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Human Resource Management: contemporary challenges and future directions

employers that EEQ is good for business; the failure of EEO and AA to
achieve significant progress in more than a decade is sufficient evidence
of this. In the long term, if real and lasting achievements are to be made,
emphasis must also be placed on the employer’s ethical and social justice
responsibilities, on the spirit as well as the letter of the law.'

To do this would mean rethinking much of HRM practice, placing
equal opportunity issues higher on the agenda. It is now time for HRM
and EEO practitioners to take up this challenge.
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THE CHANGING NATURE OF WORK

Teresa Marchant

OVERVIEW OF CHAPTER

This chapter is based on the premise that the future role of HRM could
well be change management. Technological advances, changes in
world markets, governmental influences, and social shifts are
discussed. These exterpal influences are creating contemporary
challenges for HRM. Changes in the nature of work, and changes in
Fhe nature of the workforce represent challenges to HRM. The
implications for strategic HRM are numerous, but the most critical one
highlighted in this chapter is that of developing a sufficiently skilled
workforce to meet these challenges. The chapter includes a case study
of organisational restructuring which reinforces the argument that
developing the workforce is the most critical challenge.

Change is a central feature of the workplace today, therefore there
are many contemporary challenges

Surveys of o.rganisations in Australia have emphasised the degree of
change that is taking place. The pace of change does not seem to
have slowed either. For example;

one of the most striking and universal features found in the
workplace ... was the extent and diversity of change occurring . . .
(Callus, Morehead, Cully and Buchanan, 1991:185).

This obse.rvation compares with the reports of individual managers
surveyed in other Australian research (Marchant and Littler, 1997).
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One of the consequences for strategic HRM is that the HR specialist
of the future may be primarily focussed on change management
(Nankervis, Compton and McCarthy, 1996). Not all organisations
have a person designated as HR specialist, but all organisations have
HRM — that is, responsibility for managing people. Therefore,
responsibility for managing change will also fall on line managers

In the next section, the many change influences are grouped into ,
seven categories and discussed.

As illustrated in Figure 3.1, the changes can be grouped into seven
categories:

5. Social Change

External influences

1 Economics — including the shift to a knowledge based
economy

2 Technology — for example, the spread of the Internet

Markets/geography — powerful coalitions have been formed

between countries

4 Government — new legislation such as EEO

5 Social changes — for example, the rise of ‘Generation X’

6 Job changes — the end of the job as we know it

7 Employee changes -— including a more diverse workforce

W

in Jobs
Organisation change
6. Jobs — change

7. Employees —
Internal

Figure 3.1
A simple framework for categorising change influences
consequences

The rest of this chapter will discuss each change influence in turn,
and conclude with observations about the implications of these
changes for HRM. The rest of the book will deal with several of

these implications for HRM in much more detail.
e, -

change

Organisations = People

Changes in the economy

There has been a shift from primary industry (agriculture) and
secondary industry (manufacturing) to tertiary industry (service and
knowledge) in Australia’s economic base. For example, in 1970 58
percent were employed in services: by 1995 this percentage had
increased to 73 percent (EPAC, 1996). In_the future, knowledge
work (information based work) is expected to dominate. = These \
changes are similar to those experienced in other western nations
including the United States (Quinn, 1992).

External influences

1. Economics
2. Technology
3. Markets

4. Government

-
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Technology

The scale of the technological revolution has been likened to that of
the introduction of the steam engine or motor vehicle. Technology is
both creating and destroying many jobs, and changing skill
requirements. More communication has resulted in more
widespread, and faster, diffusion oméhnology between countries
(Coates, Jarratt and Mahaffie, 1994) and has also led to ‘the global
village’.

Aligned with the increased availability of technology is the rapidly
decreasing cost of national and international telephone calls. This
means that companies can re-organise themselves to operate
internationally without necessarily being confined to an office or a
location. As Handy (1996:11) observes:

... we no longer will need to have all the workers in the same
place at the same time to get the work done. When everyone
has a phone in their pocket, you do not need to know where
they are. The office can be anywhere, and increasingly is.

That is, the workforce will also have more flexibility with regard to
location.i

Market realignment and geographical power bases

World market changes include new_trade arrangements between
countries that form alliances to achieve greater market power, more
companies_operating on an international basis, and more emphasis on
comparing the productivity of the workforce in different countries.
Globalisation means we are now facing the reality of competing in
an international economy. International trade and capital flow
between countries has increased, as has the presence of international
companies. Local workforces are increasingly being compared with
those overseas who are considered to be more productive — notably
Japan in recent times (Coates, Jarratt and Mahaffie, 1994).

New trade groupings of countries, as well as the forging of new
alliances have resulted in several powerful forces in the global
economy. Some of these are shown in Figure 3.2.
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Ranged against such large competitors as the US, Canada, Mexico,
China, Japan or the European Community, the Australia-New
Zealand Closer Economic Relations pact appears somewhat
insignificant. So the competitive threat to Australian organisations is
particularly strong.

Figure 3.2
World Market Changes

* Rise of the “Asian tigers’-

Although With No Trade Alliance in Place
The European Community

United States - Mexico Border Zone
US - Canada Alliance £
North America Free Trade Agreement
The New Eastern Europe

The Australia - New Zealand Closer
Economic Relations Pact

»  China - the Emerging Giant

An example of globalisation of a slightly different form is that of
organisations relocating some of their operations to a country where
they can be performed more efficiently. Nike has gained a degree of
notoriety for manufacturing its products in third world countries where
labour is very cheap. Another example is the airline Swissair, which
relocated its accounting department to Bombay, and saved eight
million Swiss francs per annum in doing so (Gbezo, 1995). Managing
such an operation represents a considerable challenge to HRM.

) .. ASton counhyg e
The rise of the ‘Asian tiger” and of China is another economic trend

that is of interest to Australia. The economies of countries such as
Singapore and Korea have achieved significant economic growth in
recent years, even ih view of the currency crisis of mid-1997 and
1998. Such growth represents an opportunity from one perspective
in that there is a substantial demand for HRM skills in these
countries. On the other hand, Australian managers are required to
rapidly come to terms with doing business in Asia. There are
problems associated with this new international dimension, including
dealing with different cultures, and the issues of expatriate
management.
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Government

In general we may be heading for an era where governments regulate

more, but deliver less. The Orporate sector may carry out more of
the functions previously executed by gsovernment (McRae, 1996).
There is already some evidence of this shift in the US, where church

organisations are delivering welfare services, in place of government

agencies.  Su(ly (s J‘Of{fv (hence (a;m’;‘a/z;gm),

Specific Australian government influences include restru‘z:turiing,
privatisation and more legislation aimed at controlling the
workplace.

Restructuring for Sfexibility

Both Labour and Coalition goyernments in Australia have placed
considerable emphasis on restructuring the economy. In doing so,
they have been aiming to produce a flexible, skilled workforce, to
decentralise and reform the industrial relations system, amgar_lge
trade conditions. In terms of trade conditions, the government is
reducing tariffs, which exposes industries to more global
competition. The consequences of this can be job losses, as industry
has to restructure to compete successfully, For example, the
reduction of tariffs by 20 percent in the clothing industry by the year
2008 is expected to result in the loss of 6000 jobs in the industry
(Marris, 1997).

Privatisation

Telstra, the Valuer General’s Department (Victoria) and the
Commonwealth Bank of Australia are just three examples of large
government organisations that have been privatised in recent years,
The complete list of Organisations is very long. Privatisation has
meant a radical change in the HR policies and practices of these
organisations.  For example, at the Commonwealth Bank the
emphasis has shifted from_,agcurg_tg; Pprocegsing of customer deposits
and withdrawals, to -Customer service and sales. There has been a

reduction in the number of jgtg_glggsifiqatigp_s_ and levels (there used

46

The Changing Nature of Work

Legislation

i d an increase in__government
The 1980s and 1990s witnesse 1R( in_
]gg_l__'slati—on ‘which directly influences the-wa}y oggggxsg%lops manage
their erﬁployees. Some of this legislation is listed below:

ity (EEO)
¢ Equal Employment Opportunity (
. C?langes to Occupational Health and Safety Act (OHandS)
o Training Guarantee Act
» Freedom of Information (FOI)
¢ Industrial Relations Reform Act

The increase in legislation affecting the workforce has me;de ;l;:
tasks of management _and human resource man a,?edmen 'nilling
d more speciali These tasks now include ensu
complex and more specialised. : : :
that I:c)lecisions regarding the employment relauaqshlp coaforr;t \Z’;Z
1 i islation. For example, in recruitme .
the various pieces of legis ' " In recruliment care
t there is no discrimination ag
must be taken to ensure tha
women or other specified members of the workforce. Anoth}t:;
example is if a manager wishes to dismiss an m;uﬁoyeed he (::rh saS
dure has been followed, such
ust ensure that correct proce . h
;:suing written warnings. If care is not taken to ensure conformity
with the legisiation, employers may find themselves in court.

Social Changes

General changes in_the world population are reﬂgcted in speclfiz
changes m the composition of the workforce, and in the cpg;‘»_ug:gai
with which organisations do business. Some of these general s

changes include:

s lower birth rates

e longer life expectancies
of
& Dbetter informed consumers who are more aware

worldwide choice of goods and services ;
* more similarities between the work patterns of men an

women .
increased school retention rates leading to a more educated

population.
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One of the main consequences of these changing demographics is
that in the developed world there will be an older population. Older
populations have different values_and different needs. However the

AL B

implications of this are somewhat unknown. Never before has the
world had such a large proportion of older people as it will have in
the first decade of the next century (McRae, 1996:8).

In summary, many factors are creating turmoil in the external
environment of organisations. Partly as a consequence of this, and
partly due to internal influences, both jobs and the workers that hold
these jobs are changing. The following sections review some of

these changes, and then the direct implications for HRM are
considered.

Jobs change

In the new work organisation, team work and multi-skilling are
receiving a lot of emphasis. These practices have been contrasted
with old-style mechanistic or “Taylorist’ practices (after Frederick
Taylor, the father of ‘scientific management’). These differences are
illustrated in Table 3.1. In the old approach, workers were monitored
with stopwatches, and jobs were broken down into simple, repetitive
(boring) tasks. Some would argue that team work, empowerment,
and multi-skilling represent a trend away from the scientific
management approach. However sophisticated computer technology
still enables the same practices to be applied today, in a broader
range of jobs. In Telstra’s customer service division, for example,
computers record how each employee spends each second of their
working day, by recording telephone usage (Long, 1996). Although
this degree of control has Orwellian overtones, the use of technology
to monitor and control service work is one of the most significant
opportunities available today for organisations to achieve gains in
productivity (Quinn, 1992). I

48

The Changing Nature of Work

Table 3.1 .
The Old vs. New Style of Work Organisation

Old style work organisation New style work organisation
e Large Scale + Innovation
e Mass production «  Small teams
e Rigid job descriptions s Autonomy/empowerment
s Hierarchical o Muld-skilling
management '

o Longterm e« Managing employees as a
¢« 9-5 resource

e  Part time, casual

» _Above normal hours

{mechanistic) ' (organic)

Source: Adapied from Coates el al (1994); EPAC (1966)

Other changes to jobs include e-jobbing’, and the re-integ}"ation of
work and home.

De-jobbing. Well-defined jobs with_detailed job descriptions are
disappearing and being replaced with self-employment, contractors,
ca—gqaldwark and mobile project teams (Bridges, 1997).

The re-integration of work and home. This chang-e is rf:ve:rsi“n;?r a 100
year trend (Coates et al. 1994), and can be seen in suc_h actlwtles_ as
company based child care centres, company provided lactation
facilities and telecommuting.

Telecommuting is just one example of how. jobs are changing.
Telecommuting (also known as telework, or distance Work) means
employees work from home for part or most of the time, and are
connected to their employing organisation by fz.axL e-mail, _a_r_xgl'ph_‘ggle.
This option is said to be more family friendly, anfi ‘ﬂemb e.
According to Gbezo (1995) the Germans hgve labelled this ‘the new
three K formula’. It used to be children, kitchen and church. Now it

is Kinder, Kuche and Komputer (children, kitchen and computer).
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Employee changes

Ewdenge for some of the key changes that have occurred in the
Aggra_lggp_ﬁwggqugce; in the last 25 years is listed in Table 3.2. The
main points are that the workforce isubécz)ming more educated as
more people stay at school longer, workers arevﬂgmffi;g less, and
there has been a doubling in the number of part time workers. 6ther
changes in the workforce identified as a result of major social
changes include:

an older workforce

more female participation in paid work
greater ethnic and racial diversity
participation of people with disabilities

more people employed in services

more sedentary workforce (Coates et al. 1994)

. & & @ * Py

Table 3.2
Australian Workforce Changes in the last 25 years

1970 1995
Year 12 retention rates 29% 72%
Industrial action (million person
days lost) 24 02
Part-time proportion of the
workforce H% 2%
Employment in service industries 58% 73%
Female participation 40% 53%
Self-employed proportion of the
workforce % o

Source. EPAC (1996)

As well as variety in the biographical characteristics of their
workforce, gnployers will have to contend with variety in the work
values of different people. The values of each generation of new
workers since the last World War are shown in Table 3.3.

50
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Table 3.3
Changes in the values of the workforce
Stage Date they Current | Dominant work values
entered the age
workforce
Protestant work 1940s — 1950s 50-70 hard work,
ethic conservative, loyal to
organisation
Existentialism 1960s — mid 40-50 Quality of life,
1970s non-conforming, seek
autonomy, loyat to self
Pragmatism, mid 1970s ~ . 30,40 Success, ambition, hard
achievement mid 1980s ’ work, loyal to career
Symmetry/batance mid 1980s - Under 30 | flexibility, job
G ion X present satisfaction, leisure,
(Generation X-ers) loyal to relationships

Source: Robbins, Water-Marsh, Cacciope and Millett (1994)

The changing values of the workforce are exemplified by observations
about the so-called ‘Generation X-ers’, who have quite substantially
different career and work goals than any preceding generation. Very
few of them rank financial r__gi»/gr_gi_s_ as their primary motivator. They
want Fulfilment, and may even be_ prepared to step sideways or
backwards to get what they want (Molitorisz, 1995). (See Table 3.4 for
more on this topic). In this environment, the old ideas on how to
motivate staff and get them to perform will not apply. HRM will need
to find new ways to manage and motivate employees.

Table 3.4
Career Values of Young People

The ‘get a life’ generation
> No. 1 priority - balanced lifestyle
% No. 2 priority — financial rewards

» No. 3 priority — challenging international career

Source: International survey of 1200 business students in 10 countries, (1996).
(Reported in Australian Financial Review, 5 August 1997, p.17)
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Implications for HRM

Al of the changes listed i
ey LT above h icati
strategic (i.. longer term. oy ave 1mplications for HRM at both a

. ure directed) and functional (i

al (ie.
f{lﬁiqnczln@éﬁl‘ 'These f:hallenges and the response req(uiregu;rrgz
HRA © viewed in general terms and also translated into

specific practicalities One ex
—— . ample of h T
(a general change influence) 1t)rans]ato""' the spread of technology

changes to HRM is shown in Table 3.5.

€S 1nto specific, practical

Table 3.5
Influences Affecting HRM

[ ch
ange/Challenge Impact at Work Implications for HRM

Spread of Need for
technology

How 1o recruit, i

. select, retain

E;nﬂ;:loyees with and Te-train sufficient ~ -

cO'mpt‘cter workers, such that the
petency organisation can use

L technology for competitive
advant?fge. )

org?nisations in the public and pri
period 1989 through the 1990s.

exgmplfa of how these influences
universities,

Figure 3.3. shows a more detailed
are affecting HRM in Australian

government legislation.

HRM adaptation 10 4 changing workforce

aients of a multinatio?lal,

mq]_nc_u_]tgrz_ﬂ, _nj_qlg;gehderedj rﬁulti-aged workforce .
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For example ‘family friendly’_policies will have to be implemented
by organisations that wish to_retain their female workers. Two
recent examples of new policies are Coles Myer who are seeking a
competitive edge by introducing a lactation support program (HR
Report, 1997), and World Vision who have introduced twenty-three
practices that are more family friendly. One result for World Vision
1s that 79 percent of women who went on maternity leave now return
to the organisation. Before these changes were introduced, none
returned (Austin, 1997).

Organisations will need to learn how to utilise an"older workforce.
HR departments and managers may find themselves managing an
army of part time, elderly workers who are not interested in careers,
but who want agreeable and flexible work conditions. The challenge
to HRM will be to extract their experience as well as develop their
skills (McRae, 1996).

Managing knowledge as an asset has implications for Human
Resource Development (HRD). According to McKern (1996),
knowledge will gain a new pre-eminence as the organisation’s key
asset. The ability to manage knowledge as the key critical resource
of the organisation will be one of the biggest challenges. Not
money, not products, not manufacturing equipment, not even people,
but rather the know-how, knowledge or intellectual capacity that they
represent (Handy, 1996; McKern, 1996; McRae, 1996).

FUTURE DIRECTIONS

The pace of change is so bewildering, and its extent so
massive, that it is tempting to believe that nothing sensible can
be said about the future except that it will be different
{McRae, 1996:6).

Notwithstanding McRae’s comment, some observations about the
near future can be made. It is likely that there will be a need to:

@ place.greater emphasis on the role of Human Resource Planning
in achieving business goals

- *> accept the challenge to find transformational leaders who can
achieve change with their employees
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The Un ) Figure 3.4
€ University of Australin: An example of how contemporary
challenges are affecting HRM

. Internet

*  PowerPaint
*  PConevery
desk

Reduced funding
*  Increased HECS

Harvard and other high power,

high profite compelitors
offer uni. courses to Austratian
students on Internet

Students more like
‘consumers’

. Students expect
information be availabte

on intranet

Statf need to:

be internet literate

be-world class content axperts to compete

develop a setvice attitude fo siudents

ggi;;ﬁi uspbo rt_smi!iesl for detivery courses 1o fee paying ‘customers®

considerzho tain fundfng from other sources (ie conduct marketin )
e need to find employment elsewhere ’

-
.
.
-
.
-

HAM short-term responges:
recruitment fraeze
. redundancies
©  introduce career work i j i
- establish a busingss asr;o?:ritl:ehsr‘::grgﬁ;a 1ob outsice the niversiy)
. i‘gnds gv.ailabie for staif to attend conferences
{ie training angd development) slashed by hatf

HRM strategic imptications:

need for training on internet

feed for training in customer service

:gig :cr ihange of attitude re service
0 change r i i i

need i hand?ee r::;tég::::itegractxces 1o recruit part--time, contract employees

Increase in part-time and contract staff

need for transformational leaders i i
o & changog o in faculties and departments to lsad people

L T
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@ develop good followers

‘¢ find (or train) Australian managers with the expertise to deal
directly with their employees

;) adapt to a union movement that is itself responding to these
challenges (EPAC, 1996)

Some interesting scenarios for the workplace in the year 2020 are
provided by Galagan (1996). She says that all workers will be called
‘performers’ because that is what their role in the workplace will be.
Her ideas on implications for HR include the suggestion that there
will be little or no requirement for middle managers, as people will
all work in self-managed teams. On the other hand, perhaps there
will be fewer of these, but they will have a different and more vital
role. Another suggestion is that there Will be a large_element of
entertainment _and communication_ technology included in_the
delivery of training. The process of facilitating learning will be one
of the largest industries in the world.

Another implication of the change to the nature of work is that of
loss of job security. #Despite the fact that there has been an overall
increase in productivity as a result of these many changes, there have
also been ‘side effects’ for the workforce, including a decrease in job
security, an increase in work hours and work loads, and an
associated increase in job stress (Long, 1996). These are all factors
that the HRM function will have to deal with in future®™ The social
issues associated with these changes, particularly the revolution in

standard working hours, the loss of secure employment, and the loss
of an abundance of living-waged positions. If it is not divided
already, the workforce will be divided between two groups: the
overworked and the out-of work, between the well-paid and the
poorly-paid, and those with career jobs and those on the fringes
(Long, 1996).

These last two points sound quite negative, and it is true that there is
‘fallout’ from the revolution that is taking place at work. The
challenge to HRM is to harness the power of this revolution to
achieve better organisational performance, whilst at the same time
assisting individuals to adapt and grow in the new, demanding
workplace.
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HUMAN RESOURCE DEVELOPMENT

Cec Pedersen

INTRODUCTION

Human Resource Development (HRD) is an §volving and a flyt}a?uc
field of study which is usually inCIUdeii&\}’lthln the oYerall dmp:p ine
of human resource management. Although part of this evoluuor; cin
be attributed to the refinement of HRD within HRM, fnuc‘h of the
evolution results from the incredible rate of ch@ge which is tall:x?g
place within our work places, industries, countries and the world in
general.

A significant challenge relating to HRD is whether a traditional or‘lz;,
contemporary paradigm should be follov\fed. This chaplt(er v:}ll

consider both paradigms to explore what is HRD" to lqod‘ a'td v.=i
relationship between HRD and HRM3 and to raise some in : lzlvlt }ﬁfn
and organisational learning implications for HRD. It wi t
consider specific impacts on training and peFforfnance management,
before concluding with several strategic implications.

WHAT IS HRD?

There is general agreement that Human Resour:ce Degelgpm(;:;iet
(HRD) is a relatively new field. For example, Harris amli e 11:1is c
(1994:3) make the comment that 'Human Resour!ce Deve oPme:ild i
relatively new term, butf nof a new conce{): [empk.lasxs ? . e ; .
McGoldrick and Stewart (1996:1) tell us that HRD is & relative dy
new concept which has yet to become fully established anfi gccegte ,
either within professional practice or as a focus of academic inquiry.

The conceptual development of HRD, as we know 1t gtarted il'.l gle
18" century and has been influenced by several distinct periods.
These are outlined in Figure 4.1
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