Competitive advantage has now replaced comparative 

ad\antage as the organising principle in judging business growth and in determining the 

in\.cstment attracti\.eness of li nation (Brain 1999). 

5.6 The Rise of Managerialism 

Globalism has been an emerging discourse. M i l e  it originated with notions of  free trade, it 

has fractured into lnanv discourses in its search for formulas for success in international 

compct~tiveness. Most of these discourses are camped under the umbrella of  

~i~anagcrialis~niinc~-liberalism (Brain 1999). 

Jlmagerialism is bnscd on an ideology of 'lean production'. The bible of lean production 

I S  7 7 1 ~  Jloc/~itw thnt C ' l lnugd the i lor ld (Womack et al. 1990) which systematised pull- 

h o u g h  processes as a means of creating et'ficiencies. Pull throu2h systems crcate 

urgcncics bet\veen customers and producers which force faster operations and the need to 

i n \ m t  better ivays of a c h i r ~ i n g  goals. Customers are conceived as both internal (within the 

compmy) and external (outside the company) so the tensions are distributed throughout the 

production cycle. The s),stem pro\-ides the environment for work intensification where the 

demand increases ~vhi le  the resources decrease. 



The problem of maintaining quotas and standards is ohen the responsibility of  ~vorkers to 

sol\.e. \\.ark pressures create an environment where groups discipline themselves, organise 

thcir o \ i ~  \i.ork and even perhaps decide who should be retrenched. as Premier Kennett did 

in the Victxian school system in the late 90s. Each school group was charged with the 

responsibility of achie\ring greater efficiency and cost reduction in part by reducing staff. 

The\, \\ere. what might be called. 'cannibal teams' - their job Lvas to prey upon themselves 

and reduce their number. 

The n~anager's rnle is to nurture a culture based on company loyalty and a logic of 

consequences. Discoursal processes are put in place that display and avow the truth of 

company \-dues \i-hile the consequences of global market competition dsi\.r the demands 

ti3r produc!i\ i t )  and the ine\.itability of doumsizing. 

Al!hough the philosophy originated in manukicturing indusrry, there are probably no 

\i~orkplaces that have entirely escaped ~nanagerialisn~ since i t  has been hinged so frrndy to 

concepts of efficiency and advanced company management. 

,\nothcr discourse of globalisation is that of 'the kno\i~ledge economy'. Analysts such as 

Drucker ( 1  993). Peters (1 991) and Senge ( l99  1 )  all preach similar 'isms' that fall under 

the banner. 'These 'isms' are not discreet doctrines that onc signs up to as one might a 

rc I~  U ~ i o n  excluding other belief systems (although they are sometimes wit ten and sold that 

\\W). They are a set of trends and ideas that have been conglomerated by particular social, 

industrial and political analysts. Companies and groups of people may exhibit some 

aspects and not others and may combine features without trading fidelities. It is therefore 

diiiicult to follow the strands and attribute them to a single school of thought. Such is the 

case \\.ith ~ilmagerialism. neo-liberalism and the knowledge economy. 

'Thcoris~s such as Drucker and Peters write with esci;cd animation about a \\.odd that is 

emerging \\.here kno\i,ledge is the priina~y currency - it is fast. constantly changing. 

teclinic:llly sophisticated and immediately responsive to customer requests: 

(Work) must be organised for systematic abandonment of the established, the 

customasy, the familiar, the comfortable - whether products, services and processes. 

human a;d social relationships. skills orgar.;sations thenselves. I t  is the very nature 

of kno\i.ledge that i t  changes fast and that today's certainties are tomorrow's 

absurdities. 

Drucker. 1993: 57 

Tests are racy and i r re~went .  impatiently breaking the bounds of the traditional 

Letting go means letting the person alone to experience those ~ a a l o x "  moments - 

that is true, genuine, no-baloney. ownership in the gut. If there's no deep-seated, 

psyhological ownership. there's no ownership. Period. 

Peters. 1994: SO-S 1 

Its pace and apparent lack of respect for convention beckon the reader to reconceptualise 

husiness in like tenns. 'Fast capitalism'. a tern1 coined by Gee et al. (1995) is an apt 

dcscriptor. 

The ncu. economy opcratcs in niche spaces. It is ephemeral and continual1 y recreating 

itsc'lf: \\'ark relationships usually f i t  a partnership model rather than an authority model. 

\\.ark is highly c011ipetitii.e. There are fen. \+inners. but the system is fluid ailo\ving a 

constan: tlon. of opportunities h s  those \{.ell placed to take them (Pink 2001). 

Kno\i.ltldge is situated in enterprise uurk  s!stems rather than segmented into traditional 

disciplines. it is separate from skills that Drucker calls rechne. Knowledge is about 

ct't>cti\ C communication and the s>stemii: application of  understanding. It  is 'knoiiing 

\\,11at to sa\' and how to say it' (Drucker l993:26). 

-1 '11~ d i f i rcnce  bctwccn the kno~vledge economy and managerialisrn is that the latter is 

preoccupi~d \\.it11 thc control of labour though i n  some industries i t  is carchilly 

canwutlaged. Managcrialism manipulatcs the pressures, creates the ethos and engineers the 

relationships. On the other hand. the knon ledge economy relies on the pressures that 

gloh;tlism generates to shape labour demands, behaviour and workplace values. Howeirer 

no company can be described as subscribing to one or the other: industrial leaders borrow 

and blend from each school of thought. 



\\-hether n.ork cultures are better described as rnanagerialist or as knowlzdge economies, 

the guiding principle remains the same - that of  maximising profits and minimising costs 

\i.ithin a competiti\re global econonly. For some, education is intrinsic to the realisation of 

thcse coals; for others i t  is an unnecessary interruption in the business o f  profit making. 

5.7 NALLCUIWLI in the Restructuring Landscape 

N.ALi,CI?' and later WLI was a product of industry restructuring. NALLCU answered to a 

tripartite governing bud-!. Consultation was an imperative. The new values of global 

prosperity prioritised shop floor development. 

S.41-LCC's informal partriership with the Vehicle Di\fision of the AMWU opened doors to 

a largs net\\m-k of automoti\re assembly and parts manufxturing companies as well as 

companies \+-ithin the RS&R sector"'. The organisation was therefore strategically placed 

to play an important part in  definins the role of trainin3 in the change agenda and also in 

intluencing the union's educational discourse. 

S.4LLCL \!'L1 tcachers \ \we  idealistic and committed to a philosophl. of  change but the 

changc ideals of the organisation Lieere net.er stated in the training brief signed by the 

co:ilpany. They Lvere ho\i-e\w discussed intensely among colleagues. There was significant 

communit>. 'capital' around the notion of change. It tvas the theme of the times and 

learning \\.as a sub-set of i t .  

Thc ibcus upon issues o f ' ~ ~ o k p l a c e  learning and change within Australian industry 

is strategically important at this time. Indust~y in general and the automotive 

industry in particular, is facing increasing pressure from overseas competition. 

Federal got-ernmcnt policies (such as those relating to tariff reduction and to 

indurtsial relations reform) along \ \ p i t h  the economic forces of  global markets have 

plawci unprccedentcd demands upon both emplo>ws and unions. Workplace 

changc has bcson~e  ~nalidatory. 

Scfton. Waterhouse 'lnd Cooney. 1995: 1 1 

\\'L1 staff \ \we  keen to contribute to industrial reform where a contribution could be  read 

as part of a democi atization process. WLI spent time in professional development sessions 

dcrting teachers to those change actit~ities within enterprises that supported lean 

n~anut'rtctunng. Looking back on the first WALLCU project, Sefton and Water'house 

rt.\asscrted the boundaries of our iniercsts: 

I t  \\.as based on a grounded understanding of the workplaces and the workers 

u.ithin them, and sought to reduce bamers, minimise problems that may be caused 

b!. cultural factors. and maximise the opportunities for workers to demonstrate their 

skills. Conducted on behalf of  the industry, this research acted as a catalyst 

alnongst cnterjxises and the union to raise awareness and warrant joint action to 

mcct thc identified needs. 

Scfton and \$'aterhouse, 1997: 71. 

Thr  statement specifies a primary responsibility to the workers and an interest in 

conmunication as the site for change. When \.iewed as part of the grand vision of industry 

Iicstr-ucturing. it usas a significant contribution. 

\\'it11 thc ;id\.cnt of consultntitfe arrangements. the ~vorkers became part of the decision 

making structure of companies. Worker representati\.es such as shop stewards (or skills 

assessors acting as employee representatives on training committees) had new roles they 

cre still scckinp to define. For shop steikrards there was a new and sontradictor)~ identity 

t o  mould. \l.hcre thcir pre-Restructuring role had been onc of  agitator. their new role was 

far more con~plex: 

They must be strategists who can identify the direction o f  pre~failing forces, know 

\i.liat issues arc \i.innable, and when and how to promote them. They must h o w  

\\*lien to agitate B ! I ~  \vhtm to negotiate. They must be politically astute. 

undcrstnnding global industrial issues and negotiaring them at plant level. Thoy 

must bc nblc to define issues separating them from incidents and they need to 

npprtxinte their political potential. They n ~ u s t  research issues and gather data 

framing i t  in tcnns that are credible within management's value schema and in 

t cnm that ;ire ad\mtageous to both parties. T!iey must be  able to work with 



complex legal material using industrial agreements to argue fine points of 

interpretation. 

\:irgona. 1993: 12SIS' 

\VL! staff were \\.ell equipped to support development of  these skills. However. most of  us 

did not find ourscl\.es in companies n.here management appreciated the contribution we 

could make to the development of consultative skills within the organisation. None of us 

wcre \\.orking in workpiaces such as those hcld up as examples by protagonists like 

I1athcv.s or Fraser. Our n-orkplaces were such that concessions to democracy were 

nwsted fioin a reluctant management through hard headed union negotiation. They were 

usually maintained only through vigilance and recourse to the legal power of  signed 

agrecmznts, backed by a \re11 administered set of records thst could provide ei~idence to 

substantiate claims. Carcare was atypical in this respect. 

W L I  teachers were to assume impartiality while the industrial parties negotiated the deals. 

Our contribution wnuld be indirect. In practice. for most of us, the hest we could hope for 

u u c  changcs in communication structures and managementiworker relationships within 

the company. .At the least \\.e could contribute to the education c;f individuals, u-hich, we 

bc l i e~zd ,  could be a transfonnative experience: 

The process of teaching. while not revo!utiona~y in itself could provide the basis for 

different futures by raising awareness through experiential and transformative 

learning activities. 

Sefion. 2000: 55 

The programs \{.ere identified within an e~npou-ennent and somet.imes an emancipatory" 

paradi gm: 

\Vhat they (the workers) did require was recognition of their skill, access to the 

don~inant discourse and a fair and balanced education program that gave them 

opponunitics to have some say in how their work was organised and the chance to 

su~-vi\~e in the gi~ren environment. 

Sefton. 2000: 128 

? \ l~ i l c  man\. professional development meetings bemoaned the injustice of lean 

mmagement. some staff reported progress in their host companies. One of the NALLCU 

ncndetters carries a discussion paper as an attachment: 

Somc manufacturing companies are genuinely empowering their wori;,:i-s ' < I  apply 

learning to the workplace. to change the design and conditions of work. They are 

pro\.iding a style and content of training that encourages these initiatives. Workers 

in these companies are genuinely proud of their achievements, happy to have their 

skill recognised and their opinions and ideas valued. 11 is equally true that the 

opposite applies in other companies and a range of intern~ediate positions also 

exist. 

Se\\.slettt.r. September 1992 

\\'c somctimcs indulged an inflated sense of our own potency as change agents but it was 

lempercd by the constraints of our conlractual relationship with managers as the purchasers 

ot'our s c n  ices. .At one professional de~relopment meeting a staff member mused: 

There is a point of tension there about to what extent you can be open and explicit 

about the \.alues l7ou are promoting on the one hand and on the other hand the 

cxtcnt to \\.hich the \vork \LT do is sub\.ersive . . . I had this discussion about the 

potential for certain sons of vocational education to be empowering and to be 

lihcrating and a11 that kind of stuff ... .4nd I said. wouldn't it be fantastic if we as a 

training company atith the union. on behalf of the union, we could go in and we 

could expose all this sort of crap that is sprouted about quaiity systems and 

statistical process control and ail the rest. And there is no question that we could do 

it.  \\'e've got the skills to do it. \Ve've got the expertise to do it. We  could work 

pcople through those processes of  critical thinking and all the rest of  it, but how 

m g  nrould \\*c sur\.i\re and who would pay for it? 

Staff' blceting, Junc 17,  1996 

l'hc text ~nokcs  a somelvhat brash assumption  bout the willingness of  workers to submit 

to a bclicf in the unassailable absurdity of the industry rhetoric but, in the privacy of the 

staff en\,ironmcnt, such indulgence was tolerated. At the same time the underlying values 

asau-t thc discourse of management as the one at fault and the most intransigent. 



H@\\\-c\-er most of us recognised that the WLI vision was much grander than our modest 

achiz\.ements cnuld demonstrate: 

I t  scems to me u,e can't expect through training to change everything. That is the 

role of organised unions. political parties and arguing out the economic case. All 

those areas are \.er?, important. You can form these policies and ideas but unless 

there has been soms work done in the workforce itself then it won't fall on the 

fertile ground. There won't be the activist to take it up in the workplace so I don't 

see the role of training being able to change the system but I see i t  as playing an 

important part in enabling those changes at some time hr ther  dourn the line. At 

I cx t  that is m>7 hope. I am reasonably optimistic about that. 

Staff.Meeting, June 17, 1996 

%hilt. NXLLCU:WLI dreii. upon the discourse of Industry Restructuring for a raison 

dqei:e. for political allegiances and for le\.erage lvithin industry. the possibility of 

achiming long ln s t in~  change was contingent upon the con\.ergence of factcrs far beyond 

the control of the organisation. 

5.8 Carcare: a tentative partnership 

The union negotiated a training program ivith Carcare on the basis of implementing the 

restnctured RS&R award. The ne:v an~ard provided the l e \w  to introduce new 

consultati\.e arrangements under the umbrella of Indust~y Restructuring and to establish a 

prirtncrship bct\\.cen Carcarc and \VLI. 

Carcare was a late starter in the NTR.4, though the tirst in its industry sector - the Retail. 

Sumice and Repair sector. The sector was difficult to encourage or ensnare into 

Restructuring. 

It took t i l l  '995 for the RS&R A\vard to be restructured and till1997 for the RSkR 

. d \ i s o ~ y  Ciroup5' mcmbcrs to approve an accredited certificate though the sector was axll 

placed to achieve ;in early agreement. I t  avas  represented by an energetic training board and 

partncred by thc automotive manufxturers who were at the forefront of training refonn. 

The backbone of the RS&R industry has been the automotive trades. Employers therefore 

had a long in\.ol\ement in training through the apprenticeship system. The RS&R 

ccrtiricate offered e~nployers the possibility of dismembering parts of the trades so that 

non-trades emplojws could perform some trade skills without being fully trade qualified. 

The certificate n.ouId therefore seem to meet the interests of  employers. Nonetheless they 

rcsistcd. The union played an actikve role i ~ ;  developing the certificate and applied pressure 

o\.cr a number of years to ha\re the credential approved as a matter of urgency. It would 

then be able to offer its non-trade members recognition for their skills. Yet i t  took until 

1097 to hatee the certificate passed by the Advisory Group. One could conclude that some 

Aci\*isory Group members. namely the employers and some state level representatives, saw 

training as of such little \ d u e  that the incentives failed to overcome uncertainty, the impost 

on the company hudgct and intcr-state ri\.alries". For this reason, the Carcare training 

participants ~ecci\.cd a certiiicate of attainment towards a Vehicle Industry Certificate 

( I ' IC)  rather than an RS&K Certificate since the first graduates completed in 1996. 

The restructured anmd allowed the union a new foothold in its relationship with Carcare. 

l'hc irnplemcntation ot'the award was a mandatory legal requirement. As a self-appointed 

cuidc to the colnpanv on the i~nplementation process, the union infiltrated new domains of  
L 

in tlucnce. 

1-he intention of the union \\.as to improve the pay and conditions of the workforce through 

the lcgislatcd chnnncls of skill de\.elopment. At the s lme  time the Restructuring movement 

ot'krcd an opport\~nity to begin to negotiate at least a partial industrial democracy. The 

union sought to set in place a transhrmative discourse that would supersede adversariai 

industrial politics. I t  sought to dcstabilise the old hegemony based on conflict and 

industrial disruption and to replace i t  a-ith a discourse ofco-management based on co- 

opcr3~inn and conciliation. E\mtually, the union hoped to be recognised for the role it 

plalrcd in labour management and ivanted i t  authenticated by the establishment of 

~unsul ta t i \~c decision making throughout the company. The following discussion between 

the shop stelvard and the central union representati\.e suggested that some progress had 

bcc~i madc towards achie\,ing these ideals: 

lion: He (the national manager) told me 5 years ago he wasn't going to . .  

that he wasn't .., that he wasn't p u t t i ~ g  up with anyone, union or shop 



.Anna: 

Ron: 

Anna: 

R&: 

steii~ard, running the company from the shop floor 

That was Tom'? 

That ivas about 5 years ago now 

Well he's learned a lot. hasn't he? 

k'eah 

Training Session 

\\'ith the support of gm-ernmeni policy and funding bodies that sponsored training. 

c011sult;iti\x structures \\.ere set in place and the company falteringly dea!t \r.ith the 

compliance requirements. The Restructuring happened upon the company in a similar way 

to the globalisation agenda. The latter \\*as imposed upon them by the ~nultinational 

oumrs .  the former b )  other industrial pressures. The transforming discourse seeping into 

the organisation through the union and WLI. \vas not echljed back by the management 

croup. It was allowed to coexist but the management resisted colonisat~on. - 

5.9 Conclusion 

This chiipter described the emergence of the discourse of globalism and the industry 

practices and ideologies that have clustered around i t  as i t  has secured its status over the 

last 10 to 15 years, from the restructuring period of the mid SOS to the end of the century. 

1ndust1-v Restructuring introduced a \r.hole nea. discourse that changed the relationship 

hctn.een labour. unions and mnnagcmcnts. initially i t  appeared to be the discourse of 

C C ~ I  i ta r imis~n and industri a1 democrac]r~. Ho\\'ever, despite the resistance of unions and 

orgnnisalions such as \VLI. the pressure for economic prosperi!y colonised the refonn 

discoussc and absorbed i t  into a new fonn of globalised economic imperialism embedded 

i n  an idcology of economic rationalism. 

.A number of init iat i~~es introduced during the restructuring years have been sustained 

although they ha\.e been recoloured as rnanagerialist objectives have overpowered those of 

egalitarian reform. The shifi in the way industrial relations decisions are made and the 

opportunity for employee input cn business decisions has altered the way most companies 

interact \vith their workforces and has created new conxnunication processes and 

structures. The broad-banding of jobs. the amalgamation of unions and the development of 

team based \cork units has altered the organisation of ivork. The shift from the adversarial 

relationship between unions and management is still somewhat contested but the 

111rmaiync.nt of labour relations at enterprise le\.el has changed. It has become more 

intt.racti\x and more site specific. The notion of common interests has created new 

disoursi\ e practices for unions. The EB.4 as the primary mechanism for setting wages has 

endured, but i t  has becoming increasingly problematic since shop floor work has become 

more complex with devolved responsibility and employees believe they have exhausted 

their tradeable capacity. The wedding of skill levels to pay has also left a lasting legacy 

and one that has sen.ed the i~terests  of those supporting individual work contracts. 

Carcrlre is an interesting ~vorkp!ace to study in this environment. While it  was a late-corner 

io Industrial Rcstructuring, the ideals of the movement persisted in the reform activity 

dri\*en by the union in partnership with WLI. The relationship between these three 

organisations provides a rich source of  data through which to view the discourses of 

change. The inteyre~ation of these discourses at company level is the primary interest of 

this thcsis. C m a r e  does not exemplify a smooth synchronicity with the dominant 

discourses but i t  reflects the energies that have shaped the values and cultures of industry. 

:I) 
.A ltarsist 1,ic.w uould ;inalysc thc ndwnt ofglobalisrn as the result of a crisis in world capitalism driven by the filling 

rate t)fprt)tits and the global flow of intemntional tinancc capital made possible by the infomiation technology 
rc\ olution (C'astclls I WO). 
" l l . ~ n !  Id[ u ~ n g  ~ntellcctuals (cg 7'cichln;tri 1930. \\'ticclivright, 1990) maintained a vigorous debate in thc media 
J ~ S L I I I I ~  h;~t nlulrin;~tio~lLI( co~llp;inics i v w l j  coI0111se r\listrali;i ec011o1nica11y and culturally and create dcpcndcncies that 
\\oul~l ~iestro! :\ustr;ili;in nutonomy. L'nionists argued that jobs \vould hr. lost to cheap o\wscas labour ~narkets and s~naII 
tlu.;~ncss . . ~ o u l d  close (Australia Ripped Off. Ahl\\'SL', 1979). 
"SinL.c the 1 c)50s, n1;inagcmcnt thinking had bccn guided by Taylorist and Fordis~ approaches to mi\nufiicturing that 
c.onc.c~\ cd of  pcoplc 3s rnhotic and one ot'thc technical rcsourccs of the C O I I I ~ ~ I I ~ .  The effective management of the 
!!sources . S  ~ ~ ~ u l i l  result in protitability. 

Ulakc .~nd l larton,  I9b-l. dc\,elopcd a grid \\.here concern for workers was pitted against concern for production. :In 
y u a l  hai,lncc of both was scorcd at 9:9 and presented as the most desirable. 
.J 

JliGrcgor. 1960, protilcd t\vo polaritics in Inanagcnlent style. Theory S personalities distrclst \vorkcrs and believc i n  
strong coritrol rncchnnisnls to achic\c cflCcti\~c outputs. Theory Y personalities h n i t  faith i n  their cr~iployces and h e l i c ~ e  .. . . 
ih.1t rhc hcst results can ;tchic\cd by fostering crc;~ti\i!y and a sense ot 111111ative. 
.\ . 

I~hc l-t;i\vkc Labor Gwcnlnlent was clcc~cd in !OS3 on a rcfonnist !)lutfonn. 



. 'l Thc Priccs J ~ J  !ncornc .\ccord \v25 a ccntraliscd systan of uage:; and price setting that was am\.ed at through 
consensus rncchanisms ivhcrcby priccs \+.ere to be automatically adjusted in response to the rise of the cost of living 
indcs. This sysrem \\,as to replace prc\.ious measures of uninniscd industrial action to agitate for \\.age increases. - - 

Racial Discrimination .Act (1975). Sex Discrimination Act (19SJ), Disability Discrimination Act (1991). Victorian 
Equal O p p o r t u n i ~ ~  Act ( 1  995). Racial \'ilification Act ( l  996). 
., The .Australian Language and Litcracy Policy (DEET 1991) \vas drafted in this vein projecting a progressive agenda 
based on social equity. 
1 Q 

The Australian Manubcturing Council (AMC) is a peak ernployer body. 
l(; Broad banding Jobs inwl\ed the grouping of jobs in large populations. based on skill le\fels, in place of sepamte 
a\\.ards and regulations for each job q ivithin the RSGR sector. the previous 10 classificdtions were reduced to 8 - 5 pre- 
tradc Ic\.cls. a trade l e \d  and 2 post trade levels. 
l l .4 tcnli coined by Fairclc;u$ dcfincd as .calculated intervention to shift discourse practices as pan of thc engineering 
C I ~ '  social change' ( 1  995:3) Sce Chapter J 

7. 

':..\L'ork intcnsiiication' refers to \vork \~r~anisation reform bascd on increasing the pace and dcmand of \\fork to meet 
increased producti\,ity goals rather than redesigning the work \vith the interests of u.orkers in  mind. 
a: I n  \;ictoria. ?'h of manual jobs disappeared i n  1993. Jobs in plant and machinery operation dropped by 1 l?b. Between 
I WO and 1993. -7 !OO of such jobs dis~ppcarcd v.hilc jobs in the x n i c c .  IT and finance sector g r w .  (Quoted from ABS 
sourccs by E. \i'alker. stare cconnmics correspondent. in The .Age Fri.. S o v  6, 1993). 
14 Small business is dctiricd by the XBS as ti.u,cr than 30 employees i n  non-manufacturing and f w x r  than 100 in 
mar,ut';icturing in dust^. \lcdium-sized business could bc described as f c w r  than SO in non-manufacturing and fc\+,cr 
than 250  in mariuticturing ir~dustp.  
1< 

Sn:,il! business accnuntcd Sor 5 l o o  of non-agricultural. pi \-ate sector businesses in .Australia i n  1993 contributing 
:1111io.;t 70°i ,  to GDP (E~nployrilcnt and Skills Fornntion Council 1993). 
20 - Thc accord n1cthi)d of \vagc. tising bcgan to give \vs!. to enterprise bargaining methods of w g e  adjustment from 1991 
uith Accord \lark \ ' I  uhich rrllo\vc.d an amount of \\,age negotiation at cntcrprise Ic\~cl. .\ccord Mark \:I Lval; the final 
accord agrcc~ncnt. The accords marked a gradual shift trom a centralised system of \\.age tising to local arrangcmcnts 
negotiated at cntcrprisc Ic\~el. 
4 - Post-Fordism embraces concepts such as \can produciion and systems for chcaper, quicker productivity outconles. 
4 5 .A closed shop is a \rorkplacc whcrc union membership is c o m p u l s a ~ .  
'Q 3laalos is ;in Xmcriciln antacid. The tcnn has made its wa!. into the colloquial vocabulary in reference to particularl), 
strcs>ful situations. 
"' The -pact' betu,ecn the union and NALLCUiWLI was fonnalisrti in a klemorandurn of  Understanding when WLI uJ3s 
inaupratcd. Thc empathy bct\\.c.cn thr ideologies of the t\r80 organisations madc for an iniponant stratcgic alliance. 
S I inglis ( 1 W 7  ) dist inguis!ics hctu ccn emancipation and cnipou.crnicnt. E~npo\vcni:cnt assists people to ivork 
succcsst'ull \\ 1 t h i 1 1  [tic c\isting .;!.srcnl \r.hcrcas emancipation is concenlcd ~ v i t h  resisting and challenging the g i ~ m  
PO\\ cr structures. 
': The RS&R Board is the national body that represents the industry on matters of tr;lining and skill dc\dopnient through 
the 5ation;~I .\u[o~noti\c. Indust? Training Board (now .Automo!i\,c Training Australia ATA). I t  is nude up of 
rcprc.;cnt~ti\~cs ot'RSL!R cntcrpriscs, the union and ATA staff. 
'' 1 was orking with the ,Ad\isory Group on an RSGrR project in I993i'J. The fractured nature of the sector and the 
resistancc ot'thc mcrnbcrs made i t  difficult if not impossible to progress the reform agenda. 

CHAPTER 6: -THE NATIONAL TRAINING REFORM AGENDA IN ACTION 

Balloon metaphor: 

m, This chapter looks a t  the  inner lining o f  t he  balloon, which 

, represents industry training. The inner lining is an essential 
17, 

'ez" 
component o f  the outer structure. I t  holds t h e  heated air t ha t  

gives the ba l l o~n  propulsion. 

6.1 Overview 

This chapter examines the development of the National Training Reform Agenda (NTRA) 

csploring the \.aluss that underpinned it. It explains h c ~ v  the discourse of training was 

established, charged ivith the task of building a strong manufacturing sector, with the locus 

ot'acti\.it]r, on the shop floor. I t  goes on to explore the Carcare experience of training, 

looking for points of convcrgencc with the NTRA. It reflects critically on the shortfall of 

both thc STRA and the training at the case study company. 

6.2 The National Training Reform Agenda 

l'hc I j m h  p in  to the industry restructure mo\.ement was training: 

The quality of a nation's education and training system exerts a direct and 

substantial intluencc on the depth, breath and flexibility of its labor force skills 

Daivkins. 19S9b:q 

Thc nccd fix- a highly skiI1t.d \vorkforce ivas one of  the loudest calls from the overseas 

stud), missions \\.hich set off to find the answer to Australia's industrial malaise. The 

autonmti\ve mission returned with images of industry playing a central role in training: 

In a11 the plants visited, training was seen as a long-term investment and not a 

current cost. The m o u n t  of resources invested in training revealed the high priority 



it \$.as accorded. The knowledge that training was a collective responsibility of 

in dust^ reinforced individual company effort. 

Tripartite Study Mission, 1989: 16 

The radical point of departure was that the jobs of the labouring classes ivere described as 

.skilled' and in need of training. Restrucku-ing energy, particularly training energy, was 

poured into this sector as if i t  ;\.ere the sole hope of international competitiveness. 

The nature and the fonn of the training system were to be u~\ravelled under the name of the 

Kational Training Refonn Agenda. 

The tcnn itself. National Training Reform Agenda, suggests 3 broad sweeping set of 

changes. Smith cpotes FitzGerald et al. to pro\.ide a working definition of the Training 

Reform Agenda: 

a loosely related collection of go\rernrnent policies progressively agreed by 

blinisterial Councils between 1989 and 1994. i ~ h o s e  common element is that they 

are all directed explicitly towards d o n n i n g  aspects of Australia's approach to skill 

fonnation. 

FitzGerald et al., 1994: 17 in Smith. 1996: 3 

It was thsrefore not a single unified concept. but one that e\.olved as the 'problenl' was 

progressively redefined. With each redefinition. the movement redirected its energies as 

correcti\.c' action. Hencc thc term 'agenda', implying an on-going adjustment towards the 

(wal of restructured industry: z 

The use of the renn 'agenda' to describe the refonn of a major social and economic 

institution re\.eals something of the driving force in the process. As Richard Sweet 

remarks: 'An agenda is a list of things to be brought before a committee. a list of 

things to be done. I t  implies a bureaucratic process of change based on structures, 

controls, guidelines. cornnittees and reports'. 

Snreet 1 993:3 in Smith, l996:3 

1 hc outcome was that the government in partnership with industry established a training 

system f ion~  the ground up for working people - a complete greenfield site (Foley Rs 

Morris 1995). Consistent with the times, it incorporated principles of consensus and 

participation of all stakcholdcrs. I t  adopted a holistic perspective and attempted to address 

\+.r,rkplx-c ski1 Is, theory, knowledge and attitudes in its curriculum and assessment. I t  was 

1 0  tx a corm~prehcnsivc reform plan to cover each industry's needs separately and all levels 

of\wrkplace activity. 

The Nationnl Training Refonn Agenda however was driven by a perception of need that 

\vils not shared by Australian industry. Most finns werc not dissatisfied with the prevailing 

training practices. In Pappas et al.'s diagnosis, finns were 'not particularly demanding in 

their (training) rcquircments' (1 990:67), but Australia's training perforn~ance compared 

pc~'rly with that ot 'o\u-seas and fell well short of world best practice (ACTUITDC 1987, 

I:C':Il, WIII IOSO, IIEHT IOSS). Sillcc Australian managers werc not particularly troubled 

by this fact, the government set about intervening in the discourse to create a problem. '4 

t ~ c l i n o l o ~ i s ; i t i o ~ ~ ~ ~  process was required if refonn and world parity were to be achieved. 

I'hc NI'I<.A was !i,ur~dcd on a number of bclicfs: 

that thc sliop 11001- \ ~ ~ o s k  fi)rcc was poorly skilled. Up-skilling was essential for the 

prosperity o t' thc ~wtion's industry; 

t l ~ t t  training should bc 'demand driven'. Industry would identify the skills it needed 

rather than educational institutions deciding the skills they would teach; 

that niitionril utiifimllity and ~ o n s i s t ~ n c y  of standards in non~enclature, course content 

and outcomes were ~iceded as a rnccl~anisrn to ensure a national system that allowed 

pcvtabili tp of'quali fications bctwcun states and companies; 

that Competency Based Training (CBT) and assessment was the most effective means 

to skills uchicvement and recognition; 

A syste~n prcdicatcd on these beliefs was to be managed by the National Training Board 

(NTB) .  

'I'hc National Training Board was established in  1990. I t  was madc up of representatives 

li-om employer, union and government bodies whose job was to design, implement and 

 noni it or !!;c vast N T R A ,  with the single purpose of increasing quality and efficiency so as 

to 1t;akc a mgor  contribution to Australia's international competitiveness: 



High productivity and quality in goods and services is dcpcndent in large measure 

on a nation's ability to produce both well trained workers and organisations which 

cnahlc cmployccs in all areas and lc\.els of the organisation to contribute their 

potential. 

NTB, 1992: S 

Skills training would hc deli\wed through a highly controlled and nationally applied 

curriculum and asscss~iicnt li-amc:ifork. crcdcntialed through industry-wide certificates. A 

lull sct ofskilis \r~ould bc dclincd for each industry fiom the lcast to tlic most complcx. 

Curriculum ~vould be prescribed through dcfincd Icarning outcomes al!owing restricted 

Icc\i.ay ibr company customisation. Training vfould be prioritised fc: workers at the lower 

I c \ d s  of the liierarclly and linancial incentives would bc offered by govcmment to assist 

with the iiiiplc;nentation. 

In an attempt to placc industry at the centre of the training reform, tlie Board was decnied 

rcs~wnsihlc for all significant educatio~ial decisions. Educationalists wcrc not rcprcscntcd 

on i t .  l~ldustrialists and bureaucrats niadc ontological, cpistcmological, axiological and, by 

implication. mctliodologicnl decisionse. Industry tcacliers drafted curriculu~u materials hut 

11icv \tlcrc cditcd and \ ~ t ~ c d  by industrialists. I~ldustrialists decidcd what should be 

includcd and cscluded iiom tlic lcarning program. what was knowledge and what was not. 

what was desirable for lcarncrs to k~ iow and, by implication, how i t  should be taught. They 

authorised not only the 1cami1:g outcomcs but also the structure for learning, the cun-icula 

and tlic lcarning a c t i ~ i t i c s ~ ~ .  Endotscd industry ccrtificatcs. curricula and learning materials 

\vcrc dcviscd for each industry and managed by scparatc Boards sct up for each industry. 

- 
I Iic Vcliiclc Industry ~ertificatc" is tlic one rcfcrrcd to most licqucntly in this study. I t  

camc under die jurisdictio~; of  tllc National Automotivc Industry Training Board (now 

ATA, Automotive Training Australia). The ccrtilicatc consisted ofcompctencics 

cmhracing both on-tlic-job skills and oltltlic-job Learning outcomcs were sct 

ihr cach competency and, to achieve tlic credential. candidates wcrc rcquircd to meet thcsc 

outco~iies by demonstrating thcir co~npetcncc in accordn~icr with the mandated CUT 

niodcl. Learning matcrials wcrc tlcvclopcd (br each mndule of the k~lowlcdgc component. 

Tlicsc matcrials were widely accepted throughout tlic automotive iridustly but thcy wcrc 

not a stipulated rcquircmcnt of thc certifica!c. 

6.2.1 Competency Based Training as Interpreted by the NTRA 

\I'Iiilc t lwc  is no  agrccd tvorking delinition of CBT observable consistently across 

Icarnl,?~ U cmiron~iients (Harris ct al., 1905), the NTRA and industry bodies made rekrenee 

10 i t  ;IS if i t  were unproblematic and universally accepted. In practice it is best understood 

as a set ot'katures that \yere most likely to characterise training offered under the banner 

( 1  i;lrris cl al. 1905). I t  bccame associated with several features that protagonists 

~ncoqm-;ltcd into the dcfinition. surh as modularisation, outco~nes focused, flexible 

iieli\.cr\f, pcrl;mn;ince oricntcd, nonn referenced . . . In practice, examples within TAFE 
5 C) 

:md industry cmhraccd prnctices that contradicted the definition (Deakin 1993) . However. 

t'undamcntal to the svsteiii was a beliefthat skills and knowledge intrinsic to the 

~wrti~rrn:~ncc 01.3 ~ ; \ r t i ~ ~ l l i i ~  work c n d e ; ~ \ ~ ~ ~ i ~ r .  could i x  compreIiensi\~cly dcscribcd by task- 

h:wd units ol'compctcnce. CBT' gnvc tlie impression that skills could be standardised 

t 1 1 1 l t  i ~ u s t r .  k i r  ti)n~iill description. within the industry standards. provided an 

apparcntl y unnmhigwous measure of skiils recogni tion an6 achievement. CBT. as 

~ntcrlxctcd \i,itliin tliz N-rRA, asserted that compdencc could be authentically parcelled. 

t i~~~pl i !  i1111l lin;illy tcstcd tlir~ugli observing dcmonstrahle bel~aviour. 

('13-1. \ir;ls nor just ;r pcdngoyic;rl fcaturc of'tlic new training system. it was part of Dawkins' 

political amioury that drove the NTRA (Ewer 1096). I t  gave governments leverage to win 

suppcu-t lilr this m:ljos initiative bcc:rusc it demystified education and gave ii~dustry a 

\implc tool \\.it11 ii.hic11 to control c u r r i c u l ~ ~ ~ n ,  knowledge and outiomcs (l-l:111 1996). In fact 

~ I i c  N T R  dc~ii ;~~idcd t 1 ~ 1 t  competencies he 'sensible to trainees, supervisors and potential 

c n ~ p l o ~ w s '  (NIYl3 1090: 13). CBI' nllowcd lbr the modular accumulatio~ of skills, sceming 

i i ; \~ ion ;~ l  cotisistcncy :rnd transii.r;hility betwccn componics. To industrialists, CBT 

lwo\,idcd tilligihlc skills accountability and niodularised training which ncciirnmodatcd 

tlcsihility and equity: 

A modular coursc structurc makcs i t  crtsicr for cmployees to gain credit for skills 

;llsci;dy hcld anti cnablcs employers and cmployees to more closely tailor thcir 

courses t o  their I I C C ~ S .  

M'I'1.4, ACM, hlrTFU, 1i.d: 60 



Competency Bascd Training, as practised in Australian industry. catered to the interests af 

those managilig the tradc-off bctween skills and pay levcls bccausc it charted skilis on a 

hierarchy. Its strcngth was in controlling. systc~natisinp. standardising and accounting for 

trni17ing. For the unionists, bureaucrats and some educators, thc systcln had some 

functional advantages in providing a uniform sct ofscaies whcrc the measurcs rcmaincd 

consistent no matter \\.ho. if-here or \vhat the circumstances. On the othcr hand, for most 

cducetionalists. qualities such as thcsc made it difficult to dcvclop authentic educational 

cspcricncc fix- ~vorkplacc learners based on principles of adult education (Scott 1991. 

Drown 199 1 .  Folcy 1995. Chappeli ct al. 1995). For industrialists it  made for transparent 

skills :~ccountability \vhcrcby pcrforn~ancc could be mcasurcd to give rclativities on thc 

classification structur~. 

l'hc intention was to shift ailthority and control from educational institutions to indust~y. 

Rvan ( 1999) cvcn argues that Dawkins worked at establishing a disroursc that discredited 

T A F E  as an infcm~led and credible providcr of industrial cducation. That aside, CBT was 

p31-t of. the arscn:ll 1i-11. a ~ l l i w i n g  tllc shift. In timc. thc pol)ular I b m s  o ~ . c B T ~ ' '  proved 

u:~suitahlc 1'0s thc nccds of industrialists and managcrs also. Thcy required genuinc skills 

grm.th that \\/as directly applicable to their cntcrprisc activity rathcr than generalised 

industry based skill dcvclopmcnt (FitzCcraid ct al. 1994, Virgona ct al. 1 998, Scfton et al. 

1095, Billett et al. 1999, Billctt 1993). Gcncralised industry trai:iing has provcd not to be 

gcncric (Dillctt 1903 a). For example. trainees at Containers Packaging learned about 

gcncral prcss operations ratllcr than tllc operations of thc unique presses at the plant. It was 

assumed that transfer of  Icarning was a sinlplc, virtually automatic process. 

Dcahin ( 1000) nrgucd that tlie system that cmcrgcd unticr thc National Training R c h n n  

Agcnda had restsictcd the knowledge and skill dcvclopmcnt of workers. It  fragmented 

1c:irning into modules of packaged gcncral Icarning. oficn dccontcstualised from rcal work, 

and asscsscd i n  ai-titicial settings. I t  'ccho(cd) Taylor's model of separation, segmentation, 

hierarchy and control' (Gowcn 1 YM: 124). Mulcahy and Janles (1 998) observe that CBI- 

hvours an environment whcrc the Icar~lcr is sul>scrvicnt to cstablishcd practicc rathcr than 

one whcrc the Icarncr utiliscs the technology in order to innovatc a d  explore the 

In pr;~cticc. CBT as interpreted by the NTRA prac:iiioners, served industrial relations 

hcttcr than i t  scn.ct1 cducation. Dcbate, Icd hy cducationalists, arose over the nature of 

CI3T early in  the restructuring years. CBT was criticised not for its rhr!orical shifi from 

time based to performance based learning and assessment6', but for the way it was 

in~crprctcd within the Training Refonn Agcnda. Early models implemented in industry 

\ircrc associated with ~i~cl!~odologies that valued repetition and duplication and ignored 

l i~pl~cr  ICWI skills of inquiry, work management and problem analysis (Grihblel990. 

Marsick 1088. Brolvn 199 l ,  Jackson 1993. Stevenson and McKavanagh 1993). Popular 

models conccptualiscd work as a narrow set of tasks (Mawer CSr Field 1995). The industrial 

cduc;ition a g c n h  had no intercst in emancipatory ideals or reflective practice that tormed 

111c ~+.~Ilspring, of'uiticill i t~ldrilg~gy (Foley 1995). The discourse was industrial and 

instrumental rather than critical and educational (Stevcnson 1993). Et adopted a narrowly 

lunction:~l role. Knowledge was tevi bound, defined and compnrtrncntalised into 

O~upi~t ionul  subsets \vhich denied the need for 'higher level cognitive processes (to 

i ic\dop) students' control over tl~eir own learning - positive attributes and a capacity and 

dcsisc to appraise a situaion. to gcncratc an approach for problem solving and to  noni it or 

,md r ~ ? . i c \ \ ~  this a p ~ m a c h  until u solution is rCr~clled' (Stcvcnson ! 993:30). 

Skills wcru nic;~sur-ed against set, rigid industry standards which distinguished competence 

li.cmi i~~ci;i i~l~ctcncc in binary terms. This however 'fails to recognise the active 

~ m d i  ticatit):; and subjccti\v redctinition of work tasks that necessarily occurs continulwsJv 

during the perfi~nnance of a job' (Mulcaliy S: Janles l'>(@: 122, citifig Lepl;:i i 989). Pivrcil: 

I I C S  c o t i i p ~ t c n ~ ' ~  (13ilictt 1 c)1)4i1) rind oficn the niche advantage of an ewcz-!\rise. 

hllorc scccnt rcscarch (Sandbcrg 2000) argues persuasively that competcncc is wt 

contained in  111;lstcring 'how to' instructions but rather in the way workers conceive of 

heis work. M'hilc al l  workers may recognise the sarnc dctinitions of'quality atid 

prodiicti\lity, tlicy do not achicve the goals i n  the same way. TIIOSC that take a holistic 

;;ill~~'t)i\d~ and construct thcir activities in a ~c.tiic~;.\t~;tlly sophic;ticutc.d lnarrncr, achieve 

li~glics order co~npctcncc:. Otller rcscarch indicratcs that productivity growti, is the result of 

sclational fSacturs :lncl liow skills are applied (Maglen ancl 1-!opkins 1998). Productivity was 

!111kcd with issues ot'lcarning, liow problem arc posed and IIOW the :~:orki'orce is engaged 

~ri~cllcctuaily and culturally (Billctt X10 1 ,  199Sc). 



While this rcsearch was not a\.ailable to thc NTRA designers of the CBT models, the social 

runction nf'maintaining the status quo appears to be of greater interest than issues of the 

nnturc of skill and cspcrtisc (?:'ci[on 1 99 l ). The CBT modcl that esolvcd drcw upon the 

\dues of 'Cultural Transmission' (Gribblc 1990)"'. By contrast, 'Development Education' 

~nodcls arc directed to n~rrturing crciitive analytical thinkers in line with critical 

andragogyO'. 

Recent studies note thai dcvelopmcn!al education is rescrved for the higher echelons of the 

osga~~isationid hierarchy (Mdcaliy 6: Jamcs 199%) where thicking skills and attitudinal 

qualities arc recognisecl as impcrativc. 

Knowledge and debate abw! skills transfer is still unsophisticated in most workplaces 

today as dononstsatcd at Cercare. Spurious research baseo on unsupported generalisations 

:issu~ncd that sl.iII transScr \vould just happcn (Hall 1996)". Studies conducted sincc thc 

mid 1960s asscrt that skills tr.~rrsScr is complcx and less prcdictablc (Pogson and Tcnnant 

1995, Dal-rah 1 992. Stcvc:~son 1 9943. Wilson 1993. Bevan 1994)"'. There arc a number of 

liighly contested positions o n  skills transfer, nonc of which can command certainty (Misko 

1999). Other studies suggest that tmnsfcr of learning is a skill in its own right and must be 

learned dircctly (Marginson 1995). 

Likewise the carccr structure provided some inconsistency with the NTRA stated policy. 

Wage agrccnlcnts wcrc m;ldc at  industry level on the basis of recognised skills and 

crctlentia!s. Crcdcntials wcrc locked into a carccr path through a nation~lly agreed 

classi tication laddcr bascd on ASI:"" Ic\~cls. Sincc wagc sgreemcnts were sct at industry 

Ievcl on  the hasis ofrccogniscd skills. a woskcr's position on thc carccr ladder dctcnlii:~ed 

his/l~cr pay. Oncc on the inddcs, a worker was to be guaranteed national rccognitiool" at 

11131 lcvcl within the industry and was cligiblc f ~ r  progression upwards from that point. 

l lowcvcr both national recognition il11d p r o g r c ~ ~ i o ~ ~ " s  wcre besct ~ i t h  political /III~:ISSC. 

6.3 Creating the Climate for Change 

6.3.1 Technologising t h e  Discourse 

'1-ilcrc \ircrc major organisational changes that had to take place to achiekre a reformed 

ind~ists?~ scctor- a\mrds to hc r ~ s t r u ~ t u r c d ,  work syste~ns to be redesigned. entrenched 

ts;iditinns to be rcshapcd, tccl~oological changes to takc place. consultati\~c processes to he 

set up. I lo\vc\,er. the discourse led the community to believc that nonc of this was 

; I C I I I C \ J : ~ I I S  ivith the skill and k n o ~ l c d g c  lcvcl o f  the \\wkfi)rce of a decade ago. 

i~:~r~icul:~rly the mnnul : ,~ tu r i~~g  nvrkibrce. 

'1-liere is IIO\V general agrcemcnt that Australia needs a more flexible and highly 

skilled uvrklbrce capnblc ;fmasimising its productivity. producing quality goods 

;incl inno\~;iti\.cly srploiting both new tccl~nologics and market opportunities. In the 

dri\-c to achicvc tllcsc rcsults it has bccomc apparent that poor literacy, numeracy 

and English 1;mpu;igc skills of a significant number of adults and youth is on 

in~pcdimci~t to this occurring. 

i 1 0 ~ 1 s ~  o ~ ' I ~ c ~ > s c s c I I ~ ~ ~ ~ ~ \ ~ c s ,  1001 12 

'I.i11. .gencr;il ;igrccmcnt' rctkrred to ; l b o \ ~  grew out of compelling policy and rhetoric 

r;itllcs t11;m o\~csa.l~cl~ning en1piric;il evidence (Hull 1994, Gowan 1994, I-iall 1996). 

I.;l~~guiige capability gained par-ticular prominence. I t  was at this time that facility with 

I;mgii;ige \ \*as rct-e~-red to :is a 'skill' along \\pith a number o f  other cnpacitics such as 

C ~ I I I ~ I I I L ~ I ~ ~ C ; ~ ~  ion. prohlc~n sol\,ing, ncgotiilt 1011, custo~ncr responsiveness etc. Undcr the 

.skills' hnnncr cach could claim thc status of'a dcvelopn~ental entity alongside technical 

skills ;inii so. ~ I O L I L I ~ S O  \fisihil ity. Througl~ processes of colonisation and intertcxtuality. thc 

disco~~rsc sxp:inded the category 01' 'skill' to take on ncrv subject arcas. Skill devclop~ncnl 

w;is the husinsss oftllc NTRA which provided recognition and funding. Within the 

industw ~~cstsuct~irit~g d i s ~ ~ u r s c ,  skills, thcreforc, had particular meaning. They wcrc 

rn;i~-lieJ h\' ii ni tc dimensions, anal yscd fbr  clcments and co~nposite qualities i d  iissesscd 

\\.it11 nic:~sur;rhlc outcomes - katures that became synonymous with Co~npctcncy Based 

~I'r:lininq. L. Oncc I - C C O I I C C I I ~ L I ~ ~ ~ ~ S C ~  \vithin the CBT lexicon, they could bc called 

clmlxtc~icics and could then be quiintifisd, costed, accrcditcd and credentiillcd. Training 



\ifas being cnmmodified. standardised and marketised consistent with industry training 

cn\:irc?~~nici~ts. 

Within g ~ \ ~ e r n m c n t  and VET forums 'skill' sat alongside 'competence' and 'compctcncics' 

( 'non used as a generic tern1 for kno\vlcdgc, skills and attitudes' Ste\wson 1993:12). 

l-licir- discursi\,c cn\~il-onmcnt includcd 'skills foniiation', 'up-skilling', 'skills recognition', 

+industry and compctcncy standards', 'credit transfer', 'workforcc flexibility', 

' c an i~x ta i cy  based asscssmcnt' and ' rcfoni~' ,  many of them action words implying 

rcdircction and renewal. 

. r l i~s  \\.as also tlic time ivhcn intcstcstual processes \slcrc at work colonising tlic tcnn 

'iraininp' to r ~ p l a c c  the \wrd 'education' in its \ .ocati~~lil l  app:iicatio~i. In SIIOS'S t cnm i t  

sclxcscntcd 'the triunipli ol'training o\ler education' (Shor 1 %6:j?). The intention was to 

draw a line io scparate the ocadelnic and scliolastic from tllc 'hands-on' and technical. 

Training was to be grounded in the practical processes of industry. Training was part of t l ~ c  

industry lcsicon. education was not. A tcchnologisation y r o c c s  was taking place to intlatc 

the pscscncc to ;I ~ l c w  industrial pticnomcnon. In the following example. DEE-I' attempted 

to 1-;111y recruits and commitment to training: 

Intcgrill to i\ustrali;~'s conccrtcd cffort to boost its sllarc of world trade through 
. .  . 

i nc~wscd  product~v~ty IS a revolution occurring in our factories and laboratories. on 

tlic shopl1oo1-s of industries and in the design shops and studios of our husincsscs. 

Iasgc, small and mcdiurn. 

I l c  Srontli~lc troops in this rcuolutio~i arc tlic working tncn and w m c n  of 

Australia. Their weapons arc their skills and intellect. 

Their purpose is that Australia bccome a clcvcr and capable country - able to i?sc 

the wit. intclligc~lcc and skills of its people to improvc and cement its positiioi in 

the intcr~iationd nlarkctplacc and the \\u%l community. 

D E El'. l 092 

Ilypcrholic language trumpeted the announcement of  reforms. .4 euphoria o f  revolution 

\\,as bcing constructed making intertcxtual links with nationalist sentiment and a 'call to 

6.3.2 Incentives for Change 

'].lit tkdcral govcn~mcnt put forward incentives ior companies to implement training and to 

t:lke up the NTRA. The Training Guarantee was one such initiative. It was launched in 

! OSS. cstablislicd in 1990 and was designed to change the culture of  Australian industry. 

-rllc -I--.. ,.lining Gunrantcc required all companies with a payroll of SZ00,OOO or more. to 

s p n i  1 %  of rhuis p;lyn,ll on training or else pay the same sum in tau. In 1092, the amount 

\itas to increi~sc to 1.504, i, large imestment of hope rode on the back of the Training 

Gu:~s:intcc ;is csprcsscd in the follo\ving explanation of the rationale printed in the popular 

]"'C": 

I t  (the Training Guarantee) was established to increase profits, lift staff morale, 

allo\v tix easier structural change and i~npruvc the competitiveness of Australian 

industry. 

7 ' 1 1 ~ )  :lgc, NOV. I S, 1090 

6.3.3 A Deficit Workforce 

fllcrc were sonic stipulations as to what was eligible training under the Training 

Guarantee, but the. constrairrts wcrc loose. 'The legislation required that training psogralns 

hc slructurnl and that they dcvclop thc skills and knowiedge of cmployecs. Studies ainicd 

;II oli;llysinp ;~nd dctinillg thc needs of shop lloor employees were allowable under the 

Gua~mtec .  

Training nccds arc a construct ofthose stakeholders invited to inierpret a potentiill training 

\i~u:ltion. Tr i~ in i~ lp  pro\*iJcrs, anxious for a sllarc of the training dollar, put forward 

pogs:ms. A flurry ol'nctivity gave histh to 'audits' as educators adopted the discourse that 
h0 I-cson:~tcd i n  col-por;~te circlcs . Shroudcd in tcrnls that pretc~dcd the accuracy of science 

~ I I J  the lcvcl of nccountnbility applied to financial records, audit teams 'measured' the 



technical skills arid the language and literacy skills of workers and produced numbers in 

tahlcs to prmrc their conclusions. Brief tests. observations and interviews provided 

colnparati\.c data. Training providers made a signi ticant contribution to the 

tcclinologisatio~i process. Audits, alongside other surveys, particularly the Wickcc sunley 

( 1  989). providcd apparently damning evidence of  an illiterate workforce bereft of the skills 

ncccssnry to transfimn the workplace. 

Sornc of the problems that have been linked to conimunication difficulties include: 

0 ti~~ie/producti\~ity/quality control losses due to misunderstanding of instructions, 

extra (supervision) time necessary for giving and clarifying instructions; 

OHS incidents; 

difficulties in pro\,ision of7acccss to training; 

rcduccd ~vorkf i~rcc flexibility (cg inability to substitutc for fellow workers. 

dil'ticultics in coping with organisational and technological change); 

contribution to language barriers to workplace tensions, poor moralc. 

absenteeism and tunlover; 

not to ~ncntion the skills and ideas which are lost because of language and 

literacy barriers. 

Rccce, 109 1 : S 

Rough estimates, the only ones \$.c liavc. indicate a lack of English language skills 

could bc costing Australia at lcast $3.2 billion a year in  additional comniunication 

time nccdcd i n  thc \ilorkplcLzt. 'The figure could be considerably higher it' i t  took 

into account the incrcascd cost of industrial safety, 2oor pr.oduct quality, low job 

ii~obility and Ilexibility, high turnovcr and a limited quality of lit:. 

I,ong, 1990: 20 

The outcry bemoaning failing standards Iias been cyclical in industrial history and is n ~ o r c  

idcolcrgical and anecdotal than a ~neasurc of fact (Green et al. 1097). I t  coincides with a 

scnsc of'cconomic crisis and 3 community dcmand for governments to assert control. 

Whcn g o \ w m c n t s  initiate discctcd action to asrest the educational and therefore economic 

decline, their z:lions ~ i iay  conv in~e  the e l ~ c t ~ r i ~ t e  that they arc addressing stmctural 

and providing economic gronfth (Elsey 1990). The leap from the low levels of 

:itcracy 2nd ilunleracy to productivity loss was perhaps somewhat tenuous (Hull 1991. 

(;L,\\u 1091) hut litcrzcy practitioners and advocates Ivere complicit in the process. I t  \vas 

rl~licklv intc~rated into the dominant discourse and remained unchallenged, even in the 
L 

ii*,lic;ll discourse. until rcccntl y. The literature lion1 both sides of the political divide 

h l ; ~ ~ l ~ c d  thc workibrcc for the impo\,erished state of Australian industry and by implication, 

put rcspi~nsibility f o r  cconomic salvation on to workers. 

'I.lic juxtaposing of language issues alongside safety issues was an intertextual device 

~vliicll i m p l i d  :l lc\~cl ot.rusponsibility for accidents to the NESB workforcc and added 

\\.clglit to the J i l ~ l ~ ~ l i l ~ e  and litcrncy training nccd: 

I nadcqu;~tc l i  ~ C I - ; I C ~  skills i n  the \vorkpIacc . . . increase individual proneness to 

inciustr-ial accidents and increase dangers to all workers. 

i.ia~-tlcy, 1 W9:7 

The 1076 Rcpon of thc llousc of  Rcprescntati\vs Select Committee on Specilic 

I.carning 1)itYicultics (Cndm:m Report) noted that the annual cost of industrial 

accidsnts iilonc was 6 2  billion. If part of this is due to poor com~nunication skills on 

the p;u.t ofopcr:~tivcr, i t  argued, tlicn the cost of illiteracy mounts. 

h 1 g .  1 O 1 ) 0 : ~ O  

1 ) f i l i . l  \ \?~-kcd h;ird ilt  building the rliscoursi. connecting growth in English language and 

11tcr;l~y \i,itli ~ I ~ C ~ C ~ I S C ~  productivity. I t  t r u ~ ~ i p c t ~ d  SUCCC~SCS, printing testi11101iii11~ from 

~ndustsi;llists in its tr-;~ining mc~gazinc. For cxa~nplc ,  Sue Lawton from Jolinson and Jolinson 

rcpi~~stcd that ;~licr ;m SO hour A M ES program delivered to language and literacy i earners 

on product knowlcdgc and ten~iinology, the trainees wcre striding ahead: 

''lie\. all got grmt results and are perforn~ing well on the job'.. ..The workers wcre 

sho\ving morc self-confidence .... '1 hey uro morc inclined to speak up. They arc :11so 

niorc liksly to want to take part in future training. 

l'r(ii~ii~~g (IIIL/ l ' ~ m i ~ / ~ * ~ i \ i ~ ~  JOIII.II(~/, 1994: l 2  



Similar testimonials profess the success of language and literacy training in literature 

puhlishcd during thc International Year of Literacy, 1990. Both union and cmploycr peak 

bodies put out information folders professing thc gains that could bc achieve~i through 

litcracy training: ' , l 1 1  Zi'qrr~ll Cllnircc, Lira-ncr itt }but- IVoi-A-place ' and 'Litet-aqr 7)-aitiitlg; 

~ I Z P  Iicl\* 10 / o I ? ~ ~  t ~ i - 1 1 ~  / ~ i . ~ d ~ i ~ t i \ ~ i t j * ' .  

Thc tl-ansSonna!ioi~ \\+cnt bcyond the litcracy skills of urorkcrs. As tcstilicd by Suc Laurton. 

they Lvcrc on !he way to becoming workers of a totally different social calibre. Litcracy 

ivould ;leli\-er impro\.cd moral citizens and productive workers: 

Litcrncy training makcs good sense. 

The long t c ~ ~ n  bcncfits to c~nploycrs arc: 

cost sai'ings 

improved hcalth and safety 

bcttcr quality production 

bcttcr comn~unication 

greater participation in work 

bcttcr industrial relations through improved communications 

i m p r m d  job satisfaction So;. cmployccs 

incrcascd loyalty to thc organisation 

-. I he ncw \vorkcr was to be invcnti\,e and intcractivc in the mainstream of conlpany activity 

(ACTIJ 1090). I Ie/shc would COII~OSIII  to I I I ~ I ~ ~ C I I I C I I ~  cspcctatio~ls (Gowan 1092) and 

\vould jx~rticipatc fully in  thc communicntion, training and continuous i m p m ~ c m c ~ ~ t  

nslxcts of tlic \\~oskplacc and csclusivcl y in English language (Gee 109.1). 

v - I hcrc has bccn, pcrvasivcly an implicit dclicit  nodc cl operating. That is, t l ~  

problem has hccn clcilrly assumed to bc that or the  individuai worker who a 

vnricty ol 'p~rsonal,  socio-ccono~~~ic,  historical and cultural factors has failed to fit 

thc Anglo-Celtic, middle-class. educntcd, nrticulatc, asscrtivc male criteria implicit 

in tlic ~vcscquisitcs. 

Mawcr, 1092: 2 1 

.I.herc \\';is litt!e public debate about claims such as those of  Mawer (except in Miltcnyi et 

;il.'s significant rcport 1989). TIE new discourse taking hold was not set to sddress these 

conccms. I t  constructed the 'migrant problem' in ternx of cquity and positive 

discrimination and oilkred English language training as the panacea. 

. I l ~ c  !;'dcs;il gc\,crnn~cnt ustablishcd the Workplace English Language ind Literacy 

I'rogram (WELL) as another item on the Agenda. WELL administered funds for the 

dc\clopment ot'lnnguagc, literacy, numeracy and communication skills in industry. 

('arcarc was one of the rccipicnts. The funds were to provide enabling skills to equip shop 

tloor cmployccs to participate iully in the training offcrcd through industry certificates. 

6.4 The Emergence of NALLCU 

Tllc language iind literacy debate crcatcd an urgency f'or communication training for the 

111oht disatl\mtag"d cmployecs. I t  freed ~noncy into the system which provided the 

rcsousccs upon \\.hieh NALLCU was built. In thc spirit of the times a major audit of the 

auton,ot i \~ industry was proposed. Thc Work Plawd Education Project (Sefon and 

0'1 tara 1 0 0 2 )  psofilcd a multi-lingual, multi-national workforce where 7 1.3% came from a 

11on-IJnglis11 spxking  b;ickground (N ESB). S29/0 of NESB and 37O/" of ESB workers were 

i n  I I C ~ ~  O ~ ' ~ S S ~ S ~ : I I I C U  to par~icipatc in rcgular training programs. The survey created thc 

c\ ii1cnc.c to justi!)' t'untling and to establish [he N A LLCU project. Subsequent submissions 

w c t d ~ c d  tlw ti~nding to three yc;lrs. Thc task of  the project was to co-ordinate training and 

to dc\*clop a strategy to dcal with the cllallengc of training such a \vorkfbrcc. The outco~nc 

\\*as thc 'integrated model' described ; n  Sefion et al. 1993 (kcy principles of  the model are 

outlined i n  6.0 .2) .  

6.5 Surnrnarising the NTRA 

3'hc N'I'KA \iJ;is set i n  placc using the communication skills of marketcers and the politiciil 

\ \ . i l l  ol'kcv inciust~-ialists and politici;ins. The new training regime was to be the instrument 

o h ! ~ o r  culturol change particularly ibcusscd on the shop tloor. I t  was hoped that i t  would 

cscatc a lxirtici patiw, cornmunicnti\~c work force, accountable skills devclop~t~cnt,  career 

~~~pos tun i t i c s  based on cquity principles and industrial peace on the way to cnhanced 

producti\-ity and in~pso\rcd international compctitivcncss. 



The NTRA with tlic assistance cjf the Training Guarantee, achiwed some outcomes. The 

national pcrcentagc of pay roll costs spcnt on training rose to 2.6% and continued to grow 

dcspitc tlic full  abolition of the Training Guarantcc i n  1996. I t  rcaclicd 2.9 O/o in 1997, hut 

ikll to 2 . 6 1 ~ ~  in 190S for tlic first tinlc sincc the ,413s started collccting figures on training 

cspcnditurc in 1989 (quotcd liom AUS sourccs. Smith 1998). 

6.6 The Carcare Experience 

6.6.1 Interpreting the NTRA at Carcare 

The training systcm cstahlislicd at Carcarc was founded on thc principles and aspirations of 

the N T R A .  It was negotiated by thc union. nominally administered by a rcprcscntative 

consult;ltive comn~ittce and dcsigncd to deliver co~npctencics of a nationally sccreditcd 

training certificate attachcd to pay outcomes for graduates. I t  was intcndcd to establish a 

skil!s based career structure to rcpIacc tllc ad lloc wage system of the past. Ironically, whilc 

the stsonglg glohnliscd scctors of  industrial Austrcllia wcrc mosing hack to free labour 

inaskct principles and wagc dcrcgulatio:~. Car-carc. mdcs the influcncc of thc union. was 

;~ligning itself 14 it11 thc old idcology ofwnsultation. 

Carcase managers had ncvcr considcrcd training for their shop tloor cluployccs t i l l  the 

union came knocking with demands to incrcasc skills and licnce wages. Most inanagcrs 

asgocd that shop iloor wost w a s  unskilled and tllere \vas nothing for thc workers to lcam. 

111 il Icttcs to t l ~  ~111io~i they clai~n that ' a  large nu~nhcs ~Scnlployccs arc compctcnt in 

carrying out tlicir function aiicr onc day on thc job'. T11c liianageis did not subscribe to the 

hclicli of. tlic ~ icw Restructuring ideology. Howcvcr, the icttcr from Carcnre to the training 

ibiiding body accompanying thc funding application states: 

Thc proicct will build on our commitment to training through our IS09002 

accreditation and cnhance thc skills and multi-skilling of our cmployccs creating 

opportunities for ncw carccs paths to cuolvc. 

.luly 1395 

Tllc man;lgcmcnt put tllcir name to a numbcr ofdocu~nents that rcflcctcd thc values of thc 

NIX A. Thc ']*raining Co~iiponcnt of the Entcrprisc Agrccmcnt slates: 

The parties . . . co~nrni t themselves to: 

e developing a highly skilled and flexibic workforce; 

providing all cmployccs with career opportunities through accredited training; 

ensuring equity of access to all sections of the workforce; 

rc~noving barricrs to the utilisation of skills acquired. 

The document was drafted by the union but supgorted sufficimtly by the management to 

cany their signature. The revised Award required a reclassification ofjohs and a s!rategy 

to assess skills. The union explained that the task could best be achieved by electing shop 

floor c~nplogoes who would bc trained to analyse skills on the floor and classify them into 

,.\SF Ic\.tbls in accordancc with the broad banded streams identified in the Award. Once the 

\\-orkt;)rcc was reclassified, individu,als would be assessed on the new skills-based criteria 

and training could begin to devclop the multiskilled, flexible workforce described in the 

rl1ctoric. 

'l'hus tlic iirst training project appeared to shift considerable management responsibility to 

thc cmployccs. ?'he funding application for assessor training set out the following tasks for 

the shop floor assessors throughout the firs: stage of the project: 

to intcrprct the implic,ntions ofthe restructured Award and the new training 

.;tiLIcrure i n  its application to Carcare Australia; 

to C ~ L I C ; H C  the worktime into the notion of a training culture; 

to identi tL the learning nceds of the workplace in  tenns of shop floor skills and 

Kcy C'o~npct~.ncics; 

to cievclop a training plan for the company. 

July 1905 

'fhc docunicnt cnpresscd laudable \,dues in rclation to education and training. Shop floor 

assessors were to lead the ~~ci 'os~n and draw up a plan for the future. I t  invested a level of 

trust in the skills oftllc shop 1100s and, one could infer, an apparent willingness to c~nbracc 

c .+~ i i a~~gcn ic~ i t  ot'skills growth and planning and Award inteqxetation. 

f h c  Entesprisc Bargaining Agreement (EHA)  demanded that the training and assessment 

process bc managed by a rcprcscntative uommittec. The union argued that this would 



cnsurc n broader ncccptancc of tlic change and would again assist in sharing the 

monagcmcnt load. Mectings wcrc to takc place monthly and a reprc~cntati\~e f r a n  the 

union head onicc \rould nttcnd to assist in interpreting the legislation. The workplace 

trainer \rould be ihc meeting secretary so that thc impost upon management would bc 

minimised, Once fully cstablishcd and indcpcndcnt, the Committee would inanage its own 

af'hirs 1i.e~ 01'thc central union and training pro\.idcr guidance. 

A somewhat bcwildcred group of managers rccogniscd that t i~ncs had changed. In th7 spirit 

of  tlic Restsucturc mo\.cment. gscatel rcsponsihility would bc devolvcd to !hc shop floor. 

Six shop tloor employees wcrc 'cicctcd' to bc trained as \vorkplacc assessors. A national 

union organiser spoke to a full mecting ofmcn~bcrs  to explain the new rcgime and cal! for 

nominations fix asscssors. Wlicn no onc cnmc forward, thc shop stc\vard no~nlrlated the 

most likely individuals. ?hrcc of t11cse ncrc  to bc the workplacc rcpsesentativcs on the 

C.onsultati\.c Conimittcc. I t  was not only thc ma~;agcmcnt that was corralled into thc 

p-occss. it was also tllc s l~op  iloor. 

7 - 
I llc cnmpnny dcicn-ed to u~lion advicc because it hiid no interpretation of its own and 

hccnusc a good \\,orking sclntionship with thc union was imperative to industrii~l peace. 

T l ~ c  union ~ I S P U C ~  that tlw I~gislilti\,~: ~~~~~~~CIIICII~S of tlic Award and the sig~ied Training 

Agsccmcnt allowed no choicc to thc structurc and process they advocated. 

'1-raining would hc govemcd by a rcprcscntativc training cornmittcc consisting of threc 

n~nnapcmcnt and tlirec workplacc reprcsentati\tcs. In rcsourcc tcnns, thc program was very 

dcmandi~lg. I t  would meet aithin working hours tyi~ig up the rcsourccs of a numha- of key 

p c r ~ m ~ w l .  Training \r~ould also bc conducted in wcrk time, drawing, by thc cod, almost 

20% of the pcmiancnt. non-trade, cmployccs off thc floor at onc time. Jobs W( uld bc 

scstructurcd and \ix~rkplacc asscssors \vould dccidc thc critcria ibs tlic ncw structurc in line 

with tlic ncw Award. 'Thc asszssors would bc paid catra for their ncw skills as would VIC 

graduates. 

6.6.2 The Learning Principles Applied at Carcare 

'!'raining commenced in Septernbcr 1095. The National Staff'Development Prdject fi~nded 

1 1 7 ~ "  projcct unties the category ot'CBT in Action - a project dcsigned to increase the 

acccpt;u~cc of'Compctency Based Training as the heart oftraining rehnn .  

I3y 1005, CBT was a hig,lily contested concept in some educational circles (Harris et al. 

I W F ) .  \V'l~ilc linrris argues that CBT dctinitions were broad and capable of ernbracing a 

14 ~ d c  r;mgc ol'lcnsning stylcs and mcthodologics, the most visible examples in industry 

;\.cI.c true to popular industry constructs of CBT. However, some outspoken educationalists 

chrillcngcd the status yuo by providing integrated, company specific training programs 

dcsigncd around t l iu  Icar-ning ncctls of the participants arid the skill needs of the enterprise. 

'i1.l.l \\'as in the t i m l i w t  oS11ic fiay having developed !he Integrated Model (Sefton et al. 

I W-1). l ' l ~  training at Carearc subscriber! to thc Integrated Modcl with a \ . i w  to 

tic\ eloping tlic i ~ ~ ~ i o \ ~ a t i \ ~ c ,  producti\rc and communicative workhrce required for 

p~-ogrcsssiv industry cievclopment (Hager 1992). 'llie key principles are outlined below. 

Thc trainins curriculum at Carcare was to be jointly de\.cloped with input from the shop 

lloor and nlanagcrncnt, ti-arncd around thc strategic direction of the company. A learning 

ncccls asscssnicnt was to be contliictcd along with workplacc research. Tliesc findings 

N 0111d S ~ ; I ~ C  t I IC C U ~ S ~ C U I  uni. The intc~.ests and needs of cach group \\lould be integrated 

11110 the content and dcli\~csy ot'thc program. Parnllels bctwccn the negotiritcd cun-iculuni 

and thc cntlorscci cusriculum would demonstrate a sul'ficicnt coverage of core matcrial but 

\ i ~ i ~ ~ ~ l d  Ic';nre scope fbr furti~es topics t ~ )  bt' added to the negotiated curriculum if required. 

l-lic con~pctcncics stipulatctf in the industry ccrtific:itt. curriculum would be cross- 

~ ~ t l . r c ~ ~ ~ c . ~ d  ~l!icr\i-ar& when tlic cons~ttation and development process was complete. The 

~ ~ . ~ ' d ~ ~ l t i i i l  a\vardcd \vould bc tlic nationnt industry certiticate and i t  would be achieved 

tl~sougl~ Icasni~lg about thc culture, proccsscs and industry knowledge at Carcare. 

'1'0 this cntl spcakcrs wcrc invited 10 the classroom li-om each administrative department 

;111d ;~I.L';L o1'1.~~1~01isibili!y withill tllc ~onilxiny. The training group wcnt to the wharf to 

e ~ p c ~ ~ i ~ n c ~  the way c;irs \ilerc rccciv~d and chcckcd on ;mival fio111 the ship. They visitcc1 

I'()y,la :is ;I ~upplicr conipany and had speakers fiom o111cr customcr groups. They 

~ ~ ) ~ i d i ~ c t c c l  a cilstomel sntist~;ii;~iot~ sul-i cy and attcmptcd to invustigate complaints. Thev 



visitsd n customcr outlet and qucstioncd how they could better assist custo~ners in handling 

tllc \d~ ic lc s .  The). !esrncd to interpret the computer system that controlied the flow of cars 

horn \ivharf to customcr and practised using thc 'remote function' computcr. 

Sliills lcamcd in the classroo~n wcrc consistent with those of thc transfonncd workplace 

envisaged through the NTRA. Workers learned about the decision making systcm at the 

conlpany and how to participate within it. Thcy wrote nlcn~os and set up ~ncetings with 

management in order to suggest cl~anges, particularly when contentions arose. They 

discussed tlic strategic: direction of thc company with workplace managers when they 

[isitcd thc class. Communication was a central tbcme of thc training. The graduates had 

st;i~-tcd thu journu~ on the \!,ay to becoming the typc of cmployccs cnvisaged by Matheson. 

'l-hc invitation to speak to thc class was embraced by most managcrs: 

I t  is a vcry positi\x move to invite managers to speak to thc training group. It will 

help to bring a hcttcr understanding bctwccn diffcrcnt groups in the company. 

Tom (Kational Business Development Manager) Training Session 

I i ~ \ v e \ ~ r  this response could not n~cessarily he rcad as support. Managers resisted 

involvcmcnt in planning and organising the training. c w n  in thc negotiation of the 

curriculum. M%cn invited to conlmcnt on the curriculum outline rhcy had littlc to say. 

[.'urtl~c~nlorc. they disregasdod training as an item on thc busi~icss agcndu and sccmcd at a 

loss \\.it11 the consultative culturc. Thcy providcd little 'aflbrdancc' for lcarning that invited 

works-s to participate in the workplace as lcarners (Billctt et al. 1998). Howcvcr, at the 

samc t i~nc,  managers spoke about unnamcd desirable skills and knowledge learncd and 

demonstrated in the classroom (see chapter 8) that would be transferred directly to the shop 

tloor v.,itllout any cu1tur;il shili or spccial arsangcmcnts on thc part of thc company. 

Shop !loos skills dc\dopmcnt was the responsibility of the supcrvisors and training 

Innnagcr. but, dcspitc the demands of thc Consultati\/c Committee, there was no visible 

system ihr supported multi-skilling training, which makes the mcmo bclow somewhat 

puzzling: 

Training rncthods are ;low in place to ensure that all operators arc fulij; aware of' 

cimcct procedures .. . A training matrix register for a1.l sections has also been 

cstablishcd fbr all sections to enable quick retkrence for future multiskilling. 

Memo: Action p1 an to reduce operator error during production, Dec. 1 8, 1 996 

This memo appears to be referring to a system outside the one that was developed by the 

\\lorkplucc assessors. Despite the policy howcver, there was nothing in evidence on the 

tloor. *l'hc systcm rekrred to was part 01' thc 1SO compliance requirements. The 

appcar;lnce k ) f  conlpliancc was always important to the company. I t  by no means implied 

wnsistcncy in practice. 

.I'l~c samc applied to thc risscsstnent system developed by the workplace assessors. The 

system \,s:ls i:i place and had been nominally approved by the Training Committee, but it 

u ~ i s  riot cf'ti.cti\,cly disserninatetl throughout the workf~rce.  Skills trainers were not 

appointed to ensure skills growth and recognition. Ti~neiabling arrangements for 

;iss~ssn~cnts \VCSC not made, despite the agitation of the Training Committee. Workplace 

;iwssors \i1crc never called upon to apply thcir skills outside the classroom. 

Tlic dissctninatic~n proccss \\,as in pnr-t my responsibility as a ~nember ol'the Training 

('onlmitrcc. l'lw ~mion and  \v~~kpI; ice representatives on the Committee were meant to 

consult m1l t>cd back to thcir constituent group. Howcver there was no avenue or forurn i n  

uhich tlicy could do this and thcrc was no tnanagc~iient interest in providing it. I n  

t-c[ros~~cct ncithcr the union nor ~ n y s e l t ~ ~ w ~  strong enough to ensure that this function was 

;il loufctl. \\'c tiiiled to inllucncc the discourse sufficiently hence our power to create change 

\ir:ls \i.cak. 

?~l~t~tIlct. L I I ~ S C S O I ~ ~ C C ~  an011i;ily related to the transfer of skills fi.0111 training to the shop floor. 

hlanagcmcnt rissumud that thc VIC coursc: graduates would demonstrate new skills on thc 

1100s. l'hcsc skills \rere not specifictl, dumonstratcd or supported on the tloor. Skills goals 

\wsc ilcli~lcd through the a:;sc:ss~nent systenl, but thcse were not referred to i n  discussions 

\ i l l t l l  management when ' I ~ C S C  criticism wcrc rniscd. 'There wcrc fcw production based 

sl~ills & x I t  with i ~ :  thr: clnssroom7". Skills growth was to be Wcilitnted tl~rough the 

assl~sstnun~ systcnl whet? skills goals were ncgotiatcd and a pathway to achieving then? was 



set. l-Io\vc\~cr thcrc was no vlill to niakc thcir achicvemcat ec!ual and no cultura! 

prq>arcd"css to support the process. 

Onc problem lay in thc lack of clarity around ihc discourse of 'skill'. Andrcw used thc 

t c m ~  to dcscrihc actii-ity rcsolilng i n  thc dirrct production of vchiclcs, although somctimcs. 

as in t l ~ c  examplc below. i t  rcfcrrcd tcr attitudes and \dues .  i called upon the discourse of 

transfcrahlc. gcncric compctcncc in my usc of the tcnn 'skill' which management saw as 

ir-rclcvant and invisible. 

7This bccamc a significant point of contcntion a: one Trainhg Committee nleetiny as 

AnJrcw, tl:c Statc Managcr, complained about the poor development oi~nultiskilling 

an~ong  training graduates: 

:l n d sc\i9 : l l i is  is part oi'prohahlp wlicrc wc'\fc lackcd in  cornmunicii~io~~ to 

tlic~n. it's not a want. it's ;l bloodjl nccd. Someone's gottn do it .  That's 

\\hat gcts u p  my nosc and that's what ...they do tlic training and they 

don't add anything to this company after they've done the training, by 

lack of i t  . . . lack of application of thc skill thcy've got though the 

training group, tlicy'rc not guntin get n pay Thcy'vc got 10 he 

masricd togctlm.. 'l'licrc's got to hc some . . . 

A rldrc~v: 'Nhat triiining support'? TIICIL"S ;:c friw~al training support. 

Crina: [So thci-c!h: how . . . 

A!id~c\v: [TIIc~c's 3 ,  ~I IC 'SC 'S  2 , ther-c's a 

sh,:\v m d  tci:, i l '  you like, traiiiing suppordt 

[-ri~~ii:  And how do they get fkcdhack on their. on their pcrfonnance and how 

do thcy get infonnntion itbout how . . . 

;\ nli w i f :  Every area has a supervisor . . 

1'01- ttndrc\\. thc probleni was one of a belligcrcnt workforce rather than a management 

illilore. Andrc\v's response dci:lonstr.i;ic! :hot the skills progression pathwiy mapped o i t  

h \  rhc u.or[;plac.c assessors had never bczn implemented and Imi probably escaped his 

cr;isp cntircl~,. The tcrnls ~ f A n d r e \ \ ~ ' s  'multiskilling contxict' had never been spelled out. 
L 

Ic. appeared to cspcct the graduates to do any job hc requested in exchange for the training 

>a\* risc. It was ;l co~~tr;ict ol' increased compliance with management's wishes. This was I .  

\ \ h a t  he was rckrring tto as 'skill'. 'The skills thcy've got through the training group' 

Iio\\tc\fc~- \ \we  skills i n  communication, k~iowlccigc of company systems and procssses (See 

'l'lic training I.trogralil was cliscussed at the Training Comnlittee mccting. There were 6 

~opics to do \r:ith rhc intlustrv, t1ic C O I I I ~ ~ ~ I I ~  customers and busii~es:-: practices, sal'cty and 

co~n~iiunicntic~n. 'l'hc 'I'raining Committee was invited to make suggestions. They advised a 

!'c\\ minor. but thcn agrccil that the program was sui table. !I therefore came iis a 

suq:rise 10 rile that Andro\v cxpccted a dirt'ci 11-anskr between the training program and the 

psodi~i'tior~ skill d c ! i o ~ s t s t d  on the sliop tloor. From findrew's perspective, training had 

t';rilcJ 1 0  1~rc;ik do~vn  the ; ~ ~ C ' I I C V  of' i~ldividual workers who exercised their choice not to 

sulwcrihc tt! ~ l l c  company priorities. 

SICI 11s t r-a~;slbr \ir:is ~ x w l y  coricc~~tualiscd in  the NTIZA (Stevenson and McKavanagIl, 

1002. 1 00.1). 'I'herc was ;l n~ismatch betwe.cn the general stantlardised skills described in 

111~' indilstry C ~ I I I ~ C ~ ~ I I C ~ C S  illld thc skills requised ir-i the part icular ~vorkplacc con test 

(Setion ct al. 1004, Stcvenson 22 McI(;t\lanrigh 1994). While Cnrcare managers were largely 

urltroubicd by tli~st' contradictions, industry could not refcr to the ol'ilcial literature to cast 

:my light on the qwstion of skill transfer. The literature silnply assumes that it would take 

place I - c ~ ; I ! - ~ I L ' s s  ol'\\rhetIi~r t l i ~  skill \il;is t:iuglit i n  the \vorkplace context or elscwhr.rc. 



At Carcarc ho\vcvcr t l~crc was a transfer and an application of skill that wcrc not predicted 

h\. mnlirrgciiialt 31 the h c g ~ n ~ i n g  of t l i ~  program. Thc graduates liad becumcs more a\r7arc 

0 1  their 011kS sights and h:id built ;in cspcctation of consultatiorl. They learned to 

piirticipatc in consuItatioi1 n1cctings and make ihrn~al requests. In the course of the training 

thcy h t ~ l  spnkcn to thc major decision makers in the company, had qucried company policy 

and sought infhn;istion directly on company de\dopments and decisions. Transfcr had 

takcn place. they had become more assertive, but. for the management, they had lcarncd 

the \irrong skills. There \vas a ~nismatch hctwcen management and workers cspcctatio~ls of 

uphat \vould result Srom the training. 

6.6.3 Cultural Misalignment 

'1-lic N'IXA madc unthrsccn dcmands on the Carcarc managcmcnt. I t  called for nc\v 

indust~y \falucs and pr~cessf i .  Tlic company had no cspcriencc to apply to the ncw 

industrial ngrccmcnts. Within rcstructurcd indusiry, the relationship demands were based 

on consultation and a sliared undcrstrtnding ofhusiness dcvclopmcnt. The Carcare 

industrial relations culturc iu~~ctionetl within an ad\:crsarial framework \rlhcre managcmcnt 

impn,\~cd wages and conditions \vhcn suflicicnt industrial pressure was applied. The 

coml>iiliy iloundcrcd with the notion ol'a partnership rclatioosl~ip and appeared to be 

hc\vildcrcd as to their role and how to mnnagc the ir*iiini~ig and the consultation to their 

o \ \ ~  or to mutual a d ~ m t a g c .  

111 thcis ccnliisio~i. the i:ompnlly nppc;ircd to be cstrcmcly ~nalleablc. They were easily 

con\.inccd by the union's intc~prctation of lcgisl;lii\~c rcyuircmcnts. They continued to 

psomisc that a vigoso~~s.  well supported training sjstem would cmcrge but thcir promiscs 

ncvcs translntcd into action. The push thr change tyom the union resulted in passive 

resistance around training. Management often fjilcd to attc~ld Training Conlmittec 

mcctings and \vcsc fo~-~nally ndmonishcd by the union ibr thcir lack of support. Thcy p::id 

lip scr\*icc to ihc ncw skills rccog~ii(ion systrm but ihilcd to enact it. 'Training was 

saho~agcd i iidi rcct l y Tllcy ;I] l(i\vcd most c~nployccs to conic to training most of the time 

hut pro\~iclcd no cncourapc~ncnt and communicutcd a sense of a~inoyance at the disruption 

their ;ihscncc crcntcd to \vorl; schcdulcs. Attending training became almost an act of 

cicfiancc tbr many c~nployccs. 

111 hindsight., the union and myself, as trainer, were not sufficiently educative or strategic in 

m;inliging the company's enculturation. I made constant requests and offered reminders or' 

t d s  to be completed bc twen  meetings. Memory was clearly not the problcm. The union 

response to management's incrti 5 B as to restate procedures as if there were some lack of 

c.1:iritv or maybc in the liope t11at thc underlying values would transfer: 

:\sscssmcnt is an  on-going proccss. Basically anyone should be able to come up to 

the asscssors and say ' I  uras assessed a month ago, 2 months ago, whatever it was. 

1'i.c n o w  had the opportunity to walk around and do different skills. l ' n ~  now up for 

I-cassess~ncnt. ' 

Anna, (Union Training ot'ficcr) 'Training Committee Meeting 

:Innii's restatc~nents of procedures read as fornlulaic descriptions determined at industry 

Ic\ cl s ~ ~ t h c r  th;:n ans\i~csablc to this company's needs and identity. Thcy rarely matched the 

;i~ionialics of'thc work-a-clay exper-icnce oftlit. company. She knew that the systern lay 

dor~nant in t'oldcrs in thc oftices of the managers, nc~nethelcss she acclaimed its industrial 

ptcncy as i l ' i t  uxrc active. Anna's rcpcatcd explanation of why in-house assessors 

11hc\v1sc hacl ;in cliipty ring 01' unreality: 

\\'c'\.c got in-Iiousc urn assessors, so we know you guys are going to be assessed by 

the people who know the job. M'e'vc got training in the company's time so it's not 

costing you a ccnt and in the end of the day wc've got a three slcssificatinn pay 

str-uct~~rc. \tSc get thrcc pay riscs out of' it. 

:Innu. (I.lnirm 'l'rai~iing OSiiccr) '1-raining Session 

'l'hc asscssors vcrc  said to h;tve ~issesscd evcryone in the workplace and to have reassessed 

tllc training graduates following the training program. Anna asserted the dc~nocratic power 

that ti~llo\\ls \vhcn thct-c are in-house shop tloor assessors (Interactional Event No 4). 7.0 

;\r~drc\v slic af'tirnlcd the practical \raluc of in-housc assessors: 

p .  

1 Iiat's tlic rouson wc went in for in-house wxssors ,  so i t  can be an on-going 

proc~'ss s;itlier than having to wait, you know, h r  thc first of the month every three 

months to l ~ t v c  some TAFI; college comc in and do it. 

Anriu, (Union 'fr;iining Ofticcr) 'I'rairling Committce Meeting 



Clainii ng a sharcd agency she assumed a shared motivation in establishing tlic assess~nent 

svstan. Andrcw agrccd with Anna's rcasoning cvcn though he had only minimal 

undcrstanding of the system and no appreciation of how it  originated beyond a rcsponsc to 

industrial pressure. Both Andrew and Anna placcd a high value on being seen to be playing 

hy the rulcs. Thc knowlcdgc that the training and asscssn~cnt system existed was ushat 

mattered. As long as asscssmcnt and assessors had a nominal role. thc training syste~n 

could claiin political integrity. The game 01. pretcncc was an important component of thcir 

nttanptcd mutuality and their starching for common ground. 

I icncc the combined forccs oftlic union and thc training provider arcre unable to addrcss 

the ~ ~ ~ ~ ~ i t i i i l  a~io~ilaly of passive resistance. The politeness codc masked thc contradictio~l 

c\.idcnt in Committcc discussion. The Cornmittcc protocol was sustained. Confrontation 

n n w  only whcn n kcy industrial principle was tllrcatcncd, then Anna would lcad the 

cIi:~rgc. K c ~  131-jnci plcs relntcd to wages and conditions. 

l l i c  ultimate tactic of the union was to thrcatcn direct industrial pressure. This would 

tinally ac l i i c \~  compliance but not cultural transfo~~iiation. The union was forced to adopt 

tlic old nd\.crsasial approach using new weapons: 

We 1111 sccmcd to a\.oid opportunities to discuss ilic broadcr issues relating to consultation 

and tm~ning until n crisis arosc when the disparities were Icfi gaping. 'fhc crisis of the 

momcnt. lio\vcvcs. ovcrslir~dowcd tlic possibility of discussing the NTRA ideology, the 

niismatchcd principles driving the p;~rtics' actions or issucs of' learning and the way i t  was 

fostcrcd. Wc wcrc all cngagcd i n  a conspiracy ofagrccmcnt wl~crc issucs of colltlict were 

alniosr taboo. Tllc trailling offcrcd to this company was culturally dissonant. l'hc nlanagcss 

could not scc the rclcvancc of the curriculum dcsigncd to dcvelop i: d c r s  as thinking. 

inlb~mcd, intcrnctivc partners, but nor wlicrc they willi~ig to chnllcngc it. Tlicrc sccmed no  

meeting point from wl~ich to begin discussion of'cducationd cffccti\~encss and validity. 

Tlicy did not \ r f i i ~ i t  the invcntivc, crcativc, rcsourccful worker udvocatcd by the NTRA. 

What tlicy ulantcd was a compliant. hardworking worlics with high output. Thcy did not 

kno\\.  how to utilise thc skills developed in training, nor did they acknowledge a space for 

Icarning. 'i'hc roles created by the union, which were features of a progressive and 

c.onsult;iti\lc \vorkplr~cc. were dissonant with the aspirations of the company. 

!.-inally. i n  1997, the union abandoned training as the means to achieve pay increases 

through skills progression and decided to return to the old strategy of industrial pressure. 

This tlccision came with ri huge sigh of rclicf from managcnient who could now settle back 

~n to  the fiimiliar :d\,crsarial role but things \vould never be quitc the way they used to be. 

. . 
1 hc decision was also \i~elcomcd by WLI who recognised that genuine devclopmtmtal 

~ ~ ~ ~ L " S X W C O U ~ ~  liot bc sustained i n  the facc of persistent resistance. Training was not 

cscating solutions Ibr this already bcleagucred work force. I t  was perhaps creating 

psohlc~iis. I t  was contributing to expectations of consultation, information sharing and 

p;u-ticip;ition that \\/ould not bc met. Could 1 bc accused of the unholy evangelism 

pcrpetsatcd by middlc class 'do-gooders' on thc working class? We had discussed this in 

\\'L1 statf'rnc~tings. 

'l'l~csc'.: a certain middlo classncss about wanting to rescue people (in inhospitable 

i\ orliplaccs) so soliictimcs i t  docsn't help to prcach to people about something they 

k n o w  alscacly ... (h/lan\l respond by saying) ' \VC h a w  no chdice, wc dm' t  want to 

discuss i t ' .  

\V1,1 I'rokssional Development Session, June 1 7, 199G 

6.7 The Training Reform Agenda - a Critique 

I t  claimcd a placc for Vocational Education and Training within the workplace as part 

01' tlic cvcr\:d;l~ . - ;1ctivity of' industry wl~erc trainicg had previously been decmcd 

irrclc\,ant. 

I t  nudgcd at thc cpistcmologicd hundaries  around industry knowledge and 

ack~~owlc.dgcd the skill base t h t t  ilnderpirinerl factory work. 



I t  forcgr~undcd com~nunication skills as essential to business success. 

It progrcsscd towards crcating a dialogue bet\\-ecn industry and education. 

I t  attempted to give voice to all stakcho!dcrs in the framing of the system and callcd for 

input on issues of participation, curriculum. asscssnlent and evaluation. 

It  opened discussion in relation to 'compctcncy' in mdtters of promo~ion and career 

progression and challcngcd old procedures for promotion. 

It resulted in a comprchensi\~c, company-wide review of shop floor wages. 

0 I t  set a higlicr iraluc for on-the-job training even though it did not establish a systemaric 

or structured approach to it. 

In morc rcccptivc compai~ics, the NTRA allowed a training culture to devclop that became 

integral to the identity of the cntcrprise (Scfton. Watcrl~ousc and Cooricy 1995). The 

Sciinn a al. study dcmonstratcd that successful irmrkplacc r e h n n  depended on a 

commitment to change, but many. maybe most companies were not ready, saw no need for 

change or d ~ d  not helicvc that establishing a training culture was the answer. Major cultural 

rclimn dcpendcd on the concurrcncc of a set of industrial, educational and company 

cultural changes - an issue that will bc h l ly  explored in Chaptcr 9. 

You just cannot mandate change although you can probably mandate resistance to 

the intended chnngc. Perhaps thc problem in Australian VET gocs back a decade or 

morc. At that time a decision was made about how to procced with the nlnnagelncnt 

of change. Was i t  to be through gcnuinc consensus and rich understanding and the 

dcvclopn~cnt of thc skills ofthose in\ulvcd (all of\ihich takcs time) or was i t  to be 

tlir~.,ugl~ scgulation. lcgislation and mandate. 

Billctt 199Sa:l 1 1 

Australia of course chosc the latter. Billctt goes on to say that Gcnnal~y, by io~ltrast, had a 

10 year plan of gaining interest, commitment and skills. Those rcf'or~ns arc now legislated 

and negotiated with hi-part ism bodics. 

The rcaction of Carcarc to the N T R A  was consistent with maybe the majority of 

companics particular1 y thosc pressured by out side agcncics. Carcase took a i.~cusurcd 

; I p ~ ~ ~ ~ c l ~  to dcmonstratc minimal l q a l  compliance and to silcncc a forthright union. l! 

holwd to liold e \~eqth ing  else in place, quite unchanged. Like many others, Carcare 

Iwtlcilxitcd in tr;iining because public money W::. zva!lable (Hawke 1998). The Training 

(juarantee provided a further incentive while the union applied pressure fix training. At 

C~ISC;I~C as in many other companies, lack of cultural preparedness at company level failed 

tlic NTR %\. Managers bad no vision or desire to fully embrace the vaiuis of  the 

rcstsucturing movement. They had no skills to manage a participative and assertive 

iixrrtSorcc. And. as previously noted, managers largely escaped the attention of the 

N;.tional 'l'mining Reform Agenda as a target for training (Karpin 1995). Pmbing how ihis 

occun.cd 1c:lds onc to qucstion some ot'thu political assumptions that seemed invisible at 

[ilc tl1llC. 

.Ilicrs 1l;id bcen a ii.\ir \i$ispers i n  a m e  quarters thai management skills needed attention. 

( ; ~ ~ I I I O L ~ ~  ;11id 1~1ishury  ( 1  0S-I) noted tllat poor ~ i ~ a n a g e ~ ~ ~ e n t  skills limited the capacity of 
., . . . 

middlLb iniinogers to d c \ f o l \ ~  mmngcment and industrial relations responsio~llt~es. hut 

(ii1:lious a1111 I m s b ~ ~ r y  had n union bias. l'hcrc was liowever a gaping silence on such 

niattcrs in  N'l'l3 Jocumcntation and irl policy and conmentary put out by Dawkins, 

('AI-~iiicl.:rcl and othcrs. 

I s  c a .  ( 1990) rcm;irkcd that managers werc 'complncent' and unrealistic in their 

asscssnicct ot'thc skill of their workforce and the extent and effectiveness of their 

consultati\x n~cchanisms. Their 1im:tations \wre evident to t h x e  of us working in training 

\i 110 sat ;~longsidc t l l ~ ~ i l  i ) n  trili~li~lg COIIII~I~IICCS. Most cxpectcd their workers to emerge 

lionl !wining progr;lms S O I I ~ ~ ~ I I O \ \ ~  ;hie to rclbnn work practices and skill levcls without 

d~stusl~ing ;~nyons 0 1  iii~ytlling else. 'Illis suggested thiit many had a p o x  understiinding of 

tr;~ining. o f s y s t ~ ~ n i c  thinking iind of dcvcloprnenr and change management (Mant 1997). 

1 . c ~  tnanagcrs know how tl ,  ' c ~ ~ ; h l e  e~nployccs in all areas and levels of the organisation 

i t )  contril~utc to tl~cir potential' ( N I B  Guidulincs 1993: 1 S). 



im~xo\uncnts  such 3s: change ini tiati \U. practical problem solving, the improvcnicnt of 

tcani c~mmunication, tlic hrcakdown of company divides or building company 

idcntiticatim (J-Iagcr 1997). !n 1i1ost i~ista~iccs, structured training was viewcd by 

~nanagcrncnt as an U I I \ : J C I C O I ~ C  intrusion into the day's production (Mawer 6: Ficld 1995). 

At the sali1c time. managers \w-c  not assisted by the poor understanding of workplace 

Icnming that prcvailcd. Policy makers as well liad very little knowledge about how 

\\.orkpIacc learning occun-cd or the capacity of entcryrises to assume the training role 

( l  1an.k~ 19%). 

It was not until thc Karpin Iicpo~t, 'Enterprising Nation', 1995. that thcre was any serious 

go\rcrn~iic~it aticnti~n on the nccd to incrcase thc skills of Australian managers. Karpin 

demonstrated that managcw and supcsi~isoss \\.ere poorl~. traincd and liad few rcscurccs 

K I C \  nr 10 ncur. i - ~ f i ~ ~ ~ i i c d  i~qidustry: 

I'rovidcrs ot'managcmcnt cducation, training and dc\dopmcnt . . . have succecdc.d 

in  providing functional skills. I4o\vcvcr an o\;crc~nphasis on tlic morc analytical 

arcas oi'busincss Iias prccludcd thc d ~ ~ c I ~ ) p ~ i i e n t  of'intcgrati\rc ('strategic') skills 

and also the soft or pcoplc skills ncccssary to succecd in modcm business . 

Karpin, 1995 b: 9 

'l'hu Australia11 Iluman Rcsourcc Institute report on the Ka~pin study sunimariscs thc 

findings as fi)ll;)ws: 

Austsalian managers . . . lack the skills rcquircd to addrcss tlic "new n~ani~gciiicnt 
9 ,  lxiradi gm. 

The gaps \vcrc idcntificd as lack of long tcnii vision; lack of strategic rhinking; 

poor t c m  work; inflcsibility; poor people skills; and lack of acccptancc of' 

rcspi)nsihiIity and f'ul!ilmcnt of'commitmcnts. 

I~r.viclc A //1~1, June 11105 

I'hc addition ol'managcmcnt training con-cctcd a11 important oiiiissio~i of the Agenda, but i t  

did not make the Agcnda complctc, indeed thc Agcnda was conccivcd as always evolving 

and suhjcct to rc\ricw as is the case today. I t  is stil! gral>pli~ig with the question of rclevancc 

1 0  industry. I t  is still tiir fi.cl111 acliic\fing an cduc:ition system that is ti~lly supported by 

111dustry and that 113s the capacity to nurture the skill demands ofthe economy (Scollay, 

200 1 1, not to mention thc skills of a democratic society (Falk 1997). There are k w  work 

c ~ i \ ~ i r ~ ~ i n i ~ ~ ~ t s  that nicct the critcria Ficld puts forward as the fcaturcs of a 1eami1:g 

org;inisatic)n (Ficld 1 395). 

6.8 Conclusion 

fh is  cliq~tcr cx1iains hour training for shop floor cniployees arrived at a co lnpny which 

11;1d. until that point. r;irely cntcrtaincd a single training thought. 

\\'hat untbldal ;it Carc:irc, after 2 K years of training invol\unent and 111orc than 570,000 

ot'go\~crnn~etit money. was ;!n outcome that questioned the status quo, in some quarters. 

hut stopped well short 0t'cuItura1,tr31isf0nniiti0n or radical skills growth. I t  only 

tenijm-xily satisfied the central union and the needs of some union members. 

1 1  \ r x  i~itsoduccd hy the union in tlic spirit oftlie industry restructuring mn\le~ncnt. Thc 

unio~i itspiscd to proilucc a transtimi7ativc discourse that \rould creatc a culture 01' 

consult;~tion and lead gr:~I~i;illy to a co-nianogement model of production and industrial 

scliitions. I t  :ittoiiptcd to do so by superimposing ncw values through coercion and finally 

IIII.OLISII legislation (SCC Chapter S). The company howew- was an ~nwil l ing player which 

sii\\, its~I!'~iiccti~ig 3 IcgisI:itive r c q u i r c ~ ~ i ~ ~ i t  rather than participating in n reformative 

~i io\c~ncnt .  .+\a with tlic Accord. piistnc~sliip~ wcrc i~iiposed rather t11311 agreed by n i ~ ~ t u a l  

c~~llScnt: 

Tllc asclii tccts o ;'the Accord hoped that centralised unions would tind a role as 

pastllu-s \\ , i t l i  go\rsl-nmcnt and business on co~poriite lines. Business. fortilicd by 

nco-lihcs;il ideology, u l x  n c \ w  n party to this scltemc. 

l31xi11, 1000:2 16 

\\'I-/ 1i;id 1111 agc11d;i tliiit  c 'onil~lcinc~it~d tliiit of tlic imion - thiit of establishing a lcsrning 

C L I I ~ L I S C  \vithir~ a c~~isulti i t ivc cnvironni~~it .  I t  was an unlikely, maybe naive, act of hit11 to 

~lc~nnnd ol'such a mnn:igcment. 



Tlic cxpcricncc ol'Cxcarc \\-;is probahly not cssctly duplicated in the same fomi at other 

compuiiics but other companies rcgiirdcd thc NTRA ivith disfa\,our. Sonle i ~ o u l d  say i t  

span~icd 1110re ilcti\,ity in ~iiecting roon~s and in policv and design docunicnts than i n  

tsaining rooms (Ryan 1097. Braddy 1998. Jackson 1997 a). The FitzGerald Rcport 1994 ' l .  

\\';l!i coinmissioncd h! the gm7urnmcnt to re\.icw the Training Reform Agenda. The rcport 

rcf'icctcd the dissatisfaction of business with thc construction of skills and skill acquisition 

in tlic National Tra~ning Rcfonn Arcnda .- and puslicd for a inore demand driven systcrii 

( ~ c a d  11131iagc1ncnt dri\.en). Industrialists cunlplaincd that the co~npetcncy framework was 

cducationdly d1-i\m and failed to take into account the clficiency and work value conccrns 

ot'industry. l-lie rcport was discussed in tlic nc\i.slmpcr: 

training rcl'ornis arc not clearly focused 01: the nceds ofbusincss and workers and 

aspects of ttic rufonns lia\:c probably cven discouraged firms participating ........ 

Govcmmcnt regulations and intervention is constricting rattier than fostering 

vocational education. 

I<ich;lsds, 1 004, 7 h c  ..?,qc, Wednesday August 17 

13raddy. MLA and Minister ibr Enrploynxnt. Training and Industrial Relnlions in 

Quccnsl;ind, ndtlrcsscd the ANTA national conkruncc in  19%. 111 his opinion. the 

psohlcms outlincd hy FyitzGcrald ci 81, four years bclbrc had not been resolved: 

We've raced I i~ i ld l~ i ig  illto a training rcfonn agcnda \vliich was supposud to make 

tsaining simplcr. more tlcsil~lc. ilnd attuned to indusiry needs. But what Ii;~vc we 

got'! A systc~ii \\~llich is considcrcd by many to be too co~iiplcx and confusing and 
L 

one which may actually lia\~c a ncgativc impact on the decision to employ. 

Bsaddy, 199S 

[hc  ~ i c ~ t  ~tilgc oftlic Training Reforn~ Agenda. the National Training Fra~ncwork, llus 

iiclivcrcd ;I 11101.c dcscgulnted ~ > ~ s t c ~ i i .  I t  Iias rcspondcd to the call liom nianagemcnts ihr 

~iiol-c 'demand dr.i\.cn. training. As 3 result i t  has distarlccd itsc1:'tiom the egalitarian 

consultati\~c idcology of'tlic caslicr industrial cducation policy and \\~licsc possible, from 

union in\~ol\/cii~cnt. This can hc vic\ved as ;I stcp in tlic prngscssion to rcalisc the goals of 

tlic Agenda ratlier than n new direction. I t  is an attempt to bcttcr realise tlie objcctivcs 

stated in 1092: 

The concept of' competency fixuses on what is expected of an employee in the 

n.orkplace rather than on the learning process: and embodies ihe ability to transfer 

rincl r,)plv skills and knowlcdgu in ~ic\'c' situations and environments. 

NTl3. 11N2: 29 

.l'hc cducu~ional and industrial job of the National Training F:camework is to sinlplify and 

cu..;to~iiisc skills dc\dopnlcnt to catcr specific and specialist needs of enterprises. Its 

cconrt~iiic task h o u w c r  is to shift the financial burden for skills training from government 

10 industry m d  to thc i~idividual (Dow11 199s. Mulqueeny 1998). 

I'hc Training F r n m e u d i  has disnaantled accredited curriculum and with i t  mush of the 

~ ~ y i ~ l a t ~ o n  and control supcrstructi~se that looked over the shoulder of e \ w y  industry 

tr,ll~~ing progs;~ni in 11ic cou~ltry, I I c) t'l'crs ;l tlesibility to respond to company needs. 

1 Ion c\ cr. ~t no  longcr. lionours democratic or consukative practices. I t  seeks to t'ocus solely 

o n  ? ~ k ~ l l s  dc~nonstrated !iirough competency based assessment, as defined by the industry 

I-)o:rrds and custonliscct ' .  , j~idi\~idual ccmpanics. i t  values individually negotiated skills 

tic\ c~lopnlc~it  plan^. At best i t  al1on.s ti)r tlic enterprise specific training programs 

'l~iillat ~ n g  ~ i ~ o d c l s  sucli as the intcgratcd training programs demonstrated by WLI. At 

\\osst. ~t rcsults In p~-ogsa~iis that propiigatc the status quo and that replace education with 

asscssmcnt (Schoficld 2000  a C !  b). This trend places in jeopardy the development of 

scwcric sl\~lls, the co~nmu~iicntion curriculum and discussion based learning that has some 

c ;~pnci t~ '  to i n t e n w e  in cornpaw practices. N C V E R  studies (Billctt et al. IOW, Mulcally 

md . Imcs I W O a )  ~c , i i c lud~  that CB'I' within Training Packages is valued for its ability to 

d d r c ~  job spwiiic skills but it is less successtul in developing more generic fi)cusscd 

Aills such as i~inovaticm. on-thc--job goal setting and personnel ~iianage~nent. 

, . 
I lic in~ci-171-ctatio~i oftraining nced. epistemology and career path progression haire bcen 

sh~ltccl anfay ti-om the industrial relations arena. 'I'lie national s!iills recognition system 

scnlains hut adhcrcncc depends o n  individual workplace arrangements and the stscngth of 

the union at the site. \VIiiIc that has always been thc case, tlie sidelining of the unions in 

Isaini~ig dccisio~l-~ilitki~ig f'osums has incrc;lscd the autonomy of cnteq>rises. The ~aatiunal 

training rcgula~ing hociics linvc ;icccdcd to cntct~p-ise i~iterests so that recognition ofskills 

and cpistc~nologic;il questions h a w  I~ccomc a conversation between training providers and 





CHAPTER 7: -THE COMPETING DISCOURSES OF INDUSTRY 

Balloon metaphor: 

This chapter analyses the  rigging that  attaches the  baskel t o  

the  balloon and holds t h e  lining in place. I t  therefore refers 

back t o  the. outer structure and the lining in relation t o  the 

7.1 Overview 

Tlie ~ u r p o s c  ~I ' t l i i s  chaptcr is to csplorc thc discourse roots of the management, union a:~d 

training tr.rrlitions in order 10 recognise tlie voiccs behind tlie co~nnunication in thc 
. - n.orkplacc. I hc discourses ol' indusf y rcllcct the \~alucs and ideologies of workplace 

groups. ' h s c  arc sliapcd by co~nmunity beliefs about truth, power and the pragmatics ot' 

~nllucnce. This ciiaptcr dcscribcs and sccks out the origins of'tlic discourscs that wash 

tlimugli industry and takes account of ho\v tlicy can bc rccogniscd in the case study 

ccmpany. 

Chaptcr S gives \~ i \~ id  cxaniplcs of these voiccs in act ion at Carcnrc. 'Illis chapter csplains 
. . thcir or lyns  and thcir contcs;. 

7.2 Science as the Voice of Knowledge and Authority 

7.2.1 The influence of Science in Managemen t  Uiscourse 

The discnursc of science is a pervnsi\~c ideology th;ii is so well intcgratcd into tlic 

ilnmin:m[ tliscoursc i t  is ditlicult to uncoil from tlic iiiain thread. Notions ofscict~ti l ic 

\~alidity arc rooicd to social attitudes oftrustworthy knowledge. Ecllocs o f  scicncc are 

heard i n  arcas as diverse as pcrsnnncl managcmcnt, quality control and cducation. A 

particular style of  managcmcnt which has taken the namc 'scientific management', has 

hccn strongly intlucntinl throughout industry. 

Scicnti fic manngcmcnt has hccn ilttrihulcd to Frcdrick Taylor ( 10 I I ). 

I f  one school of tho~gl i t  has been a !hrcsd ts link the otllers. it is Taylorism p i th  its 

claim that managnncnt can be  a true science and that 'science' can be universally 

;ipplicii. Even though other schools appear to h.~manise the conduct of 

management. tlic Taylorist emphasis on control and efficiency in the interests of an 

organisation and o f a  cogntry has survived as an essential piece of management 

\+-isdoni. 

Rces, lW5: 17 

I'rohcl-t (IOSO) notes that the Australian \vorkfbrce resisted Taylorism when i t  was 

I I I ~ S O L ~ U C C ~  clse\i.hcrc, but ntier thc \irar. Australian managers succumbed. 

~:l;.ckniore ( l 00-3), in Ji scussing, educational manapcmcnt, supports Probert 'S view that 

scicntilic nlnnagemeot styles emerged in Australia in the 50s giving hallowed status to 
f 

scicncc: 

not 0111~ hccausc scicncc nlas secn to bc a m i x  'ot>jccti\~e' tim11 of krmvlcdge 

production during the post war period but also because scicntilic knw-ledge 

p n ~ n i s u d  thosc who practised administration and policy dc\doprnent 

predictability. ci>mp:ir;ibility as well as objectivity, thus imparting greater authority 

:o :iiirninistr:~ti\v experts. The epistcniological 5,undation of the view of 

administr:~tion as neutral, rational and value f?ec cntcr-prise in the pcriod aficr the 

Scco~id \Vnrld \Vat. was po~i t i \~isrn.  Underpinning aucrgent organisztionnl and 

~iianngcmcnt theory s i~ ice  the 1950s. positi\,ism made privileged claims m 
ohjcctivi ty, predictnhility and uni\~ersidity. c la i~ns  which separated means from 

ends, !'acts li-om valucs. 

I3l:ickmore, 1003: 30 

I'so111 tlic ~ O S  tlirough io the rise ot '~i~;l~li igerialis~~i i n  the SOS, ~iinn;ige~iient 1cu:icrship has 

~ ~ ~ s c n t c d  ;I stnmg but colourless ihcc. Under the inlluence of'sciencc as interpreted by 

\ ~ c h c r ' ~  (\Villniott I O O j ) ,  it h;is rcsortcd to fact rather than passion, authority rather than 

cluris~nn and honours bureaucracy rather than meaning and value. The scientific discourse 

ucrcisc ; r;ttion~li ty over tllc chaos of  unfettered human behaviour (Ball 1 990). l'hc 

!i~llo\r~iny noticc pinned on a factory canteen notice board is 1111 ex~n ip l e  of print based 

scicnti lic nianrigclncnt discourse: 



1 f IS T!!E IN1'1'NT 01' (CUhlI'ANY NAhlE) 1'0 LNI'RODUCE .4ND DEVELQP AN ON-GOING NOISE 

C'ONTKOI. :\NI) 111~.4RING CCNSER\'ATION PKOGRIhJhlE. 

UNDI'II I ' I  I13 PK0GRAh. l  TlIE FO!..I_O\\.ING ISSUES \Vli,I_ BE ADDRESSED. 

1 .  '1'0 c;iriy nut sound pressure level mcasurcmcnt in work arcas that arc recognised as being noisy, ir. ordcr 

to dctcmi~nc the sourcc and cxtcnt of'thc noise. 

7 .  1'0 rcducc h!: enginccring means thc le\.ci of noise gcneratcd by pieces of equipment u.hich ha\se been 

?;hctum to bc cscessi\rly noisy 

3. To  prwidc suitable hearing protcction (and storagc: for same) f r  all personncl and educate them in the 

nccd and use of such protection. I Icaring protection p:o\,ided nil1 be worn by personnel w.o~!<ing in areas 

\ihere noise suppression. by cnginccr i~ :~  mcans. has riot becn successful 

I l~ i s  test protksscs the knmvlcdgc of science to mwsurc noise and to provide protection. 

Its structure is co~itr~IIud and ~ncth~dical .  firstly stating the intention, then thc scope. While 

i t  finishes with an invitation ro \\lorkcrs to participate. the invitation is lnnrc a formality 

tl~an a11 cxpc~tation sincc i t  is clear that thc csotcric nature of thc cxcrcise is unlikcly to 

n,clco~nc workers. Thc complcx scntcnccs and vocabulary arc reminiscent ofn legal test 

co~nn~unicating a scnsc ofcsactncss and puq)osc ('it is the intcni to rcducc by cngincering 

mcans'). Thcy gi \c  authority to the inanagcr's nmds and dcmonstratc that he is educated 

and set apa11 f'rom the colloquial d i s cou~x  of tlic shop floor. The use ofthc p;is~i\~e voicc 

dista~iccs t h u  \vritcr fro111 thc text. pr(<ccting a seeming scientific ohjcctivitv and ;I scnsc of 

social supcri~rit)~. Fewr cmployccs would have suflicicnt familiarity \\4th the genre to 

comprehend tlic message and c \ m  fewer \ \w~ld be \\.illing to \rcnturc into such culturally 

ranotc territory to contrihutc their knowlcdge, pxticulorly as their knowledge is not 

'scientific' but cspcricnlial. 

Scicncc has given authority, legitimacy and 

other-wise have appeared ad hoc or self scnri 

rationality to managcmcnt practiccs that  Inay 

ng rind rutl~lcss - practices such as time and 

motion studies, qua 

or fbr 'do\v~;sii:ing' 

delsgi!imiscd :is subjccti\.e. \vhimsical, tri\fiai and inappropriate. particularly in the 

\\.orkplrtcc (Gardncr 1 985). 

Jrtcobs deiincs the popular concept of science as follows: 

Science is based on hard facts or trustworthy experience. It is readily 

distinguisl~ilhlc from other intellectual enterprises such as r~ligion or art by virtue 

ot' its proven knowledge, rigorous methods and foundation in facts. Science has its 

o\vn special pcrn~ancnt methods of proving knowlcdgc true and i t  is progressive in 

the S ~ I I S C  of'ha\fing an cspanding body of knowledge. I t  is rational rather than 

irrational, i t  is objectiL1c rathcr than subjcctivc, that is kno\vledge is built on and 

corresponds to ibcts or physical reality. Scicnce is said to be an intellcctuel 

endeavour remotc tiom and ur~sullicd by social, political and econor-nic influence 

and scicncc presents g~ncral universal theories or I a w  of nature. I t  is knowledge 

admitting to no csccptions. 

.lacohs. I 9') j 

Gi\m SLICI I  st;itus. practices that are justitid in thc name ofscicnce art. not qu~stioned at 

community levcl. They haire become part of the fabric of the dominant discourse and 

hcncc. h>. definition arc embraced as common sense by industry. 

Quality systems and sciti'ty systcms hnvc nestled under the scientific banncr and givcn 

compmics status as productive enterprises that arc reliable, knowledgeable and in control 

ot'their industry practiccs. Wlicn Cnrcnrr: was adopted hy its multinational parent, it was 

quickly pressured to gain accxctitation undcr a bevy of'authoritics to ccrtify the company 

as a p;irticipa~it in thc dominant scientific managcincnt discourse. A risk ~nanagemcnt 

consultant conductud a nurncrical profile assessment in occup;rtional I~calth and safcty and 

I~tcr  i n  cn\ ironmental ~nancrgcnlent to begin to accumulate the credits for cv~nplia~lcc fix 

accrcciitatio~~. Compliance is measured by a set of obse~/able criteria said to encapsulate 

good prxtict. i n  Oli&S. Compliance is calculated by the company's score on the criteria 

tick sheet, giving i t  quantifiable accountability and therefore, orthodoxy under a scienti tic 

hmicr (Marccau I 095). 



The first Ictter of s ~ p p o r t  hi* fundcd training mcntioncd IS0 compliance as a reason to 
. . 

take U P  the t i -~111111~.  The c0111pany \\?as quality accrcditcd to AS3902 1 IS09002 and also 

held 2 Q 1 rating ( Q  10 1 ) from Ford Motor Company and was working towards safcty and 

cn\.irnnmcntal accreditation. Thc accrcditation would demonstrate that the conipany had 

cstahlislicd a papcr-based system \\.hicl1 adhcrcd to cxtcnially set prirlciples of bcst 

practice. The descriptors ofpracticcs wcre said to rcflect actual practice. The principles 

and scquirc~ncnts u9cre to be objcctivc. rational and comparablc. They claimed to have 

distilled tlic csscncc of tlic practices that dclivcrcd high levels of standardisation in 

proccdurcs that produce the scnrice or goods sold to the custoriicr. Compliance was 

si\~stcmatiscd and mcasurablc and hcncc companies could bc rated. Auditors worked 

tlirougli the dctail of thc papcr trail matching documents with thc generic model, but thcy 

\in-c not rcquircd to asscss tlic cffccti\~cncss or appropriacy of the proccdurc or tlic product 

(Jackson 1995). 

Scicntilic systcms arc valucd currency in industry. Carcarc's computcriscd 'Vchiclc 

Tracking Systc~n' is scgardcd as its compctitivc cdgc and cvidcncc of thc  high value put on 

cus tmcr  priori;ics. I t  is cvidcncc of the company's commitmcnt to m o d c r n i s n ~ ~ ~  which 

J;lakkola et a l .  ( I  995) dctinc as emanating froni Webcrian thouglit. Rational organisational 

acti\.ity is 'calculable, i~iil~cisonal and tnou~lcdge bascd' (Jaakkola ct al. 1905:26). l'hcy 

quotc 13ruhakcr's sumniary of'\Vcbcrii:n rationalisation as: 

!hc dcpcrsc~nalisi~tio~i of social rclationsliips. tlic refinement of tcchniques of 

calculati~~i.  tlic C ~ ~ ~ I ~ C C I I I C I I ~  of tlic social i~iiportancc ofspccialised k~iowl~dgc.  

and the cstc~ision of' tcchnicall:, rational control over both natural and social 

proccsscs. 

Jaakkola et al., l995:26 

Since tlicsc vnlucs h a w  bccomc synonymous with good managcmcnt, thcy liavc motivated 

the d c \ ~ c I ~ p ~ ~ i c ~ i t  o~'tlie skills asscss~i~c~it  systc~iis t l i r~ug l~o i~ t  industry (Sandhcrg 2000). 

Assessment systcms arc iiwndcd on a hclicl'that the csscncc of any skill can be analysed 

into a generic set ol'objcctivc. mcasurablc criteria standardised across industries. Carcare 

spent considcrahlc resources dcvclopi~?g such o system. This was tlic lirst WLI project at 

tlic comlwny. 'fhc prqicct rcquircd that a11 skills within the \irorkplacc bc namcd. analysed 

for critcria and categorised for levels of con~plexity. A patterned, repeatable and 

comparable approach has more credibility with the auditors. 

liccoursu to systcms, as the 1~1cdi;ltor of hu11ian relations and the moderator of human 

j;~ihIcs and ~~~isdcmcanour.  is cvidcncc of thc  e~i~pl;>yer's conviction in Wcberiari scientific 

~nan;t~cmcnt.  Systems do not tolerrlte deviations. A ,on-co~npliance has to be corrected 

hccausc fidelity to the system is paramount. The individual within i t  is subscnlient to the 

sq'stuii. 1Hencc the quality system lists desirable work procedures and reports non- 

compliant behaviour trcating each event as a statistical occurrence to be plotted and 

Scicntilic inanagemalt creates a set of inevitabilities and urgcncies - the Kanban  stern"' 
cre;ltes an  urgcncy ibr product; the AND ON^' system creates an urgency for workers to 

~nairit;iin IUCC \i'ith the producti~!i line; lean nianagcment systcms create an inevitability 

t i~r rcdundancics and outsourcing to meet lowered staffing and financial ceilings. 

'\'alidatcd by scicnti ~ically measured productivity and efficiency goals, the systems are 

Iyxmi contcstntion. I t  is the systcm that is the enemy, not the people who manage i t .  

I)iscursi\ c fijnnaticrns nhich fill the dictionary of scicritilic managerncnt such as 'Total 

Quality Control', 'World Class Manufacturing', 'Benchmarking', 'Self Managing Teams'. 

'\\';istc Minimisation' (or b ~ u d : i ' 7 "  at Toyotn), 'Continuous Improvement' (or ' ~ n i z e n " ~  

at To>x)ta), arc the te~i i i in~logy that nzanagemmt and w o r k m  have come to share i n  

talking about \i*or+.. Wit11 the introduction ol' each new system c o ~ n e  new tern~inology a id  

a r.clian~ing m d  ruprioritising of'\vork activity within a ncw order. As thc systcm is 

t ~ ' ~ l ~ ~ i o l o g i s c d  into n place ot'promincncc, the coritesting discourse is concealed or silcnccd. 

:It Carcare, tlw VcIiicIe Tracking System can locate a car at any point in the process. At 

tliC samc time i t  acts as n s~~rvcillance system because i t  identifics who is working on the 

~ ~ u d u c t .  \ i h t  job tlicp are doing, how long i t  has takcn to this point and approximately 

Iiow long i t  will be bckire the worker starts the nest one. In this \v2y management can 

c~ilciilatc the productivity of each iridividuul and the number and type ol'crrors they make. 

l Io\ic\.cr the system is not callcd a surveillance system, i t  is called a product tracking 

systim. 'l'hc cotfcs and proccsscs have quaint names, often derived from acronyms, which 

arc I ~ V  1m-t ot'cveryday intcrcliangc c11 the tloor such as Status 10, : 5 and 30 or Quality 

Alert. The tcmiinology rckrcnces thL. system not the operator, kueping attention on the 



standardiscd practice. The language has become a secondary Discourse (Gce 1990) that 

Carcarc wwrkcrs and managcrs h a w  bcen required to adopt. 

Carcarc struggled to establish scicnti fic rnanagclncnt practices against a tradition where 

contracts wcrc scaled with a nudge and a wink and business conquests were won and lost. 

.4s a result, custo~ncr contracts were often u~irealistic and unplanned. The company 

pro~i~iscd a productivity Ic\tl that could only bc met if there was no absenteeism, if ccrrect 

parts were available on thc line and no unforeseeable glitchcs occurred during the working 

day. IIoivcvcr thc ncw order. introduced by the corporate owners, promised a more 

scicntitic system hascd an cfticicncy mcasurcn~cnt and profit planning: 

Wc'rc putting in some structurcs. Wc'll makc some major changcs and, uh, this 

w a r  W C ' I I  niakc s o ~ n e  m o n ~ y .  

Ryan, (Financial Controller) 

7.2.2 Science and the Discourse of Training 

Wcbcrian scientific managcnicnt has not conlined itself to the domain of industry's 

n~anagcnicnt groups. I t  has pcrn~eatcd most areas of industry, not least of all, cducation. In 

thc SOS, thc demand for quantiliablc, coniparativc data grew and scicntitic managcmcnt, 

untlcr thc guise of ccono~nic rationalism, bccamc the dominant discoursc of government 

and cvcntually of cducation. 

1,anguagc and literacy compctcncc is an area where any co~nparative measure is, at best, 

dubious (Edclsky 1991). 13y tlic carly SO'S, language educators had come to acknowledge 

t11c cis tcncc of various litcrncics and rhc way language comj~ctencc is looscly scgmcnted 

into g"nrcs (Dichl and Mik~lcck)~  1 OSO, Halliday 1978). Such undcrstandings disqualificd 

thc notion o f a  singlc scorc and a singlo nicasurc to classify language and liicracy. 

llo\vcvcr, to play thc 'quality managcmcnt' game, a single comparative measurc was 

required. ProTcssionals in the licld protcstcd but the strategists rccogniscd the political 

potency of 'scientific mcthods'. Multi-dimcnsio~ial instruments were devised (Wickcrt 

1989, Coatcs 1994, Griffin et al. 1992) to account ihr thc complcsity of the communication 

iicld that coultl. at the samc time. provide a scientifically based scorc. Initially, resistancc 

in providing a measuring i~istrumcnl thrcatcned to disqualify language, literacy and basic 

~"1uc~tion as players in the burgeoning field of industry and adult community education. 

\'\'lien mcwuing tools were applied, through language and literacy 'audits', money was 

fi.ecd into the system. Audits graphically exposed an inarticulate, barely literate Australian 

adult population. Ilcncc, professianals were coerced into constrxting a mathematical 

paradigm around communication knowledge and practice. WELL submissions demanded 

t11at language and literacy levels be scored providing concrete evidence of a need for 

rcmediation. Scores taken at the end of training programs measured growth giving 

c\~icicncc 01' responsiblc use of government funds. 

In  nodc cm cflicicncy, that which is efficient is defined as that which is measurable 

as ct'ticicnt. Consequently whatctw- is not mcasurable is not efficient and does not 

exist. 

Solondz. 1 ('05: 2 14 

T11c same could Irc said of almost any workplace 'probleni' whether it be literacy, 01-I&S, 

skill dc\dopmcnt or :. .mvcmcnt to work organisation. Problcn~s are invisible until they 

arc measurcd and dci, . stratcd with tigurcs to be more e~ononiical to SOIVC than to ignore. 

1Icnc.c cd~c;ltionalists in indust~y spend n~uch  of their time teaching measurement and 

conlpmy systems t(o shop floor training par-ticiprints. 

('13.1' xhie\ 'cd Iegiti~i~;~cg' by rc t i ' rc~w to scientific knowledge and scientific measurability. 

' I ' I I ~ s c  ! 2 ; ~ t ~ ~ . c ~  \\WC 1110st wicient in the carly models. CBT was based on notions that 

I;no\i*lcdgc could be modulariscd into con~pctencies and analysed into elements like 

clic~nic;iI or mcch;lnic;~l structures. CBT compctencics wcrc written in the scicntific gcnre 

ot'a iabori~tory experiment. 1 Iere is an example of a competency t i o ~ n  the first VIC 

cur r i c~~ l i~~ i i :  

Activc 1.istcning I'cchniqucs (Following Instructions) 

(Suggcstcd Tinic Allocation : 1 hour) 

On succcssti~l completion of this topic you will bc able to : 

Performance: 

Idcntifl kcy elements that must be considcred whcn i;)llo\ving instructions. 



Conditions: 

Given : participation in a variety of' listening skills cxcrcises. 

Standard: 

The traincc musf: 

-identify a minimum of four key active listening elements. 

Aside froni thc flo\vcd educational principles upon which this 'competency' is based7" 

(Gribble 1990. Brown 1991, Jackson 1993). the preoccupation is with theoretical 

kno\\,lcdgc based nn an analysis of listcning acti\ity shaped by cognitive science rathcr 

than o n  conteztualiscd practice dcsigncd to enhnncc com~nunicativc skills in the workplace 

(Dcnkin 1094). l'hc prcdominancc ofpassi\rc verb f i ~ r n ~ s  distances the learner and creates 

;in ~iicqui\~ocal authority. Foundcd o n  o 'rcalist position'. !he knowledge presumes that 

there is 'a single. tangible rcality. the truth ofwhicli is able to bc discovered' (Caullcy 

1994: 3). Consistent with positivist cxpcrimcnts, thc theory cannot be translbrrcd to real 

\ iwk activit!. (Caullcy ibid.). 

~Ilic triii~ii~ig i l ~ i ~ l ~ ~ i i l l ~  for one oftlie communicatio~i modules arithin the VIC rcads as 

ibllo\vs: 

Conimunication happens when wc send a message and it is reccivd and 

understood by the other p a w n .  I t  can be o ~ i c  way or !WO way. Whcn i t  is one way 

thc rcccivcr gcts thc inli~nnation but doesn't answer. Whcn i t  is two way the 

rcccivcr gcts the infimiiation and nnswxs back. 
. - I lic thrcc inain typcs ol'communication asc written , verbal (speaking), and non- 

vcrhnl lrody languagc \vhicIi includes gcsturcs. posture and tone of voice. Non-  

verbal communication iiiakcs up 70 - 85% ol'lhcc to face co~~imunicatio~i... . .  

Ford VIC Unit, 'Coniu~unication Models'. 1992 

. . 
I lie ~iiat~riiil I ~ I C S C I I ~ S  o ~ n ~ c h a n i ~ t i c  111ode1 0f~c01111i1uriic~tio1l. Its tlieorctical substallcc lays 

clnil11 to sciuntific autlicn tici ty  by describing ,711 objectil c process rcmo\~cd fio~n contcxt 

such as i n  laboratory conditions. I t  includes the mandstory numerical information (70 - 

X P O )  as i f  the phc~lomcnor~ of communication wcrc contcxt free, standardisable and 

~i~cnsusahlc along a sin()lc modality. 

Onc is prompted to ask whose knou~lcdge is this and what is its purpose? I t  appears that the 

curriculum writers arc morc concerned to assert the dominant discourse (Jackson 199 1 ) 

than to effect the rcforn~ in workplace co~nmunication which was the mandate of the 

.17raitiinc C Relimn Agenda. The underlying \ d u e s  assert !list knowledge is rnysierious. i t  is 

rcmotc from rciil work activity and circumscribes an unreachahle culture which is the 

domain of management and academics. On the other hand the learning material is 

simplistic and formulaic and does not resemble skills and knowledge on the floor (Chaiklin 

anti 1 , 3 \ ~  1993. 0' Cnnnor 1995, Sefton ct d .  1994). As with the Noise Control and 

I 1c;iring Conscr\lation Notice, i t  ambiguously invites the shop tloor to share the knowledge 

h\,  p;i~-ticip;iting i n  the training \r~liile cfli.cti\lely excluding them through its abstraction. I t  

ot.tkrs no  Icgitimnc~ to workers' active knowledge and at the same timc provides no lcvcl 

oI'cng:igcmcnt or rele\mce to their ( ,  cnpcrience of work. The competency test (identify a 

ni~nirnun~ ol'tbur acti\,c listening clcments) requires rote repetition projecting values of' 

unqucstioncd ohcdience to cultural knowledge that is alien and alienating for workers. Thc 

achic\wnent of'thc comp~tcr~cy demands subservience to a system of training that refuses 

c;irccr prog~.cssion to tliosc who do not/\vill not repeat the tent materid. Competency Based 

'l.r:~ining has hccn intcrprctal by thc N T R A  as co~npetency to pass the test, in this case, 

c:rmpctcncy to regurgitate meaningless infoni~ation losing sight of the rationale for its 

~iitsoduction in  the lirst p1;ict'. 

('HI. has con:inucd to ~ \ ~ o l \ * c  sincc these early models. CBT models range fiom those 

sainplcs ;lhtrvc (u~hicli can still be found in industry education) to variations upon the 

I~itcgr;~tcd ~ o d c l " '  pioncescd hp WLI (Sollon et al. 1993). 

'l'hc niore rccent shifi to the N'T'F has dispensed with specitied curricu'lum and allows 

~i~sir)~ilis;ition in tllc in t c~~~re t i~ t so~?  of the competencies, h o w e ~ e r  industry standards can 

o n l ~  he ~rcdcnti:~lcd it'tlie stipulated pcrlbrnionce objectives arc met. This has given 

gscater pnlrnitlcncc. to assessment mechanisms. Emphasis on assessment has overtaken that 

o!'Ica~-ning s o  that inevitably nsscssment rcquiremcnts ;ire driving education. I t  is not a 

~ q x u i s c  to the concerns of the education lobby but r ~ ~ t h e r  to industry demanding trilining 

systons that lit their industrial priorities and to government and industry seeking to rcducc 

costs oi'tsaining. 



The cxpcctotion of the case study company was that twining offered to the shop floor 

\rrould be 'scientific‘ in the tradition of popular models of CBT. There would be a learning 

pnckagc similar to those constructed hy the company to meet the I S 0  accreditation. At the 

Training Committce meeting. company rcprcsentativcs tabled examples of the training said 

to he conducted bj. thc company whcn inducting ncw employees. The learning program 

\rras ~nodul~!-iscd and set out in a progrcssivc sequence. The presentation time was 

spccificd a1or.g with training aids and statione~y rcquiremcnts. The format of each modulc 

\\.ss almost exactly the same: in fact the predominant feature of the program was its 

sameness. 1-caming was content drivcn and the learner's role was usually passive. The 

~notlule objccti\.c and thc asscssmcnt wcrc prescribed following behaviourist models. I t  

presumed that all learners would achicve competence through the ascribed method in tlic 

ssmc timc. (Scc Appcndix 2 )  The outstanding f'catures of the page layout were the 

autliorising signatures and the coding system which located the session within the modulc 

structure. Thc body of the test gives equal c~nphasis to organisational trivia eg. whiteboard. 

o\!crhcnd. as i t  docs to fcaturcs of pedagogical significance such as objectives and 

011 t comcs. 

d h c r c n c c  to thcsc tcatures links thc Carcarc training prograln with training programs of 

other companies pxticipating in thc I S 0  global commu:iity. Cnrcarc's membership is 

rccogniscd by the adoption of the shared discourse. Training is therefore an item on tlic 

quality agenda that iu11cti011s as a legitimising process ritthcr tllan an cducati\rc one. 

7.3 The Quality Economy Discourse 

. .  . Scicncc, in thc p o s ~ t ~ u s t  scnsc. as thc fundamental cpistcmoloyy of industry, is evidcnt in 

most nctivi ty undertaken by corporations. I t  is the authorising voice in training, but its 

st:itus \vitl i in the quality discoursc clevatcs q~ill i ty to the prinlary controlling ideology of. 

the \vorkplace. Jackson ( 1995) lorcwnrncd that 'quality management or quality assurance 

systcnis nrcrc umcrging as a key ingredicilt of a mnrkct oricnted regulatory system' 

( 1005:2). Tllc regulatory system provides thu means of apparent control over production 

systcms and the quality of output. Specified standards and perfornlance conditions appear 

to guarantee internal work standards and qualify out-sourccd cornpanics as suppliers. The 

IS0  sta~idasds arc seen as global unilhrn~ marka-s ofquality. Ilowcver, as Jackson points 

out. 'quality' is a code \vord. The systcm is part of the mechanism for social and eco~omic  

ccmtrol fhr transnational companies and has little bearing on the actual quality of 

production and scr \kc .  

Farsell (2001 ) argues that the discourse of globalised industry functions as the means of 

disrupting the local \vorkplace discourse in oider to shift the legitimate practices of the 

company .;way liorn local authority structures to parent companies. ~ k e n t  companies and 

c ~ ~ s t o ~ i i c r  c t?~nlm~ies  need to control the product, quality and cost structures of their 

supplirr co~i~panies. Geographic separation calls for a mechanism of control that spans any 

distance. ISO, QI,  WCM and CBT as subsets of these systems, perform this function. 

('ompmics qualify to supply parts and services to major companies by meeting the 

rcquiscmcnts of sct indicators. Likewise they may be disqualified if they arc audited and 

t iud  \writing. rThc indicators are applied throughout the global network and are the 

primary ~ncchanism of policing compliance. The activities of the supplier company are 

Icgitimatcd by ndhcrence to :he qualifying indicators therefore infonnation, knowledge and 

acti \  i t ) ,  ~nust be translated into the language that is sanctioned and recognised by 

alitliorisi ng bodii\s o t l ~ ~ r w i s c  i t  is dismissed as hwing no authority or consequence. 

I~Yucatic~n has likewise hem 're-languaged' as a service provider to industry and thcretiw 

sutsjcct to the quality discuusse. Funding and reporting on outcomes is controlled through 

adlicrcncc to the co~iccptual structures of'the quality system. 

'I'liis imposition ot'thc standardised 'quality' requirements is a process of intertestuality, 

tcchnologiscd hy large transnationnl companies and government bodics. I t  is heavily 

smctimcd ~ind caretully defined in both ideology and identity rnarkcrs. 

Thc \\fork ot'Gcc et al. (1996), Farrell ( 1  998 82 22000) and others demonstrate how the 

quality discourse translrttcs into the global knowlcdgt: economy discourse in the daily 

intcsclia~igc in the wurkplace. 'The quality discourse is a Icvcs to shift working identities 

to\vascls a new set ot'vrtlucs which embrace anomalies such as worker autonomy and team 

Lnc)wlcdgc, stnndardiscd outcomes and innovative creativity, test based bureaucratisation 

itnd tlcsiblc approaches to process improvclmicnt, co-operative localised learning and 

iritcrnational co~nmunication systcms (Fnrrell 5001). To be successful i n  the global 

economy, cntcq~riscs arc required to bc dynamic, kno\vledgc generators but at the same 



time to speak a universal language whereby processes and practices can be recognised. 

classified and controlled globally. 

l'hc Cnrcare cspericnce cscmplifics i ~ o w  this discursi\fc shift was played out in [he 

\i,orkplacc. 

7.3.1 Carcare and the New Quality Economy 

At the Carcare site. tllc dynamics of global discourse generation and control were c\ident 

al tliougli not fully understood by any ofthe stakeholders. Each stakeholder engaged with 

tlic qudlity discourse in thcir own tcrnls assuming a shared meaning with other 

stahcholdcrs. No party used the global discoursc stratcgically or capitalised on its 

legitimising power. As a result each stakeholder claimed adherence to quality principles in 

tlic tc~iils that  matched thcir capacity and interest. The union engaged with the discourse as 

part of tlic ' c o l n ~ ~ ~ o i l  interest' agcnda of cntcrprise bargaining seeking to trade adl~crcncc 

Ibr inipro\xxl afagcs and conditions. Myself and WLI recognised that the quality discoursc 

was the dominant language of p w c r .  Trainccs nceded tlucncy in the discourse in ordcr to 

ncccss dccision making. lHowc\~r,  undcr WLI inl luc~ce,  their flucncy was to be a critical 

onc hascd upon rcilccti\lc practicc within a n  educational framework of cmpowennent. The 

ndlicrcnce of Carcase managcrs was quite diff'crcnt. Tlicy saw themselves as m e t i n g  

~ ~ ~ i i p l i i l ~ i ~ ~  requirc~i~c~its of the parent company or the out-sourcer. Compliance 'to mcet 

scc~uircmcnts' did not mcon 'in tlic spirit' OF the rcquiremcnt. For cxa~nplc the ollicial 

induction program was ncilcr activaccd. nor tlic skills assessment procedure. I'erhaps the 

Innliagcrs a w e  the pally that hcst undcrstood tllc discourse. They knew how to use i t  to 

mcct tlicir needs witl~out having i t  possess thcm. 

Altliougli each stakelioldcr opcrated dilt'crcnt dcfinitioiis, we could all claim a legitimate 

interest i n  quality. None of us saw ourselves as the servant of the global discourse that had 

sut?jugatcd our integrity to its service. 

Cnrcare was keen to advcrtisc its credentials as a player in the quality stakes. Stmdasdiscd, 

liigli quality. univcrsnlly-applied customer scnice was tlic tcature by which the company 

idcntificd i tscl l' i n  its brochure: 

Carcarc's uniqueness arises fiom its Imny important attributes which enable the 

company to proccss and prepare large numbers of vehicles to exacting standards 

l{-ithin a short time f ia~ne  . . . Carcare of'fers on a national basis, a consistent and 

uni km11 standard of vehicle preparation. 

fl ic transp;ircncy of proccsscs was put forward as the competitive edge by which the 

company subniittcd itscl t'to customer scrutiny: 

llniquc. in Australia. Carcare's Vehicle Tracking Syste~n (VTS) is direct evidence 

o!'tlic company's industry Icadership and its commitment to offer unparalleled 

communication to its customers. Every aspect of production and stock ~nanagemcnt 

OS process, storage and fleet build up can be accurately monitored at a keystroke. 

Clients c m  track thc pro$sess of vehicles through our facilities, managing stock 

nmlcrncnts and storage duration more easily. For even greater efficiency, direct 

modern interface \rrith client's computers ,allows real time analysis, direct allocation 

and stock control. 

'l'lic \l'l'S s e n ~ e ~ 1  to disrupt the local \vorkplacc conversation about the workplace tasks, 

customcl. rccluircmcnts and \vlio was responsible. The VTS had created new authority with 

sct21wc.c to account;;bility, traceability and quality standards. 

O n  the otlicr hand, thc union called upon the quality disccmse to justify their right to a seat 

at tlic decision making table: 

'I'hc ~ U I - ~ O S L '  o f the  Corlsultativc Co~nmittce is to consider proposals that can 

inipr-o\~e tlic compcti tive~lcss of the enterprise as well as providing employees with 

oplwrtu~~i  tics to cnllancc skills and job satis 'ict ion. 

Without limiting the scope of' consultation, the matters which may bc considered 

includc: 

Measures, as agreed in thc Enterprise Bargaining Agreement, clesigned to improve 

productivity, cf'ticicncy and tlcxibility 

I1111>1c11ic11t;ition of such changc 

l ~ i \ ~ o l  vcn~cnt in t tic d c v e l i ~ p n ~ e ~ ~ t  and rwiew o f pcrtimnance indicators 



Revicw of targcts in rclation to performance indicators 

Dcvelopmcnt of the Continuous lrnprovcmcnt Program 

Implementation of thc Training Agreement 

Equal E ~ n p l o ~ m e n t  Opportuni ty 

Enterprise Agreement as draftcd by tlie AMWU (Vehicle Division) 

My work as an educationalist working on site at the company dcmonstratcd an on-going 

promotion of the quality discoursc. As thc lingua franca of thc organisation, i t  was 

impot-tant for c~nployees to rnastcs thc \~ocabulary. Following the classroom visit of a 

\i.rvLplacl: specialist or company manager. the trainee group recallcd the information 

qxchangcd during discussion in a note taking cxcrsisc and later co~npletcd a 'fill  tlie gap' 

cncrcisc to consolidate the vocabulary and key concepts. Thc class membcrs wcrc assisted 

i n  rcading \irorkplacc docu~ncnts and rcports, particularly graphs and nu~ncrical 

representation of data. Thc language and the representation of quality in the workplacc 

\ilcrc discussed. Memos wcrc written to managcrs uid committccs expressing opinions arid 

cunwrns. Customer satisfjction sunleys were designed, conducted and thc data was 

iinalyscd and rcportcd. Participants invcst~glited thc nccds of thcir internal custo~ncrs"'. Tllc 

linal presentations were fornial \r.ith spcakcrs and topics introduced, using projector 

transparencies identilj4ng kcy points, incorporating graphic and statistical inforn~ation and 

~vohlom solving 'tools' \i~hcrc applicrible. 

l l i c  language of tlic shop floor was intercepted with a new way of spcaking about work 

goals. IZ\~ryday intcriicti~n and worker knowlcdgc was translated into corporate discoursc 

modes and workcrs wcrc taught to rcframe thcir cspcricncc within ncw discourse 

boundarius. The workers struggled and resisted reshaping tlicir knowledge into a corporate 

ti-;~~iic\i*orh hut succumhcd undcr psessurc to n u t  the coursc requirements. 

'I-Iic quality discoursc pso\idcd a ~01111111~11 tlic~iic that cach stak~lioldcr hcld as a 

tundamc~ital sclkrcnce point which could not bc by-posscd. I-lowcvcr the discoursc was 

wpnblc of' broad \miation in intcrprctation. Tlic activi tics of each party may nor liavc bccn 

iudgcd as cdling upon the same discoursc if o h s e r \ d  by an objective adjudicator. 

7.4 The Discourse of WLl 

Thc. discoursc of WLI presents a markcd contrast to that of scientific management. While 

\ I L I  paid due homage to the quality discourse, we attempted to introduce a new discourse 

:in,und learning and learning organisation (Sefion et al. 1995). Carcare had recently been 

initiated into a training discoursc undcr the pressure of I S 0  accreditation. Their training 

d~scoursc spoke in terms of'practical rncasurable outcomes and the deliver] of training that 

fitted within I S 0  discourse and the production model that was familiar to these 

~ldustririlists. The production model was one that included input, processing and outputs. 

We sought to disrupt this discoursc by fusing training purposc and outcomes with values of 

cquity, open communication, skills recognition and RPL. Whilc similar values wcre 

mentioned as policy items in t11e~Carcare induction program, we put them fonvard as thc 

mci~surcs against which programs should be evaluated, as processes for implcmentaticm 

and as thc rcsponsibilitics of \vorkplncc assessors and frontline managers to uphold and 

ti)ster. \!'L' used cducational, moral, social and political refcrcnce points while Carcarc used 

tiscal I-c!i.rcricc points. 

\ V I , 1  tablcci u proposal for fiontline management training with the Training Committee. I t  

sct out 6 guiding principlcs. Thc first one stated: 

Workplace leadership can come from many sources, not least of all those 

traditionally dc~~ic i l  opportunities to contribute, listening can be as important as 

talking, rcllection ~nus t  balance action. 

I'lic notion o f  sonic employees being 'denied' opportunities is a political divide that ~nos t  

~naniigcrs \vould have f'ound unlikely, if'not tictitious. Likewise the notion of 'reflection' 

rnay scum to tind uncomfortable co~npanionsliip with an agcnda of'cfficicncy, perforn~ance 

Iiicasurclncnt itnd profit m;isimis;ition. 

Subscqucnt guiding principles, rekrred to in thc proposal, talkcd about interpersonal 

rclaticmsliips, positio~iing them as central to 'a respectful workplace culture', 'an holistic 

uni lc rs ta~i i i~ i  of the business and the rationale behind work processes and orgnnisational 

s! s t m s ' .  At C~trcare, managers are less likely t.o talk about abstractions ~ c h  as 'rutionalc' 



and 'culture' or the 'quality of their relationships' than to translate them into concrete 

tcrnx such as discipline, authority. supcnrision and positions of rcsponsibility. 

The Carcarc assessment project (the 'CBT in Action' project, the first training project at 

the company) includcd a mandatory entrance and exit survey which asked paflicipants 

about their understanding and experience of 'action learning' and 'conipetcncy bascd 

tra~ning'. These wcrc terms which rcframed workers' evcryday workplace activity. I t  could 

hc argued that work activities wcrc being appropriated and colonised into an educational 

discourse. Work acti\fity was restructured into a hierarchy of skills, analysed as requiring 

prc-requisite kno\vledge, fornialiscd into a sequcncc and assessed for ~ncasurable clcmcnts 

of compctcncc. Work activity that had prcviousl y becn oumcd by workcrs and 

acco~nplishcd in ways they knew best, had now beco~ne the dornain of other authorities. 

Taking such a vicw onc could cstrapolatc to thc assess~ticnt system devised at Carcare. Thc 

as,icssmcnt system could be cvaluatcd as a cunibcrsornc, unworkable product that was 

incompatible with company processes. In its attempt to foster equity and workers' 

nspir;itio~is. nsscssnlcnt intcrvie\vs could take more than an hour. The systcm attempted to 

mediate hctwccn company needs and individual skill development intcrests. giving equal 

value to each. It  included sclf'asscssmcnt, skills recognition and carecr planning. Addcd to 

this. thc system required complex management processes, record kccping and consultation 

as skills werc tbstercd, opportunities wcrc made for leaniing and assessn~ent and thc 

\vorkcr \ifas c ~ ~ ~ ~ u r a g c d  t~ !ake the next step in designing his o\vn skill ~ ~ V ~ O P ~ ~ I C I I ~ .  The 

systcm was c: n unli kcly adjunct to this conlpany. 

Carcarc had ncithcr a strong nurturing or ~nanagemcnt culture, nor did i t  have talking and 

dcmoc1-atic traditions. Thcrc was no consultation with workcrs up to this Workers 

\vcrc not individuals with potential to develop and contribute to the company, they wcre 

labourers employed to pcrforn~ functional duties as requested by management. 

In practicc thc system sct up a raft of demarcations by rccognising levcls of probationary 

skill dcvclopmcnt and by reclassifying levcls of rcsponsibi!ity where previously thcrc had 

hccn an open, unstructured system whcrc the work got donc wliichcver way. However. 

!i.om a union pcrspcctivc, the asscssnicnt systcni providcd lcvcls of progression for skills 

(and pay) rccognition ancl oppo~lunitics for all memhcrs to access a career path. From a 

traii~inr.! provider's perspective, the system was true to the values of the NTRA within a 
C 

structured, dcvcloprnental cnvircnmcnt. I t  valued !earning and mediated the introduction of 

1ifi. long learning principles. 

']'tic challcngc fill- WLJ was to seek points of convergence between the science-based 

quality discoursc and that of the democratic, participativc lcarning~rganisation. The 

doniinant discoursc could not be toppled, but could i t  be exploited to embrace links with 

proercssi\,c L. models of education. Since we were not in control of the discourse or strategic 

i n  our manipulation of intertextgal opportunities, there appeared to be little potential for 

convergence. 

7.5 The Discourse of Managerialism 

Miinagcririlisni, l i  kc tlic quality discourse. is authenticated by science but i t  presents itself 

as thc discoursc of cw-yn~an .  Manageridism overlaid manage~nent discourse with a new 

~dcology, that of' co-operation and shared vision in the s t r i \hg  for better quality. This 

i i~sco~~rsc  s p m g  lim1 the adoption of psychology and people-centred practice in labour 

~~ian;~gcmcnt (See chapter 5 ) .  Evidcncc of the transition is ~bservablc in the examples 

quotcii crirlier within thc chapter. The Ford VIC training materials were not written in the 

samc style its the hearing noticc. The training ~naterials have been sofierled by 

~l~anagcrialisn~. While scicnce of'tkrs the authority, nianagerialism humanises the tone. 

l'lie key s~r;itcgy it-ithin ~nanngerinlis~n is hegemony, where, in developed c. .;. .pies, the 

c*~nployccs design and implcnicnt their own efficiency measures and police f '~e i r  own 

co~iipliancc (Untcwcger 1902, Gee et al. 1995). Mnnagerialism dcpcnds upon a coercive 

d~scoursc \\,hid1 is cc>ntrolled and managed (Kitay 1907). I t  infiltrates thc language of the 

ahop lloo1~ tl~roiigl~ training progranss and discursive fonnatiorms (ways of naming activities 

anci pruccsscs cm the floor). Gec writes: 

Rusincss cannot succeed today without all workers buyinr~ i n t ~  the 

c~~~ls/goals/ \~is ion of the organisation. They must psonctivcly take responsibility fix 

tlic total r ~ n i  ticnt ions of' thcir work on the organisation as a \vhole, as \PcII as !'or 

the results (productivity) of'thc wholc organisation. This will only happen if 



workers actively choose to believe in the endslgoalslvision of the organisation and 

totally dcdicatc thc~nsclvcs - in public and private life - to them. But at the same 

time, thcsc endslgoalslvision are , ~ t  by visionary leaders (elites), as well as the 

paramctcrs of tlic quality Discourse ~tself, not by the workers (partners). If the 

\vorkcrs don't ''buj, into thcm", they arc "out". 

GCC. 1994: l3  

Scientific managcmcnt has g i \ w  industry 'pcrforn~ance indicators' and the means to 

mcasurc them. I t  has offcrcd a scr-ies of proccdures and tools with which th!: efficiency of 

cmplo>,ccs can be ~i~casured. cg. rcjcct ratcs. Just-in-Time production systems, 

bcnchmarking programs, kcy pcrfbnnancc indicators. Managerialism has given industry a 

ciilti~rc of CO-opc~ t ion  through which thc proccdures and tools may bc applied to 

workplacc opcrations. 

In contrast to scicntilic ~nnnagcmcnt. managerialism rccogniscs the role of emotions and 

r-clationships in creating conmitmcnt, identity and hard work. Corporate identity is 

fixtcrcd by notions of thc company 'family', compctitivc teams and awards which come 

with signs and postci-s displayed around the workplacc. Managerialisni is rich with slogans 

such as 'do i t  right thc first time'; and synibols such as logos and emblcms cg. 'C.A.R.E. 

Customers A;c Beally Everything - Woolworths' FIRST Commandment'. S o n x  - 

colnpanies cvcn Iiavc songs which may bc bcttcr dcscribcd as anthems. 

Managerialisn~ g a \ ~  rise to a new management identity. Managers rcplaccd their suits 2nd 

tics for parkas with company logos or dust jackcts colourcd so as to mark them from thosc 

(111 the floor. They spcnt ~norc  ti;.i~c in  workers' spaces. Plain English training programs 

wcrc macle availa:)lc to managers to sotien and localisc thc discoursc and make i t  

accessible i~ ortlcr to bridge thc communication gap and fashion a ncw '~nutuality' (Kitay 

1907). infbrn~atinn issued during thc Intcrnationa! Ycar of Literacy, l WO, pointed out the 

cconomic scnsc of plain English but managers struggled to find the ~niddlc ground that 

allo\vcd them both authority and intelligibility in their discoursc. The 'democratisation' 

(Sec Chapter 4) of the discourse veiled the traditional presentation of authority. However. 

mutuality threatcncd to cxtract a cost to managelnent sovcrcignty which many managers 

\ifcrc not prcparcd to risk. 

-1 '11~ fi~llowing example of ~nanagement communication fiom another company, illustrates 

the fusion of a coercive tonc alongside an atlthoritative recourse to legalism. 'This company 

has c~nbraccd consultative praciiccs and a number of rnanagerialist practices. 

Company Response 

6 June 

I'tic company has carefully considered the decision of the union meeting held on 30 May. I t  continues to be 

h c  C'onlpany's \ r~c \v  that \\,ages iniprovcmenrs for our employees are best achieved by remaining wit11 the 

l i i d u ~ t r ~ ; ~ l  Relnt~ons Commission system. Ifaving taken account of the request for flexibility as  outlined in the 

rcw,lu~~c>n WC Ila\c introduced addit~onal clemcnts to our recommendation based on the original Option 1 .  

,211 O S  us agree on the need to get hack around tlic table. ?'he quickest way to ensure the best possible 

outc.oliic t i ~ r  botli our cmployccs and thc Company is to submit an appiication to the Arbitration Comnlission 

Jlanagcrs at this company have had cxtensivc plain English training and there is evidence 

oi'attomp!~ to avoid unncccwary complexity, even to lapse into casual tone 'to get back 

arilund the table'. llo\vcvcr embedded clauscs and complex sentence openings pro\,idc the 

Icg;~listic autl~or-ity that asscr-t the hand of~nanagement cg. ' I t  continues to be the 

~ 'ol~i l~an!~ 's  \%v.. .'. ' l  laving tiikcn account of the request ...' The key decision 

;irinouncing scntcncc is passive, rcmoving authorship fiom any individualls. At the sanw 

time cocrcivc language fcaturcs give cscdence to thc employees as players in thc 

discussion whose opinions linve riot been ignored eg. 'The Company has carefuily 

cotlsidc.r-cd the decision ...', 'All of us agrec ...' Management has offered an explanation for 

!Iiclr position as if'to include employees into managen~ent's plarlning discussion. 

! ':~i~~~Io!~ccs ;m given a SCIISC of inclusion by thc use of the anaplioric pronom 'our 

clllpl,~\~cc.s*. 

l ' on~ ,  Ciirciirc's Nstional Business Development Manager, elubodies these values. His 

w s c  of rnutu~ility is explicit: 



l'ou'rc part of the company. Wc're all here. If it goes broke we're all on the street 

so. .. we're all on the John Howard scholarshipR'. 

Training Session 

,1.11c test b e l o ~  is an csample of the way colloquial teenage interchange (awesome) and 

;~J~~crtisingjargon (delight) has been colonised to create a workplace ideology. It is a quote 

li(m1 o training program in thc retail industry which gives a dictionary of terms: 

hlanagcrinlis~~i has appropriated clenlcnts from a numbcr of other discourscs. Industry has 

pcrnleated the borders that separated home from work, community from industry, religion 

tiom money making. morality from an honest day's work. The mission statement below 

provides a colourt'ul cnamplc. Using a verse format reminiscent of an evangelical preacher, 

the statement reads as a boy scout's plcdge of 'total dedication'. The judgement alluded to 

in thc final line resonates with religious intertextuality where one is called to account for 

one's life w d i  in service to the customer rathcr than to God. The inclusive 'we' presumcs 

the assent of all cmployccs who arc proud mcmbcrs of the 'whole Nissan family': 

Our psiority is total dedication to anticipating and satisfying custorncr needs. This 

dedication is the common thread i n  every product WC sell and every scrvicc we 

pro\vidc. 

We allinn that delivering quality and value arc the cornerstone to operating 

successfully in tlic marketplace. 

WC u.ill go furthcr to he unsurpassed by aiiy colupetitor in our recognition of 

customer nccds prior to purchase and our delivery of ownership satisfaction on 

c ~ w y  vchiclc wc sell. 

\Ye will 'nc I-csponsiblc to thc communities in which \VC livc and work. We must 

s u p p t  good \wrk and causcs, particularly road and driver safcty. 

Only this coiirsc ol'action will enable us to build a network \vhcrc the \vhulc Nissan 

fa~nilp will be proud to \vork and set a standard for our indust~y that will become 

tlic bcr~chmark. 
- I hcse arc thc demands by which all of us will be judged. 

' f ! ~  New Nissan Mission Statement 

A n  iclcolngy is crcatcd around the company identity and work activity. Declarative 

griml111iiti~d S ~ I U C ~ U I L ~  is an intcrtentual fcaturc adopted (ion1 religious and political 

sourccs. Manapcrialis~n has contributed the capiicity to managc the perceptions of 

c~iiplovccs through discoursal means. 

1)clight = Providing something which might have been expected, but nevertheless 

surprises and pleases the Customer when it does happen. 

!4\ifcsonie St.n*icr: = Taking thc extra steps to Delight the Customer and provide 

h4emorable service. 

\Voolworths' Induction Training Program 

('arcare is less in control of its discourse than these more disciplined companies working 

ivi thin  a m;inageri;ilist paradigm. Its training and workplace communication mechanisms 

;W 1101 \ifell dc\,eloped. Nonetheless i t  has absorbed those ele~nents of the  discourse of 

1li;11lilg~1-iilli~111 thiit relate to custortler focus. Like other examples of the discourse, i t  

assumes supremacy in the ficld: 

.i'rue IO its name, Carcase Australia is an Australian company that 'cares'. By 

Itx,kinc h ;iAcr y ~ u r  products, we enhance your bottom line perlbnnancc. Which is 

\\*liy fir-carc is the nation's premier company in vehicle pre-marketing and support 

scrvicc. 

('arcarc brochuro (author's e~nphasis) 

(':\re. i\ \\01.i1 ill>l>~.~)l>riilted t'ro~ll ii nursing and psychological health environment, has 

cstablishcd u f'oclthold in industrial coin~nunication. 

\Vhcrcas scicnt i lic l l l i l n ~ g ~ l l l ~ ~ l ~  conducted a onc way interchange, from management to 

c~nploycc. managerialism expects cmployecs to share and contribute to the discourse. In 

; I I I O I ~ I C I .  ~ V O S ~ P I : I C C ,  ~ 1 1 0 1 ~  t1wr C I I I P I O ~ C ~ S  are cnc~uraged to publicise their values and tllcir 

~ l l i ~ i p ~ ~ c s s  to ;ihidc h!, cntcsprise principles. Shop floor employccs testify their 

comiiitnwnr to thc company, somcti~ncs in public presentations (cg. Quality Awards, 

tsiiining prcscntetio~ls) and newsletters. lklcre are some quotes from t\vo appreciative 

g~i1iii13tes of ;l cl~illity training 'clinic' printed in the company newsletter. Note that these 

cmployecs have attended n scicnti!icnlly endowed clinic rather than an ill-defined training 

progra~n. l'he clinic clearly values the discipline ofreguliit~d proccdurcs in quality 

Iiialliigcnlcnt: 



I no\\. rcalisc tliat I can play an important role in tlic Quality Impiovcmcnt process. 

hccausc of a better understanding of the 13 Steps, the 4 Absolutes of Total Quality 

Managen~cnt and tlic 5 Steps of Elin~ination tliat help nic in 'Doing It Right The 

First l'ime'. 

Quality klattsrs, ne\vsletter of Containcrs Packaging Food Can Group, Winter 1992 

-l'lic QIP (Quality Impro\~cmcnt Proccss) Clinic greatly broadened my 

understanding of tlic QIP proccss and how i t  should operate in our workplace. This 

has enabled me to takc a inore active and positive part in making the quality 

process \ifork at our company. 

@ri r l i f j q  .llurfo-.r. newslcttcr of Containers Packaging Food Can Group, Winter 1992 

Amtlia- means of disseminating tlic discourse is through Quality Circles (QC) or 

continuous improvcmcnt groups. Iiowcvcr they arc named in different companies. 

1.-ornidi scd proccdurcs arc fbl l o \ i ~ d  i 11 line witli scicnti tic ~nanagcment principles. 

hln11 ; ~ g c r i l  S lio\\re\fcr has provided tlic mcclianisms to access the knowledge of the shop 

llour and reshape it into the fiamc\vork of tlie dominant discoursc. The process of 

contsolling tlic ldcologicd Discoursal Foniiation (Fairclough, 1992 a) has bcen thorough. 

- l Ic  i i~l low~ng csamplc. \i.rittc~i hy 3 shop tloor pa~licipnnt in a QC program, rcitcratcs 

conimi tnicnt to the 'custonicr satislliction' principle: 

"The benclits gained fi-om doing this psojcct have bcen: 

a bcttcs undcrstanding of' our customer needs 

imlxovcd communication between groups tlirougl~ using the group fccdbiick 

systcni 

nicm confidc~icc in solving t'ulilrc problems and 

last but not lonst. acliicving zero quality dcfects resulting in happier customers." 

\:car o f  My Custo~ncs I'rcscntation, I'oyota Altona Production Plant, 1994 

C;ircarc is yet to Icnm tlic ponw of tlic two-way intcrcliangc in nurturing a discoursc of 

mutuality. Tlic company did not rccngnisc the potential of training as an cncultoration 

~iicch:~nism alhcit a critical onc i n  the hands of the prevailing training provider. 

Noncthclcss. trainees wcrc asked to \irritc a report on illc gains thcy had made through the 

training progrm aqx11-t of tlic cvnluation pmccss. Quotations fiom tlieir reports rwcal tliat 

t11c~ 1 i ; n ~  inibi bcd tlic values of mutuality, company commi tmcnt and the understanding of 

ihc organic nature of industry: 

I gained an undcrstanding that the company does not centre around an individual 

section. l am able to givc supervisors more latitude when things are not done 

quickly. l takc pride in niy work 

\!'c :~ckno\s:lcdgc that management has trusted us this opportunity to learn and we 

\vish to cxpress our gratitade 

Dan 

I am now ninrc confidcnt in asking how something operates. I know \ifhat to ask for 

and lir)\r to thllo\v things t1irc)ugh. I am more confident to chase up a query. I usod 

to Ict ot11c1.s Ii;1ndlc problenis in the past. I now fill in Quality Alert Repolls. I 

understand tlie tracking b n i i  better and why i t  is important. 

'1-011y 

'\I;ln;~gc~ncnt ~ i , t ~ l d  have publicised tlicse statements and celebrated tlie values they 

c\pcss .  'Ilic\~ could 1iave incoq)or~ted the idcology into their interchange witli the shop 

lloor. Tlicy could 1i;rvc used the tr;!inccs as advocates for a refonned workplace culture. I f  

t h c ~  \ iwc to usc !Iiesc c ~ ~ i i ~ i i u n i ~ ; r t i ~ ) ~ ~  ~ncclianis~iis to advance lean management and work 

intcnsil~ca~ion go;ils they would be using nianagerinlism in a politically powerful way. To 

( I t )  s o  l i~~\ i~cvcr ,  tlic company \\uuld need to inculcate a deep seated belief in the ability of 

tlicis \vo~.k!'Orcc to ;rcliic\~c qii;~lity production ancl prolitability and to endow them with 

aullitwity in communication. As i t  liappcncd, tlie company relied upon systems, punisliment 

ml supcr\'ision to achieve quality and production goals. 

In  otlics comp;inics, ~nunngcrinlism 1i;is provided innnagement with the tools to harness the 

~>i'\\~cr- of'tliscc,ursc to reconstruct tlic expcricnce of work and !ink i t  with worker identity. 

I l ~ g ~ n i o n i c  processes have nurturctl an accepting woskfbrce that feels empowered, albeit a 

hounticd cliipowcnilcnt confined to dom;lins of productivity improvcmcnt (Gee and 

I .;lrikshcar 1095). 



Tltc h c c  ofmanagcment has bccn humanised as workers now sit alongside managers in thc 

C ~ I I ~ C C I I .  i n  prohicm sol\fing ~iicctings. in consultative groups. Values of loyalty and 

helonging h : n ~  dispcllcd or at least lowercd the barriers betwccn thc groups. Hegemony 

Iias a l l o \ j ~ d  n-orkcrs to co-opcratc in the i~nplcmcntation of globalism through processcs 

such ;ls do~vri-sizing. wage restraint, \wrk intensification. 

At C a r c m  the asscssmcnt sysicm could also h a w  hccn uscd as a tool of managerialis~n to 

assist in rcducing wages growth and to create the flcsibility the company required, but i t  

nccdcd a committed. traincd and focused set of~nanagcrs to apply managerialism 

stsatcgically. 

7.6 The Discourse of Unionism 

The discoursc of unionism appcars to hc morc fiacturcd than the discourses discussed 

ex-licr. The explanation for this phcnomcnon lics in thc longevity of the niovemcnt and the 

hrcadtli of '  its rncnihcrsliip. Union discourse lacks the colicsion ofsomc of tlic abovc 

iliscourscs tliat inoi~itai~i lidclity to an idcology with no attachment to its mcmbcrsliil~. By 

contr:lst. unionism tolcratcs contradictio~i i n  its cntbracc of mcmbcrs. 

Tlic discoursc nf unions 113s its origins in  o \TT)' diffcrc~it traditio~i to !hat of 

iii;inagcri;ilism. 1:r:lnhcl ( 1902) claims that its roots arc founded \vitIiin tlic \vorking class 

Icgcnds ofcl;iss solidarity and ilic struggles ofthc early 1;lhour 11tovcment in  Australia. 

Ncw~iii~n (lW.3, 1004) also gives crcdcncc to tlic 'slrugglcs as important in union 

iconography: 

'h scnsc of' bcing 'us' against ' than', of bcing unionists against managcmcnt. of 

being in continual stl-ugglc to guard and promotc tlic intcrcsts ofordinary pcoplc 

like oncscl l' is il powc~ful uni  tying factor. 

Nc\iman, 100.3: 1 7 

I Ic scli.ss to the notion of comradeship and the psotcctio~i of each other as the ccntral tcnct 

ol'tlic union culturc: 

Union history is about people acting collecti\~ly not only to protect themselves hut 

to protcct others. 

Nc\v~itan, 1 993: 19 

IIcspi~c ;1 ~ t ) ~ t S i i l l i t  rc~Crc~icc to the co~n~i ton  ~ n a n ,  i t  is interesting that, until the 

111ti-eduction of Cnntm~~nist  artistic representation, the union movement chose to d ignib  its 

xhic\~cntcnts with rckrence to classical architecture and art fonns - a significant 

~iionunicnt being Trades Hall in Melbourne   no del led on the classical Parthenon blueprint 

; ~ n d  ;~dnmcd inside with clnssical heroic figures. Old style banners, placards and symbols 

likc\r,ise p:iy Iiomi~gc to c1;issical , ligurcs - i~ixiges them a competing discourse i t  would 
h ;  

SCCl l l  . 

I,c;i\ ins this anomaly aside. union mythology has been nourished on an adw-sarial 

discourse. Onion bnttlcs \wrc \iron by persistent refusal to comply and by calls for 

solidarity across ntmy industrics. The loc;il heroes were those who gave impassioned 

slxcclics ;~nd g;iIv;miscd the wili of \wrkers to fight the good tight. Driven by moral 

~.cctitudc ;11i(i c~iihclli~licd \\ith ~01o~1rfuI ~ ' ~ p r c s s i o ~ i  of disdain for management, union 

d~scoi~ssc pscs~nted :I st;~rk C O I I I I - ~ I S ~  to the bureaucratic, dispassionate discourse of 

Ii1:lliagcliicnt. 

'1.11~ ~ C S S U ~ ~ S ~ \ I L :  powcr ofttle union I i ~ \ \ w e r  built its annoury on legal expertise - the 

ahil~t\ to \ \ f in  i n  the industrial relations court and thc rlbility to interpret subtle, complex 

:ind olicn poorly cspscssed legal prose within nwards and industrial decisions. Shop 

s~c\i~:~rtls \vcre also rcquircd to hccome ntlcpt with such \ilcaponry. They acquired the 

i~bility to ihtliom tlic dcpths of lcgdistic ambiguous texts when dealing with local 

pic\lanccs and disputes. Texts such as the following are an example. Here the first 

scntcr~cc contradicts the second: 

i 'un.c~~tIy Vl3EI: mc~~ibcrs  ar-c rcquircd to he notiticd the day befbrc overtime is 

rcquircd, otliunvisc thcy will be paid a meal allowance. 

This provides that ; I I ~  employcc m:iy [>C notified up to mid-shiR on the day in \vhicli 

o\w-timc is to he \vorkcd and that it'o\lcrti~nc is requircd in excess of three (3) 

hours they \vill tw paid mcd allowance. 

VL31!I2 Award, 1002 



l'lic conscnsus valucs o i  the industry Rcstructuring mov~ment  attempted to disann the 

traditionn! zdi.ersaria1 union discourse. Mud slinging oratory, courage and defiance wcrc 

~nodc-atcd by practices of negotiation and consultation. The Age newspaper, in its 

hiccntcnnial supplement. made rcfcrcncc to 'Ncw Labor' recognising the cmcrgcnce of a 

nc\v union discourse ; 

Tlic tradc union movcmcnt or at lcast its lcadenhip. has also been transformed in 

the SOS. I t  too has become "Ncw Labor". 
- 

I he ..lgc. Saturday Deccmbcr 3 l ,  1988, Supplement p 1 9 

Ilic 'New I.ahor' discoussc had a voicc around tlic board r o o m  of large coolnpanics and 

go\-cl-nnicnt instrumental itics. I t  \\'as a \vice that gavc rccogni tion and respect to 

conllicting points o!'\ricw. I t  was a pcrsona that iahabited the dominant paradigm - taking a 

chair at  tlic polislicd board room table. sinking into thc large leathcr lounges, drinking tea 

tiom fine china. Its voicc did not pale in thc heavy silcncc of thc soft furnishings. 

The changing culture was ilprlp dcscribcd to tlic training group by Anna, the training 

ol'ticcs ii'om the central union ol'ticc: 

I'hc old style o!*tradc unions. you know. basically you know, you sit around thc 

tahlc ii11d you tliuinp the tiiblc and you say, if you don't give i t  to us, wc'rc out thc 

cliwr. up your's, w ' r c  gone ... Gonc arc the days where basically the miens can 

walk in and say you know. we want S 10, wc want i t  now or wc'rc out. wc'rc on the 

ysass. Wc have to, unions tlicmsclvcs h a w  had to hiivc icarnt to get smartcr, to 

know tlic industry. I nlcan, you know, our scnior oflicials of n~anagement rub 

shouldess witll scninr ofliciols o f m a n a g c ~ ~ ~ c n t ,  ruh shoulders wit11 senior politicians 

ctcetcra cause tliat's. t1i3t7s, that's \vhcre thc main game is set. So we've ndaptcd to 

being smarter tradc union ot'ticinls. 

1'rai:ii tlg Scssion 

tinion otficialdom has been accused rcpcatedly of sharing a management discourse, 

.~h;indoning its grass-nwts mcml~crsllip (Lowcnstein 1997'.', IR EL~WCY 1 997)85. The 

~ntroiiuction to Rces anti Rodlcy's book ( 1  995) opens with a discussion of a Peace and 

C'onllict S tutiics contcrcncc. The radio program covering the conference drew links 

l>c t \ \w~i  p e ; ~ c  ;mci m:inrigcrialism: 

to !i)c'~~s on 1116 attainment of' peace is to icicntify the direct and indirect means to 

cocrce others. 

I<ccs and Rodlcy. 1 005: 1 

I t  c:m he ;irgucd I I O \ \ ~ C V U ~  t h i ~ t  i ln i~ns  lliid little c l io ic~  ~ U I  to learn the language of 

~~-oduct i \~ i ty  illid hont to use i t  p~\~~crI'uIIy in order to advance their cause within a 

conscnsus culture whcre tlic dominant discourse was controlled by management. 

('o~~sultntion did not carry any  compulsion to comply on the part ~Smanagement.  Union 

~qvccnt ; i t i \vs  1i;id to con\.incc n~:lnagcnicnt of'the e!licacy oftheir advice. 

I'hc 'I~rildc LJtiion Training Authority (TUTA) \vns established in 1975 through an act of 

pwl~;imcnt initiated by the Whitlam govunment. In the 1980s, its activities expanded 

considerably as OH&S and consultative committee representatives learned new roles and 

drscoursal positions. TUTA nttcmptcd to tcnch tlic discourse critically. Newman ( 199.1) 

reports :l \~ihr; i~i~ and powertill training cncrgy as union representatives wrestlcd with new 

conccpts ;ind new lanyu;igc. A pro-jcct iipp1ic;ition ( 1993) submitted by the AMWU for 

go\ crntncnt ~r;iininy filnds to h - c l o p  tlic skills of shop stewards includes amongst its 

SLI I IS  needs bliwelop n log o!'cl:iims', 'involve members and put the recom~nendations for 



in  the dc\dopmcnt of such plans, tlic stc\vartis' subjectivity was usually transparent. Ncnr 

ideas \\.ere privilcgcd in a manner that llad not been available to management before. Somc 

uni~nists  \VCSC s\ilcpt away by hcgcmonic fbrccs wlicre they were doing tlie work that was 

~vc\:iously tlic domain of'niunagcmcnt (Virgona 1993). 

Unionists who continued to apply adversarial principles and did not learn the ar? of 

cocrcion and consensus. found that the progress of consultation at their company was at 

least hindcrcd (Folcy and h4osris 1 ! B 5 ) ,  if not tcrn~inatcd. Most struggled to master the 

d ~ s c o ~ ~ r s c .  with varying Ic\rcls at'succcss. Tlic thlhving was an cxarn~lc.  This shop 

stc\i.ard has been untlcrgoing an i~atcnsi\~c training coursc. As his final project, he 

attempted to li-anic an argument to managcmcnt: 

Tlic major conccr-n in relation to t h ~ s  (job loss) is o \ u  thc resulting lack of job 

sccurity and luck ot'guarantccs that 'jobs' will bc replaced with so~nething clsc. 

In I'uturc \\.c rcqucst that thc cnlnpany acts morc responsibly towards tlic job 

security of' its cmployccs by cnsuring that no job is given away or lost, unless it is 

to he directly and immcdiatcly replaced by an altcl-native job - that is, unlcss tlic 

company can guarantee a straight forward 'swrip' ofonc  job for anothcr. 

Union 'l'raining Progsiini, 1992 

This stcwnsd has n~anagcd to make thc transition fi-0111 oral to written discourse 

i c - t  I language l'cnlurcs s ~ c h  as ' in  rclation to', 'over the resulting'. 'ensuring'. l-lis 

s c q ~ ~ ~ s t  is unanhiguous a d  uncmotia~ial but his appeal is only to principle. Thcrc is no 

recognition o!'man;~gcmcnt's cconomic impcrati\.c. 

Stwasds '  lack ol'controi o f  thc discoursc was cvidcnccd by tlic deteriorating conditions of 

l a h o ~ ~ r  over tlic years of' direct negotiation of workplacc agrce~ncnts. At tlie Adult 1,itesacy 

anti ihs ic  Skills Action Coalition (ALBSAC) conii.scncc i n  1904, Smith reported on licr 

stocly ha\iiig taken : icc~i~nt  o f l ~ o w  W O I ~ C I I  were faring under the EBA system. Predictably. 

women had lost ground on vi~-tually all indices. Hciler ( 1  997) undertook a similar study. 

Monitoring cntcrprisc agrccmc~iis over tlic 5 pcars to 1907, shc rcportcd that workers' 

conditions dctcrios;itctl considerably u~ldcr tlic ERA an-angcments, particularly in rcganl to 

incsc;~sccl 11out.s ol'\vosk (loss ot' RDOs, equalisation of time across a 1 year or 2 year timc 
# 

spin. longa- sllilis etc.). Union bargaining power appears not to be strong, each agrccmcnt 

Ilcli~wing \\*one conditions than thc one before with deteriorating levels of OHGiS, and. 

iilcruoscd strcss. pact of' work and longer ;,ours {Britton 1995). 

l'llc cliallcngc for tile union rnmwwnt has been to create a discourse that embraces !he 

c1i;lnging values of an increasingly diverse workforce, which is persuasive at the 

C o ~ i ~ ~ l t a t i \ ~ c  table and which is palatable to the public. 

.I.llc tsodition;~l working class discourse resonates with a constantly diminishing group as 

aoshing pcoplc identify thc~nselvcs increasingly with the middle class". Working people 

,NI \  c SOS consumer status and educational g a l s  fix their children equivalent to those 

,,wglit by the middle class (Mackay 1993). Private sector services, middie class discourse 

1C:it 111-CS i11111 C O I I S U I I I P ~  ion jliit terns iverc lhc ordcr of' tlic day for  shop floor Carcase 

\iorkcss. Identity mnrkcss ol'thc hluc-singlctcd Aussic battler were hard to find. Blue collar 

\\ 01 kcss \ \ .cr~'  keen to I I I C ~ S U ~ . L '  the cii~tc~ncc t)ct\ve~n t h c ~ i i ~ c l v e ~  a d  the growing 

~lilc~nplo~lcd undcrclass. 

I'hc psoli!c of blue collar workers in low paid work has changed. With the influence of 

c1oh;ilisation. companies have closed down and unemployment has risen. -4t Carcare, a 

~ lu~i l i~cr  oi'cmployccs h;ld come to thc nmpnny via an agency that found eniployment for 

I I I ~ C S  n.orkers. Meiny 0 1 '  these \vork~rs b i ~ u g h t  with tlienl long standing and significant 

i~ldustri;~l cpcsicncc. l.hcre wcrc ex-lhrcmen, supervisors and middlc nxmigers. They hi~d 

het-11 rc~rc~icllcd 01- t l iu i r  compnnics had closed down ;~nd they had ibund i t  impossible to 

gc1 \\ 01.k :it the ~ ~ l ~ l i \ ~ i i l ~ ~ l t  IL'VCIS. Some \VCI-c t r i ldesp~~plc ,  a f e ~  lion, the air fixcc who 

Iiad  works^! in liiglily disciplined cn~.iron~ncnts in aircrafi construction or safety equipment 

1 1 1 i  I .  'I'iieir trcidcs heid dis:~ppcarcd fi-om tlic local scene with the closi~lg of tlie 

.111cra1i huilding ~ilcility in Austridin. 'There urcrc o number of people who owned their own 

l~l~ciiicsscs, usu;illy \\forking in 3 related nsen like vehiclo air conditiolicrs and repair 

i\ oshsliops. 'l-licrc wcre pcoplc who wa-c. owner-drivers involved in castage operations. 

I'li~rc U ~ C S C  CS:IIIC dri\,css and storcspeople. 60% of the work force wcre over 40 and they 

houg11t \vi th  tl~cm ii ~c i i l t l i  of skills, crcdcnti:iIs and enpcrience in fields whcre initiative 

Llll i l  c~~ti-cl)~.c~ieu~-i;~l skills wcre csscntial. 

('onsistcnt ir l i t l i  !:iltion;il employnient psofilcs, most of the young recently employed hod 

wnplc tc~l  \ICE" "Jicioriiin Certificate of Education). 38% of  the workforcc had achieved 



);car 1 1 or 12. Like thcii o l o ~  highly trained compatriots, younger lnembers had taken this 

job 31 Carcarc OS ii tcnipnra1-y si 3 gap since 110 other work was available. Their intention 

n,as to scallsc tlicir potential ushen thc opportunity arosc. Ho\rlcvcr. years later, they %urid 

thcmcl ics  still i n  tiic samc job. 

As union mc~nbcrs lio\vcvcr. many brought with them different aspirations and cultural 

idcntitics ti.oni their prcdccessors. Frankcl makes this point: 

social ~ i i ~ ~ ~ i i i c ~ t ~  pursuing feminist, cn\-iro~imc~italist and othcr cultural ogcndas 

also sc-jcct key clcments of the ~nytliical and historica! \\m-king-class culture. 

Concepts such as \rorhing class solidarity \i.crc dccmcd to be n~asculinist and 

totalizi~ig. \YIictIi~r radical n:~tioli~list or intcmatio~lillist, tlic con~cp t  of class 

soliciaritjs dctiotcs ~nnskcdly tlifli-rent ~ a l u c s  to tliosc fcminist and subcultural 

rsoups who PSC~L'S  'di ~ ~ ' C S C I I C C '  and plusillis111 ratlicr tlia~i being subsumed into a 
% 

comlilon cul tusc. 

Frankcl, 1902: 23 

Traditional hluc collar unionists. \:rho still hold positions of power, havc largely Failed to 

cspancl their discourse to m3kc rocm Sol- no~i-tr.adition~11 nicmbcrs. 

111 ;I  c o l u ~ n ~ i  in  tlic /.ohor / lmwld,  tlic nc\ifsp:ipcr of the A1.P. Stan Sliarkcy, National 

Sccsctary oi' tlic CFM EU (Constl-uction. Forcst~y, Mining and Energy Union) rcpo~.(ed on n 

disputc with CSR (a lergr multi-national company invo!vcd in the manufacture of 

cons!iwtion matcsi;lls). Tliu rcpoli is mclrkcd by liybritlity: 

~.!lc I .I :~t~ric is founded on oral traditions. The language is colourful, direct, emotive and 

i ~ t ~ \ \ ~ ~ r t ' u l  gi\ing 1111 U S ~ C I I C Y  to thc call to action. lntertextual reference to the 'dogs of war' 
L 

~ ; ~ ! l s  upon hlarxist social construction justn~osed with aliusions that border on the vuigar. 

,\n npptxl ihr action is m o t i v d d  through a S-nse of indignation and injustice. given 

immcdlilc~l by quote from a unionist: 

'llic compmy 'ofkrcd'  us or more i .,sisely shoved down our throats, an 

'agcemcnt' to makc us all salaried staff with sweeteners such as a 50 cents pay rise 

and not much clsc ... The w:ly i t  1oc:'~s 3.e will have to sign this contract. This will 

be thc end of lYco cntesprise hargaini!:~ for us mob here a! CSR Humes. I t  is a sad 

7.7 The Conflicting Discourses of Industry 



Tlic ad\wtiscmcnt cspresscs ccr-tainty in 'wan-anting' tone (See Chaptcr 4). It does not 

arguc tlic casc but lays a claim. I t  contrasts ~ ' i t l l  previously quotcd management discoursc, 

i l  lustsatiny thc slii l1 fro111 the fonnal, rcniotc and impersonally scientific to the evocative 

and coerci\c The picturc at tlic top ofthe ad\wtisc~iicnt dcpicts a group of men puliing 

\ igorously or1 a ropc. tceth gsittcd rind nlusclcs taut. 

I t  ~ l a o  makes Hamc:sle:/ S pcople a 
truc t e x n  - one group ..nth one sct 
o l  v ~ l u c s  and cond~uons:  one 

~ c u n d a b o n s  for a new jcucizrz  L ~ L  

ensures Hmers l cy  IS best ey :ppcd  
to rre-t the challenges ol'an 
rr.crc3sin~!y cornpr:lt!ve 
marketplac:. Major stet!  mdczrr.cs 
are m recession and cornpe::t:on 
arr.0r.g Iron arc producc:.~ !'or a 
qrcare: sharc  or the I n t e r n a u ~ n d  
Iron ore marker IS in tcns~&lng 

orpr.lsation xith o r x  goal: To be the 
Hamerslcy has  acccprcd rhc 

suppllcr ol'choict ro the wor!d's 
chAlcnge to s ~ o r k  s r n a ~ c r  ar.d more 

stcrlnlakers. n 
U'hen rnorc than 13CO Hamersley 
workcrs rcccntly c.xcrclsed the:r 
frcedom of chslce undei State 
Ic3ls:ailon to acccp  s t d  condit~ons 
ol crnploynent. the:/ laid the 

CTCXI~.~!:;. It m e m s  :-'.amersle:/ is 
rnorr e$c:ent: i t  d s o  m c m s  
Eancrslcv 5 cuscomcrs csnilnuc to 
.-..+.,. . -. .. . e r t l ~ ~ t i c  snd cons is ten^ 

j c p ~ i .  o l ' q u d i ~  prodccts. TQ 
undcr.\r.re ~ 5 1 s .  the compmy 1s 
pro<r:sl;;ng to cscablish a culture In 
wnlch pcople rcxilly sharc Ideas for 
~mpro\- ,ng the ,way ,xork is done: 
:vherc the contnbuuon of the 
~r .d~\x!uai  and rhc :cam 1s 
rcc3gr.ised and relcarded. U'hcrc 
people can ach1e.1~ their k s [ .  

Harncrslcy pcople know it is the only 
way b e  compwy can rnalnrain the 
competitive edrje In a tougtl 
Indusq / .  'nnownng !hat Thcir whcn rcward dc t c rmt~ed  lics ~n 

teams mlic u p  thc challenge. the:; 
can  be world-beaters. 

. u d  that's good for cvc~yone. 

HAMERSLEY IRON --- -- .~ ~ ~ 

Hnmersley Iron Pty. ~ i r n i t e d . 4 ~ 8  004 53.3 176 
152 - l 3  St George's Terrace Perth W.4 6000 Tel.: (09) 317 1327 . . 
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hdanagcrial discour-sc has transposed the concept of solidarity from the moral imperative of 

the umon movcmcnt to thc profit irnpcrativc of the company. Thc company has found a 

way ofrecognising thc individual nithi11 the commercial effort, constructing the identity of 

a 'winner', crcating a scnsc of significance subsumcd in company goals. The heroes, the 

~nyths. thc energy, tlic c11a:lcngc arc \vo\:cn into the tcxt capturing the values of 

contcn~pornry aspirations (Gcc et al. 1995). The tcxt is convincing in its aswtion that 

l lamcrslcy pcaplc are seizing the momcnt to fight adversity and achieve significance for 

tl~cmscl\:cs and the company. 

Managerial texts liavc co-optcd and recolourcd !he energy of union texts. The gcncral 

manager 01'Nikc. intcrvicwcd on 3RN on the Sports Factor declared T h i s  is not a 

~ ~ U S ~ I I C S S ,  it's a ~nission'. words that might haw becn more aptly applied to the social 

c~icica\lours ot'thc union nmvcn~cnt in years gone by. Managcrialism has extended beyond 

thc ~ ~ o ~ k p l a c c  to p ~ r c e ~ t i o ~ ~ s  of society and social roles: 

The uscrs of'thc new 1mguag.c havc succeeded in making indisputable what arc, in 

fact. highly divcssc and dc~iiitablc assumptions about how ;I society, in this case 

Austrrilian society, n.orks. 

M~I-cc;iu, 1 095: 1 10 

tIamcsslcy Iron makcs no rcfcrencc to the competing discourse or thc bitter i'ray with thc 

union that preceded thc currwt n ~ r k  agrccrncnts. Its business is not to defend its actions 

but to coristruct ri discoussc of' opportunity around the new f4amcrslcy pcoplc. 

Dr~~ckcs  explains thc shiii in conscinusncss as follows: 

'Loyalty' tiom now on cannot be obtained by thc p:qdicck; i t  will Iiavc to be 

ca~-ncd by  proving to knowlcdgc cml)loyccs that thc organisation which presently 

cmploys thcm can ol'lkr thc~n exceptional opportunities to bc cffcctivc. Not so long 

ago we talkcd about 'labor'; increasingly IIOW wc asc talking about 'human 

rcsousccs'. This implies that i t  is the individual knowlcdgc c~nploycc who dccidcs 

i l l  largc mcasurc what he or shc will contribute, and how grcat tlic yield from his or 

her knowledge can or should lxSx 

l3ruckcr. l W3 :(,G 

.]%c rr:~ditional discourse of n ion i sm expresses a fidelity to zn old morzlity fomled around 

fixed principles and group gosl:;, suc!~ as, protecting minimum wages, equal pay for equal 

o.ork and protection against job loss. The mcidem pragmatic discourse however, has traded 

stsodflist principle for policy free political positions driven only by an economic religiosity 

2nd indiiidual ad\rnntngc. Union culturc seeks to create an identification with the union 

, ~ n d  t11c industry rather thi111 the colnpany. Tlic COIIIP~IIY unities its ~nemhers by 

cc~nsiructinp ii nebulous 'cncmy' that has no dimensions except as the obverse of the stated 

\~31ucs. l-lx leii11l leader is your coach and middle manage~nent your confidant, there to 

siqymrt you, illid tlicrc to work along with you to create your potential self. 

. the co~nlxmy is pr~grcssing to estnblish a culture in which pcople readily share 

idcii.: ti)r i~nproving tllc w;i\l n w k  is donc; wlien: the contribution of the individual 

;ind the team is secogniscd and rewiinlcd. Where people can nchicve their best. 

I l ipokctid .,l lrsrt-rr liotl July 4, 1 991 (1-la1nerslcy Iron advertisement ) 

h1;inagcri;il discourse, in describing its enterprise, assumes consensus. asserts its 

\u!)lcctivity ii~ld role-c;ists others wit11i11 i t .  I t  rarely csprcsses anger. By contrast union 

disc~ursu rapes. In dissenting mode, nl;inagerialism conlines itself to impassiw, rcitional 

scicnt~ tic;llly dcduced inc\itahilitics, distancing itsclf liom decisions that create stress and 

distrssa. I Ionwcr.  shop stcu~artls and union otticials arc given to outrage and emotional 

c.\prcssion. 

I I - S I  \wrkpl;tcus. m:magcmcnt s c e m  to view the union as petulant, irrational. 

\ ol;itils ;ind grecdy (Virgona l9W). Managcmcnt humours union representatives, afraid ol' 

;I pti11;int  2nd hysterical outhiirst. This would appear to bc the mse at Carcnre which 

c\l'i;1111s. in port, m;ioagcmcnt's complinnt relationship with the union. On previous 

~ u x s i o n s  the ~ te \ \~a rd  liad rcached such a point of frustration that he had walkcd out ol'a 

inccting slamming doors bcliind him On anothcr occasion he had resigned his role as 

htc\ixd on tllc s p o ~  and refused to negotiate a meliorating position. Such hcllaviour was 

1101 unique 10 Carcare. 

'l'licsc rcspo~iscs lcii the m:lnngemcnt without resources or strategies to deal wilh the 

Inolllclit. 'I'lic union could, and lwi ,  eserciseti their power to call the workforce out on 

strikc \vitIiout w:irning. During tlic period ofthis study the workforce walked ol'fthcjob 
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Ron was simultancously lovcd and llatcd by both \vorkcrs and managers. When he resigncd 

Srom 111s role as steward because he rcfuscd 'to take any more shit fiom thc members'. tlic 

role rcmaincd \ x a n t  for ~iionths. Who could unravcl its ambiguities or assun~c such 

contradictory sclationsl~ips'? Aticl- a few months, Ron was cajolcd back into thc position by 

the central union and lcft to managc the incongruities on his own. 

Mal~y ~ncm\~crs  wcrc suspicious of ' t l~c  relationship bctivccn thc union and managcmcnt. 

I'hcv qucricd wliy t l x  management paid thcir union Secs and ~naintaincd a closcd shop. 

I Inion ot'ficials \rere invi tcd to tllc Christ~nas lunch and wcrc greeted by managcmcnt with 

back-slal)pin jo\'ial i ty and scatcd at tllc n~anagcrs' table. 

With the changing profile oftlic \vorkfhrcc, 111any mcmbcrs distanced themsclvcs from old 

ad\u-sarial methods. Most csprcssctl a lcwl of'mutuality. They acknowlcdgcd that their 

cilr-ccr prospects wcrc locked up with tliat of'thc company but they also ucknowlcdgcd their 

po\iu-lcssncss and the limitations of'thc infi)nnation they could access. 'Thcy kncw that 

intiwmtion was controlled. As Anna  ccplnins: 

I mean what this managcmcnt guyxV was in beforc telling you about how much each 

car loscs and all that WI-t of stuff; I mean, well all I can say is if the company's 

losing that much money with cach car they buy without closing down, then they're 

wits hu making lnoncy too. It's swings and roundabouts. But the fact is the b 

automotive industry in Australia is very lean, profits are very tight. 

.-111na (Union Training 0t'iicer)l'raining Scssion 

.rhc mc~ilhcrs wcrc lcti bewildered, never certain who to trust and knowing their 

infom~ation emanating from both sides was incomplete. They were reassured by the 

union's statements of strength. Thesc statements however referred to legal weaponry rather 

than statc~nents of solidarity as they did in the past: 

\\ 'cv\~c got the ngrccment. It's signed. We know we can win in the Commission 

c\.cr-y time on it. 

; Inn3 (Union Training Of'fiwr)7'saining Session 

Minutes of meetings are part of the arnloury. When a management olniscion occurred 

c!usi~ig ;I ~nccting, Anna instructed the meeting secrerary: 'that should he minuted and 

~ u n ~ n d c d . '  h~linutcs could bc prcscntcd in the Conmission as legal evidence. But a paper 

u.ar  \\,as rcliiotc fi.0111 the shop iluor. 

In tlicir uncertainty. union rnembcrs nfere easily swayed, co-opted into tllc ~nanagement 

cliscourse at one ~ninute rind thc union discourse in the next. 

7.9 Conclusion 

hl;~n;igcrialis~n lus  pem~catctl the boundaries that divided management, union and social 

disioursc. T11c IICW ~ ~ S C O I ~ S S C  hiis destahilised thc old, appropriating language katuscs and 

idcologic:~l p s i  lions !iom thc other conlpcting discourses (Fairclough 1 W?). As a result 

the old union ideology has been problematiscd. While onion discourse flounders, 

~~~;in;~gc~-i:rlisli~ h;rs c;ll>turcd the discoursal energy within the community ;~llowing it ilI1110st 

i~~lhsid!cd po\vcs to rc(J~1inc social institutions and the avenues of' influence. 

hlanagcrialism, along \\fit11 cconon~ic rational 

n w  i~~tiustry practices - the growth of'contrac 

~ri\~atisation of public provision, the IWS O ~ I I .  



of \\-ages and \\~orl;ing cunditiorls. An orthodoxy created around economic rationalism has 

silcnccd tlic compc[iny voices in decision making forums. 
undcsstood as a political and ccono~nic endeavour embedded in the ideology and identity 

01' \i.orkcrs and conlpanics. 

Today few will dcfend cconomics as a scicncc. since its principles arc ncithcr 

vcsi liable or disprovable. Economics as a profession is too often a fonn of social 

cnginccring that is bcyond accountability. 

I-lctrdcrso~i ( l 90h:ZS3), in Mulquccny I998:335 

\\'[.I attempted to cotnplelnent and i n t e n w e  in the discourse to create an ideologically 

in\wtctl training culturc but the markets were mismatched and failed to engage 

management. 

I n  industry discoursc. cost cutting, value adding and waste rcduction arc also the concerns 

of unions as they arc forced to ncgotiatc on  thc grounds of structural efficiency and skills 

Iraining \vagcs through the EBA proccsscs. 

Advcrsarial industrial relations IU\T largcly disappeared in the tcnns that characterised tlic 

\\.orklimx prc 19SOs. Cormdcd by the forces of the consensus culture, adversarial systelns 

ha \  c. 11o\iV given way to nlanngcrial \\wrkpl;lccs which arc managed through discoursal 

practices. T1:c business of tlic ncw industrial discoursc is to construct an idcology through 

sc!I*-idealisation. Carcarc managers had not embraced managcrialism sufficiently to 

construct a dialectic rclationsliip with the shop floor. Noncthclcss thc new culturc of 

mutuality has hccomc gcna-aliscd tl~roupl~out industry. It has pcrnleatcd community bclicfs 

s o  that  \rwrhc~-S rccogniscd the goals to\vanls which they were meant to be striving witllout 

conscious policy disscmitlation on thc part ofmannge~nent. 

Mnnagcrialisn~ has rcdclincd industrial relations and workplace dcvclop~ncnt as the 

husincss ofncgotintcd identity rather than industrial action. At onc Icvcl this has thc 

potcntinl to crcate a listclling intlustri:~l socicty as onc party responds to tllc other. Both 

pstics c r u t c  itlid rC-CrCiltC f 0 i 1 1 ~  :~nd idcals rcframing thcnl as opportunities with common 

bcnciits. 111 tlic n c ~ t  clin;m-, Annil dcmonstratcs the dynamics ol':his process in dealing 

1 her rcnegi~dc stcwi~rd in n Training Cornmittcc mccting. 

licly articulating sharcd bclicf's and common interests functions as a way of publicising 

il~ld ~ C I I C I . ; I ~ I S I I I ~  ill1 understanding \X~\VCCII  industrial p i l r t i ~ ~ .  Tmi~li~lg,  as c ~ c ~ ~ i p l i f i c d  in  

this cast ~ t i ~ d y ,  can play a potcnt role in negotiating idcntity ancl assisting both partics in 

li~rtho-ing tlicir idcals. This is s political function and skills cxcrcised in negotiating and 

gcncsalising the political vision arc an important corolla~y. Training is thercfore best 

IIcspits C;~rc:~rc's poorly controlled mnmgement discourse, workers have learned a new 

sct ni'\.alucs inilucnced by managerial principles. Although the residue of the old union 

discourse can at i ll hc hvnrd, managerinlist values have been well integrated into the 

diminant discourse. As  ;l result, \vorker c identity has shifted from an adversarial stance to 

ens nfunccn;linty, ambiguity and contradiction. They trust neither the union, with its 

seemingly co~itradictorv behaviour, nor the inanagemcnt. Chapter 8 takes up  this argument 

Iitrt!ic~- 1)). ;111;1lysing the way tlic manapcmcrlt and the unlon ncgotiatc their identity with 

thc \\~orkcrs. 

I'IIL. l l - ~ l t l l  

i:; :l11 ilistrulnc~~tal c o ~ n l ~ i o d i ~ y  which I I I ; ~ ~  he used to cnlliulcc ~ ~ J I I I I ~ O I  o l  :Ilc nittural and . x i i l l  worlds t i ~ r  the 
grc;itcr colninon good ut.Iiurn;~r~ity. I i l~ti~ilc~i il l  this view is a bclic1'111;11 LIII~VL'I.S;II trutl~s a11d pri~lciplcs can be 
lIis'.ovcrccl alld rhat il;tvc good (oIjccti\.c) grounds, indc?endunt ot'sucial convcnrions or traditions t i ~  
t~clic\,ir~g in r t~c  ~ul,~riori ty o t ' s o ~ ~ ~ e  hcl ict> wrcr  ottrors. I'ticsc grounds or ti)und;~tio~ls arc dct;ned by 111c 
scicnritic, philo~ophical o r  poliii<al programs i n  \vhich kno\vlcdgc is Icgit~niatcd. 
Ihgnall 1094.-1 

' I Ilc K,l~l\>;~ll (0: .  Just ill 'l'illlC) S ~ ~ I C I I I  is ;l ~ ~ ' ; I I U I X  of the  J;II>;IIICSC M;~nilti~cturi~lg S ~ S I C I I I  th;it I i i l ~  bee11 ilnportcd illto 
:\u\tl-.~[la 11 c(illlill;ltcs ~ ( i c  s t~ r ; lgc  ,)t. i~cllls ~ll;itlc allC;itl of or-dcrs and pushcs ttlc cost of this c!o~i.ri thc 1j11c 10 the supplier. 
l'.:~!, ; I ~ C  dc l i \ ,c~y~I  dir~.c[Iy iI.0~~1 lllc supplier IO  I / I C  line ;I[ the tinic \vIic11 they arc ready to be used. 11s p u ~ ~ > o s c  is 10 

L - ~ I I I I I I I ,  ,I I '  1011, 

" . K,li/cll' is J;lp;ln;sc \vorLl t;,r contilluatls i~npro\,clnc~lt ;1nd also associated w;th a defined IWOWS by which SI+L)LI~)S 

!~i:i~~;igc- q t~ ;d i~y  i ~ ~ ~ p r o \ , c ~ ~ ~ e ~ i t .  
' ( 'ol)ll>L~~'wcy i l l  ; IC~i \ .C  J i s ~ ~ ~ ~ i ~ ~ g  c;lllll~t he I I I ~ ; I ~ L I ~ C J  by ~ ~ i ~ l i i i n g  tllc ~ l c i l l e ~ ~ t s  I O  IIC ~wisidcrcd \VIICII li~llowing 



CHAPTER 8: - DISCOURSE ANALYSIS - CARCARE PROFILES 

Galloon metaphor: 

This chapter looks a t  the personalit.ies in the basket and the  

ideologies they call upon in relating to  each other and in making 

sense of the superstructure that  is driving them along. 

8.1 Overview 

'1.0 date this s?udp has focused on the discourses of industry, particularly the industry 

I . ~ S ~ I - L I C I U ~ B  111o\~crncnt. I t  has sought to understand the evolution of its discourses and their 

;~spir;rtiona. h 11-s nhscl-\red the mismatch between the discourse ideologies and the living 

c\;implcs in  industry particulsrly in the case study company where the working face of the 

1nd~15tn~ discours~s I J I - ~ S C I I ~ U ~  only 3 sI~:~do\v 01. the restructure ideals and nothing of its 

optimisn~. \Vhili m;my industry texts llii\le constructed change iis an inevitability for 

sus\~i\~;~l. t l ~ c  c ; ~  study company has trod a tentative pathway, cautiously resisting any 

\ I ~ I  tic;lrlt rcfL;lining 01' c011111any identity. 

I.liis ch;!ptcr t;lhcs a IIIOI-c microscopic \.icw. I t  gives ;I detailed analysis of how thc change 

;igcr~d;i its way through the company. I t  analyses a number of interactionel events 

\ \ * i h i n  the \\~orlipl;icc observing how workplncc pcrsonncl have interpreted the changing 

discousses of globalism, iiom that of democratic restructuring to rnanagerialism. Each 

pnjt ;igonist prcscnts an i nteq,rctation of the \vorkplace and its future as incvitable and thc 

tililst \~i:lhlc. Each o11c involvcs chmgc and they beckon, coerce, cgole, demand, requcst or 

tl1ss:ltcn cllnngc in line \vi t l ~  thc iticology thcy prcscnt. 



\Ii!icrc do they take their place within thc social discoursc traditions of the company? How 

arc tlicy discursi~.cly situated in cac!.~ of these intcractional events? 

Thc analjvsis sccks to idcntifj tlic dynamics that 

negotiate \\m-kplacc relations; 

crcatc social identity; 

create and sustain institutional identity; 

cngcndcr change. 

For thc purposcs ot'tliis study. intcractional evcnts are discourse events that h a w  been 

rccordcd and anolyscd. Thcy arc cvcnts where workplace people have come togcthcr for a 

thnnal ~UI-pose  - a meeting, a training session. a tra~ning presentation. Each event is 

thcrcforc prolonged i n  time involving at !cast thirty minutes of rccordcd text. Each cvcnt 

was audio taped or \.idco taped and transcribed. The sclcctcd moments prcsentcd in this 

~ l l i l l > t ~ ~  anal ~ S C  tlic co~~struction atid cIi;illcngc of working identity within the company. 

T'hcrc WC a total oi'tivc intcractional c \ ~ n t s  discusscd, each onc selected in order to 

u~id~rst: i~id the \ B i l j V  r~1ationships arc 11~gotiilt~d bctwcen management and shop floor 

~ct lcct  the nt3y industry ~ ~ S C O U ~ S C S  liave been intcq~rctcd at t11s company 

cxplorc contrasting and somcti~nes conflicting \\.orking identities 

d~~iionstsatc tlic c0111pct11ig ~ ~ S C O U ~ S C S  that strugglc for suprcmacy at thc company 

8.2 Who is Management? 

.A numhcs ol'disa~urscs vie for suprcmacy anlong the manngcmc~lt pcrsonncl. The 

p;~rochial. RS&R style of  prcvious ycars is being gradually supcrscded by tliat of the major 

mu!{;-liationol !hilt liils hugl i t  out tlic company. The multi-national has grafted styles of' 

~ i ~ ; ~ ~ i a g c ~ - i ; ~ l i s ~ i ~  onto the old stock with various I e \ ~ l s  of success. l'hc old rough 'cowboy' 

discourse is still :ludiblc along with tliat of the consensus culture ol'the restructuring cra. 

l'hc ncw nianilgcmcnt discourse is now attempting to out-shout the othcrs so that old style 

managers sctlcct multiplc discourscs. 

During the data gathering stage, new management faces took up residence at the work-site 

:~od oftice refurbishments were undenvay to reconstruct the face of the company as a 

illt,dcl-n busincs entitle. The d o \ ~ d y  ollices described in Chapter 2 were replaced with 

CIC:III s u r t ~ ~ c s  and 01xn spaces in understated pastel colours. New managers modelled 

tlic~nsclvcs on the prevailing authority forn~uln of indust~y discussed previously (sec 

C!~;~ptcr 7).  Thcy contonncd, in varying degrees, to thc stereotypes founded on a belief in 

tlic suprcmacy of scicntitic knowledge and the power of dispassionate authority. Senior 

111;111:lgc1-S \verc theretbre disinclined to displ;~y emotion. Ryan, the subject of the first 

1n1craclional cvcnt. adopted a communication style that was untlustered, objective and 

d~t i l~l icd.  Evcn the niecting wrangle (Interactional Event No.3) was tempered by the nlorcs 

01' L.OLIS~COUS debate iiS \\.as the conllict between Lcv and Andrew in the l i d  interactional 

c\ cnt. While issues of identity were at stake, managerialist values, moderated through 

r;~tionnlity and rc:isonablencss, cnsured a somewhat gracious execution of industrial will. 

; \ I 1  tlic in~cr;~ctionnl events ibcils o n  the negotiation ofrclationships bet\vcen workers. 

I~~:III ; I .~CI.S i~nd union. rl?ic tirst two in tc~xct i~nal  e \ u ~ t s  contrast competing ulorkplacc 

tii;l!i;qcmcnl idt-ntitics. The first draws upon the new corporate discourse through the 

pcrsoi~ 0;' ll y ;m, h c  lin;inci:ll controller; the second, upon the democratic management 

discourse of the SOS through the person of Tom, the National Business Development 

3lanagcr. 

I'lic third inlcractional went  ohserves the dynamics of ihe negotiation process as 

wntlictiny partics struggle to rcach a consensus decision that meets their own ideological 

st;~!icc This c\lent is ;I I'lnining Committee meeting where industrid parties arc jostling for 

;I \\ in .  

In  wading the discourse interactiond tests. :l squnrc bracket preceding a turn indicates that 

;I sl>vahcr is t;ilking at tlic same time as the speaker above. 



8.2 1 interactimai Event No. 1 - Ryan: the new broom 

Background 

A s  the tinancial controllci. R) an held a position of considerable au!hority in the company. 

i-lc was a recent impost from thc parcnt multi-national whosc task was to transfonn the 
. . 

a ~ l ~ n g  compmyinto a prcjfit-making venturc4". His cnpcricncc was with the transport rather 

than thc processing side of thc operation. Thc interactional cvcnt at which we obscnrc him 

is his address to thc training group. He was imritcd as a rcpresentativc of  scnior 

111anagcn.lcnt to discuss thc cxmpany's future directions. Thc ncw ~nultinct~ional ideology 

recognised thc \ d u e  of wrkp lacc  culture, communication and training in achieving 

production goals, so Ryan was ilot in a posiiion to rcfusc thc invitation to attend the 

scssion. Hc ther-ehrc made his way to the dingy training room and offcred the training 

group about 1 hour of  his time. 

Central Issue 

I<!r:ln's \.isit 111 tllc class is ol'intcrcsI i n  this thesis ~ C C ; ~ U S C :  IIC r e p r ~ s ~ n t s  the new cliscoursc 

oi'man,~gcmcnt. l 'hc way hc \xlitlatcs the ncw authority structure a d  ncgotiatcs a 

rclntio~~ship \wth thc shop floor is of' particular intcrcst bccause he cxcnmplifics the link 

bctwccn thc industry discourse of'managerialism m d  its particular interpretation at this 

\\~orkpl;lcc. 

Text and Analysis 

At thc time o!'his addrcss, Ryan had bcen at :hc work-sitc only 4 weeks. He was young to 

h a w  ach~evcJ  a scnior r:)lc within management, being i n  his early 30s, but hc had 

~nastcrcd the b i l . i ~ ~ c s s  i)?rlancc - thc tone, the figurcs, 111c facts. Hc talked in a near 

monotone itdicatlng 110 mot ion .  Hc spokc rapidly exp-cssing a s11;il-p thinking, fast acting 

oricntat ion. 1 i c 4 t;i:ctl the t r l i n i ~ ~ g  gsoup with a dcgscc of impatict~ce crrprcssing 

t i - ~ s t r a t i ~ ~ ~  31 the intrusion into his busy timctabic. It was clear that this addrcss was not a 

high priority ! iw him. l lis ii-!hr~nation, howc\tcr, was ~~~~~~~~ocal and dircct: 

' I l ~ e  placc is n basket casc. Now this is not a reflection on you guys whatsoeLrer, it's 

a reflection on us. I mean the ?lam is a mess. .. 

Ous insurance costs this year were.. is..ah..2 K million and that is just through 

plain stupidity ... WC \vwcked a car recently. It was a 1942 Rolls Royce and the guy 

\vho put it up on the truck, forgot to put the hand brake on, the car rolled back off 

t l ~ c  truck, hit thc ground, bounced off, you know, one ~f those battery trailers, 

h o u n d  oll.and landed straight on top of that and went straight through the floor. 

Cost us iifty odd thousand dollars. We charged the guy $295 to move, to move 

their car so technically we just lost $57.695 on that car. Now that is more than this 

,it;: has made all year. 

< 

I)c!i\~rcd ds;idlxm and liardly stopping ro draw breath, it was a practised style. The class 

~x~rticip:mts mckcd \\fit11 laughter. I t  was the laughter of release as  though the group was 

x l i c \ u i  t h t  i t  uwn ' t  their work that provided the source material for this slapstick 

i:oincdy. Rym cnntinucd in the same inanner explaining the consequences: 

l.h;~t 's just ncgligcncc. That's just stupidity. That guy no longer drives f ix  us now. 

I ic  \ w s  a sub contractor .... \r.e can just get rid of them and stop their work like 

(click ol'tlic iingcrs). 

Xic clipped prccisio~l of his lmguage and the detail of his figures, down to the last dollar, 

~ t \ ~ l ? ~ l l l l ~ l i ~ i ~ t C d  C O ! ~ I I ~ I ~ I I I ~  oi'thc i i l~ t s .  Ryan ~ I S S U I ~ ~ ~  an authority that belied his age. The 

~ ~ ~ ~ c q u i \ w x I  strength of' his judgements was can-icd by his apparent superiority o f  opinion. 

I lc spcnt no timc cst;hlishing his credentials to symbolic capital (Bourdieu 190 1 ). As such, 

tic t o o h  o11 ;I ~iormalising l'unctio~l (Luke 1905) asserting the uncontcstable nature of 

~natx~gcmcnt's act ion. 

The cvidcncc ibr 'the basket casc' was given purely in monetary tenns. Ryan talked about 

~ h c  money 'wc' lost ii~ld the car 'we' wrecked but also the contractor 'we' got rid of. Deftly 

cu~ring out thc kstcring ~~nst  of the 'we', ! ~ c  constructed a 'tllcy' who \41ere the negligent 

.~iid stupid oncs \vIlom he could get rid of with il click of the fingers. The '\VC' he referred 

to I S  I ~ I ~ : I ~ C I I I ~ I I ~  \v110 llild not been clcvcr or rutllless enough to get rid of stupid 

c ~ l ~ p l o v u ~ s .  'I'hosc whom \!c was addressing were ' thc guys'. The  'guys' werc the !d+lorkers, 

thc trainees, the guy who destroyed the Rolls Royce. The implicit assumption was :!lat at 



any poin~,  any oftlicsc 'guys' in tlic training room could become one of the 'them' if  they 

nxrc suf't';cicntly ncgligcnt and stupid. 
hrooni. l lc ;xi~nisr.d a break with tradition by reassessing past practices. particularly 

contracts. 

Ilyan wcnt on to compare ACME'S car carrying pcrfonnancc with its major cornpctitor. 

Not only wcrc the competitor's fleet and facilities better, there was a different culture i n  

their \vorkfhrce. With cutting humour lie added to the litany of stupidity of the guys: 

Their dri\w-s arc more disciplined than ours. they fake care. Thcy don't do dumb 

things likc lcaving Porsclies out in the middlc ol'thc street, ncxt to a bus stop with 

the Lcys in tlicm at 5 o'clock in tlic morning. 

Tlic cmbcddcd phrascs cram in thc tictail. 

Ryan pnmiscd a nciv rcgimc of grcater discipline and ledger-based decision making 

practices. h lany  agrccnicnts madc with clic~its. lie told US, had bcen ~iiaintained without 

objccti\dy assessing thcir valuc. Some contracts \vcrc costing the company as much as 

SS0 ~ c r  car. Out  tliesc were the ~ lnac~ou~i t ab lc  ~iianage~nent practices of tlie past. Tlic ncw 

gund ~ntlcrstood busincss and money making. Ryan promiscd changc and gave assurance 

that pmlitahility was not only possiblc hut a certainty: 

. . . \w'll make some major cliangcs and uli this year ivc'll make some moncy.. . 
- - I his business can inslic money. Wc'vc got soli~c crazy sccn;lrios . . . i 'm not going 

to mention who thcy arc and 11131. . . 

But l?yan's certainty indicated that illc proSlcm and the pcoplc ivcre in hand. 

l l i c  company had recently tlispcnscd with sonic of thcse agrcc~ncrits: 

We lost a few contracts recently, s~nall  oncs, oh, now, thc way we lost them was 

we ... we basically pissed than off so badly thcy took tlicm away from us. 

l'hc use of 'we' lays claim to a lcvcl of agency. This a,d~iiission of failure appewed to 

con~radict tlic idcnt i ty of  this hard-nosed, disciplincd husincssman, but llyan went on to 

cxplain that tlicsc contracts wcrc not prolitable. Thc young financial controller was the new 

~\Ianngerinlism \ d u e d  ledger-driven approaches which extended to industrial relations and 

tiic contracting out of \vork. Contracting created more 'theys' upon whom the 'wes' could 

1n;lnnge tlie business processes. Car detailing was one such example. Detailing was 

contracted out to a separate company that worked on the same site. Ryan explained the 

; td \~antagc~~t ' th is  systcm: 

'I'hcy 1i:lve to hc trained on how to do it. I know its something simplc but you still 

rcquirc tr:iining, so ~ I I C ~ C ' S  a cost to tlic company. These guys come in nnd they get 

paid per \~chicle. They do,?t get paid pcr hour. Ifthcy sit out there ibr three hours 

i111d don't do anything, they don't get paid. so we make it a set late per vehicle. The 

I ~ a u t y  of that is \\hen we draw ~ i p  their contract, they're charging us say $5 a car. 

\VC can ~11;~-gc tlie client I I0 a car. We know what it costs us. 

I ~ ~ ~ ~ I I C O L I S  ~SSUL'S did not cloud the ~ C ) C U S  on fiscal pr 

Icgiti~niscd pr;icticcs and rationnliscd company dircct 

.iorities. Price was the factor that 

ion to the exclusion of all other 

IIIIPOI-tcd \ d i i c I ~ s  arrive at tlic port witli a coating of wax to protect the duco. The wax was 

di ssol \,cd using ;iggrczsi \.c chemicals :ipplicd with hot wales through pressure hoses. I t  was 

rccogniscti as ;l h;~z;irdous job. Scotty, ;I cl;tss participant, told us: 

Ycsli. hseathing a11 thc clicmicnls a ~ i d  all tlic crap that you usc up these, you, you're 

CI-oak. YOU gct CS-oak 3 lot fro111 doing it . . . I  Incilrl it's ail bloody spraying back o n  

y ; ~ ,  you walk out ofthcrc you'd be sonkcd with kcro, dicscl wliatcver ya using, all 

tl~rough. 

I'copls clnploycd ihr thc work \ \we mostly recently arrived South East Asian immiprmts 

\\.orking for tlic same sub-contractor as tlie detailers. Ryan explained: 



I for OH&S rcasons. As far as whether i t  is our 

lity. Thcy sign tlic contract whcn they take on the 

them, um, rathcr than ous own people doing it. We 

~ n t  our own pcoplc doing it. 

WC sub-contracted i t  out puscl) 

liability or thcirs, it's tlicir liabi 

u w k .  All risk will bc hornc by 

1':isticip:lnt: You'd a l \~nys  keep it sub-contracted bccrluse i t  would be hard to keep 

blokes or to cmploy blokcs who would be able to stay fimi in dewasing 

\ \ ~ - k .  After a week or so they say 'stuff this!' 

tlic protcctcd inner circle whilc the 'they' were liable and vulncrable 

and the class group sat within tlic protected glow of thc 'WC'. 

The only trace of' hesitancy or unccstainty in Ryan's dc1ivc1-y occurrcd \~!icrc lic alluded to 

tlic conscqucnccs that would bcfall thosc who failcd to cmhracc thc new ordcr: 

Ifpcoplc \ \ ~ n ' t  change. thcn. well ... I incnn i t  sounds prctty hard, but ifpeoplc 

ivon't ~ 1 1 a n g ~  to \\hilt \\.C \\'illIt to Jii. . \VC d ~ i i ' t  havc a lot of time to turn this place 

around ... We don't (Indcciplicrablc) on thc way bump our hcads against the wall for 

people \\.l10 won't cliangc. IS you don't want to change ... change is as good as a 

holiday .... \Vc'\.c got no liiddcn agendas guys, u9c'rc here to makc change. Wc'll 

only n d c  cli i i~~gc that's useful. Cl~aogc is good. If you work with i t ,  cliangc is very 

good. 

Cli;i~igc is cn!rustcd to managcmcnt. Althougli he stoppctl short of spelling out the detail of 

the ulti~iiatu~ii tlirce times. i t  was clear that the 'click ofthc finger' would hcihll those \v110 

!i)und that unpulotohlc. A sclcctivc lbw, who coiistitutcd tlic cuclusivc 'WC',  wcre carving 

out a new \lfork identity. Membership howcvcr was somcwhat ~icbulous. 

Except Ibr the odd qucstinn rcqucsting inforniation, thc ciass participants liad littlc to say 

dusing the session. 'flicir laughtcr colluded in il yan's mockcry of stupid guys. Tlicy wcre 

uncri tical o f  his dismissive judgment of thc cucnts. His stylc did not invitc discussion. 

Il ic cl:iss piisti~ilunts i l l l i r~i l~d his S t i l~ i~e  througli ~ i ~ n - d i s c ~ r s i \ ~ c  s ig~ i i l i~ r s ,  codding 

assur:lnce. laughing. Comments such as tlic f'ollowing indicated the workcrs' offimiatio~ 

tlic nc\if stylc. at the s m c  tinic soug!it assurance that tlic intcrcsts of the 'hlokcs' would 

pst>~cctcd: 

Well, the littlc Japanese blokes, they love it. 

I?\,;in l i d  no interest in making deals with the 'blokes', only in establishing the ~noral 

e!iic:icu c,(. the \vol-k arrangements. Herc the 'they' specified not only a social class divide 

hut also n rxiill divide. Once again the class n~cmbers were reassured. They were the 

p-otcctcd ones. Therc \acre no 'little Japanese blokes' hcrc. 

f 

N o  one c1i;illcngcd Ryon citlicr during the session or after it. His i i m ~  claim to the agency 

in t l~c buqc'  stiltcnicnts throughout the test, con\finced the group of the uncqui\focal 

I I : ~ I I I \ ~ ~ : I \ ~  along wliicl~ IIC ur:is driving the company. I-ie made no use of inodalities in his 

dc l~\u-y .  'llie cl:~ss participants welcomed his authority, his valucs and his inforination. No 

011c qucstioncd his ethics. I-iis stnncc communicated a catainty that management was 

r;ltion;il, in c11;irgc mid set 011 il course to protitability. 'The class participants distanced 

tl~cmscl\~cs liom the fiiiled practices of thc past and stupid workers. Their responses, after 

Ilc lcti the room, dcmons~ratcd engagement with the information and a sense of security in 

Ily;in's 1c;ldcrsliip. No one stoppcd to muse over the ilnplic:itions of !he promised change. 

!l\*;lnqs striitcgy ili\rolvcd disqualifying his predecessors and asserting the authority of the 

new onlcr. 'IIlrt,ughollt his a~ldrcss, lie attended to little that \\m not fiscal hut his deli\~cry 

I ~ C C O ~ I I ~ S C ~  tlic iii:lliilg~~iill \.:ilue o l ' \ \ ~ ~ r k e r  c ~ ~ i i n ~ u ~ ~ i c a t i o ~ l .  His I i l n g ~ i l g ~  and presentation 

I1 ;d  solllcthing o i ' t h ~  x s t  o f  Peter's ( 1094) stylc of writing. I t  was accessible to the s1101) 

11oo1 on thc one Iiilnd. hut invited little intcrchangc on the other. The communication went 

onlv one \ v 3 ~ .  1~lie1-e W;IS clcarly no ncgotiation in his argument. However, he beckoned a 

Icwl ol'trust as lie disclosed inanagemcnt secrets. At the s a n e  time, he exposed his poor 

undcrstn~iding of this group of cmployces and their work by encouraging the group to 

1n;istcr t l ~ c  new IT spstcn~, in ordcr to add to their repcstoirc of computtx skills. He argued 

that this would increasc their promotional potential. He seemingly did not realise that these 

~ ~ q ~ l c  had n~ininiiil interaction with computers and had no application for the ncw 

computes package. I lc was refusing to skills and n labour market vision that was out of 



reach to those working on tlic floor. Nonctheless. no one presumed to question Ryan's 

ad\-icc. 

Ryan [\.as p~-c\~ic~usly unknown to the cmployces. l ie  ncvcr visited thc workshcds and his 

oflice was out of hou~ids for cmpioyccs. Shop floor \vorkers would only venture into his 

l ia l lou~d t c ~ ~ i t o n l  if they \i*crc called in for a special meeting. A notice that had been 

rcccntly circuletcd further ccmsntcd thc divide. I t  reprimanded shop floor cmployces for 

using thc reception cntrancc passing thc senioi. innnagcment officcs. They were instructed 

to walk arou!id the building and cntcr dircctly into thc worksheds. 

At facc value, thc gulfbct\vecn Ryan and the shop tloor would scem to be almost 

inilxxsihlc to span 311d yet his autllcnticity and a ~ ~ l i o r i t y  were u ~ ~ q u e s t i o n ~ d .  His authority 

\xlidaicd by t!ic discoursc of scientific fiscal management. Sup;)ortcd by a 

'i\,arrnnting' manlier. ityan'n style cxprcssctl unquestioning assurance, rcaftim~ing the 

height of tlic hierarchy. Whilc scicncc provided tlic tools for validity, manngcrialism 

~ m v i d c d  thc languagc to contact the shop floor. Tlic inlhrnlality and accessibility of his 

1:11igu;igc illid the trading of i~isidc infrmiiation crcatcd ;m inclusivc 'us' n4iich left sp:lcc 

liw the blokcs in the 'family' of the company. Managcridism also supplied tlic principles 

of~iianagcmcnt that allow individuals to stand detached iil order to cscrcisc the 

incvitahilitics of'lcan ~n;~nagcrnc~it. 

8.2.2 Intet-actional Event No. 2 - 7-om: the 'liberal humanist' 

Background 

A manages who rcprcscntcd a discct contrast to Ryan was Tom, tlic 11atio11a1 customer 

rcl;~~ions m;lnagcr. Tom also ncculicd olic of tlic conlparativcly clcgant new olticcs in  the 

I-cfiishisilul ad~ninistsation huiiding. Ilc visited tlic training group a wcck aftcr Ryan. 

ha\,ing been ini,itcd to addrcss the group cm issucs ol'co~lipany structure and business 

acti\fity. 

Llp I,.) tlw point wlicn the smallcr company was taken ovcr by the larger multinational, Tom 

\\*;IS tlic natimal nianagcr. \+ iicn lie was first cmployod at Carcarc about 7 years prior, lic 

\\.;IS a firmiliar lice around the shop 1100s. IHc knew Bluey nnd worked under Dar~ny. I-lc 
In (lie training roon:, Tom spoke about thc company 

md hui11;lnist and whosu cloors were always open. I t  

\:.zi nc\.cr onc to get his hands dirty, but he enjoyed the workforcc bravado. Tom however 

clid ;lot lia\rc ;In R S k R  background. Hc worked in a mrnagement role in a large Jzpanese 

~~i;~!ioliicturi~g timi hcforc cowing to Carcarc. At the Jnpanesc company. the restructuring 

, , l ; iur~ W:IS strong. Much ofTcmls  management ideology originated from there, where he 

imbibed tlic valucs of ccinsl~ltation and open con~munication. 

Central Issue 

'1.his iinalysis o b s c ~ ~ c d  how the discourse of liberal hun~anist n~anagc~nent is played out 

:111d liow thc workers ncgotinte n survival position for thcmsel\es within a Jlscourse that 

contsadicts tlxir \vorkpl:ice cxpcricncc. It calls upon a workplacc identity that assunies 
I 

t.;~~iiil\'. hal-~iiony and consensus. 

Text and Analysis 

Ton1 \rl:ls rarely seen around the shop iloor tlrcsc days, though he still liked to identify 

li~n~wlf.;is ;l 111:1te oSbtlic boys', as he c;~llcd them. His identity as ovcryman's friend 

~ r ~ i ~ t ~ d  il111biguitic~ that C ~ I U S C ~  hi111 tc struggle in tahing possession ot ' thi  manogemcnt 

nl;intls tI1;it \ \ ~ i ) ~ l l l  gi\,c hi111 !IIC i ~ ~ t l i ~ ~ ~ l i ~ i t ~  ~ f i ~  Ryan. 

i'io\rv T o ~ n  ... i f  we liavc a problem \W go to, um, I think he is (iirly genuine ... 

1-cnsonnblc m:m. I t  was Tom \v110 negotiated !hc EBA md the trajning agreement. As Anna 

I t  is one ot'tlic hest agreements in the whole RS&R arca. 

as one whose managers 

was a nsrr:~tive that the 

were benign 

participants 



~ g g l c d  to integrate with their experience of work at Carcare. He talked about the trainees 

developing a '\vish list' that would be sent to the senior manage~ncnt. 

We'vc spent a littlc moncy, as you can understand asking for your opinion. A few 

things ilowed through from last timc (last training group). We want morc to flow 

through this timc. That's what it's about. Alright? ... 

The group looked puzzled. Thcy quizzcd him measuring the credibility of his cc!:struct of 

managcmcnt's commitment to open dialogue with the workforce. Thcy had seen no 

ovidcncc of things that 'tlowcd through from last timc'. Thcy wanted to know who would 

receive the wish iist and what sorts of things could bc included. 

In thc coi l te~t  of open door communication, thc discussion moved on to Spiros's concern. 

Spiros, a class participant, had had his workspace movcd to a smaller and less workable 

Ircation. Spiros was seeking an explanation. Tom rzsponded: 

What are you doing at thc moment? What do you do? Do you talk to Reno? 

Do you talk to Andrcw? 

Spiros: 1 talked to Reno and hc said that's what thcy wznt me to do. 

7'0111: Ycali. you know, that's not a COP out bccause those who know me know 1'11 stand 

tip for it. If you've got a rcal pioblcm go to Rcno and Andrcw and say, 'shit this is ...' if 

you don't think i t  works, just tell them ... go to thc supervisors and you know ... if you 

can't go throilgh Reno, hc doesn't listen, grab Smithy on the way around the yard. Do 

soolcthing, you know, forcc tlic issuc yourself. You know, get ... You're part of the 

cwnpany. Wc'rc all here. If it gocs broke wc're all on the street ... 

Tom stcppcd back from taking on the confsontation himself and approaching managc~nent 

colleagues on bchalf of Spiros. I-lc invited thc participants to deal directly with their 

conccms as i 1' thu territory werc safe and uncomplieatcd. 

Thc  participant.^ cschangcd looks of disbelief and shuffled in their chairs. Who was this 

'WC''? Did Tom mean to say that management and workers were linked in some contract of 

cqunlity? And who was this Smi:hyr? Surely not the man they worked to? This man was 

w\,er rukrred to using a diminutive on the shop iloor. The 'synthetic personalisation' (See 

Chapter 4) and the inclusive 'we' failed to ring irue for the participants. They knew that the 

mnnngement, particularly 'Smithy', could be very volatile if one was bold enough to 'force 

thc issue'. The conversation continued: 

Tom: Don't he put off. .. if you'rc pisscd off about your space, pursue i t  till you 

got a reasonable answes to it. you know. don't just sort of, don't be fobbed 

o fi' 

Scnlty: (~nilhcs a vulgar gesture .' of disbelief) You gotta be ... 

Crina: Chceky isn't he! (jokingly) 

'l'om: Scotty? He's like a bloody ... 

Scotty: Th:it's a11 you get from Smith. That's all you get. 

Tom: Did that cver stop you? You're like a bloody ... You're like a bloody 

Rottwciler. You just keep going. (spoken light-hearted1 y 

Scotty: Yeah, hut look wherc it bloody got nle this time. Stuck me out in the 

shitt icst job he could lind. That's what happened." 

'I'hc group laughcd with back slapping joviality in support of Scotty. 

Scotty was providing all cxamplc ofthc p e d s  of following Tom's advice. Tom however 

\ws ind:catinp that Scotty was interpcting him too literally. The misco~~imunication was 

lost on tllc group who were morc interested in the humour of Scotty's misfortune. 

Lmghing rather too loudly, !hey were closed to Tom's attempt to shiR culpability. The 

interaction of power and resistance was palpable. 

Scotty challenged thc integrity of Tom's interpretation of power relatio~s, refusing to be 

colonised into a submissive assent to a fmciful narrative about management's open-door 



policy. I t  was a narrative that contradicted Scotty's experience and his candour urged him 

to chellengc it. Tom's reaction was not to convince the g o u p  of the validity of his 

narrative but to regain supremacy by undern~ining thc challenger, casting him aside as a 

foolish agitator. As with Spiros ear lie^. he minin~iscd the interlocutor's response into one 

that allowed him to maintain his stance. Despite his declared position as one who would 

'stand up for i t ' ,  he offercd no assistance to either Spiros or Scotty. The group's hilariiy 

csprcsscd a rcsigned inevitability wherc humour was the only acceptable release. Their 

shared cxpericnce and exchange of looks gave a private meaning to their laughter. since 

many had suif'ered a similar fate at the hands of 'Smithy' as confinned by the chatter after 

Tom left thc room. 

Scotty \\,as t l ~ c  only one to chailengc Tom's narrative though the discussion alier the 

scssicn indicated that Scotty was spcaking on behalf of all of thcm. The interchange 

concluded with Spiros mcckly agecing to lbllow Tom's advice, though intending to ip ,orc 

i t  in practice. 

Tom \vent on: 

Andy 2nd I started doing this (the training) to ... because we never had anything 

like i t  and a11 ... but he's (the managing director) very keen on it so he'll be involved 

in it. Okay? 

. . 
1o1n prescntcd ~nnnngc~ncnt as the workers' ally and a col~esive decision making unit. 

IHowcvcr the group had ncvcr inet the managing director. His intcrest in training was not in  

cvidcnce. 'Wish list' relationships was not the way thc con~pany conducted its industrial 

relations. in fact worker consultation was foreign to this managenlcnt. Tom was assuming 

a discourse that had no credibility in this work environ~nent. His words urged the 

~wticipants to transgress thcir habitus and co-opcrate in a discoursc which assumcd an 

ideology whcrc consultation. open communication, training and equity had a kgitimatc 

prominence and whcrc thcy too could share his company belongingness and use 

diminutives wlict~ referring to scniors. Maybe he hoped that the symbolic capital that 

rcsidcd in his station, along with his suit and tie, would silence any challenge to his 

nasrative. 

\\'hen ilc lcli thc room. the group was abuzz with indi~nation over the impl>ssibility of 

C~lgi~gi~?g \\,it11 S~I ! I IFOI I~  \\.ho would only maintain a discourss that belied their experiencc. 

!\l1 1:llking together. tllc Sollo\\4ng statements were audible: 

'Tdk  to Smith, God!' 

'Isn't i t  ~ n x - i ~ l l o u s  how thcy pass the buck'. 

' IIo\\  much can we redly believe. The scope is so big for them to bull shit to us ..... 

how do \\.c know \vhat's going on in Brisbane.' 

.TIicy need to work out thcre in the mud . . . If thcy did that . . . they'd show some 

tllrinks, . .' 

i 

I'licy cxch;mycd stories ol'~\*lxit h:ippened to thaw ivho 'stood up' to Andrcw in the past - 

pcoplc t.$.ho \ \we  lircit slid thcn rcinstatcd undcr prcssurc from the union, people who were 

Jc~iiotcd and lost tiicir leading liand allo\+v;incc, pcople wlio had bccn forced to resign. The 

orkcss understood l ~ o \ + ~  savagely thc powcr selalions were guarded. 

I lo\\.c\u-. in ! i ~ c  to face interchange, the workers silently acquiesced, enacting the 

*~.t)i~ipl icit U-oskct ' identity. Except for Scotty, they did 5101 ask confronting questions or 

cli:lllcllgc the n:irr;ltivc prcscnted to thcm. Spiros ikigried an accc1)tance ot' Tom's advice to 

hu~i~our  him but \vould not be woouti into a relationship oftrust when Tom shared s o n ~ e  

aren't with us now. 

I.om Judiciously scparaied himself Srom thcsc aberrant managers using the third person. 

I.ikc Ryan, he contested tllc discoursc of fornlcr managers, making a claim to membership 

o I'tlic ncal lnnllngclilcnt group, hut there w a s  a disjuncture between the tiilo. To111 offered 

n o  scnsc 01'discctirm, no \'ision 1i)s the t'utusc. 



Tlic unspoken pmmisc bct\\.cen tliosc urlio occupied the different hierarchical strata was n 

pact of fhcc sa\,ing: workers \vould be complicit. managers would lend unquestioned. 

Ncitlicr party \vould exposc the o!licr. Tom Irouid find a culprit fbr wrong-doing and 

financial loss outside the Carcarc famil!,, acnong thc Ltlic~n' rather than tlie 'us'. 

Unlike R j m ,  Tom put a ljigli value o n  acceptance from the floor. P c  adoptcd some of tlicir 

idiom. particulasl y tlicir proljni tics. Idis scntcnces nu-c  oftcn truncated as hc searched for 

signs 01' occcptancc l h m  his audi encc. Ilc o Acn adopted the CO-opcrativc intcractivc 

de\.icc of- hack clionnclling - tailing thc words of his interlocutor (Willing, 1992). For 

csan?pIc: 

p i :  So maybe [somctlii~?g '11 gct done. 

Tom: [ somctliing will gct done. 

. . 
I om cncouragcd interchange with the group hu t  he offcrcd c~np ty  promiscs i n  return. -Torn 

rarcly said no. Ycs. hc nrould give Scedhack to ihc training group on tlicir mclno: yes, Ilc. 

i\,ould 1i)llow up o n  tlic queries riiisctl by the training group; yes. lie would attcnd t l ~ c  

ir;lining group presc~itations: yes. he would read tlic training rcports; but lie did none O S  

tliesc tl~ings - G !.act that did not go unnoticcd by  the shop floor. His hchwiour appcarcd not 

to be inllucnccd by his o\vn narrati\c I-lo\rwcr. tlie participants' cschangc, i n  thc privac). 

nftlw training room :ilicr Tom Idi. demonstrated that the work lbrcc would not he 

colonised or suh~iiit to n hclici'!qwm hcyonti wliat thc politcncss code rcquircd t h a , ~  to 

hp. 

Tonl's rhetoric was reactive, moulded by his intcrprct;ition of his audience's wislics and in 

p:isticul;is liis dcsirc to n~aiiltain il stritk 1I.e~ ~ V O I ~ P ~ ~ C C .  I1c was calling up011 a dilTcr~nt 

n1an:lgcrncnt discourse fi-om t!int of Ryan. Tom made no attempt to emulate thc scientilic 

11i;1n;1gc1mcnt discourse tliiit  Rym cxcmplilicd. Ilc iiiarie no rcfcrcncc to fiscal argun~cnts, 

Ilc spokc wit11 Ilcsitilncy, hc esprcsscd values of qua l i ty  and open com~~iunication. His 

I~csitancy was not o ~ i c  that cngagcd ~iiodals but one that was imriicrscd in n fantasy that he 

nppcascd to bclicvc. I-lc adopted the d i scome  of consensus whcrc infomiation was fiecly 

cscliaigcd, issues \ifere resolved co-opcrativcly and cvcryone sllarcd thc compclny identity. 

l11 this ~ o n t e ~ l  I I ~ W C \ ~ C S  t l i~sc  \ f d ~ ~ ~  arc ;l s l ~ n ~ n .  l l icy had lost cun.ency with this 

cl;llmed. 

1'0111 i : i o i l i i ~ ~ ~ d  the in tc r loc~ to r~ '  reactions in order to decide whether he should continue 

,,I- n llsthcr he nccdcd to duck or wcme to escape confrontation. His interchange was 

I ~ ~ ~ ~ ~ t u u ; l t c  dn.111 requests for CO-opcrativc signifiers: .okay'. 'alright'. Despite the more 

I~urn;~nis[ \vlucs projected by Tom, the training group was intensely csitical of him. They 

Jismisscd him 3s patronising. foolish mid dishonest. The assertive authority of Ryan 

\~lcncetl thc group into concern about the company's well being. They trusted in the new 

\ islon uncritiwlly. untn~lihlcd by his chics. his poor understanding of his work or his lack 

o!.conwl~;iti\~c ~3 lucs .  Tom lio\vc\~cs cou!d not convince the group of his authority or his 

.iiitI~cnti~it\~. 1lyan.s \irords wcrc tsanstbrniing. l'hcy recast the business and worker 

~ c l ; ~ t ~ o n s  n itliin :: ::1anayerialist paradigm. To:n's ~vords liowe\~a. wcre rejected ;is 

is~-clc\~;int. I Ic lcli the mom seemingly ohli\ious of the group's reaction. 

8.3 The Tussle Between Major Stakeholders- 

8.3.1 ln!eractional Event No. 3 - Training Committee Meeting: consultation a n d  



The husincss of the  Committee :\.as to c\-crsce the !bn:lal skills d e ~ e l o p n ~ e n t  across tlic 

conipan\- and. in pxticular. to adn~ini~stcr tllc Trn~ning Agreement \vhich was part of tlic 

Entci-prisc Aprecmcnt. Hoa.eiw. sincc thcrc was no otlicr trainhg taking place at the 

c o n i p q r  and no interest in cstahlisliing dc\.eloprnents ofthis naturc. the Committce 

cotl ti ncd itscl f to the \'I C program imd 101) classi ticiliim issues for union I : ICI I I~C~S.  

Central Issue 

This intcractional ~ \ ~ e n t  is porf~culnl-ly intcrcsting in that i t  profiles management and union 

~~yrcscntati \ .cs struggling to sustain tircir discnussc against the cl~allcnee of tlic cnuntcr- 
C 

~ I S C O L I I X .  I t  ills0 pro\ ides : ICR.  011 the strat~gics a i d  dynn11iics orc~-ol>t ion,  coerci011 

and tl~zcoursc maintcnnncc. As well. it prolilcs anothcr ~nanagemcnt identity that contrasts 

ntid winc:lnics conflicts rr.ilIi thosc o f  ths p r ~ \ ~ i o u s  intcmctional cvcnts. 

Text and Anoiysis 

!I.:; just not good enough. I'm pissed oTf Do you won? that in the minutes? We 

ha\ft> had CSRs asscsscd on tlic bloody mii~uies for at least 1 months. 

Man;~gcmcnt has sliid that I Io\rric \ t r i l l  do ihe CSRs. l don'\ kno\xl, 1'11 go back. It's 

p robah l~  No\~emhcr/ IZeccmbcr. Now there've bccn all sorts of problems and it 

looks g u t  on papcr. It's a perfectly ncccptable problem - someone had a heart 

attack, someone won Tottslotto. who gives a dunn  hut once again it's just one 

cxcusc o n  top of nnn~hcr and in the meanti~nc those women in the CSR area h a w  

had n o  tr~lininy. E\wything has hcen put on hold '~nt i l  we assess them. Now is it 

S~lis that  one group oS\\~orLcrs h a w  had access to training for the last 12 months 

illid ilnothcr group ha\.e just bccn hasicall! stuffed around'? The aiwver is no, it's 

110t t'iiir. 

hlaj  mt.cting 

l t's really h;lppcning now'! 



.\;ldsew's style of management aligned him more closely to Tom than Ryan. He appeased 

\)is chnllongers and manipulated the facts to save his skin even if the strategy provided only 

a l ~ t , ~ l  icml gains. His RS&R origins were evident where his skills were concentrated in 

firorking pra~gnatically with the moment. There was no agreed plan directed towards a 

mcasurcd outcome. 

Ikfore Andrew's admission of deception, the discussion moved on to the recent graduates. 

.\ccording to the Agreement, these people were eligible for a 620 per week pay rise 1-2: 

completion of their course. I t  was now three months later and the gadua!es had not 

rcccived their pay increase. 

C'rina: So will they be b a d - p i d ?  

[Oh, we're thinking about that. We might have a meeting. We'll 

have to discuss it. 

They're under the impression they'll bc back paid. 

[I'm certainly under the i~npression that they should be 

hack paid from when they graduated. 

Andrew: [Who gave them that impression Crina? (almost accusing) 

Crina: Thcy ... urn ... 

:"\nna: I might have. (spoken detiantly) 

Andrcw: Did you talk to tlmn Anna? 

Anna: [Most detinitely. Their classification levels count from the day 

they graduate. 

Crina: [l thougl~t that had been said to them. 



,tr;~tcy,\ repcatcdly. t ic  appeared to fail to understand but at the same time to agree with 

rhc ~li:illcnger, allo\i.ing confusion to set in. 

:\nn;i: Until such time as you've got a new fresh hatch of people that have 

hasically urn.. come in a: the pay levels that are different to these, the new 

agrccd pay Ic\fels. Right? 

Crina: 

:\l?llil: and \ h i t  we'll do in future is wc've got ten blokes that go through training. 

thcy get osscsscd by thc assessors as thr as their skill level goes and we give 

thcm ;t oils, ~\II,  o r  a three. Thcy then progress through the training. 

E\w),onc \v110 docs tivcnty hours oftraining gets n pay rate, ah incrcasc. 

I?\uyone \v110 docs ibrtp hours of training, everyone ... and when they get up 

to oighty thcy get the top pay level. Right'? 

:\nna: Now, that can't apply across t l ~ c  board to this lot because of thc different 

pay ratcs. 

:\nnn: And  so, hccausc it can't apply to this lot we, okay, we'll give them a flat 

t\venty bucks. 

:\nna: No\\! I  certain!,^ was under tllc impression and I know the discussions I've 

llnd with Petcr Brown and yourself and Tom in this room was that tllcsc 

hlokcs will he paid when they graduated. Now, they graduated way back in 

June at the Iatcst, May ... 

I t  was thc fburtcenth of May 



Anna: 

Annn: 

the fourtccntll of May at the latest, that um, so that's when I'm saying that 

the t\i7cnty bucks is paid from. Now, if we're in dispute with that, i need to 

knouv wc'rc in dispute about i t .  

[You arc! 

[Because that's what I will take.. . 

[Yeah you are, I'm certainly saying that. 

On \ i h t  arc you basing that we can't give the t\\.enty dollars? 

\nicll. no!, it's not based on tmining alonc Anna. I take, I take objection to 

\vIiat you just said, ivhcn they do those hours they automatically gct the 
.-.. money. I hc whole basis of i t ,  they've got to show skill level as vm': ~ 

doing tllc training. 

Yeah, ycah, thcrc's no problem with i t ,  but these blokcs have already been 

assessed. 

f l lc  situation gnllicsed heat. but only thc hcat of the boardroom \vhcrc voices remain 

suhducd and co~ltsollcd in keeping with the pr~tocol  of'a business meeting. Note Anna's 

reconstruction lium Andrcw's 'you' (who is in dispute) to ' i t '  (wllicl~ is tllc contested 

issuc). Consensus \~ilucs avoid accusatiot~. 

. . I Iic argu~ncnt had now shilicd to a disputc about l i o ~  the Agreement was to be intcrl~rctcd. 

F n w  An11;i.s loin1 ol'vicw thc pay levels rcconlcd in the Agrcc~ncnt were khosr: that 

;~pplicd only to ncw cmployccs. Old incansistcncies between cmployee pay I .: cls could 

only be  brought into linc as pay increases equalise out into a new ceiling9'. Recognising 

this. thc industrial partics agrccd that all a i ~ p l o ) ~ e c s  achieve a $20 pay increase after 

completing the training. The Agreement states: 

It is acknowledged by the perties that the move to the above classification structure 

and career progression model will require time and patience to fully implement and 

that 3s current employees who are not paid as per the new classification structure 

and who participate in the training program (iilcluding recent graduates) will be 

paid as follows: 

initial 40 hours training - $10 per week above current level 

additional 20 hours training - $5 per week extra 

additional 20 hours training - $5 per week extra 

Thereli~re at the completion of 80 hocrs training the accumu!ated increase for these 

cmployces will he $20. 

From Andre\rr's point of view hc could justifiably hold out on pay increases if the skills of 

~ i l ~ p l ~ y c c ~  had not changed to his satisfaction. The training included skill development on 

the lloor facilitated by ~nnnagenlent personnel, as well as classroon~ achievements. Anna 

i~cccpted this as a concept associated with award restructuring pay progression. However 

h c  assaicd the graduates' skills assessment verified that they had already achieved the 

skill lcvd rcquiremcnt for their new classification. Since the asscssrner~t system was not 

opcmtional, the skill rcquiren~ent was not defined. 

I'hc disputc \\!as ;I tussle betwccn :he reading of the ngreen~ent and thc legislation, both 

pa-ties arguing ibr their own privileged reading of the documents. 

Andrc\v \ifas jostled through the above conversation nudged by Anna's requests fol- 

Ikcdbnck -- 'right'?' 'okay?' Andrew, needing to grasp control of the interaction, could not 

aSford to weaken his position by querying her meaning. 

Anna lcd the way buoyed by the knowledge that the legal status of the agreement gave 

them potency, even though the systein was not active and therefore was neither effective 

nor comprchcnsive as n tool for accurately recording skill levels. Most employees were 

never assessed but just bestowed a classification level at the discretion of the factory 

ninnngcs and the slwp steward guessing at their ?kill level. Andrew never read the 

nsscssmcnt docunlcnts or involved himselS in the reclassification process. As a 



conscqucnce his information was patchy as to how the syste~n operated, what skills were 

required for promotion and how peoplc were assessed. 

Anna chosc not to open thcsc questions. Her political purpose was best served hy aflimming 

the systcm as impregnable and authcnric. The original assesslnent outcorncs followcd due 

process sufficiently. They were endorsed bp the supervisors and the Com~nittee in line with 

the ageemcnt. Thc Training Comn:ittee was therefore the arbitrator. Anna asserted this 

authority in her usc of 'we' as the body that would g a n t  or deny the twenty dollar pay risc. 

Shc dclily laid claim to an cxtcnded 'circuit of power' (Sec Chapter 4) bestowed by the 

Training Ayec~ncnt .  At no point did Andrew's sentence structures endorse the Coln~nittcc 

as having tlmc authority to bestow pay rises. 

At about this point howevcr. Andrew found himself with an ally, Ron, the shop steward, 

usually n silcnt nmcmbcr of the meeting. The shift in allegiances called for new dynamic; to 

r c s o l i ~  the debate: 

Anna: ...y ou've got to move people around to give them opportunities 

Ron: Yeah people h a w  bcen tm~ovcd around, that's what I'm saying. 

iinna: So if thcy'vc been ~mio\~cd around then thcy should bc asscsscd as having thc 

skills. 

Anna: 

Crina: 

Anna: 

And if thcy don't come up as suited in that positiol~, what? Do they still go 

back to the Fleet arca? What can you do? 

But, hut at some stage you say, okay, they don't have certain aspects of this 

particular assessmcnt, so we'vc gotta teach the111 so they do h a w  it. 

Othcnvisc what good arc pcoplc to Andrcw? 

What 'time f'actor' involvcd in it? 

They're not doing it fast enough (offering an explanation t~ Anna). 

but that's a training issue or an experience issue, they should be given a 

reasonable opportunity to pick up their time. 

How arc you going to pick up your rime if you're not given a chance to 

work on i t  fix longer'? ... 

Management are saying they'll he worth more to us if i n  fact they have 

skills in othcr areas too. 

So t1mat.s wlmc11 \\'c said, okay mther than just be nsscsscd in your own arca 

you pick up skills i n  other areas. Now there's more than onc othcr area.. . 

So  why don't ...... if a person is in the yar.., ah, in the Mitsubishi area, they 

can also pick up skills in thc , the tlcct or the yard or in another fitment arca. 

.I~hcy'rc given t11c opportunity to, it's whether or not they cum 

011 ycnh, wc try to get them the best area that suits the111 and suits us. 

So~netinles t l ~ t ' s  all ..., sonlctimcs t1:oi doesn't succced unfm-tunately. 

But they can do i t ,  it's the, unl 'time factor' involved in it. 



The co-oj~c~-ati\.c strategies ~ C ~ \ I ~ C C I I  the shop sieward and Andrcw challenged the 

traditional alignments. Andrew's 'we' in the pcnullimatc turn appeared to embrace both 

Iiim and Ron. Ron contested Anna's point of \ iew in the first set of turns and by thc end of 

this interc~iangc, the co-operative relationship has developed to the po: ~ n t  that Andrew 

coinplctcd Ron's sentence. Ron. conscious of tlic unholy alliance between hi~iisclf and 

innnagc~n~nt.  \ t i led the agent of'tllc productivity problems by using ~iominalisations - it's 

tlic 'time factor' or tlic 'rcu~ork factor'. In his sccond turn, he resisted the use of an 

inclusi\~c (union-ma~ingciiic~~t) 'uPc', hut scttlcd for an undefined agency 'what c a .  you 

do'. 

Recognising that licr fhot soldicr appcarcd to h a w  defected, Anna was intent up011 building 

bridges so as not to csposc tlic i?ult'in the union ranks. She called upon the i~idustsial - 
consensus discourse and adopted a conciliatory role showing concern for A~ldrc\\r's 

interests i n  productivity ('otlicnvise what good arc people to Andrcw'). Shc ackno\vlcdgcd 

thnt  i t  \\.;IS '\VC' who had the icsponsibility to train tlic workers and to look after 

manogcmcnt's intcrcsts in skill dcvclopmcnt ('they'll he worth morc to us i f .  . . ' ). She 

dcmonstratcd that we all hod the same conccnis attempting to rcconcilc licr position with 

that ot'tlic stc\\.ar-d. 

Andscw co-operated. 14c mirrorcd Anna's conciliatory tonc and dropped his voice stating 

that '~~nlbrtunatcly ' the sclcction of ascns for multiskilling did not always 'succeed'. 

assiduously i iwidi~lg r ~ t k r ~ ~ i c c  1 0  ii pc~pctmtor. I lis tonc intimated cmpatliy for tlic 

C I I I ~ I ~ ~ S C S  hut i t  \vas 'tliey'. ~ildly. \v1111 llild t l x  problc111, dcspitc tlic opportu~iities 'WC' 

Iiid otlcrcd tlicm. Andrcw's 'we' rcfc~-rcd to managcmcnt but Annn1s 'we' ~ C I C I T C ~  to the 

Conimittcc. both scckinq \~alidiiti~ii outside t I i~~iiseI \~cs.  Tlie 111uted tones will1 ~ l l ic I1  this 
C- 

discu\sion was undc~takcn ccnsoscd out any apparent overt emotional investment or 

reaction. 

Tlic : \ I ~ ~ I I I I I C I I ~ S  coiititiucd in ttic ncxt interchange to tlic point where one might question i S 

Iton had hccn CO-optcd as n modcl ol'manngclucnt ncquicscalce: 

Aii~ia: Do tlicsc hlokcs undcsstantl that if they don't gct multiskilled in another ascn, that 

tllcy won't get a pay incrcasc. Just say tlial's tlic case. Do tlicy uiiilcrstnnd that? 

:\ 11 d I-C*\V : 

I< on:  

A~ina: 

lion: 

Ycah they understand that. 

Now what's gunnn happen when say four out of :he ones that, that, of the 

cight that are left in fact get the pay increase and it's back dated from when 

they graduated and thc other four don't - what's going to happen out on the 

floor'? 

It's up to rhcm to impro\fe really, isn't it, really. 

It's not just up to them to improve. 

[Show or 'show.. 

[it's up to us to actually provide them with every opportunity 

to improve. . . 

13ut I think that's lack of understanding of what the process is about? 

.Ili;~t's most definitely true! I mean so ... to say "1 don't want to go out in the 

yard because its wct and its cold" rather than "I'll get another twenty bucks 

increase if1 do it" ... there's some lack of understanding of the pruccss. 

[ I  think I'm saying thnt ... 

13ut t1i:it ... I mean Andrcnl said one of tlicse blokes l i d  b e m  given 

opport~lnitics i d  he won't go out, lie won't go from where he is because he 

docsn't aunt to go out in ttic yard bccausc it's wct and he's cold. 

[l think we're talking about Adani ... 



Anna: [Has thc same ... has thc same blokc bccn told, until you go out into 

thc yanl, or some\i~hcrc clsc ~ i i d  dcvclop your skills. you won't get a twenty 

dollar pay rise. 

Crina: 

h n a :  

Crina: 

Cri na: 

Aridr-c\v: 

.And that's it. I incan you know ... 

[ I  mcar? it's the way things are said. 

Thcrc arc also otl~er opportunities. Hc docsn't h a w  to go ou! into the wct 

and thc cold. 

[No that's sight. 

thc bloody sun. rai~i a d  cold 'cause somconc has to do it. Now he's a 

t~ i \d~~l l l i l l l .  ous hest paintcr. out in the wind and rain for two days, working 

out thcrc bccausc tlic company needs s o m c o ~ ~ c  to do it. Hc docsn't want to 

do it .  

Ron nods in agrcc~ncnt. 

Andsc\v discctal his last comment pointedly at mc hccausc I rcprcscntcd a solier target. 

I lis w i c c  llnd risen and he b c c m c  quite i~nlmsionctl. i-lc kncw 1 had limitcd right of reply 

hut his incssagc was foi- Anna. The protocols of co~isultation insulated thc partics lionl too 

1nuc11 direct conllict. Unemotional, opparcntly rational dcbatc was tllc mccting gcnrc. 

The last two test s;lmplcs ivcrc pcppcrcd with tlic word 'opportunity'. I t  appcars to havc 

t\rro ~nc;tnings which were pcrhaps thc nub of the dispute. For mysclf and for Anna (cxccpt 

wllen SI IC  was operating in consensus n~ode), an 'opportunity' was thc offcr of supported 

multi-skilling training in a wnrk arca wherc skill dcvelopmcnt interested the e~nployce and 

\rhct-c the company nccdcd more labour: for Andrcw and Ron, an 'oppo~tunity' was a 

r , j ' t ] 1 ~  skills, intcxsts or limitations of the employee. For Andrew 2nd Ron, there was an 

.upportunity' to .sho\t- one's skills rathcr than learn them in a supportive environment. One 

a training opportunity; the o t k r  was an opportunity to demonstrate co-operation or 

mo\-hc. compliance and, along the way, skills already achieved. 

.l'llc intcrtcxtu;il function of the company's use of the word \vas to colour a work demand 

\\,it11 o\-c.nones of positivity. The in\.estment of meaning included worker con~pliance with 

resultant iinancial benefits to the company. 

.\ndrc\r was contesting thc way in which training was constructed: 

'Illis is p:u-t 01' probably whcrc we lacked communication to them (the training 

~ r o ~ i p ) .  It's not ;l \writ, it's n hloohy nccd. That's what gets up my nose and that's Ls 

\vhnt . . . What I want to gut is that fact, going on to the next group, that they do the 

training and they don't add anything to this company . . . they're not gunna get a 

pay rise. 

Ilcspitc ~lndrew's  protcsts thcre \rwe a numbcr of people who preferred \r1orking out in the 

y s d .  I'hc man in qucstion \\us an older employee who saw yard work as an OH&S risk 

anti 111s lcss challc~lging than his current work. 

I'aymcnts were not m d c  to the employees i n  question until a threatening letter was sent to 

'1.01n. the N:ltion;ll I3usincss Development Manager, by the Victorian Secretary of tlrc 

\ ~ n i o n .  1 did not sec thc Icttcr. but Andrew complained that he 'took exception' to i t  and i t  

\\ a.; 'co~nplctel y uuiicccssary'. 

This intcr;ictioll \ifas p;irticulorIy interesting as an obserwltion of shifting alliances. Values 

o l ' c o ~ ~ ~ l r ; i t i o n  l~secli~dcd direct conf'sontation. All parties were at pains to d e ~ n o n s t r ~ ~ t e  

tiicir :icccpt;i~~ce of the other's lxioritics and to recast the disaprcumcnt as a simple 

1111sunda-standing. Anna \ir;is ;I master ;it this, constantly reminding Andrew iodircctly that 

thc union supports his interests - his concern for skills development, the advantages of 



multi-skilling and the efficiencics gained by in-house assessors. Thc cxercise was one of 

not alienating tlic otlicr party. particularly in the case of  Ron whom both sides wished to 

claim as an ally. Asserting muiual interest opened thc possibility of a shared construction 

oftlie problem and a translhm~ing discoursc. While Anna was convinced the problem was 

nlanagcn~cnt's belligerent scfusal to comply with ilic Agreement, she constructed i t  as a 

training managcmcnr shon fall. Andrcw and Ron lio\\wer would nut succumb to a 

construction of'tlic problciil that was syinpathctic to the union position. They construct i t  as 

u~orkcr incompetence and a resistance problem. 

The point of unity bciwccn Ron and Andrcw was worker resistance. In the past i t  was only 

nianiigcss wlio liad to dsi\.e cliangc initiatives. But now, 'new labour' sliop stewards of. tlic 

90s had become change dri\-crs. The ambiguity of the consensus culture has left sliop 

stcn*;irds uncoml'ostably ~ l i ~ ~ l i i t ~ d  f'so~ii the shop floor and, as here, the central union also. 

Stcnwrds lia\x become unwittii~gly corruptible. From Anna's point of view. Ron had 

succumbed to corruption. Ilc had dc~iionstratcd that he was not tnstwonhy as a union 

ncyot iator. 

111 such a dchatc. thc training agenda disappc;irs from sight. Dcspitc Andrcw's apparcnt 

conccsn b s  skill dc\~elopmcnt. his preoccupation was with the wages bill and worker 

obcdic~icc. A n n ~ ' s  was with tlic pay and conditions of workers. Interest in a skills 

~ C \ T I O ~ I I I C I I ~  S ~ I - I I C ~  usc \\.as no more ili;in ;in industrial too!. Skills development per sc 1-ai led 

IO ~ i l l ) t l l ~ ~  tlls Co~ilnlittcc's attcnti011 despite c1Ih-t~ in subseque~lt ~ilectinps- a lhct wliich 

csc'mplilics tlic mlc oftraining as an industrial Icvcr. Trainers arc lcli wondering whetl~er 

multi-skilling is rcally of any interest to managers as a means to increased productivity. job 

sntisfaction or better 0146rS. Is i t  just a metaphor for common interest between industrial 

pr11-ti CS'! 

tlic scgistcrcd Agrccnient was tlic undisputed arbiter ofdccisions. Thc fact 

Icgislution liad been cst;iblishcd to f'xilitatc skills growt11 and to match ski1 

was not a point of discussion. 

that the 

Is to gay levcls 

Most 01.311 the in tcr i i~ t i~n  dc~ i i~~ i s t r a t e s  tlio u~iion's i'ailure to develop B tra11sf0111lative 

discourse. Despi tc the wi llingncs!: of both parties to cxcrcisc constraint, to ignore 

rs.;ist;lncc. While Andrew was not convincing as the leader of the ~iianagement defence 

!c;im. he \ran tlic discourse battle. He pilid t!le wages bill but he held steadfast to his 

discourse buttrcssxl by the stuward's support. 

8.4 Who is the Union? 

8.4.1 lnteractional Event No. 4 - Anna: t h e  voice of unionism 

Background 

l l ic  nest intcractional wen t  tc iiwestigate is the occasion of the union representative's visit 

i ~ r  tlis class. Anna  \vns invited to attend in order to ta!k as a primary stakeholder about 

training. Also there had been recent unrest that culminated in a walk out by the workers. 

1 . h ~  dispute arose over the payment ofovc~-time. There had been delays in payments and, 

; I !~cI-  11ic coi~ip:iny 1i:d ~ I S S U ~ C ~  \vorkers that the probloms would he rectified, the computer 

I~soLc do\r*n dcl;~~ring payncnt )let ag:iin. For the cmployecs, i t  was the last straw. 

\nna \\;IS to talk about tlic recently passed industrial relations bill. Therc \\!ere also otlicr 

issuss to discuss - training and the EUA, as well as union and e~iiployce relations. Many 

p;isticip;ints had uuprcsscd anger and discncl~nntmcnt wit11 the union, believing the 

~*0111p;111\~ W:IS in l ~ i ~ g l l ~  \vitl i  the union in opposition to the workers. Evidence Ibr this, tliey 

s:~iJ. \Y;IS thiit lliil~iiigCllielit pays tl~cir u ~ i i o ~ i  k e s  for thcm. Added to this, tliey barely know 

111s org;~niscr and tile stc\\wd pays only lip service to their concerns, they said. The session 

i\ ;is thcrclbre given o \ ~ r  to Anna to conduct tlic interchange as she saw fit. Ron the shop 

stc\var-d \vas in\.itad to attend as a guest for this session. 

Central Issue 

I l i s  interaction is of.intcrcst to this study bccnusc it demonstrates the dynamics of 

~icgoti:it ion whereby the union and its membcrs seek a relationship. Chapter 6 discussed 

the ~ ~ n t r i t d i c t ~ r y  ~iiiturc ot'tlic unio11 role iis the consensus culture has shifted the union 

identity fi-om one ol.ad\,ersity to one of co-operation. Thc ambiguities that this shift tl~rows 



n'ny in nhich the relationship is managed to recover n positive union identity. is the subject 

of'this analysis. 

Text and Analysis 

In appearance Anna could easily have been mistakcn for a managcmcnt reprcscntative. She 

\\.as \wll groomcd. wore shouldcr pads and inaintained a certainty of presence. Her 

de~neanour symbolised the competing discourses she moved between. S he had developed a 

canful l y crafted hcil i ty nli th the discourses slic assumed. Her scl f expression was 

un;~pologctic and sclf assured. She was quick with words, definite and unambiguous in her 

opinions. 

She ini~itcd discussion with this opening remark: 

Wc inay as a ~ l l  take the opportunity, seeing thcrc is no manage~nent in tllc room. 

to I~r?\~c ;1 good chat to each other. 

I Icr in1itation indicated that this is a time \vhcn sccrcts and lidclitics could he eschangcd 

\\'ithout censorship. f h i s  was a]: intertextual rclkrcncc to the discourse of old unionism 

\\,here dal1arc:ition lints bct\vecn union and n:aoagerncnt were clearly defined. The effect 

\vas 10 scttlc the participants into an old habitus that had u m c  con~folt for  long standing 

mcmkurs. 

!nemhcrs that she. as union representative, was working for both their interests, that she 

vr;ls sutticiently infomied to provide an enlightened industrial direction and sufficiently 

stl-onc L to lcad and enforce agreements. In the iast inieractional event we obsenfed her at 

\iork in a committee forum. In this intcractional event she was working directly with her 

!ncrnhcrs playing o u t  a role whicll is complex. subtle and contradictory. 

111 1l1c current climate of negotiation and conciliation, the interchange between the union 

:d tn;~n:ipcmcnt 1bv3s oftcl1 invisible to the members. I t  came as something of a surprise to 

[tic ~ncmhers to learn that the union had bcen working for many years on their behalf to 

acli~c\'c. the training program in which they were now participating: 

We l i i i \ , ~  been negotiating now for about ..uh .... 8 years to get training agreements 

\r.ith ;I!] those companies. And thc training agreements are about the Vehicle 

Industry Ccrtiticatc. It's 3 nationally accredited certificate. I t  gives people in the 

\,cliiclc i:~dustry a chance to get accredited in a certificate that is recognised across 

thc h c w d  so you c;m m o w  from one place tc! anotllcr and take your qualifications 

with you. Tlic rcason that we wanted to get this in a number of years ago now was 

hasically nlc ~ ~ c r c  pretty pisscd ot1'with thc way everyone who had trade 

qu;~lilic;~t~ons and ; i b o \ ~  tr;~dc qualifications rcckoncd, you know, that they had all 

the skill i n  the industry whereas the m~~jor i ty  of our workers were non-trade and 

b ~ e w  tl i :~t  you skills i l ~ ~ d  the bosses knew you hiid skills. Tile work that you do 

means you'.-; got skills in  the \ d ~ i c l c  in(!ustry so why shouldn't that be recognised 

:IS well. So the union was successfui 'ii getting the Vehlc!e Indi'stry Certificate up 

and running. 



Thcrc's no other RS&R company, Retail, Service and Repair in Victoiiz, 'cause I 

work only in Victoria. that l know of will give its members that ... 

\'ou're not doing too bad!y as far as training goes. Y ou've got training drrri~rg 

company time whereas a lot of other places actually have a mixture of some of your 

own t ime,  solnc of company time. You've got in-house assessors who have got 

more chance of knowing the skills because they're the ones that actually work in 

the area as well. But the most important thing is you've got an industrial agreement 

that says if the bosses don't do it, we take them to the Commission and they have 

to. 

':I;.:.- :mzcnted her case 3s hct .  Thcrc I was no clclnent of defensive persuasion in her 

utonls, Thcrc was no passion in her voice but her conviction was transparent. Until now, 

tllcsc ~ilcmhcrs had not considered themselves particularly fortunate or well looked after by 

t!lc union. They didn't know that they wanted or needed training or in-house assessors. 

Most pxticipilnts complained bitterly about the union. They felt abandoned and powerless. 

\ I~I I : I  I I O \ ~ ~ C V C ~  constructed a narrative around their experience that demonstrated that the 

union was clevcr and capable in promoting their intcrcsts. 

Sllc built a conrmonality of purpose in part by sharing the fidelities of the promised 'good 

chat ' .  Sllc tliscusscd Andrcw's resistancc to paying the wage increase to the course 

~ r d ~ l a t e s :  

I think it's just a little thing that Antlrew lilies to do. He just likes to hold up things 

as long uS he can. )'OU know,  hc likes to ... 

Participants: Play games 

[he likes to tcst, you know, he lilies to test i t .  You know. H'hc holds 

it u p  ti)r t11rcc months 

[ i d  the union comes in and says 'no pay it', he say 'ooh I supposc 

I'vs gnttil pay it. I-low about l pay i t  only for a month and a ha l f ,  you know and i f  



wc'rc stupid enough to say you know. '0011 all right, we'll meet you half way'. 

He's saved a inontli and a half S pay hasn't 1x7 

The co-operation bctwcen t l x  participants and Anna indicated the group's cndorselnent of 

hcr narmtivc. They sccmcd to acquicscc to the understanding th t .  Andrcw was not only a 

hit stupid. lie was also a loser - a point which came mfcr en:pliatically in the following 

stntcmcnt: 

Until thcrc's actual threats and until it's at thc stage \+.hen 1 know the blokcs will 

tahc action over it. ~iothing happens. Now tliat is sa bloody stupid bccausc all that 

Ilalycns is Andrcw looks likc hc gets rolled by tllc union each time, and hc does. 

And it's easy to roll Andrew on these issues hccausc we ' \~c  got t!lc industrial 

agrccmcnts ... 1 think it is so holish bccausc all i t  does is, i t  rcinforccs with the 

blokes that the only \vay tlicy yct things done is to bring in tllc union, threaten 

action and then they gct i t  done. So timc and time again Andrew is bcing sccn as 

losing . .. i t  makes nic I w k  good docsn't i t  ... I 3o:1't know whether it's because 

Andrcrv docsll't understand wllat's with industriai rclations, I don't know whctlicr 

he's a naturally belligerent prick that basically iikes to operate this way all the timc 

os whether lie's under prcssurc too. 

Anna sl~arcd hcr analysis of the industrial relations galnc, giving the group a sense that 

tlicy \vcrc hcing trusted with illside inforniation. Shc acknowledged the process of identity 

constsuction Clcnrly tlic union was stsong and mnnagclncnt \\.as n lauglling stock. Uic 

~on\~ct-sntion \WS ~ ~ u n ~ t u i l t ~ d  wi 111 afliniiatio~l from the padicipants. 

Anno's simplicity ofcxprcssion was not unlike Ryan's stjrlc. The flo\+l o f  language was 

continuous, tl~ougli not rapid likc Ryan's. I t  was !inn, confi-onting and authoritative. Alilia 

uscd story tcl!ing and role i7lilp as an  csplanntor). device, making situations tangible and 

silii]dc. /\S with ilyan's nal-rative, thcrc wcrc winners and losers in tllis game and, for hotll. 

tlic speakers were thc winners. 

1.11 slio\+l you copies of letters that we had to send basically to Tom saying, if 

Andrcw dossn't pull his linger out at the next meeting we are going to have a 

disputc and wc'll bc in thc industrial Relations Commission. 

She confirn~ed that if the members stood behind her, they were on the winning team: 

Bu: I'vc gotca say, I don't care. We've got the agreement. It's signed. We know we 

a n  win in the Commission every time on it. We've got in-house urn urn assessors, 

so \vs know you blokes are going to get assesscd by the people who know thc job. 

\Vc6\lo got training in tlic company's time so it's not costing you a cent. And in the 

end of'the day you've got a three classification point structure, we get three pay 

riscs nut of i t .  So the ~ n d r e i v  Smiths of the world can have their attitude because 

\ \ . c ' \ ~  donc the work and w e ' w  got the agreements. 

I l l u  scntcnccs \ ~ ~ c r c  clipped and clear. There was no doubt who was the winner. As the 

n u l i n g  prosrcsscd, L thc mcmbcrs put aside the concerns they had with the uqio11 that had 

;~halidoncd thcni and hccamc absorbed in the union that not only established pay and 

tr;iining ~p~mrtuni t ics  for tllcm but also recognised their frustration with an incompetent 

:md hclittiing imnngemcnt. 'Ilie pal.ticipant wlio was the most constant critic of the union 

;itiilmcd thc nc\v systcn~ asking: 

Why didn't tliu union do !his titicen ycars agoi? 

I t .  1 was a boss also, I would want to bc paying you the least amount of' money I 

could possibly pay you. Tliat's the job. A boss has to do tliat, okay. So that's why 
11 t t ~ n e n t  wc come in and say, 'Nup. Wc want it in  writing. We want a signed a&-.- 

that's rcgistcrcd in the Industrial Relations Comnlissioti that says this is fair to 

cvcry011c'. 

As \vith Rym,  the trust of the group was not shaken by revelations of marginal interests or 

wntradiction. They \verc drawn by the strength of the identity both speakers presented and 



the scnsc of purposc and strategic direction that made sense of the anomalies in their 

working world. On both occasions, the participants asked few questions. They sat 

entranced. basking in the glow of certainty. Both Anna and Ryan contrast with Tom and 

Andrew in the strength of their leadership. The fact that Ryan displayed almost no 

understanding ol'thcir v.ork situation did not scem to detract nor the fact that each stood i n  

opposing political corners. 

One of the striking features about Anna was her ability tc move between contrasting 

discourse roles. She was a master of 'situational literacy' (See Chapter 4), able to read 

nuancc and adapt to the dcmar~ds of  the discourse. The first text of the Interactional 

Situation No 4 portrays a union powered by righteous anj-yr. One can hear the echoes of- 

the old union niovcmcnt drivcn by idealism and outrage. Her language is tough and 

confronting. Thc intertextual list of cxcuscs for managcment's lack of action paint the 

opposition as phoney, self serving and mendacious. I t  left the onc management 

rcprc~entati\~e at the mectingYs discmpowered and apologetic. He mumbled his agreement 

with Anna's stance hut was stopped short of o \wt  support. This was Anna the fighter. In 

the last interaction in thc co~nnlittec meeting, we met Anna the negotiator. Anna the 

negotiator was cnpablc of recasting potential conflict into a bridge building exchange but 

one wherc the bridgcs wcrc carefully guarded. Herc, in interaction with the training group, 

we met Anna thc lcader and prosciytist, ablc to read workcrs' concerns and co-opt them to 

her cause; ablc to find clarity where there appeared to bc only uncertainty. Anna was 

unequivocal about her task: 

My job is to c o ~ n c  in and get agrcc~ncnts and make surc they work so my manbcrs 

gct the bcst possible deal they can, that's i t .  

Whilc thc central point rc~nains constant, thc dance around the circle requires multiplc 

stcps, costumes and personalities. 

8.5 Who are the Workers? 

8.5.1 lnteractional Event No 5 -Training Presentation, Calling in the Wind 

Boc kground 

This intcractiunal situation was one wherc thc training participants presented their end-of- 

course project to management. A number of people had been invited, managers, people 

had visited the clriss lion1 both inside and outside the company, union and training 

C O I I I ~ I I I I ~  reprcscnt;lti\,es. They h;ive gathered in the board room giving this event some 

scnsc o 1' ti)111131ity. 

I l ~ e  p;isticipnnts h;id completed S0 hours e of training which was the total offering of the 

course. l'hcjr final task was to prepare and deliver a brief presentation. Most had chosen to 

rcsc;irch tllc urork proccdm-es and \vork tlow in their area. They esplained how the work 

\\,as donc and tlic prohlc~ns and glitchos in the process. They also suggested ways to 

i~npro\fc cilicicncy or safety in the area. They had prepared overheads and displays, and 

~ o m c  Ili~d brought in  car p r t s  to i1Iustr;~te stages of the  process. 

'l'hc c ~ w t  had becn designed to give them an opportunity to demonstrate their skills to 

~iinn;~gcmcnt. and, along thc way, to challenge the worker identity traditionally rccogniscd 

hv man;igcment. There was also an opportunity here for individuals to distinguish 

thcmsclilus !iwn the cro~vd and imprcss manrlge~nent. 

Central Issue 

'The central qucstion to csplnre 11c1.c is, who arc thc employees and how do they construct 

!Ilcmscl\~cs iind their work to management'? How cl.: r!ley negotiate a relationship with 

managc~ncnt'! 

Text and Analysis 

:Ihout I Z gucsts i l ~ ~ i \ ) c J ,  most liom within the conlpany. The participants gathered at the 

tiont of the rooln and an awkward silence descended as one stood, welcomed the visitors 

ml called upon thc tirst S I ) L ' ~ ~ ~ C S .  



Some of the participants urcrc very ncnJous. Their voices quivered and thcir prompt notes 

taiiglcd but thc)~ had all come to realise that thcrc was no escape from the ordeal. I t  was 

mandatory if thcy wishcd to complete the course and qualify foi the pay rise. 

Jack began his ~~cscn ta t ion :  

Carcase \v011 cont r... 

Hc liddlcd with the mpcrhcac! trying to position thc slide correctly. He seemed to hit on 

clrcry possibility except thc con-cct one. His notes spilled. 

I '111 3s IlCr\'oUS as 3 . .. 

Andrcw: Don't ivos~y mate, we arc too 

Ancisc\~~'s Ilippancy rclcascd the prcssurc into a g c ~ ~ c r a l  outburst of;nughtcr and Jack 

continued un liddin!: L! l cvcl of ciisc :ind comnli tnicnt to work tliat contradicted the 
L 

management's coristsuction oi'thc u,orkfi,rcc. 

IIc prcsentcd a graph sho\ving the number of Mitsubishis that were built up over the 

pscvii~us 6 months. Hc cxplaincd a drop in thc graph, 'due to depleted stock'. 

Jim took the lloor and oui'.l:cd thc proccdurc furthcr. Fitting radios sounded tlirly si~nple 

but 

90?6 o f  time n siinplc task tlocs not n~ork out casily, we hn\fc to fiddle to get i t  i n  

The time :illncation f'or the fit~ncnt docs not allow for much liddli~ly. 

.Jack retu~-~lcd to tlic lmdiu~n to suggest a way in a.hicll the work spacc could be rcorg;lniscd 

to :,l lo\v WSICI ucccss to the W O S ~  ilrca. I !c put up a diagram to illustrate how the shed 

should bc reorganised to lice acccss and entrance points: 

As urn Stan said, sort of, time's money. I mean the faster we get cars built up, out, 

washed and urn over to the compound, I mean, that's our job finished, I mean so if, 

if n~nnagcment or anyone who's in charge could have a look at that. I !;now we 

haven't urn got much room about the place. I mean we are looking for room, but, 

urn i t  s e e m  to be the Mitsubishi and the Toyota shed get blockages at the door, urn: 

you know, really, I mean if, if the flow of traffic out, once the cars were bui 

was a lot smoother, 1 think the operations would go a lot, a lot better than W 

is at the moment. 

It  up,, 

that it is, 

Andrew: Can you get that diagram Reno and get them to fix that shed. 

(laughter) 
# 

No, its a good idea Jack really, i t  is. No, I ' l l  get a copy of that, 

.lack's suggestion was tentative. Anxious not to create a fuss he justiiied his suggestion in 

tcmx of time saving, an issue of high priority for mmagement. He referred to his 

colleague Stan to shore up his justification. His request of managemetlt was deferential and 

Iicnwis. 

!\ndrcwls initial response was perhaps facetious or at least interpreted as such bp the 

grwp. I lis c o ~ ~ e c t e d  response however sounded genuine. There was conviction in his voice 

and Jack settled back in his seat with a look of satisfaction encouraged in the belief that he 

had mxic a useful contribution. 

Nick sprung to his feet next ready for his presentation. Among other things, he explained 

how the l'oyota dccols were the best ones because they come with their own template. The 

altcr~iativc was to use a jig but jigs can scratch the paint he said. He told us that you needed 

to watch for dust mdcr  the wax that can scratch the duco when i t  was cleaned with prepsol. 

Nick displ;iyed concern for the detail of the job that measured the difference between just 

wtting the job done and doing it very well. 
b 

d-\d;m commenced his presentation next. He outlined the procedures for the build up of 

mobilc workshop vchiclcs as a first oiT. They were given process sheets from the 

~~ianulilctorcr but cxpericnce had demonstrated that a carefid testing of them was essential: 



. - No\ie thc iirs- 11- 1. e v e n  tjiiic \IT get a new contract we arc \.cry careful in how WC 

go about i t  bccausc thc mcasurcmcnts and the fittings that arc supplicd don't 

corscspond. Sometimes there's only two hold down bolts so wc arc vcry careful. So 

bcforc we get into the contract properly WC make sure there is a first-off done. Even 

thougli the manufacturers h a w  told us thcrc has becn a prototype made, wc don't 

hc1ic1.c tl?cm. I t  is hcttcr that WC do i t  ou r se l \~s .  Mcasurc everything correctly with 

um po\ilcr drills and drill stocks bccausc underneath the floor of the vehiclc you've 

got fuel tanks. you'vc got hydraulic urn lines and you'vc got all the suspension so if 

any oftlicsc holcs are out. you're going to drill through vital t i i i~gs  so we're very 

carcful. And oncc \ i r c ' \ ~  made surc that thcsc mcasuremcnts and the thc interior urn 

supplies :!;c alright. then 1i.c can go alicad and make a a a jig so we can spot 

through the holes \irc'\.c already made, spot through from the bottom and get a 

pattern, so \vc can go and make a flow of them and prc-drill all thc vchiclcs and that 

will liclp us to build the vchiclcs faster, but the first onc is vcry important.. . It's a 

legally binding document - anything goes wrong, your name and manager's name 

is on tlic papcs. 

Adnm was intcnscly a\irarc of tlic responsibility lic carried on bchalf of the company. Its 

rcputati~n stood in  past on thc standard ofhis wurk. Like those \v110 spoke bclivc him, 

Adam cxprcsscd thc core valucs of the quality system - 'gct it rigllt the first time'. Focused 

on devising a speedy anti clticicnt work proccdurc, Adani set about a complex 

IIIC~\SUI.CI~ICII~. co~np;~risotl and :i?j~~stmcnt proccss to produce nc\r7 standard opcrating 

psoccdurcs that could provide t n ~ h l c  l'rcc litmcnl for subscqucnt build ups. He had to 

dccidc indcpcndcntly how many hold down bolts \ilcsc requircd rcgardlcss ol'thc 

ni:inufi~cturer's stipulalions. t lc nccded sullicicnt nicchnnical knowlcdgc to know which 

parts could he drilled and which parts could not. I ic also nccdcd a st~vctural understanding 

oi' tlic c1i;issis illid body t o  idcntily tlic strongest support points on tllc vehicle. As well, hc 

nccilcd to sclcct the type of bolts that sliould bc uscd to hold the fixtures. Ilaving dccidcd 

anti trialcd thcsc solutions, he nccdccl to translate then1 into a document to make them 

acccssiblc to his work mates. 

Adrim spokc with confidcncc, proud of his knowlcdgc and surc of its accuracy. I-lc was 

giipcn n o  spwir~l rcniuncration 1;)s thcsc skills. 

I t  \\.as Llike's turn nest. Mike explained how he cut the back tray off the small Suzuki 

trucks and fitted a new one with different dimensions and features. He told us this \vas 

rcall!. the work of a panel beater but he learned these skills when lie was working with his 

lithcr and uncle \ieho on-ned a smash repair business. Since the qualified panel beater left 

Carcare. Mike had been doing the work. He had also almost doubled the output of his 

prrdccessor. He was not trade qualified and was paid at pre-trade levels. 

hlikc L caix an o\-en9iew of the process, the things that go wrong and the problems he 

nccded to sol\.u. Follo?\*ing the o\'en.ie\v, the group engaged in discussion on whether a 

plasma cuttcr should be uscd on the job in order to increase productivity and to overcome 

thc noisc pollution that \+.as a signiticant safety hazard in the shed when Mike was cutting 

thc panels. 

.Andrew appeared to be quite impressed with Mike's presentation: 

The interesting thing about this is, I \vent to see Suzuki yesterday and the managing 

dircctor. hlr. L'ka Uka. says this is a very eas), job, 'why do you charge so much. 

I'm gunna find someone else to do it'. 'You're quite welcon~e, please do. but come 

out and ha1.e a look.' So Mike, \$,hat you'tve got there, rire'll give this same 

presentation io Mr Uka Uka when he comes out. He can look through this and I 

think hc'll go a\i.ay saying 'I'd better keep quiet.' 

.Andrcw appeared to be proud of his employee's skill and offered to stand along side him in 

thc presentation 'we' \ipould give. 

S a d 1  blr Lka Uka n e i w  came or Mike \ifas never invited to give his presentation. just as 

thc o t l w  suggestions that Andrew promised to implement were forgotten at the close of the 

craduation alcnt .  
L. 

Oncc thc participants had given their presentations, they became more adventurous in their 

discussion. Having gained the car of manage~nent, they entertained the thought that maybe 

they could influence change. Their suggestions opened out into a general discussion with 

c \ q - o n c  contributing around the room. The presence of guests in the room did not daunt 

.Iwk as he launchcd into a more delicate debate: 



There's a big communication gap. I mean people, urn people, um people wipe their 

hand \i.ith the same arse. their arse with the s a n e  hand as everybody else, so I 

mean. !you aren't better than me and I aren't better than you. We're a team ~vhether 

i t  be me. Adarn. Ray or :i-hat. I mean this is a team effort - this urn, you know, 

ACME Carcare. Uh, it's not them against us. 

[Because of last announcement in some letter, why you was 

urn, if I understand good, there was the words what was used, you used 

...( indecipherable) the wrong way (indecipherable) 

.-\ndrcus: \\'hat \\.as it saying'! 

Adam: [If i t  doesn't run properly. we're all out of a job 

Jack: [That's the attitude, that's the attitude a lot of'them 

ha\x got 

Jack \vho opened his address \cith such nenousness at the beginning of the session, had 

become quite forthright in his view of the short-comings of the company. Fired by a belief 

in mutual co-operation. i t  \!-as a speech that might credibly have come from management 

\\.it11 some genre ~nodif jcat i~ns.  I t  \\-as a plea from one \ieho bad tound his voice. The 

unspecilied 'them'. \+.l10 is not 'us'. \\.as management. 

Spontaneoi~s applause broke out as Jack fell silent. A little embarrassed by the directness 

of the emotion. evenone shuffled a little and management grunted in agreement. Despite 

Jack's  direct assault on management's beha\,iour. he had been spared reprisal. His 

rckrcncc to core \ d u e s  of the dominant discourse leli management defenceless. If this \ilas 

3 call for inanagcment to recognise the benefits of skill de\dopment. i t  passed \i-ithout 

rcsponsc. 

Buoyed by the openness of the discussion, Lev, a Hungarian speaker, venturfd ttrther: 

Onc more question is uh. how you feel, ho\v you feel for us. We was 

finished this training. Is that of benefit especially to the company or is 

Just ... 

Well I . . .that's a hard question Lev. 

This was saying, that is ... . urn, some is untrainable. Some person is 

untrainablc. I don't know. 

(laughter) 

I t  better not be! 

[And you prove him u.rong Lev. 

[I don't knon. what you are talking aboct there. 

[There was a letter coming out by you and i t  was 

saying on the last part of of the letter (interruption at the door) Excuse n:e. 

Some of these people is untrainable. Anyone agree on that? 

A ndsc\i.: [Who's seen the letter? No I honestly don't know what you're 

talking about. 

[Signed by managenxn!. . . 

[I actually don't know what you're talking about. 

[ H a ~ ~ o  you got a copy of the memo? 



Reno: 

[ I  ha1.en.t got a copy uvith me. I ha\.en't got that memo. 

[That mrasn't from GM was it? 

[What? 

Reno: That wasn't from GM? 

.Andre\\.: That \{.as from General Motors Holdsn. that was from General Motors 

Holden to us. 

[Saying that the 

management of ACh4 E Carcare \vas untrainable. 

Lc\.: [Aryone agree'? 

Trainezs: [Yeah. 

Crina: Bu! there \\.as also u111 . ..There was also a memo, a sun~mary  from the 

quality department that mentioned that very statement. 

I t  was General Motors Holden. It was from Henry and Greg who are the 

Holden people d o ~ r n  in the bottom shed. Let me finish Le\. ... writing to 

Tom James to say that they were R bit concerned about the level of  training 

in tjie Holden shed and that some people in their opinion were untrainable. 

Right? That was from Holden to us. That is \\.hat you are talking about. 

[ S o .  

[That was it. 

Lye took umbrage at that. We aferen't happy with that and we went back to 

them and \r'e'\'e had a ~xeeting with them and told thern we don't believe 

that was the case and we'\.e put things in place that will fix that. Alright? 

That's what you're talking about. 

Yes that's right, yeah. 

[Everyone okay'? 

Hc didn't say i t  but those two guys ...( indecipherable) 

[(indecipherable) talk in front of the camera. 

i [No, I'm happy with that. Rut to 

ans\ver your cpestion, do I see benefits from the group? 

l am sorry i:!" l said n w n g  but anylvay ...( indecipherable) 

No that's alright. But I think you've got to be careful ... you've gotta be very 

careful, before you open up on something, that you are aware of  the h c t s  

and thai is the facts. 

:\S I th thc meeting i;: irltcractional E \ m t  No 3. one could observe the choreography o f  

st?::iing alignmenis. An  tineasy silence descended upon the room when Eev launched into 

his courageous (or foolish) attempt to open discussion on management's attitudes. The 

1rrdc.e that follou~ed appeared to be clarifying the information but was it also about 

<~:.yo:lnting alignn~ents? Lev initially appeared strongly supported by the other trainecs 

hllr. ;I\ndren. re-employed his old strateg). of confusion surveying the field for alliances 

m d  cscape IIO~L.S. H~wevcr .  once Andreit. wes rescued by Reno, the works manager, the 

Iiilhbul, dicd doun  Anna was thc only one whose political alignmerit allowed her to 

dircctl!* challenge the power structure hut her power had no currency in this management 

n:.liket and her contestation was ignored: likewise for myself as the trainer. Gradually, 

Ltx's \vice  I I U I I ~  i n  the centre of the room. his case was discredited, leaving him alone 

i-cprimundcd. disqui:lified, s i l c~~ced  and ccnfused. 



But Le\- had reason to be confused. Therc may well have been a letter that preceded the 

memo but no one on the floor ~vould hare  had access to it. They had however read the 

Qualit!. Repon 1s-hirh \+-as an internal document which was often pinned on the notice 

hoard. The Qualitb- Repon \rrhich had national distribution. summarised customer feedback 

and rc\\.mk ratcs. I t  read: 

Victoria does not paint a very good picture for the same half of 1995. The 'operator 

error' related problem increased from 9.26% to 53.13% for this period. Victorian 

~nanagement needs to dri\-e the operator training program vigorously. On the 

subjtxt o f  training. A. Smith aiso commented that there may be some individuals in 

the Victorian Branch \v110 may not be trainable. This factor could contribute to this 

increasing trend. 

Carcure National Quality Report 

Andre\\ \\.ould have rcilicuqed the report before i i  was made public and could have altered 

i n a ~ c u r a ~ i e s .  Despite the fact that many of us knew there \\.as substance in Lev's argument. 

\VC \vere silenced into a lame acceptance of Andre\i.'s institutionally sanctioned reading of  

thc e\.ents. Gagged. \ve stood by and M-atched as Andrew exerted his management 

prerogative. 

The docu~ncnt itself was an interesting slide o f  problem analysis. The framing of  both thc 

problem and the solution irxs simplistic and misleading. Furthcr investigation revealed that 

the figures tooh into account the use of a new fonn introduced in Victoria which, if not 

signed off correctly by the operator, was calculated as an 'operator error'. It was not a 

production error but a bureaucratic omission. The report did not offer this explanation. 

Throughout this interchange. Andrew's voice was unfaltering. His initial response 

recognised the document to which Lcv was referring, but then he claimed to have no 

knou-ledge of it. l - low\-cr  he settled into a pattan of certainty when Reno offered a 

plausible explanation. His position was h n h e r  buttressed with the support of Adam, 

allo\i.ing Andrcw to righteously suprimand Lev. He leaned fonvard wagging his finger. 

issuing a public humiliation. 

X few days &er presentation day, Lev was moved out o f  the Holden shed to another work 

station, then sacked a \seek or two later on grounds of incompetence. 

l-ivd Lcv. as an S E S B  \vorker. not fully understood the 'social practice' (See Chapter 3 )  of 

this particular m m t ?  But Jack had opened up the dangerous temtory in his questioning of 

cqliity values and \svas greeted with applause. Did Lev include inadmissible knowledge? 

blaybc, but Le\-'S discou,se failure was in calling an individual manager to account in a 

public forum. Jack's tluency with the discourse strategies'see Chapter 3 ) would have led 

h ~ m  a\s.ay t i o n ~  this discourse error. 

The issue of recognition of competence is central in the \k.orkers' concerrs. The unifying 

statement oftheir presentations championed the central tenets of a productive workforce. 
I 

Their presentations were a declaration of their cornpctence and a demonstration of  their 

undcrstrmding and comnitment to principles of efficiency and quality in production. They 

had constructed their ~i.orkplace activity as skilled, knowledge based and dependent on 

cultural understanding ot'the company business processes. Their presentations indirectly 

contested the notion of  \corker activity projected by management - that of functionaries 

\i.I.io needed only to filllo\\. instructions which anybody off the street could do. For a 

number of them. the training presentations offered an opportunity for management to 

1~11datu thcir competence. This is transparent in Jack's heartfelt fumblings: 

urn you knoiv, and hasing this multi-skilled um training program means if, if for 

instance four o f  us have got an RDO on the same day and that area of  that ... four 

people in Ray's shed, with the Fleet, being, you know, always on the go. I mean, 

e\w-yone knows how his area is on the go. But it should make i t  there ah . . . if if 

Brim and Adam have an RDO they 'l1 be able to put some people from another 

section i n  thcrc to givc Ray a hand because for the simple reason that area does, 

you know, tlow a lot. I'ou know all the time. But the same as with the other, 

putting radios in Mitsubishis or for instance the Mussos. Anne's with the Mussos ... 

'r'eah an' us bcing multi-skilled, um it gives, uh, there's son~ebody down, down in 

Ituv's shcd or u111 ivlitso shed or um Toyota shed, they slot someone else in..  .and 

that's the whole idea of this thing, being multi-skilled. And the reason I started and 

! think c\lcrvbody else was to get a, at the end o f  it to get a certificate to say, well 

you are competent in avhat yoil're doing. 



. nd ren r ' s  final a-ords could be interpreted as a glimmer of hope for workplace change: 

Jack continued. \~.eai.ing the concerns of manasement, fellow workers, the office and 
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custon~ers into a single vision of  \vorkplace co-operation and support. Training offered 

them hope of recognition. 

In the concluding remarks. Ilias, one of the trainees, requested the opportunity to compiete 

the remaining 120 hours of  off-the-job training to qualify for the accredited VIC 

ccrtific~?te: 

Some of the things we'\.e discussed over ... what ... the SO hours a.elve spent 

together. the majority of the group feels riot that it's \vonhless that we've 

co~npleted the SO hours. but they think it would be worthwhile to complete the 200 

hours of um training \X-e've been duing in order um to receive an accredited 

certificate. Some of these blokes who volunteered for the training group. that's 

ushat the) \ w e  told they'd be getting at the end of the, u ~ n  , the 200 hours and also 

urn there is some like monetary benefits at the end of the 200 hours I'd say and I .  

the majority of us would, like I said. see i t  as L xonhwhile thing to haire at the end 

of the \\.hole thing. I'd like to see the training completed um seeing we were, we 

\\.ere the first ones to do the 80 hours. I'd like um see the rest of  the 120 hours 

completed. Low um it's up to ~nanagement and union and whatever to discuss these 

things and UT u ~ ~ l d  like to. n t ' d  like to thank manage~nent and union people for 

~nnking this thing go ahcad and we'd like to see it completed. 

I lias aras  \.cry deferential. He real istically acknowledged the trainees' powerlessness in 

changing decisions. There lwas little chance that their request would receive a positive 

reception. Management entered into the SO hour agreement in order to relieve themselves 

of  a 200 hour production loss for each participant released f ro~n  work to attend training. On 

the other hand, the union wanted to achie\*e a pay rise for their members in minimal time. 

Issues of  educational interest or employee concerns for qualifications and skill recoanition 
C 

did not enter the discussion. 

As far as the group, I think it's been good. M i " n ~ t  concerns me exactly what you 

spoke about Lev, and comn~unication about the place is poor. Right? Both ways. 

And there's one thing I'd like to see come out of it. I f  you're !laving these training 

trroups and you do come up with ideas about your workplace or better ways of 3 

doing it,  then we should really try and follo\v them through. Now its going to be 

dif2icult as Anna said. You're the first group and you'll find stoppers because 

).ou'll come up like. nlhy's the rack in the Toyota shed. Don't ask me why it's 

thcre, it's bloody useless being there, but there'll be a stopper. Someone made a 
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decision and put it there. If tve move it you know they take it personally. 

A n d r w  acknon~ledgcd that therc npas need for repair to the communication processes. He 

appt'art'd to be encouraging the trainees to take a proactive role, with the support of 

mr~nagement, to ~ n k c  changes to the workplace. But i t  was 'you' who were choosing to 

ha\.e the training group and 'you' who \\,ere going to meet the opposition. Although it was 

*\\.c' should follow up in order to benefit from the activity, the hea\-y responsibility 

carricd by the 'yous' pro\.ided a set of buffers against action. One year later, there had been 

n o  follov.~ up on an). of the suggestions put forward. 

'fhc participants demonstrated a shift i n  their discourse as they attempted to incorporate 

~nanugcrnent concerns for cost and efticiency benefits into thcir discussion. They spoke 

about their work differently in co~nparison to many of their workmates who had not 

particip;~tcd in  training. Each participant trod cautiously sometimes venturing into an alien 

discourse. They sccmed to be consciousli\. constructing themselves as Potter and Wetherall 

( 19S7) I I ~ V L '  na~ned it. .At the same time the ~rlaxim of \iporker solidarity exercised editorial 

authority over thcir discourse ensuring identity was clearly located with the workers. 

A quote fro111 the end-o f-course reports esempl i fies this: 

Through the training program I have learned to keep my eyes open h r  quality 

problems i n  the ?'o!uta shed. Thcse days when a quality problem occurs, I know 

exactly ~ l ' h o  to see and \ifhat to do about it. l am also more confident in raising 

problems which othenvise would be left alone. I have also learned h9w sther 



departments deal with problems that are unique to them and the different jobs that 

they do ivhich in turn keep the company running as one. 

Nick 

8.6 Conclusion 

This chapter is about change and resistance. I t  is about the dynamics of discourse 

construction. discourse recruitment end discourse change among this g o u p  of individuals 

at this moment in industrial history. Each speaker appeared to exploit the instability of the 

n,orkplace discourse to recruit support for their ideology. The interplay of discourse 

strategies and rhetorica! devices is interesting in itself but this is not the central concern of 

this study. The co.lcem is to understand the identities coristructed in the workplace and the 

relationships the parties negotiated with each other as they contested the competing 

discourses and attempted to recruit support for the supremacy of their own. In the process, 

the analysis profiles the workplace identities and answers the questions who is 

management. who is the union and who are the \vorkers within their social, political and 

historical context? 

The study obscrves the diminishing capital of the old liberal discourse and the rise of the 

new labourhew managerialism identity. In answer to the question 'who is management'?, 

these interactional cirents demonstrate that management had many faces but persistent 

\i.ithin !hem all was the presentation of management as friend tc the workers - informal, 

-jovial, known by first names. professing an open-door policy and a willingness to listen. 

Whether the discourse was rooted in the SOS, when the ideology was liberal and people- 

centred, or in the late 90s, when corporate competitiveness was the prevailing ethos, 

management \\,as reaching out for a positive role with workers. Managers sought to share 

their industry ideology with their workers to achieve greater productivity and industrial 

peace. .4lthouyh they followed a fa!tering course, they recognised that such n co-operative 

relationship must be an outcome of conviction rather than suppression. 

The workers were likmrise reaching out to management and attempting to reconstruct 

themselves as reliable, skilled and committed. In many ways the trainees demonstrated a 

meater commitment to the goals of new management than the managers themselves. They 
C 

ilpcn cominunication on the hard topics of demoralisation, poor communication and skill 

in~provement. They offered their ideas to improve eficiency and demcnstrate their 

u.iIlingness to participate in discussion on such topics. They were careful not to transcend 

t l i~ i r  rt.rle. speaking \irith deference and respect to those occupying lofty positions on the 

authority hierarchy, recognising the prudence of acquiescence in preference to 

confrontation ~vhen other avenues appeared to be exhsusted. In many ways they were 

model employees emulating the values professed by the management rhetoric. Most of all 

the!. Lvere seeking to demonstrate that they deserved to be valued and respected 

indi~idually and collectively. 

:\t the same time the union Lvas also reaching out to its members pursuing recognition and 

idcntit>~ as the true ivorkers' friend. Working in unobserved and sometimes obscure ways. 

the union professed to have never lost sight of workers' interests and to offer them the 

respect ar,d trust that they d e s e n c  Rut a relationship of distrust with rnanagement was no 

longer entirely palatable in the current \vorkplace culture. The participants' presentation 

session ( Interactional E i w t  No. S) professed an identity that sought a direct relationship 

\\,it11 mnnagcment ncgotiatcd on the basis of mutuality and shared business responsibility. 

They resisted subservience to a union-mediated indirect relatior~ship with management. 

.-\nna ho~,ve\w contim~ed their conviction that they would be naive and foolish to be co- 

oped into the management discourse. She endeavoured to impress upon the workers that 

thc union \\,as uniquely placed to manipulate the enigma of de\rious business practice, to 

protect m d  progress their i~ltercsts bjr \t.iolding legalistic weapons. 

I t  \\.us clear that the industry restructure discourse had passed on but it had left behind, in 

thc minds of workers, a belief in their 'right' to be consulted and in the value of equity 

\\-ithin the hierarchy. They recognised their integral role in the viability of the company 

although consultation. as i t  is practiced in the company, had not given more power and 

in timmtion to the \imkcl-s. 

Jlanagement was also touched by the discourse of the restructure movement. However 

the\! shaped their response to the pressures of globalism in their e~nbrace of managerialism. 



practice of protit making. gi\*ing space to worker interests and particularly the negotiation 

of ivorker perceptions. The primary discourse has shifted from a consultative one to a 

managerialist one based on common goals and business interests. Management and union 

are not only asking workers for input 2nd opinion but also for support and mutuality albeit 

a double edged mutuality. 

CHAPTER 9: - VET DIRECTIQNS AND DEFINITIONS -WHOSE VOICES ARE 

HEARD? 

Balloon metaphor: 

,m .\% 

This chapter views the balloon from the ground and t r ies t o  
\ , l 4  

The old identities had been permeated and nenr ones were struggling for a foothold. The 

analysis demonstrates that strength lay in finding points of convergence, sometimes 

bctuxen dissonant discourses. This made for constant ambiguities. The workers struggled 

betiveen a de~nons:rably untrust\vorthy and contradictory management on the one hand and 

a culturall~* mismatched identity mediated through their union ad~rocate on the other. 

Ilanoyumcnt fought ~ i t h i n  its ranks to find an ideology that offered conifincing leadership 

to on increasingly s a x s  and critical workforce but which also increased the profit margin. 

')I I 
T h e  ccmip.lny 1i:ls not made a protit since i t  \ \as  bought out by .ACJlE. 

.; 3 

S~c)i t \ '  t i d  bccn dcmntcd due to ;I coriimunication breahdoivn concerning scheduling which resulted in Andrew 
puhlicl>, h ; ~ u  ling cwt Scott! . Aticr Scotty raised an objection u ith the union, .Andrew \\.as tbrccd to apologise to Scott). at 
.I gcricr~?l meeting of criiployccs. Soni.~liclcss. Scotty was not reinstated. 
. j .  

- Earlier mectings included a total of thrcc c~ i ip l~)ycc  and tlircc managclncnt rcprcse~itati\.cs but thc rncmbcrs were parcd 
h ~ c k  sincc nlwc of rhcni pcrf imied their rcprcscntati\ c function or  contributed to tiic meeting. The discussion centred tin 
h e  iiiost scnior I11:ln;lpiicnt rcprescnt;iti\~c and .Annu. tlic central union rcprcsentati\,c. 
I, : 

Chapter 7 csplains how pay I c \ d s  have cvcd\vd to bccoriic inconsistent across the coIi1I)any 
'W EB:b In rhc ;iutornotl\ e manufacturing sector rcsulted 111 a S75 per wcck pay rise, hou.evcr this followed the achicvc~nent of a full 
\'IC inval\.tng appnni~~~atc ly  200 hours ol'kno\vlcdgc and 700 hours aiskllls tlilining Anna boasted that the Carrare agwclncnt was .I 
p o d  anL. hecausc I I  ol'fc~s S20 alicr 80 hours of knowledge tr~ining ;ind no specified skills outcolncs At the same time no second stage 
had been negot~arcd so i t  IS a moot polnt as to whcthsr the agreement was a good o ~ i t .  
V( .Andrc\v had scnt a pmxy in his plucc to that panicular rnccting. but hc was someone with no pomcr and a Ineagn. pwscncc. 

' . 
understand how if managed to  achieve l i f t - o f f  mcimentum in 

', 
--.- 

rather inhospitable conditions and how those conditions 

determined some of the inmates o f  the basket. 



h o ~ .  CBT rose to a predominant position and critical education was sidelined in the 

de\'elopment of industrial education. 

9.2 The 'Dance of Convergence' in Industry Decision Making 

The ne\\  consultati\.e culture of industry restructuring replaced the previous ad\-ersarisl 

culture and has persisted in a modified form in the post-restructuring period. In 

consultati~c decisim making processes, progress can only be made ~vhen those who are 

party to the decision making reach a point of con\-ergence. The observer witnesses a 

'dance of comw-genc~'  as different discourses strike a meeting point or else fail to engage 

each other. Those that find a meeting point gain political ground and dominant discourse 

status if pon.erhlly aligned. Hence different, sornetimcs traditionally contliciing bodies. 

form a coalition. Competing discourses that fail to find a meeting point maintain a 

dissenting role hut are gradually overpo~vered or absorbed. 

This process is obsen,abIe at both the macro and the micro levels. At the macro level one 

can observe the points L)! .:ergence at the levei of political and industrial policy and 

planning. The chapters on the industry and training context discussed the struggle between 

the discourses as they argued to achieve persuasi\-e power and influence the course of 

decision making. 

The industry restructure movement was remarkable for its success in finding points of 

con\.crgcncc so that industry. unions anti go\.emment appeared to speak with one voice. 

Old discourses \\,ere destabilised and new ones asserted. 

At thc n~icro Ic\.cl. i n  the case study, one can observe the 'dance of con\wgence' between 

groups and individuals. Within the Training Committee the momcnts of convergence 

betiiwn the union and the management groups were insufticient to sustain significant 

political and industrial change, while the alliance between the union and the training 

provider ivas nct strategically powerful enough to influence the discourse at Carcare. 

*The cnsc study company provides an oppo~tunity to observe the negotiation of 

convergence. The reduction of the training course to an SO-hour program was olle instance. 

Both union and en~ployers recognised their interests being met by this agreement. The 

aqreement o\w- the skills based pay st;uctare was another instance. On these occasions, the 

training management role assumed by the union was toleratedy even perhaps endorsed by 

thc company. 

Within the Training Committee meetings (as illustrated in Interactional Event No 3) one 

witnesses ihe parties finding and losing meeting points, seeking never to stray too far from 

the negotiable positions. This is the ?vay industrial relations is conducted when the parties 

h 3 \ ~  signed up to ihc non-ad\.ersarial. collaborative, high trust culture of industry9'. 

The history of industry training itself ot'f'ers another example. The story below explains 

hen. industry trai:!ing was forged from conflicting traditions towards a point of reso!ution 

bet~vcen the predonlinant parties. 

9.3 Finding Convergence between Conflicting Learning Traditions 

9.3.1 The Learning Traditions of Industry 

The educational endea~~our  associated with industly restructuring marked itself off from 

pedagogical educational movements in that its subjects were adults, working within ar! 

industr!al en\ironrnent. It \vas not an extension of the educational traditions of the 

?;ccnnda~>. and tcrtia1-y systems. I t  \vas a new hybrid influenced by the apprenticeship 

traditions m ~ s e d  with industrial politics and spiced with a little critical e l k a t i o n  when 

adult cducntors could mgle their way in. I t  might be viewed as an industrial truce between 

the management and union training. 

The union mo\.cment had strong learning traditions according to Newman (1993). Union 

traditions harken back to the mechanics institutes and working men's colleges of last 

ccntury. These \reere established in  Australia as a colonial manifestation of the British trade 

union mo\,emcnt. The colleges provided skill development for blue-collar workers. 

:kcording to Ne.iv~nan. the tradition of the trade union movement: 



... is a story peopled with . . . committed self-educated people and thousands of men 

and \\,omen striving after an education that in the normal order of events only the 

elite with access to school and university could enjoy 

Ne~vman. 1993:30 

Union training also draws upon the Freirean discourse of community education based on 

principles of emancipation and educational activism (Freire 1971). (See 7.6 and 8.4) 

Newman contrasts the union tradition with the management tradition in education which is 

distinguished. he argues. on the basis of the trainer's relationship w-ith knowledge and with 

the participants. He asserts that rnanagment training is validated by its ability to meet 

oryanisational objectives. It owes allegiance to facts and beliefs known to experts and 

external to the ieamers. The needs of individuals are not the t ra i~er ' s  primary interest. 

Union training. however, vigoi-ously negotiates the program, the style of interaction and 

the learning activities \r$h the tralnhg group. Based on the notion that 'the union are the 

members' (Ne\vm:n i 993:3S). h i r  ownership of the institution and its training empowers 

the ~articipants to make de~nands on the course, shaping i t  to their needs. (Evident in 8.5) 

Management schools may debate Newman's conclusions. Regardless, energetic and 

rigorous eduriyion programs grew up under the auspices of the employer organisations to 

foster the needs of v hite-collar employees. They operated independently of the 

oo\w-nment education s y s t m  providi,~g technical up-dates on product developmer~ts, b 

seminars 011 financial management and industrial relations and short courses on 

maximising efficiency in the workplace. Training was usilally prectical and based on 'how 

to' approaches. (See Appendix 2)  Of some sipificance have been the proliferation of 

business related courses in universities. This 'fascination with management' (Rees 

1995: 1 S) has meant that business related course enrolments more than doubled during the 

19SO's. The Hanard MBA has created a   no del for aspiring business educators 

intern;ltionally (Rees 1995). 

9.3.2 Finding a Poht of Convergence in CBT 

Starting from such divergent points of political and social opposition, the achievement of a 

shared skill-d~velopment vision under the NTRA was a significant milestone. A truce was 

made between the industrial parties with CBT as the point of intersection. 

The designers of the restructuring training movement were socio-political in their 

orientation rather than educational. ANT.4 and the NTB, were 'established without the 

inclusion of practitioners, administrators or academics' (Crudden 1992: 1 4 3 ) ~ ' .  Ryan 

( l  999) holds that Dawkins (the minister for DEET during the Hawke government) saw his 

role as moving TAFE aside in order to establish an economic and instrumental viev of 

education and of 'coaching the two sides of industry on how to claim their inheritance' 

(Ryan 1999: 1 1 I ) .  Their inheritance was dominion over industry training. Ewer, a unionist, 

i n c o l \ ~ d  in the design of the NTRA, writes: 

Training refonn was about solving a whole series of industrial rather than 

pedagogical problems. And I haste9 to add, this was just as well, because we were 

singular1 y badly qualified to analyse CBT as a pedagogy. 

Ewer. 1996: l 3  

The drafting pen cvas in the hands of trade unionist and i~~dustrial leaders. Educationalists 

had input status but were e~nployed in the service of the industrial parties. Educationalists 

\{.ere called upon to develop a product that did not conflict with the political and economic 

aspirations of the industrial parties and that matched the educational understandings that 

the primary stakeholders brought to the task. (See 5.3.) Hence the boards called upon the 

stmices of the trade tradition rather than the adult educatois working in the critical 

education tradition. Trade teachers had industrial and technical expertise and credibility. 

The popular thinking of trade teachers at the tirne championed CBT and self paced 

teaching as the new apprenticeship training experiment (Brown 2000). Based on 

bcha\liourism, the new training model promised greater control and tangible outcomes. 

klarsick (1991) tells us that the model originated from the military, drawn ltom World War 

2 espcrience. She explains that rhc   no del was already dated when imported to serve the 

needs of industry restructuring. I t  no longer complemented the structures that typify war 

and much less, the industria! organisation of today. However these criticisms were 

cnmoufaged behind the siniplicity and uniformity of the CBT concept. 

CBT provided a seemingly ~eutral, educational framework which did not threaten the 

political stance of either union or en~ployer bodies; hrthennore it served the need of 

government as a forthright intervention in skills development. It therefore became the core 



of the \.ision. Worsnop (1 5?93), whose affiliations were with the Australian Chamber of 

Commerce and Industry. summarised the educational recipe: 

The essence of CBT is that it is concentrated on the end product. 

Worsnop, 1 993: 2 

.4greement was found between the industrial. parties by a focus on skill as the content of 

industry training, leajing the separate leaming traditions and ideologies of union and 

management intact and independent of the NTRA. Its workability lay as much in what it 

promised not to do as in what it said i t  \vould achieve. It became a powerhl  'social 

organiser' (Jackson 1995: 1 )  binding a common understanding in a single discourse. Skills 

could be analysed as a sequence of actions and patterns that were simple to train. Even Key 

Competencies cou!d bc 'neutered' by focusing on skill outcomes. Skills growth could be 

accounted for as a contributor to economic growth. The model could be analysed in tenns 

of inputs and outputs which sat well with the economic managers calling for educational 

accountability. (See 6.2.) CBT was consistent with the emerging philosophy of  economic 

rationalism. hence the discourse market was well matched to rhe capital (Bourdieu, 1991). 

9.3.3 Educational Compromise and CBT 

Where industrialists had found a point around which to build an educational framework, 

educationalists fought between themselves. vigorously debating the educational and 

philosophical meaning of the CRT paradigm. The point of convergence for the most part 

eluded the educationalist factions working in the field. 

CBT was grasped as an important catalyst for reform within the apprenticeship training 

systems. It  had the power to resolve some points of criticism against the system. 

Apprenticeship training was criticised for its inflexibility at its entry and exit points. The 

length of the course and the topic areas were set. I t  was also criticised for its inability to 

cope nith individusl difference in learning and its lack in national unifonnity of standard. 

Self-paced learning, combined with CBT, answered these criticisms. At the same time it 

9 3 1 ~  a sense of control and transparency to industrj - the principal client o f  the system. It 

replaced the intangible art of the professional pedagogist with concrete and visible steps 

towards skill acquisition. (See 7.2.2.) I t  allowed industry to develop trainers so that one of 

their tribe could control lsarning rather than submitting to erudite outsiders. It  appeared 

that CBT would allow the training system to directly address 'performity' and augment the 

po\\.er of industry (Lyotard 1981). Early examples of CBT were based on manufacturing 

models \\.hereby the trainer followed a prescribed procedure creating efficiencies and fixed 

outputs. (See 6.2.1 .) While i t  took the 'teacher out of teachiilg' (Sefton 2000:25), it spoke a 

language that industry understood. 

E \ w  since the emergsoce of Award Restructuring, critical educationalists had been 

agltaiing for a pedagogical approach that recognised the role of  critical thinking, research 

m d  language skills. Critical educators argued that 'knowledge, thinking and evaluation are 

q u n l  clcmcnts of skill' (Jnakkoln et al. l995:3O) to technical skills. But VET was 

some\vhat 'anti-intellectual' and had 'no tradition of critical analysis' (Jackson 1997 a). 

\Vhilc. peneric skills experienced an impetus under the influence of Finn (1991 ), 

Cannichael (1 992) and Mayer (1992), the practical application of Key Competencies 

translated into 'pztchy and variable' (Keams 2001 :46) practice at bestgR. 

The early emphasis on enabling skills in the NTRA, particularly literacy skills, was an 

initial triu~nph for critical educationalists. It allowed the educational brief to be broadened, 

although significant concessions had to be made for the sake of convergence. Lo Bianco 

(1989) notes that the conceptual frame for discussing literacy had shifted from a welfare 

modcl to a n  industrial model. It shifted from the marginal needy to 

'an important corollary of labour market progrms,  of economic restructu~%);, of 

the adaptability, mobility and Inore highly skilled type of workforce for the 

'productive culture' which economic prescriptions of Australia argue is essentizl' 

Lo Bianco 19Sc):vii 

Thc discourse of education as a democratic right was repleced with a? instrumental 

discoursc ~ r - i  th points of reference to industry and thc economy (S~.rrgl,;inetti 200 i ). Within 

the field. critical educators debated whether they had been colo~ised  inro an economic 

rationalist paradigm to the detriment of the core principles of critical developmental 

education (Cunningham 1993, Angwin 1997, Mulqueeny 19%). Educationalists, !laving 

adopted the industry discourse of instrumentalisation and economic benefit, had found a 

wint of con\wgence if only with tentative commitment from their industry partners. 



As the decade progressed. literacy faded as a frontline initiative9' but the battle between 

the learning traditions continued in educational forums. Industrialists remained oblivious to 

the issues. 

Criticnl educators recognised education as always ideologically invested. Industrialists had 

achiei.ed a truce by constructing education as ideologically neutral which of course it could 

csLrer be. Ho\im.er. critical educators could not draw a line between education and politics. 

The English teacher can co-operate in her own marginalisation by seeing herself as 

'a language leacher' with no connection to such social and political issues. Or she 

can accept the paradox of literacy (language) ss a form of interethnic 

comn~unication which often irivolves conflicts of values and identities, and xcept  

her role as one who socialises students into a world v i e s  that, given its power here 

a d  abrosd, must be viewed critically, comparatively, and with a constant sense of 

possibilities for change. Like it or not, the English teacher stands at the very heart 

of the most crucial educational. cultural and political issues of our time. 

Gee, 1990: 67-63 

Critical educators recognised the education process and work itself to be inextricably 

enmeshed ~vith issues of identity and m a n i n p  (Mulqueeny 1998). Hart ( 1  992) argues that 

those who construct skill as value-neutral and apolitical subscribe to a patriarchal 

frame\\-ork. Such an accusation could be levelied against the signatories of the NTRA. In a 

consensus climate i t  was not within their interests to gi \~e too much volume to the 

contesting voiw of critical educationalists. 

9.4 VET as a Supplier to Industry 

Another fornlsti\ c intlilence on industry education was its relationship io industry. 

Industry bodies shaped a role for education as a senrice provider to be managed as a 

supplier in the production chain rather than as a planner and shaper of the social and 

political capital cf the na t i~n" '~ .  The role cast for education stands VET apart, particularly 

site-based VET, from other strands of education. (See 6.2) 

At the u.ork-site'"'. trainmg providers were to be given specifications to meet and they 

were to be managed applying the salne systems as those used for other industrial suppliers 

eg parts suppliers. cleaning services. ANTA er-~orsed this position and recast its role to fit 

'a rational actor model which privileges neo-liberal concepts of free markets' 

(Butler199S:S). Educationalists submitted to the role carved out for them, most without a 

\i.himper. (See Chapter 6) 

Educators do not come from a robust, critical tradition it appears. Hall (1 996) observes that 

uducators do not question policy decisions. An analysis of 40 research publications on the 

school:TAFE interface revealed that: 

none questioned the policy statements upon which major changes were based. This 

is true of most VET Research: policy has been accepted, not questioned. 

1996: 12. 

Smguin~tt i  (7001) reports resistance on the part of teachers to aspects of the NTRA, but 

shu also notes thc concomitant progression of the d is~ourse  of perfurmity colonising 

t w h c r  discussion and values. 

\'ET policy decisions were not based on pedagogical understandingsl0?. Hall goes on to 

sny : 

comparisons nith other countries are usually made before training reform is carried 

out in Australia. Those comparisons are rarely research reports 

1996: 15. 

I~ldl ' s  observations put VET policy and funding into perspective as a politicaiiy driven 

phenomenon rather than an educational one. While this is true of all education systems, 

VET has certain unique qualities which serve to further gag the educationalist. 

VET does not simply teach the skills of ifidustry as subjects are taught in schools. Industry 

is the senior teaching partner voiced through the training boards and through ANTA and, at 

the \t.ork-site. directly through site management. Industry has the right of veto. Educational 

protagonists that cannot establish credibility among industry decision makers are 

dismissed. 

Corporata: literature invokes leaming as meaning a tool which serves the bottom 

line: learning is a commodity which can yield a competitive edge. ... The workplace 



contest positions learning as a conticuous, strategically used process integrated 

uith and running parallel to ~vork. 

Falk, 1997: 2 

This has put new dimensions around the practices and the social hnction of education. 

Training sen.ices are bought to complement and extend the vision of the company. 

Educators are suppliers who negotiate the products that the enterprise wishes to buy 

(Billett 199Sb). .At the same time educational institutions have developed an 

entrepreneurial identity. Customer relations demand that educators view company training 

ideology. policy and practice as marketing opportunities. 

In site bsscd industry education the proximity of the 'customer' amplifies these features 

resulting i n  a further hybridity within the already hybrid VET sector. A separation has 

d e ~ d o p e d  betureen site-based training and campus-based training making one 

unrecognisable as the corolIary of the other in many instances (Falk 1998). In site-based 

training, the industry sector is subservient to the enterprise. In campus-based examples, the 

sector is said to dcfine the needs in tenns of industry competencies, but it does so at a m ' s  

length. The User Choice policy allows co~npanies to exercise greater control over who will 

provide training and Training Packages invite more liberal customisation. 

Campus-based training contrasts with site-based training in that trainees do not have to 

demonstrate their learned values and outcomes in  their practices outside the classroom. 

They are not constantly evaluated for their interpretation of those values and practices in 

their daily acti\ity. Enterprise-based education must demonstrate its effectiveness in 

changing behaviour in a permanent and observable way (See S.3), not just at the moment 

of assessment but as part of an on-going progression. In campus based VET, the educator's 

task is to teach the skill based units of competence in the process of accumulating 

credentials towards a qualification. The task of the enterprise-based educationalist is to 

listen and translate the workplace talk into pedagogical activity'o3. Hence educationalists in 

site-based training are subservient to the vision. beliefs and economic function workplace 

power broke;.< favour at individual work sites. (See 8.5.) 

Had Carcare personnel been sent off-site for training, the expectations of the company, 

union and participants would have been different. The provider would have assessed 

employees and reclassified them in line with their interpretation of the Award. VIC classes 

\i~ould have followed a generalist program based on the endorsed cumculum. Questions of 

CO-management and transforrnative education would not have arisen. 

9.5 Funding Policy as a Manager of Training 

Gu\xmment and industry policy further shaped the role of training educationalists in 

industry. (See 6.3.) Under the Labor government, funding was offered only to co~npanies 

that had established a consultative training committee. Practitioners who wished to 

participate i n  funded programs had to demonstrate commitment to the ideology. Funding 

\ivould not be granted for training per se regardless of the demonstrable needs of the 

training participants. Funding would only be granted if it was said to be CBT, offered to an 

endorsed target group in order to achieve accredited training qualifications. Funding 

arrangements were paid per student contact hour. 

Subsequent governments have applied further restrictions. Competition policy applied to 

training and more conditional funding hale excluded support for pre-course research and 

training needs analyses. In order to cover the cost of the teacher's salary, in state funded 

programs. groups of 15 or more learners needed to participate, favouring class based 

modcls or, in some instances. distance learning models. 

13conomic rationalist principles have been increasingly applied to VET so that the 

w\~t'rn~nc'nt has achieved a cost reduction of 9.7% ir, publicly hnded  VET delivery since 2 

1937 (.+INTA 200 1 ). The absence of funding for pre-course research and program 

de\.elopment forced many practitioners away from context-based, custon~ised programs 

and towards 'off the shelf,  standardised curriculum materials. EBT models have become a 

mrity. Such hnding arrangements have threatened the features upon which WLI quality 

has been defined. It resultcd in reduced teacher availability at the work site and/or 

increased financial contribution from companies. 



The pre\?ailing industry education model cast a role for educators where no space was 

a l l o u ~ d  for criiicisin of policy decisions. The managers of training providers became 

proselytists for the training system ss they attempted to coalesce the energy of their staff 

into the fa\.ourdd pedagogical stancc - CBT, CBA, RPL ... They needed to sell the 

ideology to their colleagues and t k n .  to industry. With the introduction of the N T U  and 

subsequent VET initiatil~es. educationalists played an ad\.ocacy role in winning workplace 

support. ~ o r n ~ a l i s i n g  the new skills development language and adapting the new system to 

different enterprises. Industrial educators were not the independent voice of educational 

consultancy. Regardless of their epistemologicai orientation, their new role was firstly that 

of entrepreneur and salesperson on behalf of the NTRA, and then, supplier to the 

cnterprist.. 

9.6 Strengthening Employer Autonomy and Authority in VET 

The ac t i~~ i ty  of indust* is set by its economic and political imperatives. Could educational 

wa l s  be achie\.ed at the same time? Those minding the political and economic score board b 

were obli\,ious to the educational one in this case study. Industrialists had de\reloped some 

interest in skills extension for its economic value, but none in the broader issues of 

education. The!. ga\x no credence to educators as contributors in planning h r  the 

dc \dop~nen t  of the social and intellectual intiastructure of industry. 

Training refonn was going to deliver a 'high skill-high wage economy' .... Here is 

the first and most hndalnental problem with training reform from a union and 

social democratic perspective - put simply. training reform was expected to carry 

too much U-eight in  economic and political terms. 

€\\.er. 1996: 13-16 

The fact that employers saw the ETRA as educationally driven (Fitzgerald 1993). and 

educationalists saur i t  as industry driven (Fitzsimmons 1996) and unionists saw i t  as 

idec7logicnlly dri\.cn (Ewer 1996) suggests that nobody was getting what they \i.anted from 

i t .  Ho\tVe\.cr ,ipvernmcn! policy makers have heard the voice of employers to the exclusion 

of others. 

Subsequent developments within VET. namely the National Training Framework, have 

consolidated the position of employers as customers and managers within the training 

system. Neo-liberal policies have excluded unions from training roles. Where the Accord- 

NTKA relationship made strategic. political and systemic connections between VET and 

skill development, neo-liberal governments have sought to dislocate this structure in favour 

of individual 'bargaining' and contractsi0". Such policies of the Labor government were 

accelerated by the Liberal Coalition when it gained office in 1996. The edges were 

hardened and safety nets removed (Brown 2000). Unions were increasingly excluded From 

decision making and training management roles. The link between wages and endorsed 

qualifications became n e g ~ t i a b l e ' ~ ~ .  The Training Framework removed the persuasive 

power of the union and dcregulated the field. leaving workers at the mercy of management 

to deem trainins as they saw fit. Training, as a negotiable item within EBAs, diminishea. 

Hencc training was separated from industrial relations and decision making around the 

politics of labour. VET is now a 'silo' activity (Schofield 2001) grafted on to industry but 

impotent as a force in industrial relations. 

In site-based training, convergence is now the business of training providers to find in 

selling their products to employers. Looking from another vantage point of this case study, 

one could conclude that employers have always had control of training. The case study 

demonstrates that training that is not vigorously supported by management, is doomed to a 

tokenistic role. I t  illustrates that in site-based training the role taken up by management is 

pi\utal to the functioning and effectiveness of training. WLI research (Sefton et al. 1993, 

Scfton et al. 1995. Virgona et al. 1998) Further supports this conclusion. Employers will 

dctcrn~inc thc educational value of training initiatives in the workplace. 

9.7 Defining Training at Carcare 

The Carcare case study reflects similar relationships and discourse positioning as p 

out bc tnwn the pressure groups on the national training canvas. With the industria 

embroiled in the political struggle, they were hardly conscious of the educational 

llayed 

1 parties 

implications of their decisions. Educational issues rarely emerged from the dust of the 

battle field and failed to engage if they did. Discussion about training at Carcare never 

encompassed learning. It was always about industrial relations and expediency. (See 5.3) 



Training presented the edifice behind which the essential industry restructuring battles 

were fought. The central (though unspoken) battle was whether the personnel management 

of the company was to be shared with the union within a consultative model. Training, as a 

tradeable item in indus!rial relations. provided the context for the battle, but training, s s  an 

educational activity. was incidental. 

The CBT model, to the extent that it was understood, was uncontested. Training was said 

to be about skill development despite the contradictory evidence of workplace practice at 

the cornpan y 1°". 

One could argue that the resistance oi'workplace personnel to engage with training or  to 

negotiate the cumculum was part of t lx unspoken pact of co-operation betneen the union 

and management. "The trade off in the cr,nsu!tatim environment was the avoidance of 

confrontation except at points of crisis. Engagement in curriculum matters could perhaps 

lead to crisis. However, they played a game of pretence about the match between course 

content and skills de\-eiopment and the extant to which skills could be applied on the floor: 

' . . . after they've done the training by lack of .. lack of application of the skill that 

they've got through the training group, they're not gunna get a pay rise.' 

Andrew, Training Committee i'vleeti+ig 

No one showed any real interest in having the classroom activity complement workplace 

skills, nor in fact in ensuring that skills growth took place at all. The importance of skills 

assessment and its occurrence within the workplace was frequently claimed by both 

industrial parties. It  was spoken of as if i t  were in operation when everyone knew that 

assessments were not conducted and the assessors had a role in :lame only. The 

classification status of individual workers was decided in rnee:ings between Reno, the 

works manager, and Ron the shop steward. Although Ron was a trained workplace 

assessor he did not conduct formal workplace assessments. Nobody did. The style of 

assessment had not changed despite the training and the developrnent of a new system. The 

assessment was on the level of ' I  reckon he's wonh about a 3'. 'Well I'd givo him a 2' 

'Yeah okay'. There was no reference to the agreed criteria. 

The assesso:, ivere said to have assesscd eveiyonc wthin the workpiace and to have 

reassessed the trainins graduate- following the training program. Anna asserted the 

citmclcratic po\ver that follows \\hen there are in-house shop floor based assessors 

(Intcractional E \ m t  Nn  4). To .Andre\\.. she affirmed the practical value of in-house 

assessors: 

That's the reason that, tha: \L.(: bent in the first place for in-house assessors, so i t  

can be an on-going process ratiier than having to wait, yoo know. for the first of the 

m m t h  c\.ery thruc months to have some TAFE college come in and do it. 

Training Committee Meeting 

Clnlmin~ n shared azenc!. s h ~  assumed a shared snotivation in establishing the assessment 

s\ ,stcn~. Andrcjv agreed c\-cn though he had only a minimal understanding of the system 

and nu knowledge of how i t  originated beyond a response to industrial pressure. Both 

-1ndrw and Anna placed a high value on being seen to be playing by the rules. The 

knonfledge that the training and assessment system existed was what mattered. As long as 

xsessment and asstssors had a nonminal role, the training system could claim political 

~ntcgrit?,. The game of pretencc was u,illingly subscribed to by all parties and was an 

important component of their attempted mutuality and their searching for common ground. 

Thc debate o \ w  educational veracity had no place. Andrew explained that employees join 

thc training 'to ensure you'\.c got job security' (August meeting, 1997). althouph the 

experience of the graduates contrdicted this. Of the seventeen who completed h e  VIC 

C O U ~ S C .  only t~i~el \ .e  remained three ~nonihs after grad~at ing '"~ .  A m a  told us that training 

\\.as about mciney: 

Irou'\.c got to get something for having participate 1 in the training otherwise why 

participate? 

Anna (Union Training Ol'ficcr) Training Committee Mecting 

l~tlucatii~nal \tulucs had no credence and off-the-job training was of no consequence: 

Annn: . . .let's not look at the classroonm work as training. 



I o. no. P 

Anna: The training is in fact the learning on the job stuff and the assessments. 

Traini~ig Committee Meeting 

The irony \ u s  that neither of these. the learning on the job or the assessments. formally 

occurred. 

The training participants likewise shared the view that training was instrumental rather 

than valuable in its own right. According to Anna: 

They \-er). clearly understand that there are two reasons for doing this training. one 

is i t  \\,ill give them something towards a certificate that is national etcetera . . . and 

that there is career progression out of it. 

Training Committee Meeting 

.Andre\\ affirmed this as correct. Con\.ergence on training matters \ifas negotiated at 

Carcare by disqualifjing the educational agenda. Speaking to the class, however. Anna 

a11m.ed a toe-hold for educational \ d u e s  in her summary of Andrew's approach to 

If Andren was genuine and really understood the value of training. And people 

comnlain of other things industrially, about absenteeis~n or blokes not n m t i n g  to 

ha\,e a go 3t different jobs or ).ou kno\rv. a11 of these other things that are his big 

problems. If he actually had half a brain about it. he \iPould realise that a training 

component will assist h i ~ n  with all of those things as well. 

Training Session 

.\ndre\v asserted the in~portance of training in building skills but did not fo!low through by 

establishing a strategic system for supported skills development. For the company. training 

was like taxes. One was forced to pay up only when every option to ignore the demand or 

reclassif?. the activity was eshaustcd. The notion of training being beneficial in its own 

right u.as n e \ u  contcmplatsd. It \\..as a burden and a COS:, regulated by the force of lawr. In 

..lnnn's \i'ords: 

I still ~naintain that this company doss not understand the value of training. They 

are still saying 'it's a bloody waste of time. It's a wank. It's costing us money. We 

should halee the blokes out on the job. k'ou know. .. we're training them for things 

they already have'. All of these types of things. 

Training Session 

Like all of us Ivorking in the field, Anna's role was a contradictory one. On the one hand 

shc \vas an industrial officer \\.here her single responsibility was to win improved 

ci~nditions for n~cmbcrs. on the other she \\.as a training officer who h e \ \ ,  the potential of 

training bcyond that of an industrial l e ~ w .  

9.7.1 Failure by Omission 

The NTRA failed to achic\.e any significant refoonn at Carcare for many reasons. Firstly the 

Sl'R.4 \\.as a culture ccntrcd i11itiatix.e as ~vel l  as an instrumental one. Its prerequisites for 

SUCCL'SS n.erc a set of cuItura1 features and ideological relationships. Reforn~ was to be 

achie\,cd through consultation and communication. If this is true then its starting point Lvas 

to establish a le\.t.l ol'trust be tnwn management and the shop floor built on a belief in the 

\\ orkcrs as an integral part of the growth of the business. The Carcare management was not 

\\ illing to risk trust and SW no strategic value in working \\,ith its people, despite Torn's 

\\'or-kcrs \\.ere constructed by 

as unco-opcrati\.e and uncomi 

management as static and untrust~vorthy. They were ,viewed 

:nitted to their murk. Despite the high level of  personal 

.ifested during the presentation session, 

the nest Training Co~nmittee meeting: 

in\mt~ncnt and specialist expertise t h q r  lnan 

..\~ldrc\v had littlc to say i n  psaisc of them at 

.Andrt.\\l: They had to also show the necessary skill. 

h n a :  Right, so you have to get them to the skill level. 



[Some of these have. He has. Those 

tn.0 ha\.e left so it ... !lias probably has. Mike hasn't. Nick probably has. 

Jack. is a q u q - .  d a m  is a query. Stan is a query. Brian is a query to get 

more pay al)o\fe the rates.. . Stan sort of bounces up and dou-n on the one 

spot ., . Mike'? U'eli, poor old ,Mike .. . 

These \ \we  the same pecple to ~vhorn Andrew comn~unicated a sense of pride during their 

training presentation. He now dismissed them as of dubious \ -due on the basis of a code of 

unspecitied principles adopted to fit the moment. Some of the workers he 'queried' were 

the recognised uVorkplace experts in specific areas and key workers within the cornpan!!. 

His 'query' classification came not only as a s1:rprise but a betrayal of some of his most 

con~mitted and skilled ~vorkers. 

An entry in the minutes from the April meeting pennits some insieht G into management 

thinking. I t  rc .,&.. 

The meeting discussed a memo sent to management on imprmving morale in the 

\\~orkplacc. The union representative requested that the minutes record a response 

from management as quoted: 

'The enterprise agreement requires that n.e provide a safe \vark environ~nent but 

not necessarily a happy one' 

Minutes. April 1997 

Andsew. \\ ho was absent from the April meeting. denied knowledge. explanation or 

authorship of the cornnlents at the May meeting. 

Another signitican' i -ason for the hilure of the refonr, agenda at Carcare was the 

unspoken pact of co-operation that quarantined disagreement in the interaction between the 

consulting p m c s  The le\el of trust between the industrial partics was so fragile that they 

\\,ere constantly tcntative in their dealings \vith each 0 t h ~ .  

Issues of change \i crc assiduously avoided by all parties at the training committee 

meetings but it ~ 3 . s  the principal topic of discussion in the training sessions. Each visitor to 

the class \\,as these on o m~hsinn to recruit lnernbers to their ideology. Each spoke of a 

status quo that was unsatisfactory and a new direction that needed to be pursued, yet in the 

cnnsultati\.e forum. the protocols of consensus and mutuality insulateld the parties from 

s i p t i c a n t  confrontation on their polarised positions. It was only in aggravated conllict 

siluntions that union and management expressed a need for change. The code of mutuality 

:illo\i cd thc panics to perpetuate further inconsistencies znd cootradictiors uncensored. 

Such an  appronch meant that progress ivas extremely ?low. It silmccd any discussion about 

n ha; I u . 3 ~  tn.ing to achic\.c. If the issue was unavoidable, all parties resorted to pretence 

propped by tlieoretical industrial agreements. A change agenda could be ~ u r s u e d  only if 

parallels and con~~eryences could be found. Issues of power and i d z ~ ~ a g y  were 

ciscumna\.igated. Management constantly broke pron~ises and changed explanations so that 

thc good \\ . i l l  between the parties was deeply perforated. As a result the parties were unable 

to negotiate 3 crcdiblc. conxnon standpoint f ro~n which to progress. 

The third reason for the failure of the NTR4 at Carcare was that the company policy was 

i l l  dctined. The management had no shared vision of the future and was undble to present a 

cohcsi\~r. \.ir.\\- for the direction of the company. 

\I;lriagcrs appcorrd to 3 C 1  i~nilaterally. \!'hen things went urrong. blaming was the rctles 

rc~ction. Llanngcrnent personalities jockeyed for p o u w  professing the validicy of their 

point of i.icw o \ w  that of others. They reacted to camouflage their mistakes and 

incfticicncies. Management ivas unable to provide leadership through a sustained and 

cscdible ideology. hence its members were undisciplined and uncertain. 

I t  therefore comes as no surprise that training was beset with contradiction. There were 

implicit boundaries around training and around learning that trivialised its significance and 

prm-ented identification with its processes. Despite Tom's explicit statements to the 

contrary and Andrew's insistence that training was irredded to increased skill, training was 

~nsulatcd from affecting iirork acti\ity. 

11~. experience indicates that companies that react with suspicion to training offered by 

cstc~nnl training providers, usually h I I  broadly into two categories. There are those that 

are tightly controlled and who fear intrusion into their control over the workforce. They 

undurstand the poazer of training to intercept ihe established manage~nent discourse. On the 

othcr hand these arc those who belie\-e their workers contribute only labour to company 



pr~fitabilit!~. and therefore education is of nc \value and an unnecessary cost. The latter are 

ctisn companies that are reacti\,e in their industrizl relations. These companies focus on 

lahuur hours and short cuts as the means to achie\re success. 

Carcare \\.as one such example. It was a workplace in constant negotiation about n~orker, 

managenicnt and company identity. Deetz (1995) argues that an unstable discourse offers 

opportuni~ies for redefinition and refinement if discussion is not stifled. Carcarc however 

\\*as not self reflecti\.e. Discussion uras not zralued and alternati\'e views were not explored. 

The discussion that began with the trainees on presentation day was not viewed as a valid 

contribution in the construction of a neu. culture of communication. It was seen as an 

attack on the pre\.ailing p o n w  structure and the management response u9as to close ranks. 

iq the unpred~ctablc climate of the company, trainees \\.ere being asked to contradict their 

habitus in attending training. The workers Livere otien ordered to stirt an urgent job at 

training time. Sessions usually began ivith me ~vrestling with managers in an attempt to 

c o ~ ~ a l  participants. Their identity as co-operative, conimitted workers concerned about the 

company's \\.ell-being \+-as the nexus of a dilemma. Should they attend training, 

rhetorically endorsea by the company, or stay on the job. \vliich Lvas the umpoken message 

of company management? Within this domain. the power of the trainer was of no 

signi ticance in comparison to the manager. 

Training thesetore maintained an insecure tenure propped by the insistence of the union, 

until. ha\.ing grown tised of the battle, the union along lvith us, the training provider, 

~valked away from the battle field. From the union's point ol'view, management was deaf 

to the introduction of a transhnnative discourse and from an industrial relations point of 

\.it.\\,, the in~~estment  far outweighed the gains. 8 or 10 members with a pay increase of S20 

per week was a poor return on 6 ~nonths of meetings in a resistant environment. From our 

point o t ' ~ . i ~ ' \ i ~ .  the lack of  co-operation at the company meant that the link bcween learning 

and \i.orkplacc. change would never ccnncct within the car prnccssi~~g side of the business. 

There was little hope ol' establishing a training culture, providing for better con~munication 

or even n-orkplace improvement in physical terns. The union therefore decided to seek pzy 

increases through the EBA and industrial pressure, thus abandoning the Training Reform 

Agenda on this site. 

9.8 Willingness to Find Convergence 

Tt-ie NTRA achiel ed major reform within industry. It convinced some c~mpan ies  and 

indust~y sectors thzt the!. had a role in guiding and managing the national training systems 

and thc>f had a responsibility to the development of their workforce. Despite the progress 

~ i i~ idc .  AXTA spokcsp~rsons bcnroan the fact that we still have a long way to go to achieve 

truc ent-rprise co~nmitmcnt to skill de\.clopment (Scollay 2001) "". The points of action 

4ic identified in 2001 u ~ u l d  have been equally as rele\mt 15 years ago: 

Y Orgmisations need tc? be 'high performiilg'. and 

\Vorkforce needs to become 'highly skilled'. 

Scollay. 200 1 

Y ~ ~ ~ c t h e l t ' s s  progress o\.erall npas remarkable give17 the animosity and the disparate nature 

of tiic ncgotiatiny panics. Succcss stories \\.ere marked by a \villirigness 10 find points of 

con\crgcncc and sufficient fidelity to agreed ground rules. In such circun~stances a practice 

ot'good \ i f i l l  uVas established among parties. 

This \\*ould appear to be the missing ingredient among critical educators in the formation 

of the STRA and among the negotiating parties at Carcare. When one compares the 

prii~ciplcs driikig decision making at Carcare there appears to be sufficient points of 

-p-- 

\\'hat Carcare valued in 1 \\'hat the Union valued 1 What I was looking for in 
i 

I : its \rot-kcrs. I in its nlenlbers my learners 
- 
I 

Knwr ledge and Skills: - 
' 

\.'nbsicilcd tlesibility in 1 I Sufticient flexibility to 
l 

\\ or-k skills I ~-neet classification criteria 

, Fast effective learning of skills acquisition and 
l 

new skills recognition 
l 

Willingness to learn & 

share knowledge and skills 

& to adapt when necessary 

Willingness Sr. ability to 

transfer learning between 

jobs R: from classroon; 



' Abil i t .  to interpret , .;\bility to msdiate 

1 cimpany values in the 
I 
I 

1 light of \tvorker interests 

, 
l - ' Abilit?. to a m k  in a team GE~ cummunication and 

! feedback skills 
l 
l 

I Ahilit). to take initi3tii.e ; Willingness to speak out & 
1 appropriately to be asserti\.e in 

I 

I protecting union positions 

I l 

.Abilit\l to read and follow 

! company system eg quality 

/ Orientation 

Ability to read and follow 

.Ability to apply a critical 

perspective within a 

survival priority. Capacity 

building 

Team based 

communication, feedback 

and learning skills 

Independence and 

initiati~re in learning and 

problem sol~ring. Building 

capability 

Ability to read criticaliy 6: 

union procedures and l .sake judzsinents about 

systems / following systems 
--- 

Uncritical acceptance of  Critical \r~otchfulness of 1 Ability to appreciate a 
l 

Jcmand unjust demand range c f  discourse 
i 

I l positions 
P- 

I 

Recognition of economic : Recognition of economic Recognition of economic 
t l i imperati1.e and company 1 imperative and company / imperative and company 

I 1 sun,ival I survival 

-- 
Company l o l d  t!. 1 Solidarity 6: respect for / Balance between : union individual ar,d social 

! 
l I / loyalties 
! 

i Obedience to autho:it>. 1 Willingness to participate 1 Critical participation in 
I I 

1 and bc outspoken i n  / debate 
1 1 \vorkplace democratic 

l l 
i j f o ~ m s  
a--,p- 1 - 

Ho\zww,  what this table fails to acknowledge are the points of impasse that coutd not be 

n e w i a t e d  C through ~ ' i t h i n  the consultative environment we had constructed. In particular, 

there \vas no need or urgency and hence no will on the part of management to embrace 

chznge. F r x n  management's persprcti\,e, the principles UpGil which they had been 

operating in the past had not been con\.incingly drawn into question and the direction 

offered bl. the negotiating parties did not indicate greater profitability and prosperity for 

t!~e company. Points of con\.ergence therefore needed to be synchronised icith need and 

urpc! . .  

The STR-A was rcla~irxly successhl in dranping together these elementc as discussed in 

carller chapters. d though most companies \\,ere slow to react (Carmichael 1993, 2001, 

Scollay 2001). The NTRA howe\*er \:m ambitious in its goals. It attempted to cata1;:se 

cultural change by introducing a transformati\.e discourse around training, which 

posii!ioned shop tloor employees as the 1naj1,r protagonists and equal parties in decision 
l l 1'4 m;lhing . I-lo\\,c\w companies sr~cll 2s Carcnre shon-ed no inclination to change until 

thrcrltcncd b!. legislation. The measure bet\veen compliance and reform was leagues apart. 

I n  such a training con-ipliance climate, education is reduced to a set of external features 

hich can be ticked off to gi\re the appearance of adherence. The Carcare experience 

suggests that education. ideological change and commitnlent cannot be industrially 

I cyslated. 

9.9 Conclusion 

The Carcase examplc dcmonstsates that educational decisions are subsenrient to the 

political. cultural and historical contest. particularly in site-based programs. Nonetheless. 

I ~ L ' S C  are many companies that haire used the NTRA to achieve a level of transfonnation. 

\\'L1 publications offer some cosc study examples. I n  such companies ho\+rever. outcomes 

i\cre achie\.cd not by legislation and regulation but by the willingness of all parties to seek 

a hettcr \\.a>. of relating and to opun up to the possibility of convergence and common 

ol>.iccti\,es. Thero \\,as a shift in the discourse that both parties embraced. This was not just 

an industrial stance. I t  came with a detern~ination to achieve reform and was concurrent 

\\.it11 t h ~  exercise of  refining skills in peoplc and systems management. The skill of 

managing training ueas one of managing identity and recognising opportunities where 

conmon ground could be negotiated. 

lietlccting upon these indicators of success. the hybridity of site-based training is 

amplified. College-basei mining is focused on the individual but sitc-based training " 



(cxcspt for the increasingly p o p ~ l a r  apprenticeship and traineeship programs) is enterprise 

f i ~ s u x d .  I t  is c mcemed with issues of change. identity and accountability to the enterprise 

training managemmr. Educators are not equal partners; they are suppliers to the enterprise. 

As suppliers :hey can offer ad-iice and guidance and may negotiate points of value but the 

tcrnls of the relationship and the final product \\.ill be determined by the customer. 

'k I t  should be noted that such \,alues may not describe the espcriencc of those within it ,  the ideals houwcr  persist and 
shape the style of interaction and the decision making process - the acti\.ity type that prcr,ails. It has already been stated 
that shop s,c\\.ards acti\ity changed from one of  agitator to one of conciliator folloning the restructure movetncnt. 
,; - 

.\ST.\ ~ n d  rhc. lTBs hrnc been inade up of union and employer reprcsentati\.cs on a j O : j ! I  balance. Howewr the 
\'ictorian go\.cmiiicr:t iri 2001 has ad\,iscd the state I c \d  training boards that the\, may include training providers on thcir 
boards if rhcy wish. 
v. Li'hilc cmploym sa. Key Conipctencics arc important. ~:scarch tc!ls us that teachers do not understand thciii and fail 
to teach thc~n directly (Down 1997). .AI-S.ARC (Haincs and Brmd 7000, Sanguinctti and Hanky 2000) rcscarch sta~cs 
that 'built i n '  cornpctcncies risk bcing ovcrshadoncd and allow no capacity to negotiate resources. 
,:I. 'Some c \ m  say that adult literacy ir: Australia is as bad&. served as i t  \\.as before the XLLP, ~ v i t ! ~  a dying commitment 
irom t.cdcra1 and S t X C  go\.cniliicntS rcsultlng in poorly coordinated action. thgnientcd, under-rcsourced pro\.ision and 
I d  ot'appropri~!tc accountability measures.' (Litcrac! Link. 0c.t 7001) 
l"/,  This relationship is spelled out i n  the 'Rcl . /~ ' l t  ~/ ' I I I~IISII : \ .  T I Y I I I ~ ~ I I ~  Boi:td.~ I '~crot-iu ' report ( 1 993): 
'ITBs c ~ p c c t  Collcgcs to recognise ITBs as bcing truly rcprcscntati\.c ol'industn.' and to 'adopt and ilnplcment full), 
irldu~rr? traillins plan rccoinmcndations ...' Rc\.icw 1993.37 

Site-tuscd programs come i n  a nu~nbcr ofdifircnt timns. Sonlc teachcrs attend the u.ork-sitc only to 'deli\.cr 
training': nthcrl; work Enterprise Based TCachcrs (513T) placed \vithin an cntcrprise for one or se~era l  diiys per \\eck 
to work on 3 rangc oftraining initiatixs. %l!. appointincnt to Carcarc could be best dcscnhcd as a moditicd EBT 
:~nmgcmcnt .  I1 y contract u 2s only I(\ !he L'IC training hut hccausc nfthc U a\ U c xork U ithin \\'L], and hccausc ofrn!, 
~r:\oI\ cmcn1 in 1isscsslnci1t and ds a 111cli:hcr of tlk Training Coinmittcc. I spent mdst of the day at the company. 
I :  : 7'11crc is a \\~c;~ltIi ot' rcscarch durs and go\ eminent advice (rskrred to in Chapter 0). that problcmatises CBT, 
trmzicrability o f  skills and processes for skilis gro\\.th. \'cry little of this appears to reflect in change to the siructurcs, 
funding and policy ofLrET in action. Howe\w Selby Srilith (1 999) in\.cstigatcd the impact of R&.D on VET decision 
making \\ hich dcmunstrated that the question is too complcs to pro\idc a simple answer but in gencnl VET docs 
exercise iomC i n t l u c r ~ ~ c  i ~ c r  certain decisions. 

The current system c)f traineeships has introduced anothcr cduc;ltinnal 11:odcI irito site-based training. l'ruinccships arc 
one-to-one or small group training arrangcmcalts that require a mir,inlurn of 4 face-to-face \.isits on the par! of training 
pro\ idcrs. l'!lcy depend upon workplace cspertisc for learning content and should involve nlcntnr rclationsl:ips. Xlost arc 
conccrncd to skill personnel to maintain workplace standards and arc aot engaged with ~ o r k p l a c e  change. 
' '" The contr~dictim \n this is that s o w  older manufacturing industries, under the unlbrclla of thc AMWU, CFlIEC and 
so~iic h)od mcinuthcturing unions. I1~t.c largely maintained the conditions oftmining agrcclncnts tbrgcd i n  the early d;l! s 
ot' thc S7'11.A. 
! 1; Only a t;.~ ~\i.urcis dcmrindc~l that wage Ic\,cls rctlcct endorsed qualiticatiorls at opcr:rtor Icvcl 
! ' l 0  In f ~ t  no t'onnul tcchnicul skills training to(& place. Pwpic rvcrc so~i~ctimcs moved to ditfi.rcnt arcas in the 
\rorkplact i n  the bclicf thut they uould pick up the skills rllcrc !>ut thcrc \\.as no coach, no published standard and no 
asscssnlent ( I <  skills accluircd Thc tr;~incd assessors \vcrc sidclirlcd and their s c n  ices \vcrt: never cmploved. 
, - 
I '  . I'hrec \i crc sacked and onc Icti cnragcd b!. h ~ s  demotion. Another left ha\ irlg found another ~>osition. 
, l '  Enr~rpri.;cl; .;till c\pccr gmcrnmcnts to p+ for the pro\isiorl and. if possible, the rclcn:;c of \vorkcrs (Scollay 700 1). 
, ,.. - fhc  J lc t ,~ ls  and t~nginccr111g :\U 3rd \ '~riafion 0 f % 1 ; ; ~ h  70 1090 includes stmctur;~I efficiency legislation. Clause 6 B  
Stdtcs: 
,I. The panics to this a\i.ard rirc coinnlittcd to co-opcrating positi\cly to increase the cfficicncv, productivit\. and 

intcr~l;itioi:;il conlpctiti\ cncss of  thc ~nctal and engineering industnf and to enhance the carccr opportunities arld job 
sccurity ul'c~nployccs in the industry. 

b. .At cacti plant or enterprise, an employer. thc clnployccs and their relevant urlion or unions shall establish a 
cnnsu l t a t i~ .~  ~iic~t:ar:is~:l and procedurcs appropriate to rhc size, structure dnJ needs of  that plant or mtcrprise. 
Jlcasurcs raised by the cmploq cr. c n l p l o y ~ s  ix union or unions for consideration consistent \rlith the objccti\,e of 
suhclausc ( a )  hcrcin shall bc processed through that consultati\.c mcchclnisn~ and procedures. 

The Stccl Industry De\.clopmcnt .4grccmcnt (SID.4) and t i x  Agreed National Consultati~,c Guidelines for ttlc Textile 
('lathing and Footwar  Industric.s silnilarly plcdgc a coniniitnlcnt to conscltation, c\,cn consensus in the casc of the 
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CHAPTER '10: - KNOWLEDGE: A LENS OM THE ISSUES OF WORKPLACE 

EDUCATION 

Balloon metaphor: 

I O.? Overview 

This chapter again takes a vantage point f rom the  

ground. It observes the t ra jectory the  balloon 

has taken and compares it to  the  gr id reference 

o f  current industry training balloons. I t  identif ies 

t he  trajectory locations tha t  our balloon was 

following and tha t  are recognisable as t h e  course 

of current industry training balloons. 

In rc\,ie\ving the period o \ m  \\.hieh this study has been conducted, certain questions rise to 

the surc~ce. A major one concerns knowledge and knowledge generation within industrial 

\\.orkplaces. Kno\\llcdpc that \\.as seen as important for ~hz: floor certificate curricula in 

thc industry restructuring period now forms or,ly a part of the knowledge that operators are 

s\pcctcd to exhibit. hlunngerialism has triumphed anci narnrssed smkr r s '  procedural and 

'dlspositional""' kno\rriedgc to itself I t  has refocused the boundaries around industrial 

knnn.ledge throughout the course of  this research period and absorbed company culture 

and idcntity as kno\vledgc. The i~nplications for educators are significant particularly those 

nPorking i n  site-based training. 

One perspecti~re on the period would profess that knowledge has narronred from industry 

to cntcrprise. from di\,ergent and inclusi\-e to singular and exclusive in scope, from \videly 

hetcsoglossic to 11a1~ow and controllcd within n homogeneous discourse. While i t  has 

idcned to include areas not prc~iously recognised as knowledge, it has narrolved in 

di\ crslty. 



This chapter ~vill ideqtifj; the ways knowledge has been refocused and redefined. It will 

discuss: 

1 ) the reduction in the range of voices heard in post-restructuring workplaces with the rise 

of ar, imperious quality discourse to which kno~vlebge has become servile; 

2 )  the de~,.elopment of a hybrid in site-based training, as training providers have 

responded to the knotvledge needs identified by employers. 

j) the shift from a focus i>n skills to one of corporate culturalism, facilitated by 

\~.orkplace educatcrs. 

1 0.2 Narrowing of the Knowledge Boundaries 

Industry restrl-lcturing was a heteroglossic discourse. The discourse shifted the site of 

ki~~\\rledge from the industry specialists, particularly engineers, to the domain of all 

emplovees. The introduction of conwltation, traiqing and structural efficiency legislation 

n.erc measures designed to expose and access ivorkers' knowledge. At one l e \ d  

knon.ledge construction was reconcei~~ed as a co-operative cndea\,our. Productivity \vould 

bc achie~fed through the combined \\.isdom of people at al l  levels of the organisation. A 

task \$.ithi11 the industry restructure nio\.en~ent was to expand the decision making 

discourse to find a place for divergent and even conflicting power bases. The movement 

\\.as concei\.ed with notions of sharing decision making as a means to achieve greater 

orkhsce o n x r s n i p  of change decisions on thc path to greater profitability. Consultati\.e 

committees and training wb-committees were enshrined in legislation. Notwithstanding, 

dcmcxracy was instrumental to profitabilit)' rather than an end in itself. 

Ho\\.e\.er, the period has ended with a strengthening of corporate culturalis~n, the muting of' 

dtcrnati\.e discourses and the supremacy ofjust one - the quality, customer-focused 

discourse (Payne 2000). During this research period, managerial dixourse has all but 

obliterated the egalitarian discourse of industry restructuring in site based training. Hence 

the kno\vledge that might have evolved in a structure based on egalitarian notions of social 

capital is not the knowledge found in site-based training programs. Trainers do not spend 

their time assisting learners to develop cogent argurncnts and (o critically compare 

diswusscs. Rather they spend thcir time assisting learners to understand workplace systems 

and to participate appropriately ivithin them. Their inachwtent purpose is to reduce the 

r m ~ e  of discourses and channel tlieni into the Framework of company systems and vzlues. 

Furtherniore, the narro~ving threatens to become fom-.llised. Pressure for international 

parity and competitiveness is encouraging VET to formalise values, attitudes and 

behaviour as legitimate generic skills to be taught and nssessed (Keams 2001). This has 

no\\. become the ncn. 'kno~vledge' around which site-based training programs are 

proposed. 

Sen. industry is characterised by devolved authority structures. On the surface, del-olution 

h;is dispciscd decision making po\ircr. but de\.olved authority is only as dependable as the 

strcngth of the company identit)?. The industry restructuring goal of employee-shared 

dccision making has been achieved at some level but i t  is not within the paradigm 

proposed by union spokespersons at the beginning of the era. The power equation is fixed. 

Employers are ~r.equi\~ocail  y in charge. Ownership of decisions has been dispersed but in 

niost instances. i t  has been rciinquished carefully, buttressed by a strong company identity 

that  has bccn tcchnalogised throughout thc workforce. 

Companies like Carcare attempted to devolve authority ulithout building a high trust 

culture. People such as Scotty held supervisory positions. But Scotty had little respect for 

or trust in the company. I t  \vas n signiticant risk to endow him with the task of 

dissminating company  dues and interpreting them appropriately in the decisions he 

madc oa the floor. After his public stoush nirh 'Smithy', the risk was even greater. 

Si~nilarly Carcare management took a risk in allon.ing quality inspectors to interact freely 

\\'ith operators \ivithout building a trust and knowledge base. Devolved authority goes hand 

in hand with high trust cultures and a strong commitment to corporate values. 

t~rnp1oyct.s \\.ark u,ithin the boundaries of the quality system to interpret the standard that 

1s :~cccptnble on the basis of enterprise values and customer awareness. Responsibility for 

product quality has been de\.ol\*ed so that companies are dependent on workers 

intcrndising standards, monitoring and maintaining them. Workers adjust their production 

ofi their understanding of the tolerance levels of different customers. In speaking to 

customers, supplicss or quality inspectors and auditors, they are expected to project the 

prcscribcd company identity whcther that be racy and adaptable or educated and exclusive 

or r\.:irni and humane or subservient and customer s u b m i s s i ~ c  Workers' knowledge has 

hence come to include the interpretation of company values at the point of application. 



The construction of the quality orthodoxy has taken the place of heterodoxies. Formal, 

documented procedures ha\re overridden di\rergent knowledge and individual authorities in 

thc u.orkplscc. Processes ha1.e been standardised and controlled eliminating individual 

u.a\.s of conducting and organising work. Values of auditable consistency ha~ le  rendered 

eclecticism illegitimate (Bagnal 1993). Diversity in ali its forms has been absorbed by 

fidelit! to the corporation. 

Carcare \vas characterised by its heteroglossic qualities. however the movement to silence 

di\,ergcnt \.oices \\,as eiident in 1907. It Lvas clear that Ryan's task ivas in part to discredit 

the old RS&R discourse along wit11 the ivoolly humanist thinking of Tom. The tight. 

efticicnt ccono~nic focus of the financial controller would lead than  out of the chaos that 

othcr discourses had created. This \\'as a company-instigated initiative. But the drive 

to\\.ards a more quality focused discourse (and away frorn worker led organisatiorial 

practices) began before Ryan arri~ved at the company. It was initiated by customers. 

The extern, 1. ectors in the G M  shed dictated work practices and work organisation that 

discredited ana superseded .' e knowledge and autonomy of the operators. But the practice 

\\.as no: uniform throughout the \\.orkplace. Carcare was not quick to embrace change. I t  

moved nvay from traditional practices only when forced. It was only in those areas where 

customers demanded a quality-led production strategy that the quality systems and 

customer satisfaction discourse dulled and fom~alised the localised kno~vledge and self 

managing practices. In the Fleet area. control of the work was still within the hands of the 

operators as described by Adam. Likewise Mike managed his own work. His knowledge 

and skills application dictated his analysis of the job demands. His work was low volume 

but in the high \.olunle areas, such as the Toyota shed, lean manageinent practices applied. 

The operators were squired to do more in less time and devise ways to accomplish i t  - the 

bar ~ ~ 3 s  al\va>.s being raised. Inspectors from the customer company observed workplace 

practices and demanded tasks be coriducted in certain ways. Gradually variation was being 

stamped out and standardisation upas being enforced. The tracking system was another 

example ivhere an initiative provided transparency and controls for the benefit of customer 

and management, superseding worker-controlled procedures. Krlowledge about work 

processes !]as gradually shifted from that which workers o w e d  and developed to that 

which was owned by quality systems. The quality systems described, monitored and 

assessed the work practices. 

h n n g  the early and middle restructure years, training activity was preoccupied with 

procedural knouk!ge. the use of tools and technical procedures. The later years saw a 

shift in training interests. particularly in site-based training activity. Interest has now 

lighted upon the enculturation of values and company identity. Training has become more 

baspirational" l '  around company valueb and contexts. With the absence of the union voice. 

social justice, equity and democratisation have fallen off the agenda. They belong to 

lictcroglossic en\ironlnents. They have been replaced with a concern for performity and 

refining the 'regulatory gaze' (Seddon and Modra 2000). Training groups and workplace 

teams de\*elop their own KPls, evaluate their performance against the targets and devise 

measures to increase efficiency and profitability. Workplace assessors learn to measure the 

standardisation of skill application. The Carcare program could be described as an 

aspirational program in pan. It \isas certainly coloured by these values. 

Sitc-based aspirational training is one strategy, alongside others, designed to narrow the 

d~scousscs of industp. Inductio:~ and -recruitment practices have a role to play. Recruitment 

has bcconle increasingly domimed by psychological methods, which measure attitudinal 

attributes and qualities such as capacity for creativity, enthusiasm and willingness to 

pnrticipatr: i n  company initiatives (Keams 2001. Schofield 2001). Induction programs in 

some companies extend to one week as new inductees learn the language and culture of  the 

cornpan!.. This is the new knowledge they are expected to master. Identity markers are 

reinforced in many companies with mandatory company unifonns. Employees at most 

levels of the hierarchy are uniformed, subsuming the individual identity to the corporate. 

This has been generalised from custonier service industries such as banks, retail outlets and 

a~rlincs to manut'xturing conipanics and technical repair organisations such as telcos and 

L'\ c11 educational institutions such as TAFE colleges. 

:It many n~ork sites. technical know-how is no longer the primary qualification that leads 

to pso~notion. As one Innnager stated. 'we can always teach that' (Synlex Aust.). 

Employees can also acquire t3iiese skills in external courses. Thinking skills, Icadership, 

creati\.ity, flexibility and willingness to iaenti@ with the company are the areas that are 

most valuable' ". Operational skills are being progressively mechanised in order to ensure 

consistency uf product and to allow non-trade  employee^ :o undertake trade jobs'13. Hence 

\\.L' have ~noved fro~n n notion of career, based on skill development, to one fiatned around 

attitude, \ d u e s  and generic skills"' (Schofield 2001). These features are said to be 



portablc as the indii-idual moves from job +o job. The 'portfolio' employee is seen to offer 

oreater potential for high performance. Portfolio employees demonstrate their job 2 

suitabilit). through a range of employment experience gathered often under contractual 

arrangements across many wcrkplaces, often in unrelated jobs. The skill they demonstrate 

is a high le\rel of adaptability and an ability to recognise systems and to work effectively 

n-ithin them. The job suitability they demonstrate is in generic skills rather than in 

specialist expertise. 'Situated allo~vs employees to transfer the behaviours of 

lo!.alty from job to job. applied and retracted with each chacge, but conditional upon the 

tcmx of the contract (Waterhouse et al 1999). Does this spell the end of career as we have 

kn0u.n it?, asks Schofield (200 1 ). According to Pink (2001 ) i t  does, as 'free agents' 

increasingl)? choose to manage their own work lives and abandon the security and stability 

of full-time single-company ernployn~ent. 

10.3 The Divide between Site-based and Institution-based Training 

These new \falues around employability and workplace skill ha\.e had a dramatic effect 

upon sitebased training and the domain of knou.ledge. When one compares enterprise 

training actiipity and priorities with that of the national training system, the mismatch is 

stark. The national training system is founded cn notions of career. based on skill 

accumulation assessed through obsen~able competencies. On the other hand, the enterprise 

interprets competence and competencies as perfonnity. Performity is actualised differentl?. 

in each enterprise. I t  is a highly contextualised phenomenon embedded in a unique set of 

relationships and a community of practice. Con~petency standards are assumed to be 

generic. \Vhen taught in isolation from the work site, attention is confined to the mechanics 

of skill and testable knowledge. Enterprises are looking for skills applied within the 

\\~orkplacc s!lstr:ns that come with commitment to the company-badged job standards, and 

fidclity to th; organisation's reputation and identity. geared to higher productivity and 

profitability - 'perfonnity' (Townsend et al. 2002). Framed in this way i t  is u~derstandable 

that employers are less interested in formal qualifications offered by institutions (Smith 

2000). 

Carcare managers did not hope for commitment and fidelity but nor were they interested in 

generalised industry-level skills. They could not see how the work at their site was 

reilectcd in the industry competencies standards. They did not ivant :o expend energy on 

competencies they saw as irrelevant e \ t n  if they contributed to a Thus, 

Carcare. under the i td~ ice  of the union. decided to de~relop a site-specific job 

classification. assessment and training system that was built around their omen ~vork 

activity. The starting point ivas to be Carcsre work rather than general industry 

competencies. HOW these skills were referenced back to industry competencies and 

accredited certificates were the trainer's problem. 

Carcare management did not put great stock upon technical know-how. They had already 

made it clear that the skill demand of the work was minimal. To  them, the operational 

cspcnise of the ivorkers did not register as knowledge, only as tasks to be done. When the 

I S 0  accreditation called upon management to conduct a training needs analysis. the 

C I I I P ~ ~ S ~ S  nsas not on technical skills but on the Carcase systems. The headings were: 

Litcracy ancl numeracy 

Quality Systems and Procedures 

SOP applications 

process control 

non-conformance 

quality alerts 

team problem solving 

Production Systems and Procedures 

SOP applications 

production control 

tools and equipment 

materials handling 

Health and Safety Procedures 

housekeeping 

hazardous materials 

n-aste disposal 

fire fighting 

This therefore would appear to be the kno~vledge that management considered most 

important. Operational skills were subsumed in 'SOP applications' within the production 



system. I t  \vas systems understanding and compliance that the Carcare management 

\.alued. 

Most of the ab0L.e items \!!ere ircluded as assessable items within the assessment system 

de\,ised by Carcare training participants (except for literacy and numeracy: but they were 

pitched alongside a weighty bulk of technical knowledge and an understanding of  the 

context c f  -3roduction and team interaction. Likewise. within the training program, such 

items \i.erc not taught pri~narily as items within a system but as activities within a social 

and political context ushere systems prevailed. (See Appendis I )  

The units of competence of most of the Training Packages of the National Training 

Frameii.ork. as \i.ith that of the earlier industry certificate courses such as the VIC. are 

constructed around know-how and technical definitions of skill. Each package has 

compulsory units on teamwork, communication. O H d S  and quality, particularly at the 

1 0 ~ i . c ~  end of the qualifications hicrarchj~. but as skills progress. the weight of the credential 

is hc;f\,ily ton arck wchnical operations nithi11 most Training Packages (Haines and 

Bickmors Brmd 2000)'". By contrast. the definition of competence in operation within 

enterprises has mo\rcd to focus hard on the measures of \I-orkplace excellence (performit),) 

and systems application. The strcss is often not on technical skills. Employers espect a 

specific and indii,idualised reading of their enterprise needs. When training for technical 

competence, employers espect trainers to integrate \vorkplace values, communities of 

practice and niche skills. They also expect them to address continuous improvement issues 

at the same time. 

Thc principle en~phasis is on tr-aij~irrg ro n h p t  to and tnntmgP the chmyiug 

malities qf the ~t~orkplace. Thus a medium-sized horticulture company in rural 

Tasmania expscts training to facilitate 'the ability of employees to adapt to cllangc 

. . . to build in flexibility where people are committed . . . hearts and minds stuff-  

(authors' emphasis) Yiulcahy and James, 1999b: 95 

The mode in which employees apply their skills requires them to interpret the industrial 
I 

culture and to disseminate and accelerate the company values and identity (Virgona et al. 

199s). This approach is articulated in the Fro~ltline Management Competencies where 

supenrisors drive and manage the culture do~irn the line. 

Uscr Choice policies and the increased capacity for customisation in Packages give more 

authority to employers to create designer qua!ificationr within the national training system. 

but institution-based interpretations of industry competencies have held fast to technical 

delinitions rather than affective, disposirional knowledge and Key Competencies. ANTA 

and the lTABs ha1.e given increasing significance to generic skills. but reference to Key 

Cornpctencics is perfunctory in many Training Packages eg Transport and Distribution. In 

on-site training howe~.er. these skills are intxpreted in company specific ways as 

dcmandcd by managers. 

There is still a call for TAFE programs to be more flexible. responsive and relevant'lS 

(Schofield 2000b. Harris and Simons i 999). Compared to on-site training they have 

changed little over the   ears"". The disparity between the knowledges offered by the 

pri111a1-y training sites has become polarised. 

Thc risc in entcrprisc-based training is reflected in the popularity of trainer and assessor 

qual~fications among industry employees. One might interpret this to mean that employers 

arc sccking greater dominion o\.er the mechanisms which control standards. Traineeships, 

\\.hicl1 have a large component of site-based training, have a high take-up rate in industry. 

Llany invol\'c little or no attendance at a learning institution although the involvement of 

an R7'0 is mandatory to oversee the quality of training provision, even though there IC?!' 

hc no formal training per sc. The learning effectiveness of this trend is questionable and 

(Schofield 3000a) rccommends that the 'education-free' trainezships be discouraged. 

However i t  appears that inany con~panies, particularly larger ones, are looking to provide 

their 0u.n training rather than depending on external a~sis tance"~.  Many employers are 

n~o\ring away from accredited training (Smith 2000). I n  an attempt to provide more 

c o m p e t i t i ~ . ~  standards, some g!obal cornpanics have established their own competency 

standards a notch higher than national ones for their industry Schotieid (2000a). The shift 

I S  therefore aivay from industry knowledge specialists, ot'fered in institution-based 

programs'", to enterprise knowledge specialists available in site-based training"'. The 

implication is that professional teaching skills are of secondrrry value when traded k r  

corporateienterprise knowledge. At the same time there is concern. about the low standards 



required to register as an RTO. Scho'rield (2000a) remarks on the increasing number of 

industry bodies u.ho are seeking their own industry specific provider registration at a level 

that is higher than current requirements and that is more competitive with global standards. 

Some corporations ha\.e gone as far as to establish their own learning institutions as is the 

case at Ford. There is now a Honda and a Coles university, among others. These 

institutions appear to h a \ t  the best of both ulorlds from a corporate perspective. 

-4s ind~str!~ has increased its dominion in the field, educaticm has changed its bou~daries  

and definitions. A significant casualty has been that of broader educational values to do 

with conlmunity and cultural capital whereby learners develop their capacity as cultural 

contributors, life long learners and citizens of a democracy (Anderson 2001). Some TAFE 

indust~y related programs make a contribution here. but site-based trainin5 in particular has 

no time for such non-essentials. 

Carcare \i2as still struggling to define its kno\vledge interests at the time of our training 

program. \\11ile managers tirere not quite content with what they were getting, they kneu. 

the ansivers lay nithin the site-based. needs-based training model already established. 

They iirere not coni~inced by the 'learning organisation' values put fonvard by WLI. That 

uras not the knovl*ledge they \+,ere looking for. Values that relate to learning organisations 

and theories of human capital did not yet resonate with :he prevailing company identity. At 

the same time there \vas no interest in handing the training to TAFE particularly in sending 

trainees off-site. Managers acknoivledged that i t  was valuable to have a training program 

designed specifically for Carcare but they were unsure M-hat knowledge should makc up 

the content. 

This divide between the t\vo modes of industry provision (on-site and cff-site training), 

raises the question of how fomlal qualifications, issued by the national training system, are 

regarded by the employers and within the larger community"'. The Carcare experience 

demonstrates a !uw regard for the value of qualifications both in training and in recruitment 

policy. The managers were surprised to read the lists of qualifications that employees 

brought with them on joining the company. Their skills and qualifications were reported in 

n1y training needs analysis. There tvas an untapped wealth of forklift drivers, trade skills 

and c \ w  higher U education qualifications. However the conlpany chose not to use any of 

contributing factor was that the company was not sufficiently adaptable to absorb 

unforeseen skills and opportunities. 

\i:ithin the Australian workforce, completion rates suggest that trainees do not val 

qualifications as much as the training systems upholds their value. According to NCVER 

figures, only 55% of enrolled trainees complete Certificate 2 (Robinson 2001). Most use i t  

ns an smp!oyrnent le\.er and arc successhl in achieving work by entering the workplace on 

11 traineeship (Robinson 2001 ). Ho\twcr. i t  appears that, in many cases. neither the new 

employers nor the trainees covidcr  the Icarrling or the qualification valuable enough to 

co~nplets. According to the NCVER survey, 'E~nployer Satisfaction with Vocational 

Educarion and Training 1997' (Fairweather 199S), emp!oyers strongly supported 

demonstrated competence on a few identified units of competence rather than the ful! 

quali tication. 

I t  iiuuld scem therefore that n.orkers' knowledge is located differently for employers than 

for those who design the qualifications. I t  \vould also seem that the role of the site-based 

cducator is quite different from that of the college-based educator. 

10.4 Educators in the New Knowledge Economy 

I n  many nvork sites, educators ha\.e played a major role in shifting the culture towards 

rrlobal corporate managcrialism. Their relai;,.~ship with learners gives them the capacity to " 

intluence !hc w.orkforce in the use and application of targeted discourses. They have 

therefore contributed significantly in creating and developing workers' knowledge. 

.According to Farrcll (200 1 ), the educator is instrurncntal in manoeuvring the company 

discourse into place, particularly in relation to the power shift from local to global 

authority. She encapsulates the ~vork of educationalkts a that of discourse technologists as 

understood by Fairclough. The teacher's function is to engineer discourse change, making 

links bctwc.cn the local knowledge and the global quality discourse in the process of 

formulating a hybrid that bridges the two. Workplace educators teach the quality discourse 

and assist operators and supervisors to interpret it and apply it to their own acti~lity. She 

points out that this is the service that managers of transnational companies are purchasing 

them. One can only speculate why. in the case cf Carcare one could surmise that a 
, 



the Fleet area to understznd the responsibility the company faced if they made a serious 

mistake. 

mediator as meaningful and p o t e ~ t .  They are moti\.ated to assist learners to access the 

discourse of pawer iiithin the \vorkplace and to make meaning in industry. As such, they 

function as protagonists of the global economy and part of a broader agenda of workplace 

change 2nd enculturation referred to earlier. Attracted by the significance given to learning 

and ihe learning community they are building. critical adult educational is:^ are enjoying a 

new moment in the sun in some enterprises. Within the new context, learning takes on 

many aspects of liberal education. I t  values the soft .kills of communication and thinking. 

I t  encourages the exploration of the company identity and problem solving approaches and 

the mastery of functional skills ir! a more contextual team based environnisnt. I t  values 

learncrs as actijt.  change proponents nvithin enterprises. We drew upon this discourse in 

the Carecare pro, w i m .  

10.5 Workers' Knowledge 

In the new vforkplace culture where decisions are devol\.ed. management recognises the 

sicniticancc L of the role played by operators. I t  is imperati1.e that they generalise workplace 

L dues  to e\w-yday practice and disseminate company \ d u e s  and attitudes throughout the 

u~orkforce because their activities determine the quality and competiti\.eness of the 

company. ~Vanagernents recognise that the finer points of operational improvement is a 

pro\.inco of knoivledge that is inaccessible to them. I t  is the \\.orkers' knowledge that nil1 

create cfficicncics and refine ~vorkplace activity to better meet customer needs. 

Carcare Inanagers were so~ne~vhat  ambivalent in their acknowledgment of this corporate 

\,ision. They had not progressed in devolving authority in any systeimatic way and had not 

dcidopcd a customer consciousness n-ithin their employees. Managers were uncertain 

about thc value of the esercise \\,hen the VIC participants were taken off-site to visit 

customers. S o n ~ c  nwiagcrs thought i t  \\'as irrelevant to their work. Custorncr satisfaction 

u.as a matter of enforcing quality specifications rather than investigating customers' needs 

L,,U ork context. However, managers were interested in capturing the unique nature P'* 

Carcare work and customisation activity. They encouraged Toyota inspectors to speak to 

operators about customer priorities and Toyota values. They wanted operators working in 

Carcare does not prot.ide a well developed example of new workplace practices: however 

thc nen. management at the company was attempting to drive a new discourse through the 

transport (as apart from the processing) side of the business. The new managing director 

called upon the employees as the generators of knowledge to assist in solving problems 

and improving business practice. Hc tvrote in the newsletter: 

Our obj ectitm arc to prot*ide higher standards of vehicle processing and 

distribution than was achietred by those who did i t  before us. If we cannot do this, 

then our 'reason for being' will diminish. 

The question beco~nes who is responsible, whose job is it to improve efficiency and 

practice. I am proud to say the drivers of Melbourne knew the answer. 

At their initiative \ve haire coinn~enced regular meetings to discuss perfonnancc 

obstacles and i n  \.it.\+. of the pressure on them at the time. this move is unselfish and 

demonstrates \\.hat I suggest is what we all want. a pleasant and secure working 

cnt.ironmsnt. 

Newsletter, Aug 1997 

I'hc ncw managing director's message implies new values yet to emerge among the old 

nlanagemcnt in the processing side of the company. It  r t w p i s e s  that operators ha~ve 

specialist knou.lodgc and sets up n relationship based on a partntxhip of different, but 

essential. expertise. It calls on company commitment as a moral v i r t ~ s  and refers to the 

mutual ad\mtage that promises a ~ ' iab le  future. 

Such ;in approach challenges the kno\\!ledge values e ~ i d c n t  in early examples of W C  

training materials de\.cloped under the NTRA which required learners to be passive and to 

express competence by repeating information in test situatiom. The new culture has a new 

dctinition of knowledge and recasts working re1a:ionships. It  demands different answers to 

rhc hllo\\.ing questions: 



. \\,hat knoix~ledge is displayed in the workforce? 

he\\. is it useful? 

. \\.h0 o u m  it'? 

what is its status'? 

\+.hat role does the educator play in promoting and developing it? 

The knowledge of the shop floor is out of reach of management yet integral in achieving a 

leading edge o\.er competitors. It is the type of knowledge that allows operators to 'push a 

dent''24 in place of panel beating a damaged car, saving money and customer time. It is the 

kno~vledge to organise the work to create a more efficient flow and to save labour. 

Hoive\.er such knowledge will not be shared unless workers hold dezr the new workplace 

identity of common purpose with all employees gathered under the banner of a particular 

enterprise. They are cspectcd to bc1iei.e that such values are worthy and that they should 

contribute their knowledge in cornl~ion cause with management to build a stronger 

co~npany. This may require a shift from values of worker solidarity to enterprise loyalty: at 

the \'cry least i t  requires that employees pliky the game of enterprise loyalty. 

1 \i-orked consistently with the training group to establish a belief in themselves and a 

recognition of the company purpose. While I encouraged open discussion of company 

methods and management values, we explored the company identity and invited 

management into the class to talk about it. I assisted participants $0 :cognise their 

specialist expertise and encouraged them to showcase their know: zdge and self-hfined 

enterprise learning in preparation for the presentation session. The group struggled with 

this nc\v discourse position where they were invited to interact about company identity and 

business practices. They knew i t  was alien to the company and unlikely to be valued or 

\wlcor-ned. Under my tutelage, they gave same credence to company values and 

demonstrated something of their espertise. However the training program was something 

of an aberration of nonnal workplace practice both in activiiy type"' and in discourse 

position. My experience exposes the enterprise based teacher as the one who configures the 

dance of con\.crgcnce. She is both subject to i t  and mediator of the conflicting discourses 

of regulation and avoidance. education and practice, insider and outsider. 

Carcare \vas not ready for a n m  understanding of workers' knowledge or for notions of a 

knowledge economy or for workplace learning as wz had presented it. However that was 

not the case with many other companies. For others, the new discourse opened 

opportunities for organisations such as WLI to explore new dimensions in knowledge. 

Discussion of worker knoivledge and its embrace of workplace operations has meant that 

operational knowledge has become a site for analysis and theorising. I t  was previously 

seen to be understood best by engineers and management experts. It was to be harnessed 

and controlled through SOPS. However t k  new workplace discourse has opened new ways 

of thinking and talking about processes making them subject to new normative pressures. 

The field is ambiguous and politically invested. I t  recasts workers' knowledge within a 

frarn:\vork of corporate knowledge. It has the capacity to force educators into ideological 

alliances where values, attitudes and behaviour, as defined by corporations, provide the 

leanling content and outcomes. Training, along with problem solving groups, are a 

mechanism to encourage ~rorkers to develop and share their knowledge. It is a long way 

from the role of educators as the objectivz third party there to teach a pre-ordained 

curriculum or as educational consultants advising on the educational growth of workplace 

citizens. Such ambiguities are not unfamiliar to workplace educ~,tors. 

10.6 A New Construction of Workplace Knowledge 

Educators struggle to ~veigh the significance of these trends. A commonly held belief 

among more 'left leaning' VET thinkers is that the new workplace culture is designed to 

blced the worker of hisiher knowledge with no recompense (Seddon &: Modra 2000, Sefton 

2000). This issue has been debated within WLI for some years. Whereas in the past, 

knowledge was traded through craft-based unions, in the new industrial climate, EBAs, the 

restructuring of awards and industrial relations systems have broken down the traditional 

ownership barriers around knowledge and skill. The new workplace culture has 

reconstructed the worker and hisher relationship to knowledge and skills. In order to 

participate in work, thc employee is now expected to create new efficiencies, improve 

labour and niachine utilisation and to become involved in continuous i~nprovement as part 

of the ordinary experience of work whether i t  be process work or executive work. The new 

nvorkplace culture views knowledge generation, innovation and the development of 

intellectual capital os the competitive edge of the new economy. 

Traditional Marxists hold that knowledge and skill are the only currency of labour. 

Workers own it and unions are the vehicle for marketing it. Attempts on the part of 

management to appropriate i t  and rename it  within the knowledge economy is a fonn of 



industrial thefi. Ho\\.ever notions of a 'community of practice' (Lave 1990, Gee ! 997, 

Deetz 1995) prompt a new way of framing skills, knowlsdge and competence. Knowledge 

and competence are vienred as fluid and negotiated on the job (Mu!cahy and James 1998, 

Ellstrom 1097). Workplace VET has shifted its emphasis fiom notions of skill and 

kno~\.ledge acquisition to 'knowledge creation and navigation' and from IQ as intelligence 

to 'broader notions of capability' (Hase, Cairns 22 Mullock 1998, Cairns 1999, Scollay 

200 1 ). Knowledge is particularised by workplace circumstances and customer 

requirements. Kno\vledgc and skill therefore are as much a part of the job as they are the 

portable qualities that individuals bring to the job. In this environment, production 

employees are respected ::S the money generators of the business and their developmental 

and performance need; 2:e paramount. ManagemerS's responsibility is to service the needs 

of the ivorkers. In this environment, individuals market their capacity to transfer and apply 

their skills. Jobs are changing and many are becoming more mechanised but to label them 

as deskilled is to take a simplistic view (Dench, 1997). They are becomirig more 

infonnation and knowledge based. more enterprise specific, more values basedlZ6 and less 

dependent clpon manual skill. 

In these environments, the quality discourse prospers and its global function is enhanced. 

Jackson (1 995) describes a case study where nursing home employees were manoeuvred 

into surrendering their autonomy and professional standards of care when new globally 

referenced quality standards m7ere imposed upon them. The program usurped their ability 

to exercise judgement and respond directly to patient needs. The unspoken intention of the 

program was to shift control from local to global authorities and to reduce costs. While 

such examples prevail in many sectors, others present a more positive experience of the 

kno\i'ledge economy where employees are listened to and they have the capacity to 

intluencc the way their work is conducted. The new environment need not disqualify 

~vorkers from input nor need i t  deprofessionalise their work. 

The KTF has spawned a variety of workplace training practices that range from those that 

are not about learning at all to those that are about shifting the discourse towards global 

authorities, to those that provide cxenlplars of educational excellence. In each case it 

appears that the old paradigm no longer really fits. Within the new economy, industry 

defined technical skills are no longer the primary trading currency. Skills are developed 

within enterprise communities each with a unique balance between the generic and the 

enterprise specitic. The site of knowledge generation and de\.elopment has shifted from the 

industry to the enterprise. The transferable element pertains to the individual's capacity for 

adaptability. This makes for an industrial environment where corporations dominate and 

indi\.iduals are L-ulnerable. 

The consequence for unions is monumental. The basis of their identity and their 0rganisir.g 

principles have been rendered powerless. This represents perhaps the third major phase in 

inbour organisation. the first being the guild system whereby craft skills were formalised. 

nu,ncd and organised under knowledge and skill divisions; the second being the shift in 

n.ork \ m u e  from craft shops to factory sites giving employers greater control over the 

organisation of production (Proben 1989). Now, in the third phase, the workforce is 

orgnnisud within enterprise groupings where \i.orker solidarity has been tiagmented into 

individual competiti\?e units, or else workcrs are self-employed 'Free' agents. The capacity 

tbr work units to innovate. to read the market and to find better ways to achieve their goals, 

are the skills that are rewarded and that lead to enterprise prosperity. Trade unions by their 

\rel-y name are bereft of a role. Brain tells the union story as follows: 

Thc decline in relc.\~nnce ofthe union reflected not only the triumph of nec- 

liberalism: i t  retlccted the rising success of the new knowledge-industry model. The 

basis of trade unionism has been the ability of workers with particular skills to 

combine to negotiate w q p  and conditions with employers who need those skills. 

But what is to happen now that skills are in constant state of flux and large 

cmploycrs arc dissol\ing into networks of consultancies? In such a world. the role 

of traditional unions disappears - to be replaced perhaps by bodies which maximise 

their members' chances of remunerative employment by assisting with upgrading 

and adapting skills, and generally by assisting with the generation of regional 

employment opportunities. I t  will take some time for unions to adapt to the new 

modes of production. 

Brain, 1999: 2 16-2 17 

In  such n reincarnation, unions can only claim a loose connection with that organisation 

riwxibed by Ne\iman and labour academics. 



L e a ~ i n g  aside the union concerns. how do educators achieve a constructive relationship 

\i,ith the neo fiameu.ork of n.orkers' knowledge? The Carcare case study demonstrates that 

In most cascs a 2,;;xlatched discourse market will result in a marginalised program unable 

to affect organisational change. As educators, nee  need to Ivork w ~ t h  the globalised quality 

discourse to maximise opportunities for our client group. In some companies. the new 

\\m-kplace culture provides opportunities for ernporr.ennent. education and dignity as nt.Lrer 

before. The ANT.4 Best Practice Project Opening Doors: Enterprise Based Training in 

Practice (Virgona et al. 1993). is an exa~nple of an educational program that gives status to 

the workplace values and configures skills deve!cpment within the context of workplace 

practice and values. I-lere. the training program invited company participation at all levels. 

pa~ticularl!~ in the idcntitication of skills and knowledge and the assessment of trainees' 

a c h ~ e ~  emcnts in keeping upith the company identity. It located skills, knowledge and 

recognition \i.i t h i n  a team-centred community of pract ice ivhere knowledge was vielved as 

the cumulative experience of the group. To succeed in the project, participants had to 

reflect company values and processes in the team task of building a billy cart. 

This was a U'LI program that made space for the contradictions inherent in the modem 

industrial m~~i ronment .  The program was achieved as a result of discussions where a point 

of convergence was embraced by all parties. I t  was facilitated primarily by a cultural 

alignment and a willingness by all parties to progress, neither of which were ever available 

at Carcase. The LV1.1 program at Burgess pro\.ides another exa~nple of practical alignments 

tlwt facilitated successful change oriented training. The project is reported in Waterhouse 

et al. 2000. 

\ V L I  subscribes to the o~terarching principles of the Marxist political divide. At the same 

time. its members recognise learning opportunities presented by the global quality culture. 

Thc nc\i9 workplace cultare offers opportunity for educational gro\r,th and workplace 

changc. It holds sufficient ambiguity to allow for capacity building (Seddon & Modra 

1000) and the '\vin-win' learning situations refen-ed to by Sefion. We believe we mediate 

the discourse by providing a critics! stance. FIowever in the trade off in the negotiation of 

customcr satisfaction, grey areas darken. often imperceptibly to the players on the ground. 

The seduction to \r.hich Farrell refers is so~netimes only recognisable afier the event. 

At Carcare. there was no risk of seduction. The union guarded the political boundaries'". 

Thsrc \\*as a lack of  a\vareness that demonstrated that we were not able to respond 

strategically to the disc~urses  that surmunded us. This was evident in the market mismatch 

~vhich we failed to bridge: our incompatible definitions of knowledge and beliefs about its 

acquisition and application. The company did not recognise my contribution to an evclving 

quality and aspirational culture although i t  was considerable. At the same time I did not 

articulate the discourse sufficicntly to c o n ~ i n c e  management of the ~ ~ a l u e  of  my 

contribution. The terms with which I discussed my work with management were within an 

industrial education f-iarne. I failed to recognise quality as the potent dominant discourse 

\i.hich could ha\.u been my primary reference point. Rather I sought to demonstrate my 

professionalism by calling upon the educational discourse. CBT, equal opportunity, 

literacy and accredited qualitications were the issues of the industrial education community 

and the union. 

Tliese. itcms showxi no real integration of the needs as perceived by the managers. 

Xlanagers L{-ere looking for their particular interpretation of performity. This entailed 

\i orkers' commitment to resolving company crises, thereby putting aside persoaal 

priorities for enterprise priorities. Secondly it in\lolved obedience to and respect for 

authorit), structures and company systems. The meta-discourse here involved subscription 

to the role of the worker as unskilled and unqualified to contribute to enterprise knowledge 

(at least ~vithin the processing side of the business). Global references had a role to play as 

external influences: those forced upon them by p2,sent and outsourcing powers. They were 

seen as compliance requirements instrumental in allowing profit ~naking activity to 

proceed but a distraction from the core business endeavour. The activities I ~nitiated 

through t~ aining were viewed sirnilarl y. The skills classification and assessment process 

subscribed to \~alues that placed no priority on profit making as uppemiost. I t  was founded 

on a mtxlianisrn for the recognition and progression of shop .floor sl<ills within a negotiated 

process. Indi\.iduals were encouraged to assess the~nselves and select their own career 

dc~~elopment.  The system recognised experience both within the company rrnd in previous 

cinployment environments. The analysis of skills was meticulous .rnd carefully layered in 

ordcr to recognise s t a g ~ s  of skill development. The selection criteria for assessors included 

'3 c:ipacit)- to relate in a non-discriminatory way' and 'confidence and respect for other 

\r orkers' although i t  also included expertise in departmental skills. Were these the values 



that inmagers had in mind ~ v h e n  they signed the training agreement Lvhich opened with the 

sentence: 

The parties to this agreement recognise that in order to increase the productive 

capacity of Carcare Australia and to achie\.e industry goals, a commitment to 

training and skill de\.elopment is essential. 

The union and I ,  as a VET practitioner, attempted to change the orders o f  discourse and the 

discursi\,e practices at Carcare. We attempted to grow a set of values within the company 

in the belief that these \\.ere best practice \.alues and Lvere therefore inherently convincing. 

Ho\i.c\w thcrc \\.ere at least t\vo ways of Liewing our activity. As noted earlier. the final 

assessment system could be viewed as curnbersome, time consuming and bureaucratic. I t  

could be seen as putting into place a set of demarcations to supersede a process that had 

been fluid and opeil ended if haphazard and inconsistent. On the other hand the new system 

could he valued as just, democratic and ~uppor t i \~e  of workers. It fitted the values held by 

thc union when drafting the Training Agreement. The commitment of  the Training 

Agreement n.as to career progression and hence skills recognition through a competency 

based syste~n. The principles were to equal opportunity in access to training and therefore 

to language and literacy suppon. I t  demanded a fixed process for analysing company and 

individual needs. job rotation and paid training time and a transparent. systematic and 

agreed assessment process. I t  also demanded worker input in design and management of 

the system. 

Although 'signed oft' by the management. the ideology represented was far removed from 

the company's core values. For WLI, knowledge is generated in fostering a participative 

end democratic industrial environment within the context of skill develop me^.:. The 

company focus \\.as squarely on productive performance and meeting mandatory 

requirements through complying with the systems in place in the organisation. For the 

union. knowledge was about building and recognising skills for remuneration. As a by- 

product. the union hoped that training would give workers an understanding of  the 

industrial relations game and how to use i t  to achieve their collective ends. 

Underpinning the union's involvement in training was a belief that the NTRA could 

deliver for workers. Howe\.er Ewer argues. from a union perspective, that training failed 

the workers because 'VET reinforces the rhetoric of competitiveness and flexibility and 

does not do  \vhat it claims to and that is to empower people with a broader set of skills they 

can build on' (June 17 1996 PD session). Embedded in Ewer's critique \vas the sustaining 

of an industry organised skill definition insulated from individual accountability and 

competition. The gaze \ixs to be deflected from productivity performance measures and on 

tq accumulated skill. E\\.er1s demand was consistent with the design of the system at 

Carcare but it exceeded our capacity to influence the tide of discourse that had already 

established the direction of things to come. The fact was that human capit,: measurement 

had shifted from the collecti\.e accun~ulation of skill to the individual in industry discourse 

(blarginson 1995). 

l 'hc Carcarc training and assessment system could not stem this tide, but it had introduced 

a con\wsation around issues of competitiveness and created a kid of empowerment. 

Ho\\.e\'er that became something of a liability in the face of the old values still sustzhed in 

the company and maybe the ne\it ones foreshadowed. In the circumstances, the system did 

littlc f;)r the \i*orkcrsg progressive skill recognition. The case study demonstrates how well 

intentioned programs still failed to disrupt the power balance. Union and training interests 

remained subsenient to employer interests e\.en when en~ployers were somewhat inept. 

I t  nppmrs that a partnership could not be won by stealth. Training in this enterprise was a 

tool used bv industrial parties to achieve certain outcomes. I t  was impotent on its own. The 

statements of  the nen. managing director suggested that we could have achieved better 

educational and cultural outcomes for the worker client group had we persisted at the site. I 

I I I ~ ! ~  harre found a point o f  con\,ergence between our understandings of  knowledge had he 

bcen sitting at thc negotiation table. Ho \ve~~cr  the attitude of the company to a partnership 

\\'ith the union held little potential for the future in the new workplace culture emerging at 

Carcare. b ' e  \\,ere unwilling and probably unable :o change alliances or to trade our ethical 

position for a more subservient (though maybe more profitable) training role. That would 

be to succumb to the seduction. But i t  could be argued that more could have been achieved 

on thc change agenda and that some of the resistance and contradiction could have been 

rusol\.cd had \ire grasped the ~nanagement discourse with greater clarity. 

Our practice has bcen established in the belief that the task of the critical educator has 

always brcn and will continue to be that of contesting the discourse to protect and promote 



the \.alues of critical education. This principle is increasingly challenged in the new 

\\*orkplace. 1Ve still need to find convergence, but now our allies are more varied and less 

discernible. We need to negotiate each one independently and hence we are more 

susceptible to seduction. 

10.7 Conclusion 

In Inany nraq's this thesis asks the question - what is industry education about? Perhaps 

more than any other educational stream. industry education is about economics and power, 

lvhich define the epistemology that is applied. This is particularly true in site-based 

training \\.here the poEw brokers are gathered face to face at the point where training 

deli\.ery and accountability arc observed and measured. Industry educatiorl illerefore finds 

itself reacting to economic and political pressures rather than facilitating skiil and 

knon.ledce development anchored to a fiiture cision of society and industrial activity. In 

the past. educators' attempts to take a leadership role, as in the early years of industry 

restructuring, \\.ere Inet with resistance and a demand for greater industry control. Carcare 

nlrlnagcrs demonstrated this. Industry education has therefore 'renonned' itself as the 

scn.ant of industry rather than \vhat it sought to be, the beacon pointing the way. 

Butler describes the approach of VET as: 

broad sweeping interventions to define, package, transmit, reproduce and capture 

'mercantilized knowledges' (Lyontard 1983:5) through various design 

tecl~nologies, with the blessing and assistance of our 'clever'/catalytic state and its 

pri\,ilegt.d stakeholders. 

Butier 199s: 1 1 

H o n w e r  the case study and training experience demonstrates that interventions occur only 

on behalf of industry and with their active support and consolidation effort. Furthermore 

the state cannot claim a catalytic role. If the call of the state is not echoed by industry, it 

will dissipate into the wind. Educators therefore need to listen for the links in the discourse 

that connect industry values with education values where both can flourish. The educators' 

role is thcretbrc a polemical one particularly in site-bascd education where there are no 

institutional protagonists to drive the policy. It is thc *&-ay industry education is framed and 

the disco~rses  that colour it  that stake out its significance. its direction and defiriition. The 

discourses are constantly contested and ivil! always be unstable. The new call for life long 

learning and generic skills is now seeking inclusiori but it will not gather force unless 

industry reads it as value adding. At the moment industry appears to be sho~ving interest on 

cmdition that it can control the definitions (Curtis &: McKenzie 2002). Points of  

conLrergence appear to be coalescing, reshaping the boundaries of industry education yet 

again. 

\i'LI is an organisation that is less interested in selling education to industry than in 

creating change that is committed to political and social outcomes. However i t  is clear that 

the politics of the moment will decide what education will deliver to industry. WLI 

deliberates about each industry phase to find where the points of convergence can be 

\\.rought. I t  is work that ine~ritably invol\.es negotiating contradictions. compromise and 

constant retlection to prcscn-e our ethical integrity. We measure the balance between our 

\\.iIlingness to play a role in shaping the direction of the discourse and our desire to make a 

ccntribution to the betternlent of the lives of workers. Sometimes, with the clarity of 

hindsight. \ ire realise that perhaps both ha\*e been sadly minimal. Nevertheless, such 

Icssons fuc.1 critical reflective practice and a conmitrnent to maintain the struggle. 

i l / /  D~spositlonal kno\\.lcdg;. rctkrs to \~alucs, beliefs and attitudes. 
" '  .Aspir;~tio:~d'  training rcfcrs to training covering a broad range of competencies such as communication. leadership, 
quality systcms ~ n d  othcr company systems when taught within a franeu.ork of company values. 
I i :  ABS st3tistics ( 1096) colnparc fields of training offered on-housc with those offered externally. Areas such as general 
super\ ision, personal dci,clopnicnt and sales, office iind personal senices are strongly favoured as in-house training 
rather than cuternal. 

.-\ well kncnvn autornnti\~c conlpnny accomplishes very complex jobs such as changing the drive sidr from left to right 
on imported cars \\ithout employing any trades pcople. \+'it11 the assistance of jigs iind teniplatcs thc cornplcxitics become 
a sct o f r ~ u t i n c  3rd rcpctitivc tasks. 
1 1 . 1  

111 one conip;in>, u l ~ c r c  I ha1.c been \\,orking, an ctnploycc was promoted to a position as an engineer although tic had 
no fonllal engineering qualifications. 
i : !  .-l tcmi coincd h> Unlmry in 3 to the [ ~ t l j ~ ~ t i @  Wet-4 conkrence (3-001 ). The tern1 rcfcrs to the ccnditional 
Io! . ~ l r >  ot'l'c~.crl h!. \\.orkcrs i4icrc they expect only shon ten11 cnlp ' .~ymcnt. 
/ ! h  - I'his attitudc is cnrrohnratcd hy many c~nploycrs as rcponcd ir, rcscnrch conducted by To\vnsend et al. N C V E R  (7007) 

1 1 -  The trend appears to he changing as sowe new and revised Packagcs such as those in automotive manufacturing snd 
R S k R  ccntrc around prnccss and systclrls managc~ncnt and tcam\vork. 
; l ?  ITrustr;ition u,ith T.4FE iippcarsto undercut many of the policies of the NTRA. The tension is transparent in the 
Itcvicw of Industry Training Boards (1993). ITBs arc constructed as having superior wisdom in interprzting curriculuni 
, i d  inc!ustn nccds - a role that was previously thc prcscnc of TAFE. I t  begs the question; had TAFE brcn SO 

unrcsponsii~c ;lnd so intractable to change as to warrant an overlord? 
I : o  H;irris and Simons's study (1099) of on- and off-job traitling indicate an apprentices' work world that has changed 
consiJcr;tbly but a TAFE \vorld where the training response has bccn unable to provide an inno\,ative ultcmativc to keep 
p;ice \vith industry. 
l :(l 1000 figures. the most current ci\aila'nlc through ABS show that two thirds of training is conducted in-house mayhe 
n.ith the assistancc ofnn external pro~ridsr, in contrast to courses conducted for the general population (ABS, 1996). 



. . 
' - 1  Thi - ' . s 1.4 contradicted by the fact that many nc\icr teachers cniployed by RTOs are qualified \t.ith the Certificate 4 or 
Diploma in Workplace Asscssor and Trainer \vhich man). industrialists have regarded as inadequate according to 
s c . 1 1 0 ~ 1 ~  (mo). 
1:: \\'hilt the rhetoric is stronger than thc rca!it).. pro\,ision has bcen inadc for apprentices and trainees (cm traineeships) 
t t )  I > . ~ \ c  ,111 t h c ~ r  training conducted i n  industn rattier than in a mix ofT.4FE and \ y d .  The new modcl is slo\r.ly 
achic\ ir:g Jcccptancc. ho\vc..cr apprenticeships in  traditional tradcs cg autornoti\.c tradcs h a w  hardly registered the new 
possibilities and most drc oft'crcll with the same mix of on and off site training as before. 
1:: This qucstion is being ir~\.cstigatcd at sonic Ic\ cl by research sponsored by NCVER. WLI is researching under the 
topic. hcading 'Thc Csc and Value of Qualifica!ions to Employers' The data is endorsing the obsenation that the t\vo 
~iindcs arc in fact quite scpriratc. 
l:J Carcare linguu franca for repairing slight pancl damagc perfcctcd by Carcare operators \vhich avoids more estcnsi\.c 
repair u.ork. 
I:' Company training had nwcr  bcforc i n i o l ~ c d  open discussion het\\ccn management and shop floor nor had it  involved 
p,rcscnt;ltions to managclncnt and cnnipsny guests. 
I-* ,, a!mc (?(NO) points out the d~ngcrous  absurdit\, whcrc a smile or tone of \.oicc has been described as a skill. 
1:- Carcare is 3 remnant ot' an (>Id discourse. The espericnce is instructi\.c for its links with the nc\v and our attempts to 
crapplc ith both. 

APPENDIX l CARCARE TRAINING PROGRAM SUMMARY 

- Initial 80 I-burs 
i Topic / A ctivitv 1 
l 
I Topic l :  Tire C'otrrparrj (approx 12 hoirrs) 
1 Who'snrtm I Case study questions - group setks solutions 

1 Hoa. are decisions made? (eg Business using company Tesources 

I I K )  Organisational tree 

i a Where are we as a company and where C o m ~ a l l ~  bulletins, nlinutes and 
are we going? information sheets 

Management and union speakers to 

1- attend class 

-.- 
Topic 2: Carcare Clrstomers (appro.~ 12 horrrs) 

, \\h art' [hey 1 0 Speakers from customer companies 
e )low are the!' sccured 
a \Vhat do they want -- how do they 

dctennine quality? 

invited to address class 
Q Sales and customer service personnel to 

discuss their work - reading customer 
needs 
Class to identify customer values 

0 Visit to car dealer 
I *- 

L- Topic 3: Safer$ { ~ p p r o x  12 hours) 
I 
I How safe is our workplace? How are decisions made about safety in the 

Honr safe are our lvorkplace practices? ivorkplace? 1 0 Hon. can ~ v t '  in~pro\.e on safety? a Hazard identification and assessment 

\$'hat mechanisms are in place to l irmro\re 

0 Safety problem solving - g o u p s  to 
identify a safety problem and activate the 

L 

I e :\cti\,atin!! the mechanisms I processtosolveit 
L-- 6- I 

1 Topic 4: Ho W do we get r l h g s  done? (approx 16 it ours) 
1 How is production organised'! ( Ovzrvie\v of the process from CRSs perspective I - 1 0 l'ollou ;he production process from Visit to wharf to conduct first sunrey 
I \\ 11arfto ci~ston~cr e Development of flow diagram 

I 0 

\irherc are the glitchesl Identification of problem areas 
; How does the quality system work? Basic problem solving 

I 
1 I O U  can ive in~pro\re production? e Working the quality system 

I e Flying Starship Simulation 
l 

Topic 5: IVmte Managcnrerzt (apprm 12 koiirs) 
How ~vasteful are ~ v e  - how do we Conduct waste audit ' n~easure it? Assessing the cost of waste versus the I h'hat is the cost of improi~ement? cost of improvement 
Proposing solutions Basic problem solving 

+ - 

Topic 6: Research arld Asssssmetrt - Group Presentations I 
1 
I .----p (uppros 12 preparatio~r, 4 hours presentatbtr) 

Individuals or small groups pose questions. 1 0 Collect and collate information 

1 interest 1 Prepare overheads I 



APPENDIX 2 EMPLOYEE INDUCTION: PROGRAM DETAILS 

! 

i Carcare Australia Pty Limited 
(Incorporated in Victoria) 

i Program: Employee I section 
, Induction - Program details / 6.2 1 1 of l 4  

Program Details for module TB11 as follows: 

Presentation Time: 10 minutes 

Materials/StationeryiTraining Aids Required: 

(a) Before Presentation: Transparency, White board. 'Employee 
Relations' manual, organisational chart (national and branch) 

(b)  During Presentation: 

Module Objectives: 

Projector; Relevant Sections of the 
'Employee Relations' Manual 

To introduce Carcare functions activities and 
organisation to a new employee 

Summary of Technique/Method used in instruction: 
Lecture, discussion, 'question and answer' 
sessions 

Vlethods used to i r e r i ~  achievement of objective: 
Questionnaire 

Special, Other support or follow up requirements: 
By sup?. tlisor after the introduction session 

l Prepared by: , Approved by: 
l -- Date Issued: Issue No: 

signature ! signature S February, 1994 One -A 

Ahcl. C. n.d. Sal~age Life in .Vcu Gl,inea: the Paplran in nzar7j ~noods. London: London 
Xlissionary Society. 

ABS (Australian Bureau of Statistics) 1996, Emplover Training Expendirzrre, Cat. No. 
6353.0. Canberra: ABS. 

ACCl (Australian Chamber of Commerce and Industry) 2001, Training and User Choice. 
thc Employer Perspective. Paper presented to the ACTU Conference Uniom @ Work 
- The Training Agenda. Melbourne, May 

ACTU (Australian Council of Trade Unions) 1990, Submission to the House of 
Representatives Standing Committee on Employment, Education and Training, 
Inquit?. into Lileruq* ;Vceds in the It'otk~lace, Aug. 

..ICTU;TDC (Australian Council of Trade Unions1 Trade Development Council 
Secretariat) 1 957, A lrstralia Reconstructed. Canberra: AGPS. 

.4delman. C., Jenkins, D., Kemmis, S. 1982, Rethinking Case Study: Notes from the 
Second Cambridge Conference, in Bartlet L., Kemmis, S., Gillard G. (eds), Case 
Stlrd\- a,l O I ~ - I ~ C I ~ Q .  Victoria: Deakin Univmity Press. (Reprinted from Cambridge 
Journal of Education. Vol6,  No 3, 1976, pp 139 - 50) 

A14WSU (Amalgamated Metal IVorkers 6: Shipwrights Union) 1979, Australia Ripped 
Of;/Z . . AMWSU Publication. 

Andcrson. D. 2001. Towards a New Vision for TAFE: Integrating Social and Economic 
Goals. Paper presented to the First National Conference of the Education for Work 
Coal ition, Melbourne, Aug. 

ASTX (Australian National Training Authority) 3001, VET Outline!Statistics/Facts. 
Prepared for Conference U?lions @ Work - The Trainitlg Agee,~da. Melbourne. 

Ang~vin. J. 1997, The Shifting Boundaries of Adult and Vocational Education, Chauging 
Edt~c~zrio~r: ,-l joru-nal.for reacl1et-s and ati,ninistmtors. Vol. 4, No. 1 ,  pp. 1 - 5 .  

.Aua:rdian Broadcasting Corporation 1998, Backgrowtd Brigjhg, Radio Natianal 
broadcast, March 15. 

Austrslian Manufacturing Council 1988, Skills in A~rstralian Manufactirriizg Irrdusav: 
Frrtrrt-e Dit-ecrions, Discussion Paper. 

Auton~otive Industry Authority 1957, Report on the State of the Automotive Indrrstr?; in 
l YS6. Canberra: AGPS. 

Bagnal. R. 1991, Post Modernity and its Implications for Adult Practice, ir! Strrdies in 
Courinrring Educoiic.. Vol 16, No 1, pp. 1 - I S. 

Bakhtin, M. 198 1, Discourse in the Novel. In Holquist, M., (ed) Tlre Dialogic Im~gination 
(trans: Emerson, C., Holquist, M.). Texas: Ulliversity of Texas Press. Pp. 259-442. 

Bakhtin, M. 1956, Speeclr Gentrs and Other Late Essays. Texas: University of Texas 
Press. 

Ball, S J .  1 WO, Management as Moral Technology. A Iuddite analysis. In Ball S. J. ,  
I.'orrcorrlt m d  Edlrcotio~r: Disciplines and fizo~t.ledge. London: Routledge. Pp. 153 - 
166. 

Balznry, S. and Healcy, B. 2001, What Do Employers Want f ro~n  the VET System, ACTU 
Conference L:niom Q Work - The Trainirzg Agenda, May. 

Bcrnstcin, B. 1990, Tlre Stwcrirre o f  Pedugogic Discowse. London: Routledge. 
Bevan, F. 1994, Pressing TAFE learners into far transfer within a CBT framework. In 

S te i axon ,  J . ,  Cognitic, r at IVork. Adelaide: NCVER. Pp. 2 17 - 243. 
Billetl. S. 1993. E\~a!lratirzg Modes o f  Skill Acqirisition, Centre for Skills Formation 

Research and Development: d r i  ffith University, Qld. 



Billett, S. 1993a, Authenticity in Workplace Leaming Settings.In Stevenson, J. (ed) 
Cogizitio~z at Work. Adelaide: NCVER. Pp 37 - 75 (summarised in article: below). 

3illett. S. 199%. Searching for Authenticity: a socio-cultilral perspective of vocational 
skill development. The T ocario~?al .-lspect qf Edrlcutiotz. Vol 36, No l ,  pp. 3 - 16. 

Billett, S. 19983, Change and a Cultvr;' of Training, conference paper for L{fe Long 
Leai-uing: ,4'ert5 it'aj.s o r  l,'aluirtg V E T .  In Robinson, C .  & .4rthy, K. (ed) Lfeloitg 
Leal-jtirtg: De~vlopirzg Truiizing Cztltrv,  ANTA Conference, NCVER:  Brisbane. 
Pp.106-1 12. 

Billctt, S. 199Sb. Re-professionalising Vocational Educators or Just Reshaping Practice. 
Journal o f  Teaching Practice. Vol. 1 S, Nos. 1 & 2, pp 1 - 13. 

Billett, S.  1 WSc, Understanding V'- -.'.place Leaming: Cognitive and sociocultural 
perspectives. In Boud. D. Current Issues and New Agendas in Workplace Learning. 
Ade1aide:NCVER. Pp 37 - 68. 

Billett. S. 2001. Leartting iiz the C~'orXp1ace. Strategies-for effecti1.e practice. NSW: AIlen 
and Unwin. 

Billett. S., McKavanagh. C.. Beven, F., Hayes:;., Angus. L.. Seddon, T., Gough, J. and 
Rober-tson I .  1999. Th? CBT dccadc: i'e~chirlg-for-fle.~ibiiiv; and adaptabilitj*. 
Adelaide: KCVER. 

B illett, S., McCann. .4., Scott, K. 1 998 IV'orLplnce .VIentori)~g: Or~urzising and .blanagirtg 
Effccti1.c PI-actzce. Centre for Learning arrld Work Research Griffith Uni. 

Blackmore. J .  1993, 'In the Shadow of Men': the historical constrwcf;on of educational 
administration as a 'masculinist' enterprise. In Keneway, J ,  jed), 1993, Gender 
.Ilurte/s in Educatioilal Administralion avd Policj*. Geelong: Geakin I Jn i  Press. Pp. 
27 - 3s. 

Blake. R. & blouton, S. 1963. The .l.lamgerial Grid. Hous:on: G~i l f  Publishing. 
Bourdieu. P.  199 1 .  Laqttuge a d  S\*mbolic Pm2~2r (ed. J .F .  Thompson. trans. G Raymond 

6r M Adainson). Cambridge M.A.: Pcliry Press. 
Brzddy. P. 1 998, Adjusting the Balance behveern Employment and Training. Address by 

the Minister for Ernplobment. Training and Industrial Relations (Qld), to the ANTA 
conference 

Brain, P. 1 999, R c ~ ~ o n d  .&leltdo\t.rz, rlte g!ohal Battle-for sli.~i~;r;c?d groct'th. V~ctoria: Scribe 
Publications. 

Britton. S. 1995, Some Health Costs oi ~,lenagcrialisn?, in  i c~es ,  S &: Kodley G. (eh) ,  The 
Hr1nlarr Costs o f  ,Zlanagerialism. NSW: Plutc, Press, pp 22 1 - 228. 

Brodkey, L. 1996. 1 site. Opot Letto-. Voi h ,  No l., pp. 17- 30. 
Brooktield, S.  19S7, De~vlop~r?g C;-iriciri ?'lzitzliers. San Frai~cisco: Jossey-Bass 
Brown. M. 199 1 ,  Competency Rased Tra:ning: Skill Fonnation for the Workplace or 

Classroom Taylorism? ACSA Cwference Paper, Adelaide. 
Brown, M. 1992. A Proposal for D?nsrnic Course Development: the Cork-Screw 

Cxriculum. Unpubl .~t;;...! Wr2rk;~g F ~ p e r .  
Brown, M. 1999, Whz: 2 5 ,  i4issing from Innovative Practice in VET, AVETRA 

Conference, R.MIT Melbour -ne Feb., pp. 1-8. 
Brown . M. 3000, li-~riitiitg Packrrge iu Corttext, unpublished psper. Reprinted in Virgma 

C. and Waterhouse. P. P.r,alvsing 'Training and Assessment Requirements, Learning 
hlateria!~. NSh ' :  Charles Sturt lJni\w-sity. 

Brunes. J .  1956. .-Ictlrnl ,tlind,c, F(~ssible World. Harvard Cambridge, M A . :  University 
Press. 

Brurltx, J .  ! 9SS. Research Cur;mts: Life as a Narrative, Laligriage . h s .  V01 65 ,  October, 
pp 573 - 583 .  

Buchanan, J. 1995, Managing Labour in the 1990's. In Rees S and Rodley G. (eds), The 
Hrirnan Cost o f  Marzagerialism. NSW: Pluto Press. Pp55 - 68. 

Bus in tx  Council of Australia 1989, Enlerprise B~rgaining Uirits: A Better Ct'a.v of 
It'orkirtg - Report to (he Business Council of Australia by the Industrial Relations 
Study Commission, Melbourne: BCA 

Butler. E. !99S, Vocational Knowledge and Institutions: Changing Relationships, Keynote 
Address. 6Ih Annual International Conference on Post-Compulsory Education and 
Training, Gold Coast Queensland. Dec. 

Cairns. L. 1999. Capable Learning: New Thinking and Knowing. Paper delivered to the 
30Ih W E F  International Forum, Edrlcatingfor a Better World: Vision to Action. 
Launceston Dec - Jan. 

Callus. R., Morehead A.. Cuily M., Buchanan J. 1991, /rtdustrial Re!atiotzs at Work, 
Report fc,r the Commonwealth Department of Industrial Relations, AGPS. 

Cannichael, I,. 1993, Preface to NBEET, Employment and Skills Formation Council, 
Raising the Sradilrd: Middle Le\,el Skills in the Aztstr-aliarz Workforce. Canberra: 
AGPS. 

Cannichacl. L .  3011 i , The Origins of the Reform Agenda. Paper prepared for Conference 
Liziom 6% Work - f i e  Traitling Agenda. Melbourne, May. 

Cannichael Report. 1 992, The .-l ustr.a!iarz Vocntional Cet-tiJicate Training ~vstern,  
Employment and Skills Formation Council, National Board of Employment, 
Education m d  Training. Canberra: AGPS. 

Castelk, M. 1996. The I~!fornlntion Age: Ecorlonty, Societ~. and Czrl!ure L'ulunle I :  The Risc 
of'the ,\'et~t~oi.k Svcice.  United Kingdom: Blackwell Publishers. 

Caulley, D. 1986. .\:ales on Ethtzogr-nphic Research, unpublished. 
Cnulloy. D.  1994. Notes on the Basic Characteristics of Postpositivist Interpretative 

!:,qi;iry. !n Xe\.iile. B.. Wiilis. P. and Edwards, M,, (ed) Qualitative Research irt 
L'n'lccatiorl: .+I c01l~'qrliilm 0 1 1  thee!?;, pruciice, srrpenjisiort and nssessmertt. Adelaide: 
Centre for Research, Educatiori and Work, Uni. of S '4. Pp3-10. 

C.4'tV Canada Research and Cornrnunications Department Canadian Auto Workers, 1993, 
'~Vork Reorganisation: Responding to Lean Production. New York Ontario Video. 

Chaiklin, S. and Law. J .  (cds.) 1993, Urrderstandi~lg Practice: perspectives or, arrivig and 
contest. Cambridge: Cambr id~e  University Press. 

Chappeil. C.. Gonzi, h., Hngrr, P. 1995, Competency Based Education. In Foley G., 
Iktdersrn~tdi~zg ..ldrr/t Edlrcatiou a d  Trairritrg. St Leonards NSW: Allen 8: Unwin. 
Pp175 - 186. 

C l c . ~ .  C L  S. 1989, Frur?re\r-o!.Xrs of'f'ortw-. London: Sage. 
Clcndennin. 1. 199 1 .  .-lztecs: ajt irtte~pretation. Cambridge: Cambridge University Press. 
Coates, S., 1993. Nariorral Franmz-ot-k ofcldttl/ English Lartg~rage, Literacy and Nrcnreracy 

Corupctc.~tce. Melb: ACTRAC Products Ltd. 
Crosby, P. 1988, Q~ralihj Edrlcntion Svsrem. Florida: Philip Crosby Associates Inc. 
Crudden. P. 1992, A Sense of Vision for Adult Education and Training. In Crudden, P.. 

(ed.), Proceedirrgs oj'the Ser?ti,rar Corzdrlcted by rlre Centre for the Stu& of .+ldzrl~ 
Educatiodl nrtd Trairtirlg, Nov l I - 12, pp. 141 - 147. 

Cunningham, P. 1993. The Politics of Worker's Education: Preparing workers to sleep 
with the enemy, Jow~la l  oj'Adcrlt Edrication. Sept.lOct., pp. 13, 14 & 24. 

Curtis, D. S: McKenzie P. 2001, Empio-vability Skills-for Australian indirstq~: Literatrlr-e 
Ke~ie\t> arid Frawrel~qork De~jelopment. Melbourne: Australian Council fbr Education 
Research. 



Cutler, T. 1992. \'ocational Training and British Economic Performance: A further 
instalment of the 'British Labour Problem'? Work En1ployment and Socier;v, Vol. 2 ,  
No. 6, pp. 161-183. 

Dmah,  C. 1992. Workplace Skills in Contest. Hlrman Organisation, Vol. 5 1 ,  No. 3, pp. 
263-273. 

Dan-ah, C. 1993, Skill Requirements at Work: Rhetoric Versus Reality, Work and 
Occlrpatioiz, Vol. 21, No. l .  February, pp. 64-83. 

Dau.kins. Hon. J .  S. 1989a, 1mpi+o\,ing .-I~istraIi(~ 'S Traiui~lg S r m m .  ACT: AGPS. 
Dau~kins, Hon. J.S. 19S9b. Emplojment, Edzicatiorz arzd Training. Key Trends and 

Golxv-untenr lnitiatilcs. Submission to the Economic Planning Advisory Council by 
the Y~linister for Employment, Education and Training, June. 

Dankins, Hon. J .  1990, The Lauguage of.4rrstralin: disczissior~ paper on the 
.-llrsti.aliarz Literuc~l and Laizgrrage Policy for- the 1990s. Released by Dawkins J., 
DEET. 

Dcakin, R. 1994. VIC: Myths, Realities and Possibilities. Unpublished paper sumn~arised 
in Sefion R., M'aterhouse, P. and Deakin, R., Breiltlli~g L$e into Truirzirzg: (z nmildel 
of'intcgrared training. Melbourne: National Automotive Industry Training Board. 

Deakin. R. 1996. Reilections of a Practitioner, TI-amfir, Vol. I ,  No. 1, October, pp. 9-1 1 .  
DEET. 1988, Skills Fot-nzation and SO-uctur-al . 4 d j ~ ~ . ~ t m ~ z t :  The Responsiveness qf I r x i ~ ~ t q v  

Ti-oilling. Discussion Paper, PJo. 3. 
DEET. 1992, Trainijlg Does11 'i Cost it Paw,  ACT: AGPS. 
DEET, 1994, Johnson and Johnson Decide to Retrain not to Retrench, Training mzd 

Procirlctivi~, September. 
Deetz. S. 1995. ~t -ans fornr in~  Comrnwzicatior~ Tra,~.fon~ring Rrrsiness: building 

~csponsil-e ntld mspo~~s ib le  ttur-Xplaces. Hampton Press. NI': Cresskill 
Dench, S. 1997, Changing skill needs: what makes people employable? Iudtistril7l atid 

Cornnle~~ia l  Trainirzg Vol. 29, Nos. 6-7. 
Diehl. W. and Ivfikulecky, L. 1980, The Nature of Reading at Work, Jowrrd o f  Reading. 

Vol. 34, No. 3, pp. 321 - 237. 
Donnellon. A. 1996. Tears1 Talk. Boston: H a n w d  Business School Press. 
Doum, C. 1998, Training Packages: Frameworks for flexibility or preserving the status 

quo. T~-n~lsli.t-. April, Vol 3., No 1 ,  pp5-6. 
Druckcr. P .  1992, Post Capitalist S o c i c ~ , .  Nen, York: Harper Business. 
Edelsk y, C. 199 1, With Literacv a i d  Justice-for All: Retllitzking the Social in Lat~griage 

arrd Education. London: The Falrner Press. 
Elliott. C. W. L. 1989, Developing the Organisation through Personal Development 

Training, Paper. IBC Conference, Nov. 
Ellstrom, P.E. 1997, The Many Meanings of Occupational Competence and Qualification, 

Joru-tral o f  Errropean Ir~dusrrial 7i-aining, Vol. 2 1 .  No. 617, pp. 266-273. 
Else).. B 1 9 9 0 , ~ o c i a l  Theory and Liberal Adult Education Perspectives on Work Training 

and Human Resource De\.elopment: Towards a Balanced Relationship. Strrtlies in 
Contirlrii,zg Educatiorz, Vol. 12, No. 2, pp. 107 - 12 1. 

E~nployr-nent and Skills Formation Council 1993, Small B I I S ~ ~ ~ S S  E ~ ? ~ p l o y r ~ ~ e n ~  Issues 
Paper., National Board of Employment, Education and Training. 

Emst and Young 199 1, Final Report to the Small Business Development Corporation of 
Victoria, Business Skills Fornzation Needs Amlysis: .4 Study of'the Training Needs o f  
Small Bilsiiwsses in a Recessioil. Dec. 

Ewer, P., Hampson, I. ,  Lloyd. C., Rainford, J., Rix. S., and Smith, M. 1993, Irttet-national 
Best Pructice: .4 Critical Guide. Sydney, Pluto Press 

E\\.er, P. 1996, Revisiting the Craft Tradition, Edttcatiorl L i d s  53, Summer, pp1 3-1 6. 

Fairbrother, P., S~~enson.  S., Teicher J .  1997, The Ascendancy of neo-Liberalism in 
Australia. Class and Capital, No. 63, pp. 1- 12. 

Fairciough, N .  1989. Larlguage a d  P o u w .  London: Longman. 
Fairclough. N. 1992a. Discowsc and Social Charlge. Cambridge: Polity Press. 
Fairclouyh, N.(ed.) 1992b, Critical Langlcage il~var-eness. London: Longman. 
Faircluugh. N.  1993. Critical Discourse Analysis and the Maiketization of Public 

Discourse: the Universities. Discourse a ~ d  Society ,Vol. 4, No. 2, pp.133 - 150. 
Fuirclough. N .  1995, Critical Discowse Analysis. London: Longman. 
Fairclough, N. 1996. A Reply to Hcnry Widdowson's 'Discourse Analysis: a critical view'. 

La~rgriagc arzd Literacjq Vol. 5, pp. 39 - 56. 
Fainyeather. P. 1998, Conference Life Long Learning - Wajts of b'aluing PET in 

Robinsoo, C. S: Arthy, ~ . ( e d ) :  L[felo,rg Learning: Deidopiug a Troii~ing Culturc, 
ANT.-1 Conference, Brisbane, NCVER. Pp 23 - 38. 

FaIk. I .  1095. A Rcconceptualisation of Learning: why put critical literacy into practice'? 
C~~irical Forun1, Vol. 3. NOS. 2 & 3, pp. 64 - 81. 

Falk. I .  1997. 'Community Learning': Using critical learning to achieve sustainable 
community outcomes. Conference paper of the Community Development Society 
791h Annual International Conference: Rqflectiom a17d Ksioru 011 the Learnitzg 
Conlnllilzih*, July. Georgia. USA. 

Fnlk. 1. 1998, There is nothing more practical than a good theory, panel discussion. Panel 
ivith Sefion, R. & Billett, S.. What does research tell us about developing a training 
culture? Conference Lire Lung Learning - N e n ~  Wavs o f  Phluing VET. !n Robinson, 
C .  S: hnhy.  K. (cd) Lifclo?rg L.ear,ri/lg: Det~eloping o Trainirzg Culttire, ANTA 
Conkrcnce, Brisbane, KCVER.  Pp. 95 - 12 1. 

Farrell. L. 1996, Framing 'Competencies' for a 'New Work Order': the textual practice of 
'competence' in times of change. Paper presented to the joint conference of the 
Australian Association for Research in Education and the Singapore Association for 
Research in Education, Singapore, Nov. 

Farrell. L. 1998. Reconstructing Sally: narratives and counter narratives around work, 
education and \i*orkplace restructure. Studies in Literacy and A'rinreracy: An 
i,rrcrimtloual jorlmol ijr the educatiou am' traijzing o f  adults, Vol. 9, NO. 2, pp 5-37. 

Fnrrull. L. ,  2000. Ways of Doing, Ways of Being: Language, education and 'working' 
identities. Laugriage a ~ l d  Lhcurio,l, Vol. 14, No. l , pp. 18 - 36. 

Fan-cll. L. 2001, The 'New Word Order': workplace education and the textual 
practice of globalisation. Pedngop,  Cultrrre and Society. Vo1.9, No.1, Pp 57-74. 

Farsell, L. 2002. (.he D i s c o u ~ ~ e  Prodlrction of Kuo,tiedge at iVork. Unpublished 
manuscript. 

Fanell, L., Kamler, B.. Threadgold, T. 1998, Telling Stories Out of School: women and 
literacy in new times. Paper presented to the American Educational Research 
Association, San Diego, CA. 

Fcatherstone, M., 199 1 ,  Corulrnler Grlnu-c aud Posrrnodenzism. London: Sage 
Publications. 

Federal Chamber of Automotive Industries and the Federation of Auton~otive Unions 
1989, illeeriug tire Challe~lge: 117nt .-l~.ard Re~trlictzoirig Really Means. Overseas 
Mission Report. DIR. 

Field, L. 1995 Organisational Learning: Basic Concepts. In Foley, G. (ed), 1995, 
L:dersia)~di,lg Adrilt Education and 71-ai~lirzg. Sydney: Allen end Unwin. Pp. l 5  l - 
163. 



Finn Report 199 1. Y o ~ m g  Pcople 'S Participation in Post Comptdsor?~ Education and 
TI-aitzing, Australian Education Councii, Report of the Australian Education Rel iew 
Committee. Canberra: ASPS.  

FitzGerald, V. et al. 1994, Sltccess ,?eforn~. Competiti\*e Skills-for nus tra l ia~~s  and 
.A tistr-alian Enterprises: .-l Rcport to the A~utr-alian NL7tional Training .41rthor'ip. 
hlelb.: Allen Consulting Group. 

Fitzsimons. G. 1996. Does it Add up: Adult Education. Mathematics and Economic 
Rationalism, Education Links, 53. Summer, p p 2 0  - 24. 

Folc?.. G. and Morris, R. 1095. The Ristory and Political Econonly of Australian Adult 
Education, in Foley, G. (ed). L:ilder-stnnding Adrrlf Education and Training. Sydney: 
Al'len and LInwin. Pp 108 - 12 1 . 

Folry. G. (ed), 1995. L~ndersinndiug Adult Edccati011 and Trairring. Sydney: Allen and 
L'nicin. 

I~oucault. M .  1972. The Ar-chaeolo~- o f K n o ~ t - l e d ~ c  a d  the Discolrrse o f  Lurzgitage. New 
I'orL: Pantheon Books. 

Foucault, M. 1976. Questions on Geography in Gosdon C.(ed) 1980, Poliw-ifi~olt~ledgc?: 
Selected Intclt-vien.s cri~d Otli~31' IVriti!zgs 1972-i976 bv Micl~el F014~0iilt. 
Herhrdshire: The PIanlest Press. Pp63 - 77. 

Foucault, M 1977, Discip!inc m d  Punish: the birth of iheprisou (trans: Sheridan A.) 
ic'ewk'ork: Vintage Books. 

Fowler. R.. Hodge, B.. Krcss. G., and Trew, T. 1979, Lu~iglrage and C011tr;l. London: 
Routledge and Kegan Paul. 

Frank. T. 2000. Otze .\larket r(rrc7'c.r God: E-~twnzc capital is??^, ~nnr-kc.t pnpzrlarism ami the 
e d  of'ecormrnic iier?1ocmcl~. New York: Doublcday. 

Frankel. B. 1992, From rhc Dcs(.r-rs Prophers Come. Mtalb: Eoris Frankel and Arena 
Pilbi~shing. 

Freedman, J .  and G 1 996, h'awati~te Thorqv:  The Social Comtrt~ction o f  
Pt-cferr-ed Realities. Yew York: WW Nonm 6i Company, 

Frelre. P. 1971, Pedagogy o f  [he Oppressed. New York: Herder and Herder. 
Gardner, H. 1985, Frarnes o f  Xlird: The Tl~eot?. . o f  . .Wdtiple Intelligences. Basic Books. 

New \Irork: Harper Col!ins. 
Ganmn.  N .  1996. Qualitative Inquiry: Meaning Menace for Educational Researchers. In 

Willis, P., Neville B.. @calituti\!e Xcs~~ar-ch Ptzxtice in Aa'ltlr Edrtcatiorr, Vic.: David 
Love11 Publishing. Pp. 1 1  - 30. 

GCC. J .  P .  1990. Social Lir7gtristics urzd Literacies: Ideology ill Discowses, London: The 
Faimer Press. 

Gee, J.P., 1993, The Social ,\dir~d. New York: Bergin and Gan'ey 
Gee, J .  P., 1993, Quality, Science and Lifework: The alignment of business and education, 

Critical Forlim. V01 2. Ko 3.  Dec. Pp. 3 - 13. 
Gee. J .  P ., 1994. Qimlitv, Scierlce clnd Life\~.otk: 771c aligrrnwnt ofbrm'iress a t d  educnrion. 

Focus 4. NSW: ALBSAC. 
Gee. J.P. 1997, Communities of Practice in  the Kew Capitalism, Critical Forzlm, Vol. 5 ,  

Nos. 1&2, pp. 70- 82. 
Gee. J.,  P. and Lankshear. C., Hull, G. 1995, The New Work Order: cntical language 

awareness and 'fast capitalism' texts. Discowse: studies in the cztltttr~al politics oj' 
edtlcatio~z, Vol 16, No 1, pp. 5 - 19. 

Gee, J., P,  and Lankshear, C., Huil, G. 1996, Tlze N ~ J  Work Order-: Belzir?d the larzgztage of 
tiw I7C\l' capitulism. St Leonards, NSW: Alien and Unwin. 

Gccrtz. C. 1983. 171c lr~terpi-etntiorz of'Cliltwc. London: Faber. 

Gcrgcn, K.J. 1988, Wananting Voices and the Generation of Self in J. Shotter and K.J. 
Gergen (eds) Texts o f  Idoltip,  Greenwich Conn:Jai Press. 

Gilmour. P, and Lansbury, R. D. 1954, Alarginal i\hnager-: The Changing Role o f  
Srcpenisors ilr A ttstralia. St Lucia: University of Queensland Press. 

Golvan, S. 1992, Thc Politics o f  Workplace Liferacjq: .4 case stud\?. Columbia: Teachers 
College Press, Colun~bia University. 

Gonvan, S .  1993, 'I'm no Fool": Reconsidering American Workers and Their Literacies, in 
0' Connor, P.(ed.). Thinking Work, b'ol. I ,  Theoretical Perspecd~*es 011  Workers 
Lireracies. NSW: ALBSAC. Pp 123-1 35. 

Granlsci, A. 197 1, Selectionsfr.onz the Prisou Notebooks, edited and translated Q. Hoare 
and G. Kowell Smith. London: Lawrence and Wishart. 

Grunt, A. 1996. A Multi- Storied Approach to the Analysis and Interpretation of Interview 
Transcript Data. In Willis, P.. Br Neville, B.(eds.), Qualitative Research Practice it1 
.-ldult Edzrcatior~. Victoria: David L o ~ ~ e l l  Publishing. Pp 1 1 1 - 154. 

Grcapes ,  K. 1992. The Role ofliteracl: in IZ:orkplace Rqfor-m: A comideration o f  the 
isstres. Unpublished paper. 

Grcen. B.. Hodgens. J.. Luke. A.  1997. Debating Literacy in Australia: History lessons and 
popular f(r)ictions. The Arrsrralint~ Jo,mtal of Lmzgziage and Literacv. Vol. 20, No. 1. 
February, pp. 6 - 23. 

Gribble. H .  1990, Resisting Hijack and Seduction, Fine Print, Vol. 12, No. 2, pp9-15. 
G~ibble ,  H.  1902-3. Claiming Common Ground, Education Littks 14, Summer, p p 2 0  - 22. 
Griflin. P., Hepenstall, N., Pollock, J., Fonvood, A. 1992, ALAN Scales Traini~zg Mnn~ial: 

tile adlrlt literac\* and mtnrer-a~?~ scale. Melb.: Phillip Institute of  Technology. 
Gumpcrz. J .  1 951. Discowse 91-ategies. Cambridge; NY: Cambridge . iiversity Press. 
Gumpesz. J .  1991, Contevtualisation Revisited. In Auer, P.. Di Luzio. A (eds.) The 

Contestitnlisation of'i~anglmge. Amsterdam: John Benjamins. 
l-lager. P. 1992. Teaching for Critical Thinking. In Gonczi, A. Deivloping a Competent 

JVor.kforce. Adelaide: N C V E K .  Pp. 149 - 166. 
Hagcr. P. 1'997. Ke,ie\l> qf'Rr~sc)arch: Lcarning in the WOI-Lplace. Adelaide: NCVER. 
Haincs, C., Bickmore Brand. J .  '000, Language, Literacy and Numeracy in National 

Training Packages. Melb.: ALNARC. 
Hall. W.  C .  1993, Re\+ie\ct of'Rescar-cl1 of Compctmcv Rased Training and .-lssessme~zt. 

Adelaide: NCVER. 
Hall. W.. C. 1996. Rc\ie\t. o{Rcsea~.ch, 3 i lbrk and Training. Adelaide: NCVER. 
i-lnlliday, M.A.K. 1978. Larrglrnge as Social Semiotic: thc social inrerpretatiorl o f  l a n p n g e  

a d  nzcuning. London: Edward Amold. 
Hall iday, h1 A . K .  1 955, .411 Inir-odlrctio)~ to F~ructiotial Grammar. London: Edward Amold. 
Hampson. l .. Morean C< D. 1997. The World According to Karpin. Jo~inial o f  Iimd~rstrial 

Xclutior1s, Vol 39, No 4. Dec. Pp. 357 - 477. 
Hampson, I . .  Ewer. P.. Smith M. 1991, Post-Fo~dism and Workplace Change: towards a 

critical research agenda. Jotoxal oflndtatrial Relations, June, p p 2 3  1-257. 
Harris, K., Guthrie H., Hobart B.. Lundberg, D. 1995, Cot?~peie~rcy-Based Edzrcaiion a d  

Trnir~i~zy: b e n ~ ~ o l  n w c k  and a \t+hirlpool. Vic: Macmillan Education Australia Pty. 
Ltd. 

l-larris, R., and Silnons M. 1995, Views Through Three Windows: a study of  the purposes 
and usefulness o f  on- and off- job training, Australia and Ne\t9 Z e a l a d  Jorrrwal of 

I bcational Edltcatiorr Research Vol. 7 ,  No. 2, pp. 55-80. 
I-lnn. b1 1992, llbrki/lg a11d Edtrcntion for Life: Fembrist and International Perspectiws on 

.-ldrdt Etiucntiorz. London: Rout ledge. 
I-lat-tley, R. l 989, The Socinl Cost oj'ltzndequate Liternc-v. Canberra: AGPS. 



H w k e .  G. 199s Learning. Workplaces and Public Policy. In Melntyre J. & Barrett h4 
(eds.). LET Research: /r?flzrcnci~tg Policv and Practice. Conference paper, AVETRA, 
Sydney, pp. 267 - 272. 

I-iase. S.. Cairns. L.. Malloch. M. 199s. Capable 0rga)zisa:iom: The Inrplicarions.for 
I bcctio/lnl Edrcation arzd Trainiug. Adelaide: NCVER. 

Heiler. I;. 1997. The Health and Safety Implications of Workplace Reform. A paper 
presented to Jlbr-k Interuificatioi1: The dar-ker side o f  \t.orhplace reform. Seminar 
auspiced by Workplace studies Centre. Faculty of Business. Victoria Uniirersity of -- 
I echnolsgy, -May. Melbourne. 

Hcndzrson, H.  1996, Socially innovative strategies for sustainability. In R. A. Slaughter, 
(ed.) The E;no\tkdge Base o f  Fzrtro-es Studies: Orgmisatiom, Practices. Pr-odlrcts. 
DDM Media Group, Futures Study Centre. Hawthorn, Victoria. 

Homery. S. 1998, Industry Partnership Breakfast. address to the fourth ANTA Training 
Update Seminar, ~ e k h .  

House of Representatives 199 1 ,  Words at Work: .-I Report orz tire Literacy Needs in the 
lI'or-kplace Australian Parliament. Report of the House of Representatives Standing 
Committee on Emplqment  Education and Training. March. Canberra: AGP. 

Hull. G.  1992. Their- Cltar7cesY Siim arld None: an ethrrograpl~ir accozozl ofrhe e.~periencc 
of'lou. irtcor~~es people of'color il7 n l~ocatio)?al program a i d  at ~~~or-h:, Berkeley: 
N;~tional Centre for Research in Vocational Education. 

Hull. G.  1991. Hearing Other Voices: -4 Critical Assessment of Popular Views on Literacy 
and Work. In, O'Connor. P,, (ed) Thinking Work, L'ol. l ,  Theoretical Pet-spectilfes oil 
Il'o~.kci-s Liter-acies. NSW : ALBSAC. Pp. 31 - 71. 

Hull. G. 1995, Controlling Literacy: the place of skills in 'High Perfonmance' work. 
Critical Fo~.irm, V01 3, NOS 2 &: 3, April, pp.3 - 26. 

Hull. G. (ed.) 1997. Chaugirrg Wet-k; Changitlg IVorkers: critical perspecti\w on 
luqzruge. litcracv and skills. Albany: State University of New York Press. 

Industry Task Force on Leadership and Management Skills, 1995 (a), Ejtte,prisb~g Nntio~r: 
Rmat i t tg  A~rstr-alian hlanugers to Meet the Clzallerlge oftlzc Asia-Pactfic Ceatrtry, 
Canberra: Australian Government Publishing Sen'ice, Main Report 

Industry Task Force on Leadership and Management Skills, 1995 (b), Grterprisi~zg Nation: 
Renetting ...l ~rstr-alian Mu~zagcrs to Meet the CIrullel!ge o f  tire Asin-Pactcc Cetttrt~?:, 
Canberra: Australian Government Publishing Sen-ice, Executive Summary. 

I r~g l~s ,  T. 1997, Empowerment and Emancipation, in ..ldlrlt Educati0~1 Qztarrei-(v, Vol. 48, 
No. l ,  pp. 3-  17. 

Inside AHRI 1995 (Aust Human Resource Institute) Report on Enterprising Nation by 
Sandy May, June, pp. 1-2. 

Intornational 1.i teracy Year Secretariat 1990 a, Litet-acv Training: the Ke~y to Long Term 
Pt-odl{cri\ig-. Canberra: DEET . 

1 ntcrnational 1.i tcracy J'car Secretariat 1 990 b. Lifer-acj. it: /tw'rrst/y: Purtrlers in 
Prodrcti\~ig.. Canberra: EEET. 

Jaakkola, R.. Ropo E.. Autio T. 1995, Vocational Education and Social Change. 
Ed~icntiorral Practice and Theo~v ,  Vol. 17, No. 1. pp.25 - 36. 

Jackson, N. 1 99 1 , Skills Forntntion a,;d Gender Relatiom: [he politics o f  MAO Xxous \that. 
Series Adcllt education: The Changing Workplace B. Geelong: Deakin University 
Press. 

Jackson. S .  1993, Reforming Vocational Learning'? Contradictions of  competence. In Hall, 
W.C. (ed.). I V h t  Ftitwe for Technics/ and Vocatiotzal Edirmtioit and Trainirtg? 
Adelaide: NCVER.  05- 122. 

Jackson. 5. 1991. If Competence is the Answer. What is the Question? In Brown, M. (ed) 
.-l Co1i~ctio)l of Origiirul Essan  or1 Crrrric~rlrmt for the Worhiplace. Geelong: Deakin 
Uni\*ersity Press. Pp 1 35 - 149 

Jackson. N.. 1995. Paper presented to the annual conference of the Australian Council of 
Adult Literacy and the Victorian Adult Literacy and Basic Education Council. 
' Critical Issrles, Essentid Priorities '. Melbourne, 23 - 25 Nov. 

Jackson. N.. 1997a, Social Organisation and Educational Practice. -,npubiished paper 
presented to the Monash Education Faculty, February 11. 

Jackson. N.  1997b, V F I  . .4re we asking the right questions yet? Unpublished paper 
presented to the Seminar for the Department of Vocational Education and Training, 
?,lelhounle University, June 3, Hawthorn. 

Jacohs. J .  1993. Science and Technology in Australia and the World, Open Learning. ABC 
Radio Progran~s. 

Samcs, B. 2000, 7-he Tragedl* qflaborrr His lop  in A:istralia. Radical Tradition: An 
Alrstralasia~z Histojy Page. Pp i - 13 www.takver.corn. 

Jolliffe, D. 1997. Find Yourself in the Text: identity formation in the discourse of 
workplace documents. In, Hull, G.. ed., Changing Work: Changirzg Workers: critical 
po.specii\~es on 1atzgl:age. lircrac~. and skills. State Albany: University of New York 
Press. 

Karpin see lndustry Task Force on Leadership and Management Skills 
Kclly. P. 1991, The Dcath o f  Certaiuty. NSW: Allen and Unwin. 
Kitay. 1. 1997, Changing Patterns of Employment Relations: theoretical and 

mc.thodologica1 framework for six Australian lndustry studies. In Kiray J., and 
1-ansbury R.. Clzarlging E~irplo-vt?ze,rr Relations in Aiistm~'io. Melb.: Oxford 
Uni\.cssity Press. Pp. 1 - 33. 

Xi tay. S .. Lansbwy, R .  1997, Clza,?girrg Dnplo-vmwt Relations in ..lnstralia. Melb.: Oxford 
University Press. 

linonrles, M 1990. The .-ldrdt Lenrrrer, a rzeglected species ((-lth edition, first published 
1973). Houston: Gulf Publishing Company. 

Kohlherg, L., and Msyer 11. 1972. Development as the Aim of Education, Hon*ard 
Edwntional Rcticrtq, Vol. 32, No. 3, November 

Kearns. P. 2001, Generic Skills For The hkwq Econonn - revie\tq ofresearch. Adelaide: 
XCVER. 

Kress. G. 1989, Linguistic Processes ill Sociocdtural Practice. Oxford: Oxford University 
Press. 

Lnkoff. R. T. 1990. Talking Polteer: the politics o f  langriage. New York: Basic Books. 
Lankshear. C. 1995, Some Thoughts on Language, Culture and the Politics of education. 

Critical Forzirn, Vol. 3 ,  Nos. 2 c f :  3, pp. 42 - 63. 
Lambury. R., Macdonald, D. 1992, Workplace industrial Relations. Melb.: Oxford 

University Press. 
Law Ernst, U.  1993. Learning ivithin a Work Context: training concepts, experience, 

developments. In Hall, W.C. (ed.) JI/'l~ar./iitzire-fbr technical attd vocational 
cdlicntio)~ ond training? Adelaide: NCVER. Pp. 34 - 16. 

Ln\.e, 1. 1990, The Culture of Acquisition and the Practice of Understanding. In Stigler 
J .  W., Schweder. R. A., and Herdt, G. (ed.) Cultr(ra1 Psj*cholop: essa.vs in 
cu~?~po,-opt i~~e htir7rrcrt del-elopnreut. Cambridge; New York: Cmbridge  University 
Press. Pp. 359-386. 

La\ve. J .  8: Wenger, E. 199 1 ,  Situated Leatwing: Legitimate Peripheral Parricipation. New 
'~'ork: Cambridge University Press. 

Lc\*inson. S. 1979. Activity Types and Language. Liugristics. Vol. 17, pp. 364 - 399. 



Lo Bianco. J .  1989. Forward to Xo Single Memu-e, Summary Report. Canberra: 
Commonwealth Department of Employment, Education and Training. 

Long. P. 1990. M orkfoorcce Perceptions of Literacy and Multi-Skilling Issues. Operl Letter, 
i'ol I .  P!o. l .  pp. l S - 29. 

Loivenstein. \i'. 1997, Il'ee\Yls at IPbt-k: uhat /lappetled to tt.ork ii1 Australia, an oral 
record. Annandale. NSW: Catalyst Press. 

Lukc. A. 1995, Text and Discourse in Education: An Introduction to Critical Discourse 
.Anal>rsis. Rc\lieu. of Resecrch Edztcution, Vol 11, pp 1 - 46 

Lyotard. J.F. 1981, The Post-hloder.11 Cotlditio~l: a quart 011 knoa~/edge theot? and history 
of literatl(re. Vol. 10, Manchester: Manchester University Press 

Mackay, H. 1993, Re im~nt ing  Austrulia: the rnirtd and mood of Australia in the 
90 5. Sydney: Angus and Robertson. 

Llac Lachl an. G., Reid. 1. 1 993, Fmnling and lilterpretation. Melb.: Melbourne University 
Press. 

\laddos. G. 1989, The Ha\tke Go~w- t lnmt  arzd Lubor Tradition. Vic.: Penguin. 
Maglcn. L.. Hopkins S. 1998. VET and Producti\ity: some possible lessons for Australia. 

In Mclntyre, J .  & Barrett M.. PET Research: Itlfluertcing Policy and Pmctice. 
AVETRA Conference, Sydney, pp. 340 -- 336. 

Mant, .4. 1997. J~ltclligerzi Leadership. St Leonards, NSW: Allen and Unwin. 
Marceau, J .  1995. Management of Higher Education Policy. In Rees, S. and Rodley, G. 

(eds.) The Hlrnlai~ Cost of klanagerialism. Leichhardt, NSW: Pluto Press. Pp. 1 1 1 - 
130. 

Marginson. S. 19933. The Traininp Market. Education Linlir 31, Summer, pp. 23 - 21. 
Marginson, S.. 1995, Is Competency Based Training a Good Enough Framework for 

L s a m i ~ g .  CI-iricai F o i - w ~ ,  NO. 3, Vol. 2&3, pp. 103- 1 1 3. 
Mat-sick, V.. J .  199 1 , Learning in the Workpiace: the Case for Reflectivity and Critical 

Reflection. In  Watkins, K., Facilitati~lg Learning in the CVorkplace. Geelong: Deakin 
Uni\wsity. Pp. 37-48. 

4lothcson. A.  1989. Engiish Language Training in the Context of the Current Industrial 
Agenda: Notes prepared for the DlLGEA English in the Workplace Seminar, May, 
ACTU. 

Mathe~vs. J .  1989, Tools of Change -  re^- tecilnologv a~zd  i/ze dernocratisatio~i of 11-ork. 
Sydne),: Pluto Press. 

Mathe~vs. J .  1992, New Production Systems: A Response to Critics and a Re-evaluation. 
./our-rlol of'.-!~rrulia~z Polirical Eco~lorm*, No. 30, December, pp91 - 138. 

Ma~ver, G. 1992, Developing New Competencies for Workplace Education. Prospect, Vol. 
7, KO. 2 pp. '7 - 27. 

Maiver, G., Field L. 1995, Otze Size Firs Some. Report from the non-English Speaking 
Background Ministerial Consultative Group on Vocational Education and Training, 
Comrnonivealth of Australia. 

L43ver. E.. (Chaim~an) 1 992, Putting Getzet-a1 Edlicntiou to Work: The Key Compete~~cies 
l?eport. Australian Education Council and Ministers of Vocational Education, 
Ernplo yrnent and Training. Melbourne. 

McGregor. D. 1960, 7he H~inlatr Side of Etlterprise. New York: McGraw-Hill. 
,\/l cad. M .  l 9-43. Conli11g of Age iu Samoa: a stlidv . of'adolesce~zce . nrtd sex in prirtlitive 

socicfj . Hannondsu~orth, Middlesex England: Penguin Books 
Metchild. U.  H .  1992. Il'orking and Educaring.for Life. Routledge: New York. 
Misko, J. 1999, The Transfer of Knowledge and Skills to Different Contexts: an empirical 

perspective. Adelaide: NCVER. 

Mitroff. 1.. Denton. E. 1999, A Study of Spirituality in the Workplace, Sloart F4anagenlent 
Re\-ieitv, Massachusetts Institute of TechnoI?gy, Summer, Vol.. 40 No 4. 

MTIA. ACM, MTFU, n.d., Aiiyard Restructwing Implententalion Man~ial for the Metal 
a~zd Engi1zeerir1g Iizdlrstn,, No publication details 

Mulcahy. D.. Jarnes. P.! 998, Eiraluating the Co~tribution of CBT, AVETRA 
Conferencc 

Mulcahy. D., James, P. 1999a, E ~ ~ a l ~ a t i n g  rke Contribution of Con~petency-Based 
Trmi~li~zg. Adelaide: NCVER. 

Xlulcahy. D., Jarnes. P. 1999b, Knowledge Making st Work: the contribution of 
competency-based training, Alistralia and New Zealcrzd Jorrrnal of b c a t i o ~ ~ a l  
Edrcatioit Research, Vol. 7, No. 2, pp. 81 -104. 

!Uulqueey, J. 1998. Vocational Education and Training Policy and Sustainability. In 
Mclnryre, J .  &: Barrett, M., (eds) P'ET Research: Itzflue~zcirzg Policy and Prucrice, 
Conferencc Paper. AVETRA Conference, Sydney pp333 - 339 

hliltunyi, G., Buggy J.  and Associates 1989, Study ofMultiskillirzg Impact on the Migra~zt 
I~'orkforce, DIREI'DEET. 

SAITB. 1993. Small Business Employment Issues Paper. Employment and Skills 
Formation Council. 

K\;amen\virth, M.  1986, Science Seen Through a Feminist Prism. In Elair, R., Feminist 
.-lpp)-onches to Science, New York: Pergarnon. Pp1 8-41. 

National Tr2,ininp Board 1990, Setring ,r\rntional Skill Sta11dar.d~: A Discussiorz Paper. 
Canberra 

National Training Board. 199 l .\'ationol Competency Standards Policy a d  Gliidelines, 1" 
edition, Canberra: AGPS. 

Zotional Training Board 1992. ,Vatio,zal Co~?zpetency Slandat-ds Policy and Guidelims, z " ~  
edition, Canberra: AGPS. 

S C V E R ,  200 1 ,  T h  Place of Recognised Qual[fications i ~ t  the Otttcomes of Training, 
Kensington Park. SA. 

Xc\illt., B., Willis l'.. Edlvards, M. (ed) Qualitati\v Research irz Adult Edtication: A 
coiioqrriwn 011 theon?, practice, szrpen~isioji and assessme,li, Centre for Research in 
Education and \\rork, Uni South Australia: David Love11 Publishing. Pp. 3- 20. 

Xenman, M. 1993, The Third Contract: Theory and Practice qf Trade Uttion Trair~iizg. 
Sydney: Stewart Victor Publishing. 

Xeuman, M. 1994, Defi~ling !Ire Eueny: Add[ Edwation irz Social Action. Sydney: 
Stewrt  Victor Publishing. 

0' Connor, P. 1995, Workers' Culture and Laming:  a spanner in the works. Critical 
1--01-m, Vci. 4. No. 2, September. pp. 70- 102. 

OI'FE, 1905, Rcilr).)lJi.on~ Irzdust/?~ Trl~irzing, Geelong: Deakin Uni. Press. 
OTF E, 1997, Retzrrtr on Ttui~~bzg I n ~ w t n m t :  development of er~terprise.fiamex~orb, 

Deakin Humz:; Services Aust, State Training Board of Vic. 
Pappas. G., Carter, C.. Evans, R., KooplTelesis 1990 The Global Chalhnge: Alrstraliatz 

dl~zrlrifactro.itlg i~z rlre 1990s. Report for the Australian Manufacturing Council. 
~ c l b : :  AMC. 

Paynr, J. 3000, The Unbearable Lightness of Skill: the changing meaning of skill in UK 
policy discourse and some implications for education and training. Joirrnal of 
Etiricntior~ Policv, Vol. 15, No. 3, pp. 353-369. 

Pmnyconk, A. 1994, ~ncommensurable Discourser. Applied Linguisrics, Vol., 13, No. 2., 
pp.1 15 - 238. 

Peters, T. 1994, The Torn Peters seminar: crazy times call jot- craz-v orga~zisations. New 
I'm-k: Vintage Books. 



Pink. D. 2001. Free Agetlr ,Yatio,t: I m t -  ~ , n e ~ - i c a  k r ~ e ~ .  idependent n~orkers are 
t ra~q furnz iq  tlzc nsaF \;v 1il.e. New York: Warner Books 

Pogsan. P.. Tennant, M. 1 W j, Understanding Adult Learners. In Foley, G., (ed) 
l 'ndcrsro~~ding .4drrlt Educariorl at7d Training. Sydney: Allen and Unwin. Pp. 20-30. 

Poole. M. 1932. Changing Policy Perspecti\les. In Pocle, M. (ed) Educatio~t and ?''or$ 
Melb.: ACER. Pp. 1-39. 

Potter. l., Wetherell, hi. 1 98 7 ,  Discowse and Social P s ? d ~ o l o e :  beyond attitudes and 
S e h a ~ . i o w  London: Sage Publications Ltd. 

Probert. B. 1989, Itbr-king Life, Melb.: McPhee Gribble. 
Prohert. B. 1993. Recortceprrralisi~lg Restmctw-iug: The Alrstralian ?Vorl;place it? a 

Cho~rg;)~g Globoi Ecot~oin~.. Working Paper. Centre for International Research on 
Communication ar,d lnfonnation Technologies. Melb. 

Prohert. B. 2000. Class in the Year 700 1 ,  .-1rrsrr-nlia11 Rationalist, Summer 2000, pp. 5- 14. 
P usey . V.. 1 992. Ecoitomic Rotiorralisnl ii1 Canberra: o nation brrilding state changes its 

mind. Cambridge University Press: Sydney 
Quirk. M. 1997. The Employers' Perspective, a paper presented to Work Intetls$cazio11: 

The darker- side of'\t~odplace reform, seminar auspiccd by Workplace Studies 
Centre. Faculty of Business. Victoria University of Technology, May. Melbourne. 

Reece. P. 1901 , The ItbrL7;lace E~:glisil Langzragc a ~ t d  Literacjl Pt-ogram. Workshop 
Report. Nov., Dcpa~tment of industrial Relations. Canberra. 

Rees. L. 1985, Sew Home. New Ways and 'New Labor', The Age, Supplement, p. 19. 
Rees. S.  1995, The Fraud and the Friction. In Rees. S., Rodley, G. (eds) The Hrmatt Cost 

o f  .21011agct.iaIisn1. NSW: Pluto Press. Pp. 15 - ?S. 
Rees. S., Rodlc)?, G. (ed). 1 995, 7 1 ~  Nrrtmuz Cost qfL2larrcge,-ialis,,t. NSW: Pluto Press. 
Re\ ans, R 199 1. Action Learning : Its Origins and Nature In M. Pedler (ed), Aciiotl 

Leat-1zi1r.g iu Practice. Aldersl~ot: Gawer Press. Pp.3 - 16. 
Revans. R 199 1 .  The Enterprise as a Learning System. In M. Pedler (ed), Actiotl Leurrting 

iu Prnctice. Aldershot: Golver Press. Pp S 1 - 99. 
Re\lic\~. o/.ltrdrts[1:1~ Troitii;zg Bourds PFictoria. 19'13, Rcport to the Hon. Haddon Storey. 

QC, MLC. Minister for Tertiary Education and Tiaining 
Richards. C. 1993. The Agc. Wednesday, Augcst 17, 1993. 
Roberts. C .. Da\.ies E.. Jupp T. 1 992, L nnglrq e a d  Disctir~littatiotl: a stlrdj~ irt 

cornm~tizication it1 rurrlti-cthttic ~t.o~-kplacos. London & NY: Longman. 
Roberts, C., Sarangi S. 1995. 'But are they one of us?': Managing and evaluat i~g identities 

in aork-related contexts. Mdtilingcta. Vol. 14, No. 4, pp.363 - 390. 
Robinson. C. 300 1 .  The Trends in VET Participation. Unio,!s 8 Work - Tlzc Tr(ri/lirrg 

.-lgordu. ACTCJ VET Conference, May, Melb. 
R\fan. R .  1997. An Abundance of Refonn. Trailling ,.lgertda, Vol. 5, No. 2, May, pp.8 - 10. 
~ i r a n .  R. 1999. How TAFE Becarne 'Unresponsive': a study if rhetoric as a tool of 

cducni~onal policy. .-lrrstr*alia arzd .Vet\, Zealar~d Jolrrtzal of Vocatirinal Edtrcatiou 
Research, Vol. 7, No. 2, pp. 105- ! 26. 

Sandberg, J.  2000, Ur. Jerstanding I l u t ~ a n  Competence at Work: an interpretative 
approach. .-lcado,!v of.2.ln1ragenzent Journal, Vol. 43, No. 1,  pp. 9 - 25. 

Snnguinetti. J .  ZOO I .  Pedagogy, Performity and Power: Teachers engaging with 
competency-based literncy education. Conference paper. International Literacy 
Conference, Copeton, Nov. 

Sanguinetti, J., Hartley, R. (cd) 2000, Builditzg Literacv and N~rnteracy into Traitling: a 
s,xrhcsis ofrece~rt  research b ~ t o  the efects . . of iutegrnti~tg literac); and tzzimeracy iuto 
trai~liny packages. ALNARC, Melbourne. 

Sarsngi, S. 9 9 4 ,  Accounting for Mismatch in Intercultura; Selection Interviews, 
.\!~rI!i/ingtra, Vol. 13. No. 112. pp. 163 - 193. 

Sarangi. S. 1995. Culture. In Verschueren, J., Ostman, J.O., Blommaert, J., (eds.) 
Han3book o/'Pr~ngmatics. AmsterdamiPhiladeiphia: John Benjamins Publ. Co. Pp. 1 - 
3s. 

Sarangi. S.  1996, Vocationally Speaking: (Further) Educational Construction of 
'Workplace Identities', Lungllage and Edztccltio:~, Vol. 10, Nos. 2&3, pp201 - 220. 

Schaafsna. H.  1995,Understanding and Facilitating Change in the Workplace. In Foley. G. 
(ed) Cizdersmt?ding c~drrlt Edrtcatiorz and Trairtittg. St Leonsrds NSW: Allen & 
Unwia. Pp 165-1 73. 

Schotield. K.,  2000a, Delilw-ing 2ltalip: Report of the Independent Review of the Quality 
of Training in Victoria's Apprenticeship and Traineeship System, Vol l ,  Vic.: 
OPCETE 

Schofield, K. 2000b. Review of the Quality of Training in Victoria's 
Apprer: ticcship and Traineeship System, Discussion Paper. Vic.: OPCETE 

Schotield, K 2001, Thc State Scene - S t ~ x g t h s  and Weaknesses, Conference Presentation, 
L:rrior?s @ I1 ork -- Thc Training Agenda, May, Melb. 

Schon, D. 1983, Tllc ReJectiw Practitiottet-: Horzl Projessiottals Think in AI tiori. New 
York: Basic Books. 

Schon. D. 1987, Educating the Reflective Practitioner, San Francisco: Jossey-Bass 
Inc. 

Sco!Iay, NI. 200 1 ,  Prepared for Conference Chiotzs @ Work - The Training Agerzdu. 
~?elbourne  May, ,Me!b. 

Scott. G 199 1 ,  How clever are we in the way we train our workers? The Great Australian 
Competency Caper. Trainir7g and Developnmt iii Australia, Vol. 18, No. 2, pp.7 - 
12. 

Scarle. J 199 1 ,  Corn~nunication at Work: an ethnography of check out operators. Open 
Iderrer.. 'iol. 3,  No. 1, pp. 25 - 39. 

Sccldon. T, Modra. H .  2000, Understanding Capacity Building: a case study of Workplace 
Learning Initiati\,es, unpublished research. 

Sefion. R. 1993. An Integrated Approach to Training in the Vehicle Manufacturing 
Industry in Australia. C;-itical Forltm Vol. 2,  No. 3, pp.39 - 5 1. 

Scfton, R. 2000, :Iltetxoti\-e Frrtrrr-es: Clrlti\$ating a ne\i4 manugertzerzt paradigm in 
1-occrtionoi edlrcation a)ld training, Doctoral thesis, Monash University. 

Scfion, R., 0' f-I ara, L. 1 992, Report q f the Work Placed Ed~tcatiotz Project on be lzd fo f  the 
I 'ehiclc .\farzrt/bctiwitig Jrrdzotr:~. Melbourne: Victorian Automotive Industry Board. 

Scfton. R. ,  \Vatcrhouse, P. 1997, Developing a Culture of Research in a VET Provider. In 
Selby Smith, C., Hawke. G., McDonald, R., Selby Smith, J .  (eds.) Research and VET 
Decision Jlaliirlg- Vol2:  The Case StudiesJor the Economics o/Educatiokl a t ~ d  
T/ ~ritziug. Monash Uni. Pp 71 - 79. 

Scfion, R.. Waterhouse, P., Coonep R. 1995, Worli~lace Leariling a i d  Change: The 
Il'or-kplilce as a Le~trniug Envirotlment. Melbourne: Automotive Training 4ustralia. 

Scfton. R.. Waterhousc, P., Deakin, R. 1993. Breathing Lqe into Trninit~g. National 
Automot i~e  Industry Training Board, Victoria. 

Selby Smith, C. (ed) 1 099. Thr Inzpact q f  R CS? D 011 VETDecision Malii,tg: .4 range of case 
stldics. Adelaide: NCVER. 

Scngc, P. M. 199 l ,  7'hc Fifih Discipline: the art and practice of the Leurrling orgatzisdon. 
Doubleday: New York. 

S harkcy, S. 1 997, Freedom of Choice a Lie. Labor Herald, May, p. 8. 
Shor, 1. 1986, Clrltwe It.'o~s, Mcthuen: New York 



Short. M.. Preston. A.. Peetz. D. 1993, Thc Spread arid Impact of I170rlrplace Bargai,ring: 
E ~ i d t n c e  fi-om th e ?t.oi.hiplace bargaining i-escarch project. Canberra: AGP S 

Sinclair. J .  I ICH.  and Coulthard. R. M.. 1975, To\t*a,-ds ai1,4na!1~is qf L)iscorrrse: the 
English used by teachers and pripils. London: Oxford University Press. 

Smith. A. 199s. The Elements of  a Training Culture. In Robinson C., Arthy K. (eds.) 1999. 
Lifilong Leautirlg: De;*eloping a Traiflirlg Culttrl-e. Conference Papers. Adelaide: 
NCVER. Pp. 73 - SO. 

Smith. A. 2000. New Management Practices and Enterprise Training. The Changing 
L\;at~ii-~ o f  Jt'oi-k Forrrm. Ade1aide:NCVER 

Smith. H. 1996. The National Training System - Where to From Here?. Transfer, Vol. 1. 
No. 1 ,  Octobcr, Pp 2 - 4. 

Smith. XI .  1994, Post Fordism and Workplace Change: Towards a Critical Research 
Agenda. .4LS4C Conferecce. Thinkitlg i fbrk:  Corwnrinicatir~ Practices in the 
Ji bikplace. Nov.. Sydney. 

Solondz. K. 1995. The Cost of Efficient),. In Rees. S.. Rodley, G. (ed) Tire h'lmurr Cost o f  
Alartagerialisnl. Leichhardt, NSW: Pluto Press. Pp 21 1 - 220 

Spradley, J .  1979, The Ethnographic Intenieu?. New York: Holt Reinhart and Winston. 
Stake. R.E. 19S2.The Case Study Method in Social Inquiry. In Bartlet. L.. Kemmis, S.. 

Gillard. G.. Cnse Stlih. 011 O\,en-ieit.. Victoria: Deakin University Press. (Reprinted 
from Educational Researcher. Vol. 7, Feb. 1978, pp. 5-8.) 

Stevenson. J.. 1993, Competency-based Training in Australia: an analysis of assumptions. 
-1rrsrra1ian n17d hhu- Zealand .Jownnl of Vocational Edrrcario~r Research, Vol. 1, No. 
l .  hlay, pp.SS, - 103. 

S t r~~enson .  J.. 1994 a. Valuing Cognitive Dispositions and Cogni t i~x  Structures in 
Vocational Cunicuium Development. In Brown, M. (ed) .-l Collection o f  Original 
Essa1.s on Oirriczrllrm 101- the iVorkplace. Victoria: Deakin University. Pp. 23 - 67. 

Stc\.enson. J .  1991 b. \'ocational Education. In Cog,1itiotr at Jl'ork. Adelaide: NCVER. Pp 
1 - 7 - S .  

Ste\ enson. J .  1996. Learuing i~r rhe Workplace: Torrrisln and Hospitalin; - an initial 
e.vanii~zation qf iriticnl aspecrs ofsnrall brlsimss i~z the t o w i m  a d  hospita/i@ 
indzrstr-v. Queensland: Grifiith University. 

S te~enson.  J .  C., McKavanagh. C.W., 1992 a, Skill Fonnation for the Workplace. In Poole. 
M.. Edtrcutior1 and Ifibi-k. Vic.: ACER. Pp. 72 - 90. 

Ste\,enson. J .  & blcKavnnagh. C., 1992 b. Improving Teaching and Leaming in Vocational 
Education and Training. Conference paper. M~l~at~f,rtwe.for techical  u i ~ d  Vocarioml 
Edlrcorion rrrid Tinlini~lg. lntelnational Conference. Melb. Dec. 

Ste\mson. J and McKavanagh C.. 1991, Development of  Expe~tise in TAFE Colleges. In 
Ste\.enson. J.C. (ed), Cogrritioil at Work. Adelaide: NCVER. Pp. 169 - 197. 

Stveet. R 1993, Thinking about Learning and Work: Acadenlia and Vocational Education. 
Seminar paper, h'q. Issues ill I'ocatior~al Edtication a ~ l d  Trainitlg. Directiom jor 
Research and Dervlopnle~~f ,  University of South Australia. 

Tavlor. F. 191 1 .  The Pri~lciples of Scietlt$c 1\4aitagenrer1t. New York: Harper Brothers. 
Teichman. M. 1990. Tlw .4ge, Tuesday, December 4. 
Thompson, M.  1992, Key C0171perencies ill Small Bzrsiness. Adelaide: NCVER. 
Threndol  d. T. 1998. Telling Tales out of School: women and literacy in 'new times'. 

Paper presented to the annual meeting of the American Educational Research 
Association, San Diego, CA., April. 

1-o\vnscnd, R., Waterhouse, P., Mallock. M,, Martino, 1. 2002, Getti11g the .Job Done: Houl 
o~1plo!w-s lrse and value qrcal(ficatio1ls. Adelaide: NCVER 

Tripartite Study Mission. 1989. ,4~t.ar-d Restrlrctrrriiig - Our JoSs. Our l t idri~in.  Otir 
Frit~irc.. Tllr Australian Vehicle Manufacturing Industry Report. Canberra: AGPS 

TCT.4. 199 1.  Il 'h~, cowiltation? Training materials, (internal publication) AMWU. Metals 
Di\*ision. 

Cnteu.eger, P. 1992, Lean Production: Mjth or Renlih, IMF Automotive Department. No. 
2 in Fomm Series on Labour in a Changing World Economy. I~s t i tu te  for Labour 
Studies, Geneva. 

Virgona. C. 1 989, .-l\t,ard Rr~.~t~. t~ctz~re Training: , nlplicati~ns for the NESB btaorkforce, 
Victoria: AMES. 

L'ircona, L C. 1991. Peer- Tutoring: larzgriage and literacy traitling for IVESB w5ovke~-s in 
indli;.t~?*, Victoria: AMES. 

L'irgona, C. 1992. Prospect, Vol. 7, No. ',.pp. 40-36. 
Vireona. C C. 1993. Report on the Establish,nent of the Ct'orAplace Learning Centre at 

Corltainers Packaging. Vic.: AMES 
Virgona, C. 1991, Language Leaming and the New Industry Context: issues of language 

and paver. In Brown, M., (ed) Literacies am! rhe WorXplace: a co//ection o f o r i g i ~ d  
e s s q ~ ,  Geelong: Deakin University. Pp 103-1 50. 

L'irgona. C.. Marshall. N.. Sefton. R.. Waterhouse P.. 1998, Opening Doors - Enterprise 
R n s d  7iuini1rg iit Action: T ~ P  Tickcart Project. Prepared as part of 'demonstrating 
bcst practice in VET Project 1997', Melbourne: Workplace Learning Initiatives Pty 
Ltd. 

Virgona, C., d7;lterhouse P., Sefton R., 199s. Teamwork, Collective Competence and 
Team Based Assessrt~ent in Action: Critical Reflections of Industry Based 
Vocational Educators. Conference papers for the Second Iuternaiional IYoi-kshop 011 

l;~~r~n~~or.kiir,a, I!ni of South Australia, Sept. 
l'ocational Education. Ernploynlent and Training Advisory Committee (VEETAC) 1992, 

Lkei-s grid2 ro cowsc designjor competencv based tr.aining. Australian Committee 
on Training Curriculum (ACTRAC), Canberra 

\\'alkcr. D. 1993, The .4gc, Friday. Nov. 6. 
\Vaterhouse, P., Sefton, R. 1997, Teachers at Work: Utilising professional teaching skills 

in industq, settings. .-lwtr~zliau Joro-)fa/ ofEdo'rrcatior~ Vol. 41, No. 3, pp. 267-275. 
Waterhouse. P. 199S, F'olrtheism orld Professiotral Practice: A reading of the itsodd am' 

altorrari\~e.fiitur.es. Unpublished discussion paper. 
\Vaterhouse. 1'. 1999, To\\*ards arl .4utheiltic Staizce: utrtobiograplrical case srzrdies in 

~.~pe~-ierttial leamiug, lito-ao) and reflecti~7e practice. Sublnission for Ph.D, La 
Trobe Uni.  

\\'aturhouse. P,. Wilson. B., Enfer P. 1999. The Char~giitg Natrrw arld Patrenu o f  J V O I ~ ,  
South Australia: NCVER. 

\\'aterhouse. P,. To~vnscnd, R., McGregor B. 2000, Facilitating Change via Action 
Learning with Frontline Managers. Conference paper, ALARM/PAR Corlgress, 
Ballarat, Sept. 

Wecdon. C. 1957, Feminist P~rrctice and Post 9r~rcnii-alist 7 h e o v .  Blackwel!: Oxford 
Uni~wsi ty  Press. 

\j7cbcr, M. 19-17, The Theory of S ~ c i a l  and Economic Organisations, Talcott Parsons (ed.). 
trans. A.  M. Henderson and Talcott Parsons, Free Press: New York 

\Yeiton, h.!. 199 l ,  Tou*a,-(is Delvlopmei11 I V o k  rhc n~odiplnce as a learning ei1vi1-orrment. 
Geelong: Deakirr University. 

\irhecl\vright. T. 1990, Tha &c. Tuesday, December 4. 
\Vickert, R. 1989, .\'o Sitlgle hleastire. DEET, Canberra. NSW: Alken Press Pty Ltd 



\\'ickert. R .  1991. klaintaining Ponm the Literzq Agenda. Opcrl Lctrer, Vol. 2 , No. 
1 .. pp. 10 -- 54. 

\\'iddo\\ son. H. 197S. T~arhitlg Lu~lgllngc as Cot~~n~rirlicatic~~~. Osford: Oxford IJniversity 
Press. 

\\'iddo\i.son. H.G.. 1995. Discourse .Analysis: a critical \.ie\tv. La~tgrrage and Literizci~ 
J O I ~ I W L ~ ! ,  'k7o1. 4. N O .  3, pp. 15s - 1 7 1. 

\i'illiamson. D. 1996. Hercric: b a c d  011 thc life . o f  . Der-tck Ft-ecmatl, Melbcurne: Penguin. 
'\\'llling. K.  1992. Talking I t  Through: ciarification and problem sol\*ing in professional 

\t.ork. S>dncy: XCELTK. 
\ i ' i l l~~mtt ,  H.  1 993, Strength is Ignorance, Sla\.ec. is Freedom: Managing Culture in  

hlodern Organisations. .Jorlr.rlc:l q f ' . l l~r :~c~g~r~r~r t r  Sl!dies. Vol. 30, No. 4, pp. 51 5 - 
- - 3  3 , .  

\i'ilson. .A. 1993. The Promise of Situated Cognition. In Mcmam, S., (ed.) Ail Update or1 
.-ldlilr Lcnrxirrg Theor?*. San Fancisco: Jossey-Bass. Pp.7 1-79. 

\\'indshuttle. K. 1997. The Killi~lg o f  Hi.stor>': ho\ta litct-at?. rritics and social theor-ists arc. 
r?~lir-cftr.itlg o u t - p m .  Nei~.  York: Free Press. 

\ i ' o ~ ~ ~ a c k ,  J.. Jones. D., Roos. D. 1490, Thc .\lachinc that Chn!tgu'rhe jl'orld. New York: 
h lx i \ id i  \4achlillan. 

\\'c101 U orths 11.d. . \ / o I ~ ~ L ~ I I ~ s  of C'CII-C: / L V I T  pwgrarmxC. Internal Induction Program. 
\\'orsnop. P. J .  1 997, Cot~lpcretlcr\. h'clsd 7;-ainirzg :Ao~r. to do ir.for tt-airlers. Canhem: 

L'EET.AC. 
Zi\ . 0. 1997, High Perfom~ancc M'ork Talk: a pragmatic analysis of the Isnguagc of 

L\ orkcr participation. In Hull, G. (d.). Clln~lgirlg Il'or-k; C'I~~ir~gitlg If'orh-PI'S: critical 
pcr-spccri~cs 011 lnrlgungc~, lirercq. n~ldskills. Albany: State liniversity of New l'ork 
Press. Pp 295 - 2 15. 




