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Abstract

This thesis contributes to knowledge about, and understanding of, the implementation of
responsible approaches to employment restructufing.empirical focus is a case study of a

UK steel plant (SteelC@nda restructurig process involving the removal of 1700 jobs across

two restructuring programmes from the period 22015 Managemendescriledits approach

to restructuringas O0soci al |l y r es ponBhedentralargureenttof thect ur i r
research is the thestbat the concept of responsible restructuring is more appropriately
characterised by a best fit approach that recognises contexts such as the contingencies of local
organisational and institutional factors, the particularities of industrial relationbistiogies

of restructuring and the occupational identity of the workforce

The thesisalso presents a conceptual framework thiisesfour categories of responsibility
based on a synthesis of tipeevailing literature that reflects the ways that resible
approaches to restructuring has bessearcheadurrently. These categories of responsibility

are identified as theegulatory, procedural, communicati@amdemploymentesponsibilities

The research thus explores the rationale, processes, maatisgactions and dynamics of

Steel Cobs putative SRR process. The findings
to the i mplementation of Steel Cobs SRR proc
supporting affected employees throule restructuring, and the HR team in the design and
delivery of the process, suggests that al t
accommodati on to managemen tcanmaintam a positiveorale t o r €
in the management of chamgSecondly, historical, long existing restructuring practices were
reframed and repackaged b ybeingeespangieléne nsu g che 0ntuig
that a responsible restructuring strategy offers management a way to legitimise the
implementaibn of an employment restructuring process. Lastly, the findings demonstrate how
social, cultural, material and experiential factors associated with the steelworker occupational
identity meant that employees had internalised the experience of restructhangs, dealing

with restructuring and its effects was met with a degree of equanimity by employees, as it had
become part of what it meant to work at SteelCo. Following this, the thesis calls for greater
attention to be paid to the experiences of a mealytical category ofnbetweenersas

employeesvho fall within the interstices of victim and survivor status.
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Natalie [Keener]l:l 6 m bui |l ding a work fl ow ofspdnses,i ng t

actionsand reactionstl6 s a script taking you through thi

Ryan [Bingham]jWho6s it for ?

Natalie:Wel | , t heoretically, you could put it in

immediately. All you have to do is folloketsteps.

Ryan: Natalie, what is it you think we do here?

Natalie: We prepare the newly unemployed for the emotional and physical hurdles of job

hunting while minimising legal blow back.

RyannThat 6s what webére selling, not what weodre

Natalie: Okay, what are we doing?

RyanWe 6r e here to make | imbo tolerable. To fe
to point where hope is dimly visible. And then we stop the boat, shove them in the water and

make them swim.

Scene fronthe movieUp in theAir (2009) between Natalie Keener (Anna Kendrick) and Ryan
Bingham (George Clooneyin this sceneRyan explainso newlyappointed consultaiNatalie
the nature of their work for a Human Resource consultancy fivat specialises in assisting

corporatons in making employees redundant.
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Introduction

During the early 1970€mployment in the UK steel indugtstood at approximately 300,000.
By the end of 2015the figure stood at just 15,700 (EEF, 2016). The huge contraction of
employment in the industry has been executed through freguehépisodicrounds of
restructuringinduced bymanagementThese restructuring processes have occurred for a
variety of econmic, and often political, reasons. Nonetheless, the common denominator of
restructuring has been redundantlye experience ¢bb loss forsteelworkers, andmployees
more generallycan bea profoundly uncertain, insecure and troubling oRleose facing
redundancyypically experience a range of negative effects, impgan their personal, social,
psychological and financial welleing. Thus pressure has been placed, in both the academic
literature and at policy level, on organisations to agkltbe negative effects experienced by

those affected by restructuring and redundancy processes.

Concerns around the responsibilities that organisations have towards theiressdiaging
redundancy havgained increasing prominence within debates ardbhedmplementation of
employment restructurin@ergstrom and Diedrich, 2011, Teague and Roche, 2014, Forde et
al., 2009, Rydell and Wigbald, 2012, Van Buren I, 20®sponsibleestructuringhas been
broadly defined as an approach through which organisations might implement processes and
practices that ameliorate the negative effects associated with restructuring and redundancy for
thoseaffected(EC, 2011, Bruggeman, 2008, Rogovsky et al., 20D8¥pite references being
made to rgsonsible approaches to restructuring in the academic and policy literature, the topic
is under theorisedind associatewvith little empirical evidencewhich has led to limited
understanding about whaesponsible restructuringntils. Thus, this thesisxplores the
rationale, processes, practices, interactions and dynamics in implementing a responsible
restructuring processndtradeunion responses to thiShe empirical focus of the researish

a case study of a UK steel plant (SteelCo) that condactestructuring process involving the
removal of 1700 jobs acre$wo restructuring programmestire period 2012015, describing

its approach as 6socially responsible restru

The findings from the case study at Steeli@entify a range ofissues pertinent to the
implementation and conceptualisatiorof a responsible restructuring procese central
contribution of this research ihe understandinghat the tendency t@iew responsible

restructuring as sets of prescriptive best practice approaches has meant less ladie beem
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afforded tohow the local organisational context shapes the implementation of such processes.
The argumenadvancedn this thesigs thatthe comeptof responsible restructuring more
appropriately understodtrough abest fitapproach that recognises the contingencies of local
organisational and institutional factors. $hepresentsa shift away from the prevailing
emphases in the literatuoa the prescription of best practice approactwsch haded to an

under theorisation of responsible restructuritiy terms of the SteelCo case, three key
contextual variables were identified as central to the way its SRR process was implemented,
relating to: the role of the trade unions in providing support to both affected employees and the
HR teamin the design and delivery of the process; the nature of-dtargling, existing
restructuring practices that werir éei redyr amad
relevance of occupational i1dentity in shapin
supposedesponsible restructuringocess.

This thesis alsachallengesthe extent to which responsible approaches to restructuring
ameliorate the negative effects of such processes for affected employees. In building on recent
theoretical contributions tdebates omesponsible restructuring, it is argued in this thesis that
such processes may be conducted strategibgllpnanagementvith a greater emphasis on
counteradhg the prospective negative effects ohetpostrestructuring workforce.ln
advancinghe work of Teague and Roche (2014), Bergstrom and Arman (20ii6fode et

al (2009),this thesis not only corroboratéise notion that responsible restructuring serves
specific strategic and managerial goaisit argues thabrganisations maydopt such an
approachas a mehanism through whicto legitimisethe implementabn of restructuring and
redundancy processeRhat is, adopting a responsible apgeh to restructuring may serae

a meandor organisations tmeutralise the perceived negative connotations associated with

restructuring andedundancy.

This thesis also identifies a new, analytically discrete, category of employee affected by
restructuring processes afhbetweeners described asemployees that fall between the
interstices of both victinandsurvivor statusas characterised in the HRINerature(Sahdev,

2003 Devine et al, 2003 Kets de Vries and Balazs, 1997That is, inbetweenerof
restructuringexperienceeffects associated withoth their job being made redundant, victims,
andof remaining within the downsized organisation, suwvg as a result of being subject to

such processes.The experience of inbetweeners emerges froom g ani dnéetnalons 6

redeployment processes, whereby affected employees are offered alternative employment

4



elsewhere in the organisation instead of exithmgugh outright redundancyhis thesis thus

calls for greater attention to be afforded to experiences of the inbetweeners of restructuring,
exposing the way in which the prevailimgtim-survivor dichotomy does not account for the
broader range of expgences associated with restructuring and redundé8aidev,2003
Devineet al, 2003.

Furthermoregiven that the topic has beender theorised, the thesis develops a conceptual
framework, as outlined in Chaptemath further discussion of its use in Chaptetaprovide
exploratory themes to guide the research proaadsanalyse findingsThis identifies four
categories of responsibility based on a synthesis of the literature in the field of HRM, industrial
relations, business ethics, management @r@oratesocial responsibility(CSR) related to
responsible approaches to restructuring. These categories of responsibility are identified as the
regulatory, procedural, communicati@amdemploymentesponsibilitiesreflecting the variety

of ways thatthe responsibility of organisationsvhen conductingrestructuring has been
discussed in the literature. The épment of the framework servedo key purposes. Firstly,

it was usedto provide a set of exploratorgnalytical themes throughout the case sty

opposed to beinguseadn a deductitve Sseres$s €0 6 SecddiyRteepr o c e s
framework also addresses an assumption in the literature, as discussed below, that
organi sati ons onsibilityao empldyees dueng destruceginphass, the
framework providemuance as to what i {Freem@m@ et Bl., A0X6) O6r e s
specificallyin a restructuring context, through the identification of differestiegoriesof
responsibility. The remainder of this introductory chapter briefly discusses the research process

in terms of methodology, bafe outlining the key research questions driving the thesis. The
chapter then ends by presenting the structure of the thesis.

The research process

The resealt progressed through an intensivpialitative case study of a UK Steel plant
(SteelCo) that cianed to have conducted its restructuring process in a responsible way.
Steel Co described its process speci éandteeal | y a
research focued on two consecutive restructuring programmes between-201% where

1700 jobs were cut across the plant. Given the nascence of the topic and the limited empirical
research exploring explicit cases of responsilgigtructuring, the SteelCo caselvances

knowledge about, andnderstandingof, the implementation of such process That an



organisation claimed to conduct restructuring in a responsible way presented an opportunity to
learn more about theationale, process, practicdynamics and even the existence of the
process. In this sensgteelCowas purposively choseas a appropriateasefor researching
responsible restructuring generate a greater analytical insight into itn@lementation of

such a process.

The case studgonsisted 069, mostly retrospective, serstructured qualitative interviews
These took placeith management, HR representatives, unions, employees and other relevant
stakeholdersinterviews were supplemented hgnparticipation observatioat the SteelCo

site. The nonparticipant observatioelement of the dat collectionwas amethodological
strength of the case study. As outlined in Chapter 4, SteelCo grarsiagdaccess to the plant,
permitting urfietteredattendance at meetings and activities associated with itsiatesing
process. This provided r e a | obgelvatian® occurring asethrestructuring was being
negotiated and implementednd is an approach that has been rarely adopted in previous
research on restructuring. The Aoarticipation element of the research allowed for the natural
observation of interaction between managendRtrepresentativeadeunions and affected
employees in bothofmal and informal environment$his approach thus generatadnore
comprehensive picture of the dynamics of implementing a restructuring process in a
responsible way. Furthermore, thispast of the case study strateggmplemented the
gualitative interviews as #llowed for a plurality of perspectives on the implementation of
Steel Cobs SRR process in settings outside

permitted effective triangation of findings.

There have been limited-ohepth qualitative studigsto responsible restructuringjth much

of the literature related to the topic utilising large data setsagpilynthrough quantitative
approachegCascio, 2005, Cascio and Wynn, 2004, Teague and Roche,. 20t are

notable exceptions, however, with work by Forde et al (2009), Stuart et al (2007) and
Greenwood and Stuart (2002) providingeful examination of respondid approaches to
restructuring. The quantitativapproach, however, has seldom captured the richer, more
complex, interactions and dynamics between actors when implementing a supposed
O0r es p on s ianduaderstandirg evieasissmeanthigterm expaing a methodological

gap that the qualitative case study at SteelCo sought to address. Indeed, as noted above, and in
the findings chapters, a key contribution of the research is that the prevailing literature on

responsible restructuring has not adedyateldressed how the implementation of such

6



processes are shaped by local organisational contexts and contingdin@eshosen
methodologytherefore helped to identify a variety of organisational, institutional and social

contexts that shaped the implemeat i on of Steel Cob6s SRR proces

Researchaims andquestions

The prime objective of thisesearchwas at its essence, &xplore the implementation of a
responsible restructuring process, and examine the wayStelCo sought taddress the
impact on affected employedsroughthis processTo address thigproblemati¢ a primary

research questionas formulated

Can employment restructuring be implemented in a responsible way?

Given the prime objective is to explore the implementation oésponsible restructuring
process, a key aim of this was to understand the ways that organisations can ameliorate the
impact of restructuring and redundancy processes on affected employees through a responsible
process. Following this, understanding howg@ani sati ons view their
restructuring contextwas a necessary avenue of investigatiddiven that responsible
restructuring has been proposed within the academic and policy literature as a means of
addressing theffects onemployeesthe research explordise rationale,processes, practices,
interactions and dynamics in implementingeaponsiblgrocess at SteelCtn answering this
guestion, the research engages with a range of literature in the fields of HRM, industrial
relations, business ethics, managementcangbratesocial responsibility(CSR) related to the

topic of responsible forms of restructuring.

Although academitesearcthas approached the topic from a variety of different disciplines,

the term Oresponsible restructurtoincude,ands adop
recognise, these different approaches, but also to explicitly ldoateesearch within recent

debates on the topic in the HRM literatfeague and Roche, 2014, Forde et al., 2009, Tsai

and Shih, 2013b, Schenkel and Teigland, 20T6§ decision to refer to the process by the
term Oresponsible restructuringdé as opposed
in Chapter 3Furthermore, givie the interest at policy levéirough, for exampleéhe Eiropean

Commision (EC) and the mternational Labour OrganisatiorL(D) (Stuart et al., 2007, EC,

2011, Auer, 2001, Papadakis, 2010, Rogovsky et al., 2@05)nportant area of investigation



in the SteelCocaselies in the way that such practices and processes are implemented at the
micro organisational level. Thus, the reseatslo considerBow, and inded if, this represents

a distinctive, Oresponsi bl ebd, dopsamelomatethe t o r e
outcomes for those most affected. Therefore, to generate a more comprehensive picture of what
responsible restructuring entails, three sekearch questions are developed to address the
overarchingaim of the researclitach of theses nowoutlined with a brief rationaleegarding

relevant debates in the literature.

How did Steel Co under stand iressuctéringegpeogesst si bi | i

A key assumption that underpins the literature on responsible restructuring is that organisations
do indeed owe employees a responsibility when carrying out restructuring and redundancy
processes. This assumption, however, is typically taken for grandeatcaapted with limited

critical engagement in the literature, without directly addressing the more nuanced ways in
which actorsi such ashuman resourceHR) and management tearfnsunderstand not only

what their responsibilities are when implementingreestiring, but also how and why they

enact these perceived responsibili{iBydell and Wigbald, 2011, Rydell and Wigbald, 2012,
Ahlstrand, 2010, Bergstrom and Diedrich, 2011, Bergstrom, 200his sense, the research
explores the strategies, incentives and intevastbetweendaors that constitute a putativase

of responsible restructuring. Through the SteelCo case study, the prime focus of this research
guestion, in terms of participants, is those actors intimately involved in the design and delivery
of the reponsible restructuringrocess. At SteelCo, this involved the HR team, senior
management, trade unions and other relevant stakeholders such as Jobcentre Plus and skills
and training agencies. Indeed, this is a useful avenue of investigation, not otdyptislesiow
organisations understand their responsibilities during restructuring, but also helps to reflect on
the notion that responsible restructuring is typically characterised in the literature by an
engagement with a broad set of stakeholders thraugthe procesgForde et al., 2009,
Papadakis, 2010, Rydell and Wigbald, 20T2jus, attention is afforded in the research to the

way SteelCo engaged with stakeholders through its restmgtprocess, and examintse
companyo6s use of , and t he val ue attached
implementation of its SRR proce3firoughananalyssf St eel Cob6s percei vec
when conducting aestructuring processiot onlyis more nuance afforded to the notion of

60r es pons theégrdundwoyks hende laid to further understand the more practical steps

taken by SteelCo to implement its SRR process.
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How did affected employees at SteelCo experirex@sponsible restructuring process?

As notedn the opening passages of this introducttbe prime objectiveriving this research

is to explorethe implementation of a responsible restructuring processumaterstandhe

ways that SteelCo addressed impact on affected employees throughdiis thesisthus,
examinesthe impact onSteelCo employees who were subject to an explicggponsible
restructuring process. The research explbi@s employees responded to a process which,
supposedly, rdthe mitigation of the personal effects of restructuramgl redundancwt its

essence. Imaddressingthis research question, interviews with employees impacted by
Steel Cob6s process are analysed to understan
process as resulting in more responsible treatment from mamage during its
implementationThe researchontains a focyghen, on whether there was a novel, meaningful
change in Steel Cobs r est rcativetoliarraspongiblpamach.t i ce t
This analysis highlights the gaps between the rhetoric and reality of a responsible restructuring
process, and the problematic nature of measure and evaluating such processes.

An important consideration in examining the experiences of affectecbgesd is the extent

to which Steel Cobs SRR process ameliorated
Indeed, the notion that employees affected by restructuring and redundancy experience a range
of, often profound, féects related to their socialspchological,physiologicaland financial
well-being is well recognised in the literatyteeana and Feldman, 1992, Kets de Vries and
Balazs, 1997, MacKenzie et al., 200@)addition, the role of occupational identityrelation

to processes of restructuring, particularly in industrial magufacturing occupations such as

steel, has also been afforded prominence in the debates on the effects of restructuring
(MacKenzie et al, 2006; 2015; Strangleman, 2001; 2016; McBride and Martinez Lucio, 2011).

A key feature of this literature is the way which experiences of restructuring shape the
response of employees to such processes, whereby employees draw upon the strong sense of
occupationaldentity and community manifested in their response to restructuring in the sense

of coping and dealing wh its effects.



Did theimplementation o& best practice approach tesponsible restructuringontribute to

St e e khddressisg itsesponsibilities during itSRRprocess?

A major feature of research on responsible approaches to restructuring HRM and
management literaturealong with policy documentation, is the proposal of a range of
restructuring practices and processes to be adopted and implemented by organisations when
conducting a responsible procg€&ascio, 2005, Auer, 2001, Cascio and Wynn, 2004)s,

it is 1T mportant to not only i1 dentify the typ
to also analyse their implementationaddressing its responsibigéis during its restructuring

process This thesis leads with the critique, as presented in Chapter 1, that there is an
overemphasis in the Iliterature on t,lbest i mpl e
practices in achieving managerial goalgesdtructuring, such as improved fipperformance

and profitability. This comes, it is argueal, the expense of a greater focus on how such
practices ameliorate the effects of restructuring and redundancy on empldyegslebates

around responsible resatturing have tentatively considered the influence of the local
organisational and institutional contexts in shaping the implementation of the process
(Bergstrom, 2007; Bergstrom and Diedrich, 2011).

Furthermore, the emphasis in the prevailing litemturt hat pr oposes prescri
practices has meant there is an under theorisation of the topic of responsible restructuring. To
address this poingnd discussed abova,conceptual framework foesearchingesponsible
restructuring that edbtishes different categories of responsibilgydevelopedIn addressing

this research questiothe findings drawupon not only the perceptions of those actors
implementing the practices and processeduding trade uniondyut also those employees

mog affected by its implementation.

Structure of the thesis

The first three chapters of this thesis review the literature related to responsible approaches to
restructuring. Chapter 1 outlines the reasons why organisations implement restructuring and
carry out redundancies, highlighting both the equivocality in existing reseagdrding the
success of such processasd the way in which its implementation has become the primary
organisational response to parlous economic, and recessionary, climateshaljter also

advances the argument as to the over emphasis on best practice approaches) ladigge
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that there is an assumption that such practices and processes might be homogenously applied
to all instances of restructuring. The effects ofrtegtiring on employees are then discussed,
highlighting the different ways they have been addressed, such as through the HRM literature
on victims and survivorand the role of occupational identityhis discussion thus points
towards a need for organisations to ameliorate the, often profound, consequences of being

affected by restructuring and redundancy processes.

Chapter Zocuses primarily on the role of stakeholders, given that organisations engaging with
stakeholders habeen characterised as an important tenet of responsible approaches to
restructuringAttentionis given here, however, to the role of trade unions as a key stakeholder

in the process of employment restructuring. The roles that unions play in responding to
restructuring, such as through bargaining processes, are discussed, proposing the emergent
connection between responsible restructuring and integrative concession bargaining in the

industrial relations and HRM literature.

Next, Chapter 3ends the litetmre review witha more substantive discussion of the
development of responsible restructuring. More detail is provided on the background and
history of responsible approaches rstructuring, noting that a concern for the social and
economic harm causday such processes emerged in the closure of manufacturirtg plan

the US in the 1970s. Sontleeoretical contributions to responsible forms of restructuring are
then presented, identifying the specific types of practices and processes that have been
asso@ted with its implementationThe chapterthen drawsparallels between CSR,
employment practices and restructuring, illustrating some of the consistencies between these
areas in the academic literatu®iven the disparate, and under theorised, naturthef
literature on responsible restructuring, this chapteits with anoutline of the conceptual
framework developed in this thesi; doing so, four categories of responsibility when
implementing responsible restructuring are established, based ormassymif the prevailing

literature;regulatory, procedural, communicati@amdemploymentesponsibilities.

The research process and methodology is presemt€tapter 4 This chapter sets out the
realist approach taken to researching responsible restructuring, arguing that such processes
generate both socially and materially real consequences for those affected that must be
recognised when conducting researching intatruetiring and redundancy processes.

Justification of the suitability, and purposiveness, of the SteelCo case study and the empirical
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context for the research is provided, noting the necessarily exploratory and inductive approach
taken. Further informatioaround the specific methods adopted in the case study approach are
discussed, emphasising the importance of not only the qualitative interviews with participants
but also the insights gained from the smarticipation observation element of the researtle.

chapter ends by detailing the data collection and subsequent analysis process, wherein an
iterative approach was adopted that enabled alternation between existing concepts in the

literature and the emergent qualitative data.

In following on from themethodology, Chapter 5 provides greater detail as to the steel industry
context and the specific SteelCo case. Attention is afforded here to the prevailing economic
climate, and challenges, faced by both the global and UK steel industise befving ond a
discussion oSt e e IreSpor&ibleapproach to restructuring. This chapter therefore acts as
the first empirical findings chaptguresenting both primary and secondary datal provides

the relevanindustrial and organisational contefbr the sulbequent findings chapters.

The key findings of the SteelCo case study and its SRR process are presented in &ltgapters

7 and 8. These chapters provide an analysis of the way SteelCo understood its responsibility
when restructuringhe impact that itprocess had on affected employeesithe practices and
processes it implemented to achieve this. Furtherntaken togethethe findings chapters
address the ways i n whpecdivedby mmidip&hts,GabBhigiRR pr oc
the limited aplicability of best practice approaches to responsible restructufihg.
conceptual framework developed in Chapter 3 is also employed to investigate how the

i mpl ementation Steel Cobs SRR process demonst
of resnsible approaches to restructuring in the academic and policy literélgrdéindings

point to three key contextual variables that were considered most prominent in shaping the

i mpl ement ati on of iSheeotelofCuoidnsn CBaBt&7, ther historiead s

nature of existing restructuring practiege<hapte8, the relevance of occupational ideniity

Chapter6 i and the subsequent description of the process as such.

Chapter 8 concludes the thesis by drawing together the key theoreticddwtoris from the

case study of Steel Codbs SRR process. As note
the tendency twiew responsible restructuring as sets of prescriptive best practice approaches

has meant less attention is afforded to how the local organisational context shapes the

implementation of such processes. In this setige concept ofesponsible restructuring is
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more appropriatelgharacterised by a best fit approach that recognises the contingencies of
local organisational and institutional factors. Furthermore, the thesis contributes to debates
around the strategic use of responsible restructuring by organsatoguing that such
processes may be utilised as a way to legitimise the decision to implement restructuring
processeéTeague and Roche, 2014n addition, the suppbthat unions provided to both the

HR team, in the design and delivery of the process, and affected employees is elaborated on,
pointing to a more explicit role for unions in responsible approaches to restructuring and, more
broadly, themanagement of cinge (Pulignano and Stewart, 2012, Pulignano and Stewart,
2013, Tsai and Shih, 2013a, Roche et al., 28tkers and Payne, 199&\ttention also returns

in this concluding chapter to the impact of responsible restructuring on affecpdolyegs,
contributing to debates in the HRM literature around victims and survivdrgblyghting the
relevance oftte interstices between the tvadso howthe previous experienced employees

of restructuring shape their responses to the implementafisuch processes. The chapter
ends by illustrating theisefulnesof the conceptual framework in this research and future
studies, whilst additionally proposing how it might lagloptedin the more practical

implementatio of responsible restructuring byanagement and unions alike.
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Chapter 1. Employment restructuring and its effects: a review of
debates

This first chapter presents the way in which employment restructuring and its consequences
have been characterised in the literature. The main argypresented in this chapter that

little attention has been paid to how restructuring processes maypbamented in a way to
ameliorate the negative effects it hasadiected employees. Given tgeal of the thesis is to
explore an empirical instance of responsible restructuring, it is necessary fiesetéke a

step back and understand what is mégrgmployment restructuring more generally.

In doing so, the chapter begins with an overview of the purpose of restructuring by outlining
some of the reasons that companies conduct restructuring, though an intention of this chapter
T or indeed, thesis is not to question company rationales for restructuring. In this sense, the
assumption is that restructuring is an accepted part of managerial p(&tidaley et al.,

2000)

Some of the ways that restructuring processes have been characterised are discussed, though
critiqued for an overemphasis on achieving managerial goals and for the prescriptive nature of
restructuring practice¢Bergstrom, 2007) The chapter then explores the types of effects
typically experienced by employees affected by restructuring, focusing on the both the material
(for example, loss of income) and social (suchhasimpact on occupational identity). It is

these effects, it is argued, that the implementation of restructuring processes may seek to
address. The chapter concludes with some brief implications from the state of current
understanding on restructuring, tlgh the failure otherestructuringpracticef organisations

in helping employees to adjust to life pestiundancy is referred to throughout.

Employment restructuring: purpose and process

To provide an overview of employment restructuring, it ist firecessary to outline the

rationale that drives companies to conduct such processes. Employment restructuring, in its
most basic sense, refers to 6planned changes
peopl e. d (Casci ogesigdaceéd typicalBhy inanag&nmest ordHR,aseek to
improve the efficiency, productivity and competitiveness of the company, in an effort to
achieve greater overall organisatiopatformancgCameron, 1994)Though these processes
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are termed employment resttucr i ng her e, ot her terms incl ui
0redundanci esd. Empl anyhméhesias a catehtall termo fordhese,msy i s
they all involve activities that change the way employees are utilised and managed by the
restru¢uring organisation.Employmentr est ruct ur i ng invol ves ma Kk
redundant, often resulting in outright job loss for those affected by such processes. Put simply,
companies based the decision to restructure on the need to reduce costspleitment costs

viewed as the primary means to achieve this. The basic economic rationale for companies is,

as highlightedy Wilkinson (2005), thait is easier to control future costs than future revenues.

This means that employees and their associatgdictor example, wages, pensions, overtime

or bonuse$ are typically the first to be cut when costs need to be reduced.

Empl oyment restructuring (shortened to 6res:
years, with increasing numbers of eoy#es being subject to redundancy. The European
Restructuring Monitor (ERM) is a database that, since 2002, records all events of restructuring
across 28 European Union (EU) member states plus Norway. Available ERM data
demonstrates that between July 2@e@ July 20131,836,118 job losses were announced.
Notably, however, data relating to the five years after the global economic recession, July 2008

to July 2013, indicate that 1,428,247 occurred in this period dBR&1, 2013) Recorded
restructuring events are based on those reported in national media sourtes ERblis the

only database that attempts to record such activity in the EU region. Though not entirely
representative of every single restructuring event in the EU as only based on those reported in

the media, it provides a broadly consistent picture of the exteaswiicturing across the EU

region. Furthermore, available data in the USA context notes that 10.4 million jobs have been

lost in the postecession period from January 2009 to December 2BLS, 2014) These

figures demonstrate ¢hextent of job loss across the EU and US, particularly amidst the
aftermath of the global economic recession. Though the global economic recession placed
pressure on companies to reduce ctwstemaincommerciallyviable, Bergstrom (2007: 385)

notesthat hi s extensive restructuring I s the resu
of product markets and the pressure for increasing productivity and efficiency in both the
private and publ i c s eestimplersentdhest joledsestirogught h at C
restructuring processebas thus assumed greater significance from both the policy and
academic literature alikéEC, 2011, Forde et al., 2009, Datta et al., 2010, Papadakis, 2010,
Rogovsky et al., 2005, Cameron, 1994s€io and Wynn, 2004)
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There is a myriad of reasons related to economic, institutional and organisational contexts that
influence a companyObsatdeaciesti oan .t,o 2r0elsOt,r uMutfuor:
Bueno, 2014)Research into the restructuripgpcesshas, however, primarily focused on its
subsequent impact on organisational performance, thus it is necessary tocbnsitier this

literature The extant literature has addressed whether the restructuring of avotke

reduction in costsultimately led to goals such as greater efficienpyoductivity or
competiiveness for the company. Datta et al (2010) drew u@brempirical studies on
restructuring from the years 192808to establisht he ant ecedents of a co
restructure. The authors highlight both environmental faétoelated to pressures from the

prevailing economic and industrial climateand organisational factorss uch as a ¢ o mp
commercial diversification or HR strategy that determine whether a company decides to
restructure. Addressing these factoes take many forms, such as changing organisational
structures (for example, hierarchical to decentralised), mergers and acquisitions, plant or
branch closures, headcount reduction, moving business operations towards new product or
service markets, increas in subcontracting and other internal structural chaighksards,

2004, Pulignano, 2011yVhat is significant from this research, though, is that restructuring has

been bund to have an equivocal impact on subsequent organisational perfor(Datteeet

al., 2010, Mellahi and Wilkinson, 2010, Guthrie and Datta, 2088} simply, there is no
consensusempirically, as to whether restructuring achieves its desired goaficiency,

productivity, competitivenessor not.

Given the ambiguity as to the impact of restructuring, research elsewhere has sought to
demonstrate the way in which restructuring processeggitamised as part of organisational

life (Mckinley et al., 2000, Vuontisjarvi, 2013)hat is, restructuring has beeiewed as the
primary response to poor economic climates and recessionary pressures. The work of
McKinley et al (2000) categorises different streams of research into restructuring into three
theoretical perspectives: the economic, the institutional lEnddciocognitive. The economic
perspective views restructuring as discussed earlier, as a way to reduce costs and improve
overall organisational performance. The institutional perspective suggests that companies
restructureto gain legitimacy amongst coraptors. This perspective reflects how the
prevalence of restructuring in organisational life has meant that companies are pressurised to
conform to the actions of other companies, and has been institutionalised as the main response
to any form of economicncertainty amongst manageFollowing these two perspectives,

McKinley et al (2000) argue that it is the sociocognitive perspective that has reified the schema
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that Orestructuri ng iThenetibnftratadstruetidg wid impra/g st ma
organisational performance and provide legitimacy is, for the authors, uncritically accepted
amongst managers, and is the dominant normative schema for tackling cost reduction. Other
research has also highlighted the way in which restructuring has beestigionalised as

part of contemporary organisational ifeGowi ng et al ., 1998, Mu T o z
Bueno, 2014, Vuontisjarvi, 2013Therefore, an important assumption of this thesis is that,

despite the equivocal evidence as to its econ@mmmmerciabenefits, restructuring is an

accepted organisational praetithat will continue to be enacted due to its legitimation within
managerial practice. This thesis does not, themeiterate seek to address the reasons as to

why companies decide to restructure, but rather focuses grdbesghat is implemented to

manage the resultant job losses. The following section focuses on how the process of
restructuring has been understood in the literature.

The restructuring process

Although much research has addressed the subsequent impact of restructuring on
organisatioal performance, of direct relevance to this thesis is research that focuses on how
organisational actors such as HR, management and trade unioimsplement restructuring
processes. This refers to the practices and processes that companies use wiaimgond
restructuring. Earlier research developed strategies through which restructuring can be
managed O6ésuccessfullydé, whereby I|lists of pre
management to adoffEeldman and Leana, 1994, Cameron, 1994, Cascio and Wynn, 2004)
Camer onds (19 S0srganisateossendhe dShprescrib@@practices relating to
approach; preparation; involvement; leadership; communication; supportcuttisy;
measurement; and implementation. Furthermore, Cascio and Wynn (2004) also offer nine
considerations that seek to enhance the effectiveness of restructuring effant&@gang on

the measures HR and management can take when implementing such processes. For these
authors, such measures include careful consideration of the rationale behind restructuring, fair
selection processes, and regular communication and reviestraghing for managers and the
postrestructuring workforce. This type of research offers a useful insight into the both the
process of the restructuring and the way it is managed. That said, it remains largely managerial
in its focus, emphasising how tagcturing can be handled in a way that, ultimately, leads to
greater success for organisations in terms adieffcy andprofitability at the expense of how

e mp | o wed-bes1@ might be affected.
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Whilst this stream ofresearch is instructive in higbhting relevant restructuring practices,

their prescriptive nature is problematic as it fails to address the organisational context in which
such practices are implemen{@&ergstrom, 2007)This is a key point of critique in this thesis,

as these prescriptive, O0checklistd types of
applied to all restructuring processes. This is not to completely eschew an engagentbat with
types of practices that are suggested by such research, but to recognise their limited
applicability i1in all/l restructuring contexts.
30 organisations that had restructured extensively, all the oeganmis researched were from

the US automotive industry, despite the recommendations offering generalised practices for all
companies to adopt. Little is done to understand, however, how the specific organisational and
institutional factors of the US automnge industry may have shaped the implementation of
certain restructuring practices, and what that might mean for practices implemented outside the

US automotive industry context.

In building on this idea, recent literature has demanded a consideratitime dbcal
organisational contexts in which restructuring practices are implemédéedgstrom, 2007,
Bergstrom and Diedrich, 201Bergstrom(2007) has hinted towards the need for a process of
translation of restructuring practices into the local organisational context. In referring to
translation, Bergstrom (2007) argues that organisational actors interpret restructuring practices
in a way appropate to their local context. That is, the ostensibly prescriptive restructuring
practices can be translated into an organi sa
and focused restructuring process that suits the needs of HR, managementayebssmapke.

For example, the implementation of restructuring may be constrained or enabled by a range of
organisational and institutional factors, such as the existence of trade unions and collective
bargaining, the embeddedness of social or psychologicdaracts or the skill levels of the
workforce(Van Buren Ill, 2000, Forde et al., 2009, MacKenzie et al., 2006)

Research into the restructuring process, then, has focused on developing a list of prescriptive
practices for companies to addptachieve a successful outcome. This successful outcome
relates to the supposed gains in efficiency, productivity and competitiveness for the company,
despite the equivocality of research into the subsequent impacttfctesng on overall
organisational performance. Nonetheless, the most common casualties of restructuring are the

employees theare made redundams demonstrated earlier by the available EU and US data,
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restructuring is an organisational practice dfé¢cts millions of employees global({ERM,

2013, BLS, 2014) An important stream of research related to restruwjudaptures the
experiences o mp | o subjextsodrestructuring processes. Employees typically experience

a range of profound negative effects related to their social, economic and psychological well
being, which is well documented in the literatuBvenan aimof this thesis is to understand

the ways organisations can ameliorate the impact restructuring and redundancy on affected
employees through a responsible procésis necessary to next review the literature on the
types of effects experiencég employees affected by restructuring and redundancy.

The effects of employment restructuring on employees

Another area of research related to restructuring is the impact that such processes have on
affected employees. It is well documented in theditee that employees experience, though

not exclusively, a range of profound negative effects related to their social, economic,
psychological and physiological wddeing (Donnelly and Scholarios, 1997, Leana and
Feldman, 1992, Kets de Vries and Balazs, 199R)s area of research qiéocused on the
outcomes for employees, understanding the ways in which they adjust their careers and
personal lives following restructuring and redundancy. An awareness of the experiences of
employees ishusimportant to consider in this thesi.is these effects that companies may

seek to ameliorate when implementing certain practices throughout the restructuring process.
Therefore, this section discusses the literature that has documented such experiences, and its

implications for the way thaestructuring processes are managed and implemented.

Early research by Leana and Feldman (1992) tracked employee reactions and coping
mechanisms when faced with job loss in the US steel and aerospace industries, examining the
types dé corporate intervetion andtrade union and community responses that supported
employees during the restructuring process. The reségrihese authors notable for its
emphasis on uncovering themanelement of restructuring processes, considering the way in
which theeffects of job loss extends beyond the workplace to the personal and social lives of
those affected. Furthermore, work by Kets de Vries and Balazs (1997) highlights the essential
destructive nature of restructuring processes, again exploring the reasdtinos only the
employees directly affected but also the impact on the attddfk and managemerit
executing the process. This type of research demonstrates that employees may experience a

range of effects such as poor physical health; emotional andgbsgidal distress; feelings of
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helplessness for future employability; financial hardship that reduces standards of living;
negative effects on home and family life; and the loss of social networks and camaraderie that
workplaces affordKets de Vries and Balazs, 1997, Leana and Feldman, 1992, MacKenzie et
al., 2®6). Put simply, restructuring and redundancy is considered to have a negative effect on

theoverall weltbeing of employees.

The HRM literature has also dealt with the impact of restructuringll@mployees, arguing

that its negative effects also extend to those who are not directly affected and remain in the
company postestructuring Sahdev, 2003, Devine et al., 2003, Brockner, 1988, Kets de Vries

and Balazs, 1997Whilst employees directly affected have beeh ar act eri sed as
those remaining and indirectly affected are
experience outright job loss as with victims of restructuring, research suggests that survivors
may exhibit negative workelated ditudes that can inhibit the future performance of the
company. This is what Brockner (1988) ter ms
refers to negative workelated attitudes such as lower employee morale and productivity, along
with a distrust twwards management peste st r uct ur e. Il n addition,
(1997) research into the consequences of restructuring noted how survivors feared for their
own future job security, distrusted management, perceived restructuring as a violatien of t
psychological contract and felt guilt towards the victims of the process. This research usefully
identifies the fact that the implementation of a restructuring process is not an isolated incident,

but continues to have implications for the remainingkfaoce.

Following this, research by Sahdev (2003) has emphasised the need to consider the reactions

of survivors when implementing restructuririg,counteract the potential negative attitudes
elicited by survivors6 sy nitibn thahsurvivol hare lalsot t he
affected by restructuring, little work has addressed how such processes may be managed in a
way that accounts for survivors and victims alike. The next section considers the impact on

empl oyeesd |bedase dheedpererce adestmucuring.

Impact on jobs and careers

Though restructuring and redundancy affects the-baitig of employees in different ways,
research has tended to focus on its impact on their subsequent careers and working lives.

Indeed, theprimr y consequence of such processes 1is
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has been paid tbow employees adjust and find new employment following restructuring
(MacKenze et al., 2006, Dobbins et al., 2014, Stuart and Perrett, 2004, Gardiner et al., 2009)
Ensuring continued employment for employees affected by restructuring has also been an
explicit goal of the European Commission (EC) and International Labour Organisation (ILO)

(EC, 2011, Papadakis, 2010, Rogovsky et al., 2005, Stuart et al), ZA6T_O adopted the

o0 Gh al Jobs Pactdé in 2009 that set a range
protecting employees impacted by the restructuring following the global economic crisis. The

Gl obal Jobs Pact aims at O&épr omot iwedgingtbebs and
social and economic distress restructuring can have on empldyeet® its emphasis on

protection At European level, the European Globalisation Adjustment Fund (EGF) was set up

in 2006 to offer EU member states funding in order to suppoplames affected by
restructuring as a result of the changes in trade elicited by globali¢atioert et al., 2007)

For the current period 204210 2 0 , ul50 million is availabl e
restructuring programmes in EU member states. There is, then, a clear recognition at
supranational policy level of théfects of restructuring, with measures initiated to help support
employees through such process. The specific practices, measures and processes within this
policy milieu are discussed in the next chapter, but it is important to mention here that the issue

has received attention beyond the academic literature.

In relation to theacademic literature, however, research has analysed the extent to which
restructuring negatively impacts on the subsequent career development and employability of
employees. Gardine et al 6s (2009) research into the
highlights the processes of employees &émovi
aut hors describe the experience of redundanc
of career change is shaped by temporal, biographical, structural and cultural contexts. For
example, factors such as access to funding for retraining opportunities or welfare payments,
along with the pressures of maintaining income for their familidsgreconstrained or enabled

the ability of steelworkers to secure future employmentpaiindancy. Research by Dobbins

et al (2014) into the Welsh metalworking industry critiques this further by arguing that even
where supply side retraining and reskifji were available to redundant workers, it did not
necessarily lead to better outcomes in future labour market activity. That is, the strarture
context,of the local labour market did not demand the types of skills for which redundant
employees wereding retrained, with employees often having to take jobs at relatively lower

wage and skill levels. Though the authors suggest that this is more indicative of problems
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within the national vocational education and training system, the point remains thayesasp
are further constrained by such structaitextsollowing redundancyDobbins et al., 2014,
Gardiner et al., 2009)

The employee experience of restructurangl redundangythen, has been said to lead to a

omul titude of | ns eandpreees, mand put of shetgrm jobs, without n b i t
a narrative of wupward occupational advancem
damning picture of the impact okstructuring on the subsequent careers of employees
following restructuring. Whilst the direct material impact of being made redundant ig clear

loss of present and future income, loss of employment, inability to provide for home and family

life, potental for reduced standards of livirigother research into the effects of restructuring
demonstrates the less material and more social impact of being subject to such processes.
Notably t he i mpact on oneds o0c c uWpedotestrucariaghasi dent i
been discussed in tlsmciological literature. The next section explores this social impact of

restructuring in more detail.

Restructuring and occupational identity

Not only do restructuring processes have a significant material impaotgloyees, but it can

also influence the social aspects of working lifae impact that restructuring has on the
personal and occupational identities of employees has received attention in sociological
analyses of the effects of restructurii®rangleman, 2001, MacKenzie et al., 2006, Sayce et
al., 2007) Though this literature focuses primarily on restructuring in the UK manufacturing
industry, given the empirical context of the thesis is the UK steel industry it is a relevant stream
of research to discuss. The UK steel industry is typically charactdrysa strong occupational
identitybecauseof t s hi storically coll ecti vi sstt enpadt ur e
career path where employees move from compulsory education to continuotisdull
employment where they tend to stay until retieet{MacKenzie et al., 2006, Gardiner et al.,
2007, Moen and Sweet, 2004, MacKenzie et al., 2ithermore, MacKenzie et al (2015)
suggest that occupational identities are formed through the emotional attachrmeork to
through factors such as trade union membership, solidaristic relationships and a shared
experience of physically demanding work. When faced with restructuring, then, employees

typically experience a sense of personal loss given the strong attachmdeneaning they
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attribute to their jobs, along with the loss of social networks and camaraderie that is associated

with the workplacgStrangleman, 2012, MacKenzie et al., 2006, Strangleman,.2016)

Of relevancdo this thesis is research on the impact of restructuring into the UK steel industry.
Industries such as the staadlustry have significantly contractéeécause oh broader process

of deindustrialisation within the UK economy, where there has been a substantial reduction of
the share of employment in manufacturing industiedshift towards the service sector ®nc

the 1970s. In terms of the structure of the UK economy, in 1973 manufacturing made up 42.3
per cent of all employment before dropping to 15.7 per cent in @@&iths and Wall, 2011)

This illustrates that deindustrialisation is not exclusive to the steel industry, but indicates a
decline in employment in the wider manufacturing base in UK. Thoug$piefic UK steel
industry context is discussed later in the thesis, it is worth adding here that employment has
reduced from 300,000 in the mid®70s to approximately 40,000 in 20B1S, 2015)

As Strangleman (2001) notes in his research into-ipdsistrial mining communities,
restructuring and redundancy has been a prime consequence of this process of
deindustrialisation. Later work by Strangleman (2016) emphasigskat whilst
deindustrialisation is reflective of industrial change more generally, it is a continual process
that extends beyond the simple act of being made redundant. That is, employeescexaerien
ongoing process of deindustrialisation as they continue to associate with the occupational
identities developed from working in industries such as steel or mining. Employees must come
to terms with the removal of that occupational identity, andttioa@ personal and social ties

that are associated with work in such industries. Research into redundant workers in the UK
steel industry by MacKenzie et al (2006) corroborates this, as steelworkers sought to maintain
the classhased, collective identityhat the steelworks offered themswven postestructuring.

This collective identity amongst steelworkers was wed means toope with the effects of
restructuring, by continuing to draw upon the shared values and sociarkethat had been
establishd atthe steelworks. The point, then, is that despite the frequent, episodic restructuring
in the UK steel industry, research has demanded a more nuanced understanding of how
employees adjust and make sense of the resulting changes in their personabipational

identities.
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In focusing on the steelworker identity specifically, research has emphasised the strong sense

of collective identity that permeates life on the steelw@Beynon etal., 1991, Linkon and

Russo, 2002, Metzgar, 2000)deed, this is reflected in the work by Strangleman (2001; 2012;

2016) into traditional industrial communities, highlighting how such commuiaisisseehave
experienced much social and industrialaz n g e . Borrowing an idea fr
(2015) research into the relationship between technology and identity amongst
telecommunications engineers, it is argued thatrtbi®n of change was inherent withtime
occupational identity of the enginseThe experience of change became part of what it meant

to be a telecommunications enginebr.this sense, the experience of restrunturand
organisational chang@ terms of redundancy processewry equally have the potential to

shape the occupatal identity of steelworkers.

That the experiences of restructuring may influence the character of steelworker occupational
identity has been discussed in more abstract terms around the contemporary importance of
collectivism. That is, the way in whicheglworkers seek to maintain a shared, collective

identity in the face of frequent restructuring procegdésBride and Martinez Lucio, 2011,
MacKenzie et al.,, 2006)The work by McBride and Martinéz Lucio (2011) analyses
contemporary forms of collectivism, highlighting how the memory of certain social
experience$ the authors refer to instances of workplace exploitation and racial exclusion, for
examplei can feature in the development, or maintenance, of a collectivectdraaanongst
employees at the workplace. This suggests that the experiences of restructuring within the steel
industry may also contribute to a sense of collectivism despite, as MacKenzie et al (2006) note,
restructuring leading to a removal from thosdemxtive workplace relations and inducing a

more individualised identity posestructuring. Particularly for steelworkers who have been
through restructuring multiplemes at the same workplace, the memory of each process may
shape their experience of vihia means to be a steelworker. As outlined by McBride and
Martinéz Lucio (2011: 801), the challenge is talerstand how such experiencesch as
restructwing and redundancy processesan 61 i nk and fuse into al
vi sionsamd oamklde used to Ocreate supportive
humane forms of support and coping strategi e
the experiences of frequent restructuring in the industry may become a feature téthiweo
steelworker identity, and help to create a narrative around restructuring that acts as a coping

mechanism towards dealing witk effects
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Implications

This chapter has presented a snapshot of current understanding around restrScionaog.

the economic and institutional rationales for conducting restructuring and the subsequent
process have been reviewed, along with the impact that restructuring has on employees both
directly and indirectly. Given that restructuring processes have legacterised largely in
managerial termk as it is a strategic company activityvhilst research has also documented

the profound negative effects on affected employees, highlights a failure to connect these two
streams of researchihat is,addressg how might organisational actors practically implement
restructuring and redundanpyocesses to account for the impact on employees. Though work
by the likes of Cameron (1994) and Cascio and Wynn (2004) have offered guidelines as to how
companies might conntt a restructuring process, there has been less emphasis on how to
address the effects on employees when implementing restructuring practices. Indeed, the
guestion remains as to whether organisations even have a responsibility to implement

restructuring pactices that ameliorate the negative effects for affected employees.

Given the discussion, however, amongst the EU and ILO policy documentation towards
promoting jobs and protectingmployeesaffected by restructuring, there has been a shift
towards undrstanding ways in which restructuring processes can be implemented in a more
responsible wayForde et al., 2009, EC, 2011, Pacquard, 2008, Teague and Roche, 2014)
Work by Forde et al2009) and Pacquard (2008) argues the need for companies to include a
range of support practices and mechanisms when conducting restructuring prockdess

the consequential effects of restructuring for employees and help them to prepare and adjust
life postredundancy. Put simply, it is crucial to understand the measures in place to help
employees adjugtrior to being made redundam.fuller, and more directediiscussion of
responsible approaches to restructuring is presented in Chaptero8 Be$, however, th

next chapter explores a key tenet of responsible corporate behaammirits link to
restructuring process by reviewingtherole of stakeholders, with specificfocus on trade

uni oespriseto restructuring
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Chapter 2: Tie role of stakeholders: social dialogue, unions and
collective bargaining

As with other forms of responsible corporative behaviour, such @po€te Social
Responsibility (CSR)initiatives and practices stakeholders are perceived as acting as a
safeguard against the ruthless pursuit of economic and financial imperatives by conipanies
doing this, the role of stakeholders typically involeeguing for recognition of the social and
ethical impact of company behaviour. Stakeholders are, esiergialone with an interest in

the outcomes of corporate activity, and include a range of individuals and organisations that
areclosely affected by such activity. The key proposition in this chapter, then, is that although
stakeholders have been understas being important to achieving a responsible restructuring
process, a more practical, local understanding of how such engagement actually contributes to

a greater sense of responsibility is lacking.

This chapter however,has a large focus on trade unions as the key stakeholder in the
development of a responsible restructuring proc&esaim of this chapter is to demonstrate

the consistencies between more integrative collective bargaining process and responsible
restructuing (Garaudel et al., 2008, Teague and Roche, 2014, Roche et al., ZBd&ph

other stakeholders are referred to in the literature, a prominent actor in restructuring processes
are trade uminsi or employee representatives, more broadlgnd thus more space is
dedicated here to their role than oth@rsai and Shih, 2013ajs will become clear, units

have an established history, and rate,responding to restructuring, with much research
focusing on the nature of their engagement with managemherntg these processes
(MacKenzie, 2009, Frost, 2000, Frost, 2001, Bacon and Blyton, 2004, Pulignano and Stewart,
2013, Pulignano and Stewart, 2012,rieez Lucio and Weston, 1992)here is also a more
pragmatic reason for the focus on unions, as the empirical context of SteelCo necessarily
requires a discussion of the role of umsan restructuring, due to high levels of union density

and historical traditions of uniemanagement negotiations in the UK steel industry more
broadly. In addition, as presented below, in the nascent discussions around the development of
responsible remucturing at European \el, employee representatives, uniohaye been

central to these developments, typically setting the terms of stakeholder engagement.

This chapter is structured as follows. Firstly, what is meant by stakeholders is reviewsst in or

to operationalise the term for the subsequent discussion and analysis in the thesis. A key point
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raised here is that of stakeholder salience, whereby companies may only engage with
stakeholders they consider to have significant power, legitimacy geday(Mitchell et al.,

1997) In developing the link between stakeholders and responsipfmoaches to
restructuring, some European level efforts are discussed, noting the potential establishment of
such processes through mechanisms of social dialogue. In turning to the discussions of unions,
their role in relation to restructuririgand the workface more generallly is outlined, so as to
understand the potential contribution unions can make to more responsible forms of
restructuring. This helps frame the subsequent analysis of how unions have responded to
restructuring, arguing agest the tradit onal T@cmiolpier amt ved di chotor
greater consideration of how national and institutional contexts lead to a variety of union
responseqFrost, 2000, Pulignano, 2011, Pulignano et 2016) Lastly, following the
framework of Walton and McKersie (1965), the issue of how uniaight bargain with
management over restructuring is presented. The intention here is to demonstrate how a
considerati on cafct biaasmmpposed io sirgply distribative dirgegrative or
mixed i may have implications for responsible restructuring; that is, as a result of more

integrated forms of bargaining between unions and management.

Stakeholder salience and social dialogue

Before discussing the relevance of stakeholders to the responsible restructuring process, it is
necessary to operationalise the term O&6stake
within the debates around CSR and managerial strategy formul@mame et al., 2008,

Garriga and Mele, 2004, Freeman and Medoff, 1984Donal dson and Preston
into advancing the normative dimension to stakehroldet heor y def i fspos t hem
groups with | egitimate interests in procedur
which offers, they argue, a space for a separate perspective to be represented that can challenge
the decisions of shaholders. Crudely speaking, in this definition, shareholders are
differentiated from stakeholders, as although stakeholders may hold an economic or financial
interest I n the outcomes o fprincayimeresingivendheyt i v i t )
terd to be the owners and have usually invested their own financial resources into the
companyodos operation. Stakeholder interests,
with the social or ethical impact of company activity, offering a counterbalkanthe primacy

of economic or financial interest¥hilst shareholders, according to Friedman (19629,

interested in generating profit, it is the role of stakeholders to act as a potential barrier to an
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unbridled pursuit of economic or financial impaves at the expense of any associated social

or ethical harm such a pursuit may cause.

Stakeholders, for example, are groups/individuals that promote issues such as the enforcement
of consumer rights, abidance with legal standards, environmental reesareand the
guestioning of the extent to which business practice is honest or trangaemubell, 2007,

Crane et al., 2008)This involves a range of actors (some inside and others outside the
employment relationship) such as employees, customeppliens, financiers, managers,
community groups, negovernmental organisations (NGOs), government bodies, political
groups, trade associations, religious groups and trade YRi@esnan and Medoff, 1984)he
landmark theory in relation to stakeholders comes from Freeman (1984), who conceptualised
stakeholders as groups whose interests should be taken into consideration intengahisa
strategy formulationEngagement with stakeholders when designing different organisational
strategied for instance, restructurinig has typically been characterised as a key social and
ethical responsibility of organisations. Much literatureltesisght t o advance Fr e
stakeholder theory by both exploring the normative dimerisishether organisatiorshould

engage with stakeholdersand refining the definition in a technical sense as to who actually
constitutes a stakeholder, and whether they are salient to different types of organisational
activity (Mitchell et al., 1997, Phillips et al., 200Rowley, 1997)

Notably, the work of Mitchell et al (1997) ar ¢
which challenged the assumption in the earlier conceptualisations of stakeholders as all being
treated with equal importance. The authors argue that a stakéhslders al i ence t
organisationi that is, the extent to which an organisat&rould recognise and act upon

st a k e himtdredtg depends on their relatiywerto the organisation, tHegitimacyof

their interests and thegencyof their claims. Foexample, a recognised trade union planning

an industrial dispute against an organisation would, arguably, score highly on each of these
dimensions given the potential costs to an organisation in terms of loss of labour power or the
harm to their perceide | mage as a responsible employer.
conceptualisation is problematic because of its managerialist nature, as it is based on the
companyods interpretation of a stakehol der6s
tendency to devalue the status of particular stakeholders to suit its own @Bergkirom and

Diedrich, 2011)
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As mentioned, stakeholders have typically been diecsgthin debates in the CSR literature
(Carroll and Shabana, 2010, Campbell, 2007, Garriga and Mele, 2004, Greenwood, 2007)
Campbell (2007) argues that, in essence, for a company to act responsible it should seek to
satisfy the interests and expectations of relatedfollowing Mitchell et al (1997), those that

are salieni stakeholders. Thougtiscussioraround the link between CSR and stakeholders

are outside the purview of this thesis, it is important to note that the engagement of stakeholders
has been considered centraldebates aboutesponsible corporate behaviour. There is a
normative assumptionithin these debates, however, that engagement with stakeholders when
designing or implementing organisational strategies necessarily demonstrates a higher level of
responsibility from the organisatio(Greenwood, 2007) This criticism wasposed by
Greenwood (2007), suggesting that much understanding around what it means for a company
to act responsibly is (wrongly) built on this belief. Therefore, assessing whether stakeholders
play a role in the responsible restructuring process is anriamtcavenue of investigation,

given their characterisation as central to other forms of responsible corporate behaviour. The
next subsection considers the way stakeholders have been understood in relation to responsible

restructuring.

Stakeholders, soal dialogue and responsible restructuring

Employer engagement with a broad range of stakeholders when conducting restructuring has
been characterised as instrumental in achieving a responsible restructuring (@eazessand
Bruggeman, 2008, Pacquard, 2008, Papadakis, 2010, Forde et al., 2009, Bergstrom, 2007,
Ahlstrand, 201Q) In a restructuring context, stakeholders typicafiyolve i though not
exclusivelyi trade unions, HR, employees, skills agencies, local community organisations,
employment agencies and bodies and political groups. In principle, any group or individual
that may have an interest in an organisation making people redundant could bedlassf
stakeholder. A challenge for such organisations, following Mitchell et al (1997), is to identify
the salience of each stakeholder during the restructuring process. For example, a local religious
group may have an interest in employees at a neigifgporganisation losing their jobs for

many different reasons, such as resultant increases in attendance at religious services, or
community groups, as people seek religion as a coping mechianigsin loss. An organisation

may not, however, necessanliew such a group as holding significant power, legitimacy or
urgency so much so that it alters the implementation of the restructuring process. Nonetheless,

stakehol dersd concerns are viewed as i mport a
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with Pacquard (2008: 48) highlighting that it is only once grievances between actors are cleared
up, process and selection criteria are defined and the role of stakeholders chiafieal

coherent process can develop.

A specific concern of stakeholdensrohg restructuring processes is the significant impact that
redundancy and job loss can have on local and national labour markets. For this reason, it is
expected that actoissuch as trade unions, regional and government officialgl have an

interes in how such a process is conduct€aézier and Bruggemag008, Forde et al., 2009)

These actors, then, may offer both a check and force against irresponsible company behaviour,
particularly in a restructuring context. One way in which stakeholder engagement during
restructuring has been understoodisthrew t he i mpl ement ati on of 6s
a range of actors, known as 6soci al partner s
processes, though, and refers to broader discussions, consultations, negotiations and joint
actions over aange of work and employment issugdJ, 2015) Social dialogue involves
representatives from dédeither sided of iIindust

known as the social partners.

Though social dialogue operates in a range of national, supranational and sectoral contexts, the
specificfocus in this discussion is on social dialogue within Europe given the empirical focus

of the thesisThegoal of European social dialogudnaving been established in the rii@i80s

T was to strengthen the social model of Europe and encourage greapeatiotebetween the

member states of the European Union (EU). Establishing a social exmdsk Europe was
considered,following the conflict within the region following the Sewb World War,

important in creating an equal society that focused on endiugrty, guaranteeing human

rights and ensuring effective social and employment protection rights. One of the outcomes of

this social model, then, was the establishment of social dialogue that sought to ensure the right

to conclude collective agreementke rightt o wor ker s6 r ethe mgstéeont at i o

processes of consultation across the European region.

In relation to responsible approaches to restructuring, social dialogue has been proposed as a
way to codify or establish such procesketweeremployer and employee representatives. In
essence, social dialogue is considered the key mechanism throigjheniployers may be
compelled,in terms of explicit agreement® act in a responsible fashion when conducting

restructuring. In a joint respongethe EC green paper related to responsible restruc{i@g
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2011) the Council of European Municipaés and Regions (CEMR) and the European
Federation of Public Service Unions (EPSktyessed the importance of social dialogue in this
area(EU, 2015, CEMREPSU, 2012, EC, 2011Yhe CEMR and EPSU posit that social

dialogue is the key mechanism to ensuring, what thescribpe as 6 soci al ly acc
restructuring processes. Some of the ways in which they describe this as being achieved is
through practices that use social dialogue to evaluate the skills and training needs of employees

in a particular sector or industry, alongtiwthe sharing of experiences of good practice
between stakeholders from previous rounds of restructuring in other organisations, sectors or
industries. According to the CEMR and EPSU, the role of social dialogue within responsible
restructuring is to hel anticipate and manage change initiated by restructuring processes,
corroborating the work on O0Socially Responsi
is discussed in further detail in the next chapter, who argue for the need to create an ongoing

social dialogue around the effects of restructuring.

There have been relatively few instances, however, where social dialogue has led to the
codification of at least an intention to conduct restructuring in a responsible féship2015,
CEMR-EPSU, 2012)Two industry examples are wortiighlighting here, as they explicitly

reference the need for responsidfgroaches toestructuring.m the European sugar industry,

the European Committee of Sugar Manufacturers (CEFS) and the European Federation of
Trade Unions in the Food Agriculture and Tourism Sectors and Allied Branches (EFFAT)
highlighted the management of restructuring processésnva report presented on the
industryds CSR code of conduct oficondu@& Gave . Suk
appeared singdut the 2012 report specifically refers to training and development as a means

of enhancing aff ect efdlovengedtrectureng and theengagemegnaa b i | |
between social partners as the conduit in achieving this. Likewise, in the European graphical
industry1 involved in producing newspapers, books, periodicals, business forms, greeting
cards, identification docuemts and other printed materidldntergraf (employers) and UNI

Europa Graphical (employees) emphasised the commitment of the social partners, and
associated stakeholders, to responsible restructuring at its inaugural meeting in 2013. Despite

the limitedadoption of commitments to responsible forms of restructuring, these examples

1 CEMR and EPSU are representatives of local and regional public sector organisations across Europe. CEMR
represents 150,000 local organisations, whilst EPSU represents 8 million public sector workers across the
region
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demonstrate the burgeoning interest in using social dialogue as a means of establishing such

processes at industry level across the European region.

Though there has been debaiithin the academic and policy literature as to the importance of
engaging stakeholders during restructuring process, there remains some ambiguity as to how
this operates in practice. Whilst examples of where social dialogue has brought employer and
empbyee representatives togetloeerhow responsible restructuring can be identified, this is
limited to broader sectoral or industry level agreeméiitide is known about how thieeds

into micro level organisational practice, and the negotiations ticat® between stakeholders

at this level during the implementation of a responsible restructuring pr@easie et al.,

2009, Bergstrom, 2007, Greenwood, 20¢0llowing the logic of Mitchell et al (1997), given

that the agreements typically involve employer and employee representatives, one can assum
that employee representatives, such as trade urigmsrguably, thmost salient stakeholder

for an organisation during restructuring. This makes sense, as it is the employees that such

bodies represent who are most affected by restructuring.

Moreover, any commitment to an engagement with other stakeholders is contiglirethese
agreements between employer and employee representatives, suggesting that it is these two
actors that influence the extent to which the involvement of stakeholders in responsible
restructunng occurs. Though an employer, a company more brdly, may be viewed as a
stakeholder, their interests were addressed in the previous chapter when reviewing the motives
and drivers for conducting restructuring activity. What is significant, then, is how employee
representatives respond in a way to ebcgreater sense of responsibilithus, he extent to

which organisational level actors, specifically trade unions, have responded to restructuring is
crucial in understanding how a responsible approach might develop. Of course, there are other
forms of enployee representation at local organisational level, especially so-{anmamsed
workplaces where works councils, Joint Consultative Committees (JCCs) or representatives
for specific issues such as pensions or health and safety might exist. Mositrelées thesis,

given the empirical context of the highly unionised UK steel industry, is the role that trade
unions have played in responding to restructuring at local level. The next section reviews the
literature on responses by unions to restruagyralong with some implications of this for the

development of a responsible restructuring strategy.
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Trade unions and restructuring: role and response

In unionised workplaces, trade unions are a key stakeholder for companies to engage with when
conductiry restructuring(Tsai and Shih, 2013a, Forde et al., 20099t only does UK
legislation oblige companies to consult with unions, or employee representatvaen
conducting restructuring, but engagement with unions over workplace issues reflects a longer
historical, though voluntarist, tradition within UK iastrial relations processes; such as
through collective bargaining. It is worth reiterating that the empirical focus of this thesis is on
SteelCo, and given the high levels of union density in the compadythe UK steel industry

more broadly it is necesary to review the way unions have responded to the onset of
restructuring both in the steel industry and more gendigliayr, 1997, Stroud and Fairbrother,

2012) Drawing on seminal work on the role of unions in thekptace, Freeman and Medoff
(1984) argue that unions benefit workplace productivity, help to reduce economic inequality
through securing higher wages for their members, and stabilise the workforce through job
security measures. Unions arguably the safeguards of empl o)

independently from the company and as a counterforce to management prerogative.

Whilst the positive role of unions is not without criticism (in the past from free market
economists such as Friedrich Hayakd Milton Friedman) for creating inefficiency in
economic marketsecause dfigher wages, the nuances in these debates is outside of the scope
of this thesis. It is not the aim here to assess the broader political economy of trade unions, but
to illuminate their role in response to the onset of restructuring processes. Research has
addressed the effect that being a member of a union has on employees during restructuring,
noting how union members tend to experience different outcorsash as higher levelof
well-beingi than those in noanion workplace¢Pierse and McHale, 2015, Fordeagé, 2009,

Bryson et al., 2013, Brewster et al., 2Q15r instance, work by Pierse and McHale (2015)

into unions ad involuntary job losses in Britain posit that instead of necessarily chamgmg
manypeopl e get made redundant, uni ons can al i
influencewhogets made redundant. For example, the authors note thattenwee saff have

a lower probability of being made redundant as unions induce companies to exhaust older,
higher tenure employees first through voluntary redundancy and early retirement schemes;
which is also a key characteristic of restructuring in the UK steklstry(Gardiner et al.,

2007, Gardiner et al., 2009, Schroder et al., 208dithermore, similar research by Brewster

et al (2013) highlights how companies are more likely to force compulsongdadcies in the
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absence of unions and collective bargaining, which has been perceived as a less responsible
way to manage restructuring procesgeasey, 1992, Wass, 199@uch literature generally
focuses on the differing quantitative outcomes between unionised andniwonsed
employees.

Another stream of research explores the variations in union responses to the onset of
restructuring. Thais, the different strategies that unions have employed to either resist
restructuring or engage with the company over its implementation. These respange
considerably across, and dependdifierent national and institutional contexts. Thus, thd ne

subsection reviews the debates around the responses of unions to restructuring.

The response of unions to restructuring

Given that the decision to conduct rasturing is typically imposed, often unilaterallyy
companies, unions have had to adajpt develop ways to respdrio protect the interests of

the workforce and members they represei®esearch in this area is not limited to just
employment restructuring. That is, research has explored the response of unions in relation to
broader organisati@h changes, such as the introduction of team working and workplace
flexibility initiatives, outsourcing and other changes in management practices such as
decentralisation and total quality management (TQM) approd&ason and Blyton, 2004,
MacKenzie, 2009, Martinez Lucio and Weston, 1992, Danford et al., 2002, Pulignano and
Stewart, 2013)This is in addition to research that has explicitly addressed sperse of

unions to employment restructuring, such as with the implementation of mass redundancies,
changes to employeesd6 contracts or the redefy
(Stroud and Fairbrother, 2012, Pulignano and Stewart, 2013, Pulignano and Stewart, 2012,
Cullinane and Dundon, 2011\ key theme throughout this literature is that responses by
unions to restructuring are conditioned by a rangeatibnal and institutional labour market
contexts. Indeed, work done in the European context by Pulignano (2011) and Pulignano et al
(2016) emphasises the need to make these different national and institutional contexts central

to the analyses$p betterunderstand the diversity within responses by unions to restructuring.
Arguably one of the prime challenges for unions is the extent to which they engage with
companies over the implementation of restructuring processes. In relation to employment

restructiring specifically, it may appear counter to an historical union traditigonesferving
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employment for them to be involved in a process that ultimately resultsientosalof jobs.

As with other forms of restructuring that are imposed by the compaioy)aimay be perceived

as participating in managerial initiatives, thus bringing into the question the extent to which
the union is independent from the actions
(MacKenzie, 2009, Rodriguduiz, 2015) As argued by MacKenzie (2009) in his work into
outsourcing in the Irish telecommunications sector, it is important to recognise the distinction
between unionsrgaging with management to shape the outcomes of restructuring, and the
appropriate nature of that engagement. Applying this to a context of employment restructuring
where job losses are proposed, unions may be unable to contest outright prevention of job
losses, but instead seek to cooperate with the company and influemeayttestructuring is

implemented.

Uni ons are, typically, further constrained

set the scene for union responses to redundancy by deliberately framing the surrounding events

o f

as inevitabled (Stroud andonsarenothypicalty melved 2012

in the initial decision of management to cut jobs, as this would again, arguably, raise questions
as to whether they were in genuine opposition to managerial prerogdtirgeunion responses

to restructuring, as argued byabford et el (2002)egardingthe UK aerospace sector, within

the British manufacturing industry has been based on a defensive and reactive strategy. That

iS, union strategies have been more concerned with accepting restructuring and working with
managemeras a means of company survival. Indeed, unions also have an interest in the future
viability of the company given the potential institutional threat this could haveeoariion

being able to continueepresenting and recruiting membé@olden, 1997) This point is
echoed by Cullinane and Dundon (2011) and Stroud and Fairbrother (2012), who note that the
contestation of restructuring processes bynsihas primarily involved negotiating over the
terms and conditions of redundancies rather than opposition to redundancy or judr less

which is reflective of a broader acquiescence by unions towards restrughuoiogsses
Moreover, management magppear amenable to cooperating with unions during such
processes to, essentially, legitimise restructuring activity amongst the woriitackenzie,

2009, Teague and Roche, 201Mherefore, analyses of the extent of union engagement must

remain cautious as to whether it represents a genuinely cooperative approach, or a way for

management to attempt to exonerate themselves from thectestrg process by promoting

involvement by unions in the restructuring process.
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Union engagement with company restructuring initiatives has been subject to several
characterisations in the literature. Central to these characterisations, howevet, i8 Bros( 2 0 0 0)
work in the North American steel industry, wherdn e ar gued tict@aop e hat iovne
dichotomy was too simplistic a way to understand the nuances in the processes by which local
unions engage with management over restructuring. In afferiggimplistic) example of this,

a militant response by unions may be viewed as initiating industrial action against the company,
compared to a cooperative response whereby unions engage and work with management over
the restructuring. Subsequent work masved away from this narrow dichotomy, though,
focusing on the variety of union responses within different national and institutional contexts
(Bacon and Blyton, 2004, Pulignano and Stewart, 204@yk by Bacon and Blyton (2004)

on the introduction of team working in the UK steel industry characterised the union response
into four categories based on the ideological orientation of the unahantype of action

taken during negotiationspoperative engagement, militant opposition, moderate opposition,

and militant engagementThe authors found that more militant union branches had greater
success in avoiding theorse effects of team workinguch as wrsening wages and
conditions, as they demonstrated a more obvious, credible opposition to management

prerogative.

Other work by Pulignano and Stewart (2012; 2013) at European level has also characterised
union responses to restructuring, désng strategies that involve engaging in either
confrontational job protectiolr collaborative job transitiorwith management. The authors
argue that where restructuring is perceimdunions as simply aaggressive costutting
exercise the responsentls to be more confrontational. On the other hanchliaborative
approach where the restructuring is associated with market expé&rsich as entering new
intermational or product markeismeansunionstend tofocus on ensuring continued training
andemployment for those affected. What is important from these characterisations, despite the
differentemphasis in terminologlyom Bacon and Blyton (2004) and Pulignano and Stewart
(2012, 2013), is viewing the engagement of unions over restructuring ag e wvhich to
confront the, often, negative social effects associated with restructuring. An important avenue
of investigation for responsible restructuring, then, is to explore how unions may instil a greater
sense of responsibility into the restructgrprocess, where the negative effects on employees
are ameliorated as a result of the engagement of unions with the management of the process.

Indeed, as inferred from Pulignano and Stewart (2012), unions may play a role in the
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managemenbf organisationakhangei such as the implementation of restructurin@gs

opposed to its outriglgrevention

Within the debates around union responses to restructuring is a more nuanced focus as to how
unions practically engage with management over such issues.sTkdtat are the types of
bargaining arrangements that exist between unions and management, and the processes through
which unionscan secure improved outcomes fiis members and the broader workforce
Pertinent to the discussion of responsible restruggdiniough is the notion that unions engage

in more integrated forms of concession bargairtimgichieve a responsible restructuring
procesgWalton and McKersie, 1965, Teague dache, 2014, Garaudel et al., 2008, Roche

and Teague, 2015This is an expanding theme in the literature, especially since the global
economic recession in 2008 where union responses to restructuring have lmeceasingly
constrained by the poor economic climd&roud and Fairbrother, 2012, Cullinane and
Dundon, 2011, Roche and Teague, 2015, Doerflinger and Puligrz@Xid) The next
subsection explores the role of unions in bargairtmgropose that more integrative forms of
bargaining between ion and management may prompt a responsible approach to

restructuring.

Bargaining over restructuring: integrative bargaining and responsible restructuring

Wal t on and McKersieds (1965) framework i s wi
when examiing industrial relations bargaining processes. The authors identify four sub
processes related to negotiations over industrial (labour) relations issues. Of primary concern

to the topic of restructuring is the notion of distributive and integrative lvanggWalton and

McKersie, 1965)Distributive bargaining typically functions as a way to resolve issueswher

there is a pure conflict between the two parties within the negotiation, which may be further
understood as a zemum game where one partyos gain [
bargaining, however, functions as a way to discover complementary inteeésten both

parties, therefore reducing the conflictual element and leading to a mutually beneficial
agreement between the two parties. Generally speaking, though, bargaining typically involves

a combination of the two, which is characterised as mixeghbang.

Whilst these two forms of bargaining refer to the nature of the content being negotiated the
other two sukprocesses of attitudinal structuring and irdrganisational bargaining refer to
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reaching consensus through the interactions of theepawith attitudinal structuring, the goal

is to resolve any existing hostility or distrust between the parties so as to improve the basic
relationship between them. Intoaganisational bargaining seeks to achieve agreement within
each of the interactingarties as to the outcomes of the bargaining process, focusing on
achieving a consensus at all levelsuch as different organisational departments and skill
levelsi of the organisation. Though this framework has been used to understand how a broad
rang of industrial relations issues are bargained at the workplace between unions and
management, little research has explicitly applied it to the employment restructuring context
(Walton and McKersie, 1965, Collett, 2004, Garaudel et al., 2008)

To understand the ways in which unions have been able bargain in response to the onset of
restructuring, Roche et al (2015) assert that an essential feature of such negotiations involves
6concession bar mte WS imthe@arly 10808 0ggh extemndedrtogeurope
since,concession bargaining is where unions surrender certain demands in order to secure
others. For example, Roche et al (2015:654) describe concession bargaining as unions offering
6concessions to empl oyfreeees, cutshdefarredcphy rices,tvem s a s [
pay systems, etc.), working conditions and working practices in return for general or specific
management pl edges to save or protect |jobs.
significance given that nrmagement typically frame restructuring as a necessary and inevitable
response to poor economic climat@®ocheet al., 2015, Stroud and Fairbrother, 2012)
Although restructuring may be understood as involving elements of both integrative and
distributiveT i.e. mixed bargaining such negotiations are, arguably, inherently conflictual

and therefore moreindicav e of a di stri butive bargaining a
to cut jobs directly arguably contradicts th

employment.

Following Walton and McKersie, concession bargaining is characteryseddhe et al (2015)

as either beig integrative or distributive, as outlined abowe,of a third type called ultra
concession bargaining. Ult@ncession bargaining, however, reflects attempts by
management to activelgisplace and undermine unionand any associated bective
bargaining processethirough such negotiations. Put simply, the outcomes for umiotighe
workforce depends on the type of concession bargaining adopted, with arguably more
integrative forms the preferred type of bargainiagunions. Indeed, the work by Roche et al

(2015) highlights how integrative concession bargaining is preferred for unions, as it typically

38



helps to save jobs during the restructuring process, despite noting that in the Irish context the

dominantformhabeen wi t hin the distributive bargain

Viewing bargaining as a spectrum is crucial to the present analysis of responsible restructuring.
Thatis, it is inappropriate to label one specific type of bargaining as either narrowly distributive
or integrative, but to understand how the actt@iductof bargaining may operate along this
spectrum. Research by Garaudel et al (2008) into the Ftexitles and insurance industries
recognise this, and argue f orsuch eegodtiatisns.n g t h
Integrative potential existperthe authors, as during times of restructuring both employers
and employees face risks that can be addressed through cooperation between union and
management during negotiations. The risks to employeasell known, in that they face the
prospect of redundancy and the associated negative effects discussed in Chapter 1. For
employers, the risks involve a failure to meet expected performance targets subsequent to
restructuring, and much of this dependsGaraudel et al (2008) argue, on the reaction of the
workforce to the restructuring process. In this sense, employer and employee risks are
interrelated as whilst restructuring may appear necessary for the future survival of the
company, that future sucg® also depends on reaching an agreement with unions and
employees over the way in which restructuring is implemented. An assumption in this work,
however, is that during times of restructuring employees will necessarily hameessst in

the future sucess.either in terms oprofitability or performancegf the company, as opposed

to more personal concerns related to their own-beithg and careers pesstructuring.
Nonetheless, other research demonstrates how more integrative forms of bargaiteagl can

to better outcomes for employees, wigferenceto how such negotiations led to a more
responsible proceg&irov and Thill, 2015, Teague and Roche, 2014, Rodrigigz, 2015,

Tsai and Shih, 2013abn this sense, following Garaudel et al (2008), realising the integrative
potential within restructuring may necessitate a mespansible process. The point is not to

view bargaining as determinedly integrative or distributive, but to realise the common interests
and risks that exist between unions and management during restrutbumioge along the

bargaining spectrutowardsa more integrated negotiation process.

In explicitly developing the link between integrative bargaining and responsible restructuring,
the work by Teague and Roche (2014) into HR practices following the global economic
recession in Ireland stresses thesistency between the two. In particular, the authors suggest

t hat the pursuit of a responsi bl e wmoatructL
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accommodation in concession bargaining [that
firms seekingconcessions on pay, conditions employment and work practices offer unions
access to financi al dat a, as wel |l as Oinsti
managerial process or extended recogn#étion o
179). Though their research initially proposes the link between responsible restructuring and
integrative bargaining through connecting prevailing literature, their findings illustrate that in

the Irish context there is little evidence that an exptesponsible restructuring strategy has

been pursuelly organisationg the Irish context.

The question remains as to what extent an integrative bargaining processtrueturing can

result in a more responsible outcome. At a broader level, reseaitsai and Chih (2013b)

has calledor a greater recognition of the union role in delivering more responsible approaches
to restructuring, highlighting through a largec al e st udy of Tai wanese
practices the both positive and negateféects on subsequent organisational performance.
What is required, then, is a specific focus on empirical instances of responsible restructuring,
in order to understand how the initial bargaining process may contribute to, or help achieve,
such a procesghis is not to denigrate the sophisticated methodological approaches of Teague
and Roche (2014) and Tsai and Chih (2013b), though a qualitatively focused case study would
develop this research further and elicit a greater insight into the link, if amyedie
responsible restructuring and integrative bargaining. Indeed, this is one of the goals of the
thesis, as it weds together how the response of unions to restructioirexample, propting
managemeninto more integrated forms of bargainiig may @ntribute to an explicit
responsible restructuring process. The intention is that through these processes of negotiation
and implementation the negative effects of restructuring may, ultimately, be ameliorated for
those most affected: the employees loghmgjr jobs. The next chapter builds on responsible
approaches to restructuring by addressingsgpexificways it has been understood in both

theory and practice.
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Chapter 3: Responsible restructuring: theory, practice and a
conceptual framework foraction

There are a range of disparate practices and processes proposed in both the academic and policy
literature to help companies manage restniieg in a responsible way. This chapter focuses

on thespecific detail as to what these practices andgs®es involve, and the extent to which
they contri bute t o daringtbenmppementatisn of resgyctorinigs i b i | 1 |
doing so twdkey points are presented that necessatirlap. Firstly, there is an assumption

in the literature that compéas do indeed owe employees a responsibility when implementing
restructuring. It is argued here that although this represents an oversight in the literature,
reviewing the disparate literature here reveals the different types of responsibilities that
companies have both legally and normatively, and therefore helps to strengthen the taken for
granted assumption of responsibility evident in the literature on responsible restructuring.
Secondly, whilst considerable knowledge exists as to the types of psamtidg@rocesses, an
understanding as to how responsible restructuring méyaoeisecand thusmplemented aa

practical, explicitstrategy that addresses the negative effects of restructuring for employees

remains underdeveloped.

To illuminate these qints, this chapter is structured as follows. Firstly, some background
conceptualisation of responsible restructuring is provided, demonstrating how the topic
emerged from a growing concern for the social and economic harm to employees and
communities cawel by restructuring and redundancy processes. Some attempts to theorise
responsible approaches restructuring then presentedVan Buren Ill, 2000, Teague and
Roche, 2014, Forde et al., 2008ext, the detail as to the types of practices and processes that
characterise responsible restructuring are discussedsdttisn draws on the proposals from

EC and ILO documentation, but also the wider academic literature.

The chapter then draws on research that has sought to link restructuring processes with CSR
initiatives. Before outlining some of the empirical work dre tlink between CSR and
restructuring, a brief review of CSR scholarship and its developments is outlined to provide an
insight into some of the organisational drivers for CSR activity. In addressing the assumption
within the literature that companies ovweenployees a responsibility during restructuring
(Bergstom, 2007, Bergstrom and Diedrich, 2006, Bergstrom and Diedrich, 208i1p offer

a guding conceptual framework for action, the chapter ends by establishing four areas of
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corporate responsibility. These are identifiedregulatory, procedural, communicatiand
employmentesponsibilities. This is based on a synthesis of a diverse rargeraturei

HRM, industrial relations, business ethics, managemenC&Rii where reference has been
made to ways in which companies have a responsibility to employees when implementing

restructuri Nng processes.

Conceptualising responsible restructugn

Before exploring how the process and practice of responsible restructuring have been
understood in the literature, this section begins with some conceptual background. As stated
earlier, taking a responsible approach to implementing restructuring hapilogmsed as a

way that companies might ameliorate the negative effects experienced by employees as a result
of such processd&orde et al., 2009, Teague and Roche, 2014, EC, 20k approach has

been descri bed asr ebdsstorcuicatlul rfordey é sap(oZNBSRN | e
0responsi bl €reague and Rachet20]dhoughgodher research has also sought

to establish a connection between restructu
without explicitly referencing either terfRydell and Wigbald, 2011, Rydell and Wigbald,

2012, Ahlstrand, 2010, Makela and Nasi, 2010, Bergstrom and Diedrich, 2011, McMahon,

1999) The prevailing empirical research is discussed in detail later in the chapter.

An issue that must be acknowledged initially is the extent to which companies do have a both
legal and normative responsibility to employees when conducting restructuring. As discussed
in Chapter 1in liberal market econonmas, such as thdK, restructuring is simply an accepted

part of organisational life. As economic markets fluctuate, companies respond by cutting jobs
(Mckinley et al.,, 200Q) This is framed by alatively weak employment law around
restructuring processéslrade Union and Labour Relations (Consolidation) Act 1992 and its
subsequent Amendment Order 201tBat legislate minimum periods of consultation between
employes and employee representativeasch as trade unioredpng with statutory redundancy

pay based on age and terfure

2 As of April 2015, statutoryedundancy entitlements in the UK apply to employees who have been working for

their current employer for at least two years. Entitlements are also dependant on age. For those under 22,
individuals receive half a wef@R @ thgseaaged A4, indviduals f ul | \
receive one weekodés pay for each full year they were 2
receive one and half weekds pay for eacppedat2Dyearyear t h
and weekly pay is capped at £475. The maximum amount of statutory redundancy pay is capped at £14,250.

2 For restructuring involving 209 redundancies the minimum consultation period with individuals and

employee representatives is 30 slagnd for 100+ redundancies 45 days.
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Given the neoliberal economic, and weak legislative, context, why would companies
demonstrate any responsibility towards employees beyond what is minimally requireel?, Ind
thisisacriticismof esear ch i nto O0responsibled forms of
upon the assumption that companies do have a responsibility that extends beyond any legal or
other regulatory requiremeni{&hlistrand, 2010, Rydell and Wigbald, 201Rydell and

Wigbald, 2012) This assumptions based on the notion that (
obligation not to harm and that companies are not acting ethically if they ignore the impact of
the restructuring and closedown on empl oyee
research, however, hasuggested the incompatibility between acting responsibly and
conducting restructuring, as such a practice not always, but invariably, negatively impacts on

the lives of employeeg¢Long, 2012, Vuontisjarvi, 2013)Thus there is an insufficient
understanding of what types of responsibility companies owe when conducting a restructuring
exercise. Whilst responsible restructuring has, theen argued to be part of an ethical or

moral imperative on behalf of the company, little is known about the types of responsibility

that such a process would involve as it has typically been overlooked in the prevailing literature.

In this sense, a goaf this thesis is to present a deeper, more nuanced understanding of the
types of responsibility a company might perceive itself to have when conducting a restructuring

exercise.

In terms of a definition of responsible restructuring, though, the twopkayonents in the

' iterature have di fferent emphases. For F c
restructuringéd involves a systemic approach
forward-looking approach to restructuring, and-guing s@ial dialogue and negotiation over

the effects of restructuringo. I n this sense
limited tothesimple act otutting jobs, but is preceded, and proceetligd range of oigoing

O0r esponsi ntd méasurascdedigned $0 help employees prepare for the effects of
restructuring. Forde et al (2009) refer to three phage®or to announcement, announcement

and consultation, and implementation of layoffsvhereby practices such as letggm
investmenin human capital, honest and open communication, engagement with stakeholders

and provision of support services are recommended.

Il n contrast, Teague and Roche (2014) refer t
practices involving technicalnd behavioural measures. Put simply, technical HRM bundles

refer to the numerical controlfor example headcount reduction or removal of overtime pay
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of the companyés finances when conducting r
bundles, measureseek to legitimise the restructuring through, for example, trade union
engagement, or other communicatory practices uliemately seek to maintain, or improve,

the morale and commitment of the workforce during the process. One aim of such behavioural
HRM bundles is to counteract the negative effects a company can expdrenaese of

survivor syndrom, as discussed in the Chaptecrkating something of a business case for
responsible restructurin@ahdev, 20038rockner, 1988, Van Dierendonck and Jacobs, 2012)

The impact that responsible restructuring can have on survivors was also analysed by Van
Deirendonck and Jacobs (2012), arguing that the implementation of restructuring ggocess
considered by the workforde be fair and just can improve subsequent affective commitment

I the emotional attachment, identification with and involvement with the organigapiost
restructuring. Thus, responsible restructuring is described by Teague and Roche (2014: 179) as
beng able to 6dunderpin the | egitimacy and pe

ultimately, have negative effects on employees.

Within the literature on responsible approaches to restructuring, research has also focused more
explicitly onthe strategic implication®f its implementatiorior managemenfTsai and Shih,

2013b, Cascio, 2005, Schenkel and Teigland, 200i&¥ largely reflects the earlier work on

more traditional, prescriptive approaches to restructuring whereby strategies were ttevised
ensure a Osuccessfuld restructuring, meani nog
performance through primarily cestitting measuresuch as redundancieslthough Teague

and Roche (2014) highlight something akin to a business casestiarctaring, a concern for

the impacton employees is still evident. Thisirs comparison to research by Tsai and Chih

(2013), in the Taiwanese context, and Schenkel and Teigland (2016) whereby responsible
restructuring the authorsrefertotheprocess a O6r esponsi blienaybhewnsi z |
conducted primarilyo improve subsequent firm performance. Tsai and Chih (28d@yest

that given the equivocal successes of traditional approaches to restructuring, the
implementation of a responsible appg c h may hel p solve this Opr
focusing on the 6dynamic capabilitiesd of ar
rapidly changing environments through the reconfiguration of internal and external resources,

in which enployees are viewed as a resource to be developed rather than simply a cost to be
cut(Tsai and Shih, 2013b, Cascio, 2D1& fuller discussion of the management literature on

dynamic capabilities is outside the purview, nor indeed a goal of, this thesis. Though Tsai and
Chihdés (2013) and Schenkel and Teiglandods (2
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its aim wih little reflection on the how responsible restructuring may ameliorate the effects for
employees, their work reflects the growing interest in the topic both empirically and

conceptually.

Returning to Forde et al (2009) and Teague and Roche (2014) hthibigythis line of work

that proves most instructive in recent conceptualisations of responsible approaches to
restructuring, especially in relation to the impact on affected employeespture the range

of measures and actions that a responsibleoapp involves, this thesis adopts the term
0responsible Tkestreasani hgé this is because
implies that, for companies, responsible restructuring involves a conceptualisation that is
broader than OBO)daeé¢eranhdes { @ ReferercestdD the 6 r e s
technical and behavioural bundles suggests that companies may understand their responsibility
in spheres outside of what is considered 0O0so
aad finance in a way responsible to the compa
Forde et al (2009) mean Ispcial responsibility as opposed to just responsibility, as little is

done in their work to delineate practices specifically as so@akX¥ample, ensuring continued
employability for affected employees may indeed be important soéiayexplored in the

previous chapter around occupational ideritibut there are also more primarily economic, or
material, imperatives for employeéssuch as maintaining an incorneo find employment

after being made redundant. Thus, the term responsible restructuring is used to embrace the
variety of ways in which a company may understand its responsibility when conducting
restructuring processéfeague and Roche, 201¥yhilst this more contemporary theorisation

of responsible restructuring is useful, the next section reviews earlier litet@wnderstand

in moredepth how the notion arganisationscting responsibly during restructuring emerged.

Background to responsible restructuring

Since the late 1970s, a growing number of academics, social activists, special interest groups
and public policy analysts have sought to address the social and economic harm caused by
restructuring(Bracker and Kinicki, 1988, Lansing and Van Buren, 19@Blspaugh, 1990,
Bluestone and Harrison, 198@ne of the earliest references of responsibility within debates
around restructuring was that of Millspaugh (1990) into the ethics of manufacturing plant
closures in America. In developing a model of what a responsible plant closureentiht

two points of action were proposed: that legislation be introduced to secure advanced notice
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periods and severance paydamblic investigations examinimgo mpani esd® fi nance
plant closure. In the UK context, the former point on legmtais reflected ini albeit

minimally 7 by the Trade Union and Labour Relations (Consolidation) Act 1992, which
outlines requirements for consultation periods and statutory redundancy pay. The second point
was critigued, however, by further proponentsregponsibleapproaches taestructuring
Lansing and Van Buren (1993), arguing that
justified on the basis it would compromise t
of competitiveness within thessociated business community. This argument from Lansing

and Van Buren (1993) appear s, t hough, |l ar g
suggesting that any notion of a responsible process is secondary to the overall financial and
competitive statusfahe company. Nonetheless, this early work by Millspaugh (1990) and
Lansing and Van Buren (1993) initiated subsequent debates on the extent to which restructuring

processes should be managed in a way to reduce the consequential social and economic harm.

A subsequent attempt to theorise a responsible approach to restructuring came from Van
Burends (200 0nkbemeenkusinesd ethicst ahderestructupiragesses. The
premise of this framework is based on the idea that responsible restrudepirgs, in part,

on the level obindingness i.e. the strength of the social and psychological contracts at the
workplace: that is, the unwritten agreements between employers and employees about their
mutual expectations of how each should be treatdun the employment relationsh{iwan

Buren Ill, 2000, Cascio and Wynn, 200Fhe level of bindingness creates, Van Buren (2000)
argues, a moral expectation to which employers and employees must comply. Considering that
restructuring processes atgpically, unilaterally imposed by employers, the breaking of social
and psychological contracts is experienced disproportionately by employees. This has
implications for the ways employees perceive the employment relationship, as providing an
employee wth notice of redundancy is arguably a denigration of the moral expectation created

through the establishment of social and psychological contracts.

Though Van Burends (2000) framework introdu
depends on thexeent to which the employment relationship at a specific company is
characterised by the strength of social and psychological contracts, measuring or defining such
contracts remains ambiguous. Even still, Van Buren (2000) goes onto suggest that where there

is aprima facieethical case of conducting restructuring by a company, such contracts will not

be destroyed. He argues that, where employees affected by restructuring observe a sufficient
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downturn in profitabilityi r e f er red t o by Man rERwroaur ca&is mand d «
they will accept the need to restructure and not perceive this as an attack on the social and
psychological contracts established within tHetal, specific employment relationship. In

retrospect this appears naive, though, resent work highlights that the majority of
restructuring occurs as a result of poor economic climates, with managers typically framing the
need to restructure as both an economic necessity and inevit@dityin, 2007, Stroud and
Fairbrother, 2012)Essentially, restructuring rarely occurs in situations where, using Van
Burends ter ms, there is not a declining res:
from Van Biework, ntiéers, is fthe adifference between ethical or responsible
justifications for restructuringas opposed to ethical and responsilgproaches to
restructuring For example, if there are strong social and psychological contracts in place
within the emplgment relationship and the need to restructure is accepted amongst the
workforce due to a clear downturn in profitability, then the implementation of restructuring can

be accepted. What is needed, though, is a cleareeptan of what a responsible, dhieal,

approach to restructuring might ent&lunderstand how companies may address the negative

impact on employees.

Discussionsround responsible forms of restructuring have gained considerable traction in the
academic literature. In reviewing preus conceptualisations of what such a process might
entall, it is necessary to look closer at the types of practices and praocesdesd Thus the

next section builds on the earlier discussion of the work by Forde et al (2009) and Teague and
Roche(2014) by focusing on the prevailing understanding of the practical implementation of

respasible restructuring processes.

The practice and process of responsible restructuring

Whilst there have been attempts to conceptualise responsible restructuaitngglyemore is

known about the practices it involves. As set out earlier, policy documentation from the EC
and ILO propose a range of practices and measures that companies should adopt when seeking
to conduct a responsible restructuring process. Thekalan though not exhaustive, measures

such as: skills investment; counselling services; offering enhanced severance and early
retirement packages; voluntary redundancy; promoting employability; fair and effective
channels of communication; implementingeahative redeployment schemes; and enterprise
startup workshopqEC, 2011, Papadaki2010, Rogovsky et al., 2005, Auer, 200This
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0t ool box6é6 of practices, It i's arayweanduct of f e
restructuring in a more responsible fashion, as there is a greater focus within these on
addressing the impact restructuring has on employees. Rogovsky et al (2005: 17) suggest,
however, that responsible restructuring practices should be impiedhealongside an
appreciation that there is a constant challe
when minimising the social costs of enterp
restructuring must address not only the effects ropleyees, but should involve efforts to

improve the overall performance of the company.

Though there are a range of practices offered at policy level by the EC and ILO, one of the key
challenges is in creating an overarching coordinating mechanism éorsulcessful
implementation of responsible restructur{iigfC, 2011) That is, a way for companies to distil
ostensibly disparate practices into an explicit responsible restructuring strategy. The
Monitoring for Innovative Restructuring in EurogMIRE, 2006) project, funded by the
EuropearCommissionattempted to outline a strategy for companies to adopt when seeking to

i mpl ement what MIRE describe as O6socially ef
The project proposes recommendations eeldab both the method of conducting responsible
restructuring, along with the approach to be taken when implementing specific tools, practices
and mechanisms. In terms of method, the project proposes that companies should: be
transparentwith stakeholdersf the need to restructute find early solutionspegotiatewith

actors to reach solutions; and ensure the proces#islasiveas possible by adopting a mullti
stakeholder approach towards restructuring. In terms of the tools and mechanisms, MIRE
proposes that: companiesticipaterestructuringto address any time or resource issues that
might arise; seek tpreventand limit the extent of the consequences by providing full and
timely information to those affected; anepair any of the damages causeyl restructuring

such as support for employees and affected regions. The MIRE project usefully identifies broad
categoriesi transparency, negotiation, inclusion and anticipation, prevention, repafir
actions within which companies can adopt respoesgstructuring practices. For example, by
suggesting that companies should repair the damage caused to employees, they may provide
support for reskilling or retrainintp help those affected obtain employment elsewhere post
restructuring. In this sensehe MIRE project is notable for addressing this lack of a

coordinating mechanism for responsible restructuring.
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The earlier discussion of bundles of HRM practice offer another attempt to develop a coherent
responsible restructuring strategy that is briefly worth returnir{@éague and Roche, 2014,
Subramony, 2009, Boselie et al., 20d5nerging from the strategic HRM (SHRM) literature,
burdles of HRM practice involve combining individual practices into specific bundles,
whereby their complementarity, it is argued, subsequently create a synergistic effect thus
contributing to improved organisational performaiBeselie et al., 2005, Subramony, 2009)

I n this sense, the individual 0t ool boxdé ty]
combined in a way that mutually reinforce not only each other as part of an explicit responsible
restructuring strategy, but also in a way that addresses or impresss related to
organisational performance. It must be noted, however, that this thesis is not seeking to address
the extent to which responsible restructuring can improve organisational perfonoesrsse

but rather to explore the possibility of suchp@cess addressing the negative effects on
employees. That said, it is important to acknowledge that work has been done to understand

responsible restructuring within the strategic HRM literaflieague and Roche, 2014)

The work by Teague and Roche (20014} discussed earlier as regards definitiossa pivotal

study in developing a responsible restructuring strategy as a bundle of HRM practices. Another
important implication from this research is the role of HR. Though Forde et al (2009)
emphasise that HR should adopt a more a soci
restructuring, Teague and Roche (2014) extend this by identifying the types afqwdoti

HR to achieve this; such as the combination of different technical and behavioural practices
that the authors suggest constitutes a responsible restructuring process. The role of HR in
implementing responsible restructuring is, hence, a crucial Although as a distinct
organisational function it does not necessarily, though does sometimes, make the decision to
restructure, HR is typically tasked with its implementaibeague and Roche, 2014, Forde et

al., 2009, Cascio, 2009n this sense, the implementation of responsible restructuring practices
is, to a greater or lesser extent, designed and coordinated by HR. For HR, then, responsib
restructuring may be viewed in terms of a strategic bundle of individual practices that can, if
implemented successfully, lead to improved organisational performance. As noted by Teague
and Roche (2014) above, responsible restructuring may have strappgal to HR given its

potential to counteract the perceived negat.

Individual practices have been proposed in the academic and policy literatures whilst at the

same time there have been calls to coordittese into an explicit responsible restructuring
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strategy. The question remains, though, as to what responsibilities companies have when
implementing restructuring practices? The assumption is that companies have, what could be
viewed as, a blanket resmihbility towards employees when conducting restructuring, though
some authors have recognised that this is a necessarily uncertain pEengstrom, 2007,
Bergstrom and Diedrich, 2006, Bergstrom and Diedrich, 20//h)Ist it is tempting to assume

that because institutions such as the EC and ILO are rousing interest in responsible
restructuring that companies will follow suit, this cannot berake granted andlemands
challengelndeed, and in this vain, the work by Forde et al (2009) is notable for acknowledging
the gap between the rhetoric of responsible restructuring at policy and company level compared
to the practical reality of such prases. Therefore, it is important to understand how
companies view their responsibilities when conducting restructuring, as regards the specific
practices that HR and management implement. Before outlining a conceptual framework for
researching responsihbiestructuring, the next section explores the ways in which restructuring
has been presented in the CSR and business ethics literature more spedoificallide a deep

understanding of the notion of responsibility

CSR and restructuring

This section dewnstrates the ways in which CSR and business ethics literature has proved
consistent with the development of responsible restructuring research, reviewing the extent to
which restructuring is I|inked, or anashbebe, t
noted that CSR initiatives clearly extend beyond the restructuring context. The intesron

is to review the basic rationale for CSR, and how such a rationale can link to employment
practices more broadly, before providing some empirical resélaat has sought to link CSR

and restructuring explicitly. To offer a de
economic, legal, ethical and discretionary [philanthropic] expectation that society has of
organi zations at arrollj 19¥9e500). dlwai said, therenis muchrdebéate ( C
over the definitional aspect to CSR, but it is this definition that is adopted for this thesis unless
stated otherwisgCarroll, 1979, Carroll, 1999)

In presenting a basic understanding of CSR beftaeapplication to employmenand
restucturing practices, it is necessary to state what is known about CSR in practical terms.
CSR activity typically involves acts such as corporations supporting local communities and

campaigns, corporate philanthropy through engagement with charities amduthiary sector
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and the promotion of lonterm environmental and economic sustainabi(iBarroll and

Shabana, 2010, Crane et al., 2008)r example, the Enron scandal in 200&here senior
executivesaccumulated significant debt having lied about the financial status of the company
fand BPOs xiGaoll dpill io 2010Mehere4.9 million barrels of oil were leaked into

the ocean, causing significant ecological damageere perceived as a vioiah of the
companyo6s social, economic and environment al
to be poor CSR activity. I n comparison, comp
ingredients in their ice cream production is deemedsitipe example of CSR activity, as it

indicates fair and ethical treatment of all the producers down the supply chain. The point here

is not to evaluate the extent to which such types are responsible or not, but to demonstrate how
CSR is practically undstood within society. That is, CSR is typically viewed as organisations
acting in accordance wi tihdosobspill largeyardantspkorl c ei v e
into the ocean, ensure ethical treatment of supply chiaamsito show they are committieto

betterment of those societies and communities in which they operate.

Whil st CSR is constructed as an approach or
altruism or gooehaturedness towards society, it is widely understood that there ialtyc

more prominent business case for conducting such acttvagnpbell, 2007, Siltacja, 20Q9)

Key to CSR scholarship is the understanding that through companies acting responsibly there

is also the opportunity to beb sales, competitiveness and shareholder through the social
legitimation attached to CSR activity in terms of an improved image or reputation within
society(Crane et al., 2008, Costas and Karreman, 2013P u t sSi mpg lpnmarilyé soci e
referring to customers but also employégeerceives a company positively ifistconducting

its business in a responsible way. This view of CSR is considered here as the orthodox position,
as first set out by Milton fiedman, which emphasises that CSR may only be justified by its
instrumentality to the company: that is, CSR is beneficial as long as it brings profit and value

to the shareholders of a compgRyiedman, 1962)

There have been developments within the CSR literature since Friedman, however, that argue

for a more normative understanding of what CSR entaiiaw, 2009, Carroll, 1999y his line

of thinking emphasises the need for companies to uphold a morabarad conscious that

extends beyond an economic concernwithp@nitl oss st at ements. Shawo:s
Marxism and CSR argues this point, suggesting that CSR should be expended as part of a more

embedded fiduciary duty by companies. Usefullya\8l§2009) argues that whilst the orthodox
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view of CSR has focused on how CSR operates externaiynmunity events, corporate
philanthropyi a similar rationale should operate internallgen managingmployees; for

example, when conducting restructurprgcesses.

Furthermore, other developments in CSR scholaistiipugh primarily in the North Amaran

context wherét is more prominenit has proposed that companies may also be invahveua
administration of certainpoi gthe s ¢Mattei and n hhaisp
Crane, 2005, Moon et al,, 2005) Matten and Craneo orpofat2 00 5)
citizenship refers to the company as a provider of social rights, an enabler of civil rights and a
channel o f political rights for i ndividual s
involve, for example, rights to healthcare or educaticeedom from abuse and freedom of

speech, and allowing individuals more active forms of political participgtitetten and

Crane, 2005)Following this, work by Scherer dnPalazzo (2011) argues that due to the

blurring boundaries between public and private provision of goods and services, companies
have taken on a more politicised role. The a
whereby companies may conuiie to broader global governance and regulation in the
provision of goods and servicgcherer and Palazzo, 2011, Mékinen and Kourula, 20hiy

literature illustrates that there are more elaborate and extended forms of CSR activity being
debated that go beyond the traditional Friedmanite school of thought. Put simply/jtvatnélyg

be established that companies engage in CSR activity to improve their economic or financial
status, there are other roles for companies emerging social, moral and political lines. The next
subsection looks at the ways in which the CSR rationaleapply to employment practices,

with a specific focus on the research linking CSR and restructuring processes.

CSR, employment practice and restructuring

Resulting from a concern for global labour standards and working conditions, adopting a CSR
approacho managing employment relations has assumed considerable significance in recent
times (Marens, 2013, Shaw, 2009)Vork by Shaw (2009) and Marens (2013) argues that
historically there has been little substantive discussion as to how CSR initiatives and rationales

can be applied to internal employmerat®ns processes. For instance, examples of unethical
practices i n -liMeé Wwoekplaces aloang awiths Wwooker suicides at Apple
manufacturer, Foxconn, i@hina have diverted attention towatttswv employment practices

might be framed as a violatiamf a companydés CSR agenda. A m
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Sports Direct in the UK, following a government invgation, has renewed calls foloser

scrutiny on the responsibilities companies have towards their empl@i€&e<2016)

Following this, academic literature has begun to examine the ways in which actbes i
employment relatinship,such as HR and trade ungymmight begin to engage with CSR
initiatives (Preusset al., 2014, de Gama et al., 2012, Preuss et al., 2009, Voegtlin and
Greenwood, 2016Harvey et al, 2017 Thougha nasent areaof research Voegtlin and
Greenwoodds (2016) review article argues tha
the ways in which it can be considered a means for ensuring the responsible management of
employees, whilst emphasising the need raultiple external and internastakeholder
relationships between HR and other actditse work by Preuss et al (2009) and Gold et al
(2014) on tradeunions policies towards CSR across Europe presents challenges and
opportunities facing trade unions when engaging with CSR initiatives, though is subject to the
nationalbusiness contexts in which they operate. Notably, however, these authors contend that,
despite a paucity of research, trade unions can play both an active and pivotal role in shaping
the outcomes of CSR activiffPreuss et al., 2014, Preuss et al., 200Bpugh these debates

focus on the role of HR and trade uniamghe conduct of CSR activity, the research has not
addressed applications of this CSR rationale to specific employment prg@méasney,

2009.

Thus, research has sought to substantiate the link between CSR and employment practices
through an application to restructuring proceg8&smvin, 2007, Rydell and Wigbald, 2011,

Rydell and Wigbald, 2012, Ahlstrand, 2010, Bergstrom, 2007, Bergstrom and Diedrich, 2011,
Makela and Nasi, 2010) Ry del | and Wi gbal do sshqwzdinpahies 201 2)
in the Swedish automobile industry sought to implemerdt,at t he aut hors desc
orientationd during the restructuring proces
the CSR orientation was viewed as introducing a responsible approach to specific restructuring
practices. For exampléhe implementation of long advance notice periods beyond the legal
requirements and hiring temporary employees so that affected employees could have time off

to find alternative work were vieweak key to this CSR orientation.

Though such research is @bructive in illuminating how companies may adopt a CSR

approach to restructuring, little is done to understand how unfavourable economic climates or
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industrial relations may cause problems for a CSR approach. This point is emphasised in
Bonvi n o ssedrch b the Swissemetalworking sector, arguing that acting responsibly
during restructuring is too dependent on the fluctuation of such climaotesin (2007)

proposes that any trust or goodwill of managers during restructuring should be complemented
by regulatory and legal provisions that compel employers to act responsibly. Furthermore,

t hough Rydell and Wigbald (2012: 155) state
outcome with the CSR model during an upturn of the business cycle, sinabdbhe market

is more favourable for the workers at t hat
managerial rationale for conducting restructuring: as a necessary responskntoggemt

upturns in, economic climates. Much of the literature thas addressed responsible
restructuring has predominantly come from the Nordic colkéakela and Nasi, 2010, Rydell

and Wigbald, 2011, Rydell and Wigbald, 2012, Bergstrom, 2007, Bergstrom and Diedrich,
2011) Given that the contemporary Nordic context is institutionally different to that of the UK

T the former beinga more coordinated market economy with relatively greater emphasis on
labourmanagement partnership and more embedded fofmeléare provision and social
supporti responsible approaches to restructuring are likely to take different forms in different

national and organisational regim&@ampbell, 2007, Matten and Moon, 2008)

It may be inferred, then, that introducing a CSR rationale to restructuring processes is a futile
exercise. Given that restructuring typically happens in response to a poor economic climate,

and CSR is only considered effective in more positive circumstavitat would incentivise a

company to conduct responsible restructuring? More critical research by Bergstrom and
Diedrich (2011) argues that any analysis of how CSR operates in pradtidee aut hor s
empirical context is a case of restructuring at a $stefirm i must consider the extent to

which companies actively shape and mobilise what it means to act responsibly. That is,
companies may conduct CSR activity in such a way whereby they contribute to the construction

of responsibility, therefore aligningt ak eh ol der s6 expectations of
definition of such activity. This is an important point, as it suggests that CSRenayay for

companies to reinforce their powerful position over stakeholders, by essentially convincing
stakehb ders that it is the companyés interpreta
constructing CSR on their own terms, compan#xontrol what responsible activity involves

and thus reap the associated benefits of being perceived in this whyaswan improved

corporate image or reputation, which is suggestive of a more orthodox, instrumentalist

approach to CSR. It follows, then, that a company may enact a responsible restructuring process
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based on what believes it to be responsible, as oppd to responding to the needs of what

those met affected by such processes, employegsect from such processes

Conceptualising responsible restructuring: categories of responsibility and a
conceptual framework for action

The burgeoning interest inggonsible restructuring has prompted an understanding of how
such processes may be implemented as part of a coordinated, coherent company strategy. In
addressing the question as to what responsibility companies owe employees, this final section
synthesisescontributions from the HRM, industrial relations, CSR and business ethics
literaturesto conceptualise the ways corporate responsibility has been understood when
conducting restructuring. The intention is to develop a framework that idetfiegoriesof
responsibilityto explore the practice and proce$sesponsible restructuring at SteelCo. These

are identified as theegulatory, procedural, communicati@ndemploymentesponsibilities

of companies. The framework highlights research that has proposed that, normatively speaking,
companiesio owe employees different types of responsibility during restructuring processes.
The main themes of each category of responsibitigypaiesented in Table 1, alongside key
references from the literatur@hus this section develops a conceptualisation of the ways
responsibility within restructuring has been characterised by synthesising the itettarniré

on the topic. Eacleategoryof responsibilityis discussed in turn, with links drawn between
relevant literaturedo locate how each type of responsibility has been understood in a
restructuring contexSome clarification as to the relevance of the framework to the subsequent
empirical chapters is also outlinéa ending the chapter.

Regulatory responsibilities

A primary responsibility of organisations conducting restructuring is compliance with the
relevant national legislation amelgulatoryframeworks. For instance, in the Eurapecontext

EC Directive 98/59/EC on collective redundancies requires employers to inform and consult
affected employees and their associated representatives, such as trade unions or works councils,
along with guidelines as to the procedure of implememéatjucturing. Arguably, compliance

with the relevant legislation and regulationsghe leastemployees might expect. In terms of
framing this as a O6responsibilityd, though,

why organisations act respoblyi demonstrates that legal compliance represents a minimum
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Table 1: Key themes and references for categories of responsible restructuring

Category of responsibility Main themes Key references

Regulatory Legal compliance Campbell (2007), Stuart et al (2007
Institutional Matten and Moon (2008), Wass
differences (1996), Ahlstrand (2010)

Going¥6 S@ 2y R(
requirements
Procedural Developing formal Cameron (1994), Cascio (2005),
strategies Rydell and Wigbald (2Q; 2012),
Implementing practiceg Pfiefer (2007), Van Dierendonck an
Procedural justice Jacobs (2012Forde et al (2009)

Communication Interpersonal Hopkins and Hopkins (1999),
communication Greenwood (2007), Sterngard et al
Stakeholder (2015),Kim (2009), Papadakis
engagement, social (2010), Forde et al (2009), Tsai ang
dialogue Chih (2013a)
Informational justice

Employment Avoiding Dobbins et al (2014), Kieselbach an
unemployment Mader (2002), Doherty (1998),

Internal redeployment | Greenwood and Randle (2007),
Employability services | Stuartand Wallis (2007)

behavioural standard for all responsible corporate activity. If an organisation intends to be
perceived as responsible, complying with law is #ssentialmeans of achieving that
perception among stakeholdd@ampbell, 2007)For a responsible restructuring procéss

exist Bonvin (2007) argues that legal provisions in this area are necessary in order to counteract

the dominant position of the employer.

It is axiomaic in the CSR literature that what is considered responsible in one organisational

or institutional context is not necessarily so in anof{@mpbell, 2007, Matten and Moon,

2008, Bergstrom, 2007)n their review of collective redundancy and restructuring processes
across thdeU, Stuart et & $2007)work into the European Globalisation Adjustment Fund

(EGF) illustrates the variety of regulations within member states with regards to length of
consultation periods and the extent of engagement with other social actors smarasgnts

and employee associations. For example, beyond the EC directive requiring minimal levels of
regulation, countries such as Austria, France, Germany and Spain require organisations to
det ai | a O0soci al pl and, ergneentbody, Which qutinesshent e d

measures planned to mitigate the consequences of restructuring for affected employees.
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Further, work by Matten and Moon (2008) illustrates the way in which responsible activity

may be characteri e dnpds ce it tbh eciEwisthnces whteceim ted e o rs
there isa lack of regulations, norms and values around CSR activityttieag¢fore allow
organisations space to promote responsible behaviour. Implicit refers to regulations, norms and
values being emdzlded withinspecificorganisational and institutional contexts. In countries

where detailed social plans are the noion,example the notion of responsible restructuring

may already be implicit in the way such processes are conducted. Thereforeg icothtests

it may prove difficult for organisations to promote an explicit responsible approach to
restructuring. In contexts where notions of responsible restructuring are arguably more implicit,
organisations risk being viewed as irresponsible if théydacomply with those regulations

and norms embeddeal specific organisationsr institutions.

There are empirical instances in the literature where corporations have demonstrated
responsibility during restructuring bgmphasising their adherence legal or regulatory
requirementgAhistrand, 2010, Makela and Nasi, 2010, Bon2i®07, Forde et al., 2009)hat

is, where companies claim to have Ogmine beyo
the responsible approach taken by Ericsson Telecom in Sweden suggests that surpassing and
extending legal requirements can lead to positive perceptions of the restructuring organisation
among stakeholders and the public. To offer an exampligngstanding feature of
restructuring in the UK steel industry is firms offering affected employees enhanced severance
packages above statutory level, along with cutting the jobs of older workers willing to leave
through securing voluntary redundancy and eadtirement agreementfCasey, 1992,

Schréder et al., 2014, Wass, 1996, Gardiner et al., 20018 has typically been viewed as a
responsible approach to managing and implementing restructuring processes, as it allows
affected empl oyees t helthdtis,ithmegh thdirowndreewil n g 06 v ¢
and with a more generous severance packHges the way organisations frame their legal

and regulatory requirements as part of a responsible approach to restructuring has become an

increasingly relevant tenet in tdevelopment of responsible restructuring.

Procedural responsibilities

As mentioned earlier, attempts have been made in the literature to set prescriptive strategies
and procedures for the implementation of successful restruc{@amgeron, 1994, Cascio and

Wynn, 2004) This line of research argues for organisationsnyjgement restructuring through
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formal procedures, detailing the specific practices conduciaestmcessful process. Similarly

with responsible restructuring, whereby strategies and frameworks have been developed for
organisations to adopt and reflecttbe extent to which their restructuring processes may be
conducted responsibljForde et al., 2009, Cascio, 2005, Rydell and Wigbald, 2011, Rydell
and Wigbald, 2012)In this sense, research into responsible approaches to restructuring has
sought to formally document procedures to ensure its implementation, responding to calls, in
the European context at least, for the development of mechanisms through which such
processes maye more explicitly coordinateEC, 2011)

As noted above, Forde et al (2009) offer a framework thatifokes three critical phases for
corporations to consider, highlighting a temporal dimension to restructuring that emphasises

the importance of anticipating the implementation of such processes: prior to the announcement

of layoffs; the announcement ofytzffs and consultation process; and the implementation of

| ayof fs. There are specific oO0responsi bl ed p
detailed by the authors. Further research by Rydell and Wigbald (2011; 2012) into the Swedish
automobile indstry proposes a model linking restructuring practice withba gani sat i on
CSR strategy, arguing that they should implement certain practices to benefit employees, such

as extended notice periods that provide employees more time to adjust to the impact o
restructuring. The research by Forde et al (2009) and Rydell and Wigbald (2011; 2012)
highlights the growing need for organisations to implement formal strategies and procedures

that reflect a responsible approach to restructuring. Following Tsai ahd(231i3b) in the

Taiwanese context, this raises the issue as to the ways that a responsible approach to
restructuring is distinct from generic, traditional forms of restructuring where certain
6responsibled practices ar ew, ardifferent,napdutethee nt e d
implementation of aesponsiblerestructuring process? Determining the extent to which the
implementation of responsible restructuring reflects a genuine change in organisational
practice is thus an important avenue of invesigain the conceptual and empirical
development of the topic.

The need for organisations to demonstrgieogeduralresponsibility also relates to the nature

of procedural justice when implementing restructuring. Those involved in restructuring, such
asemployees and related stakeholders, are likely to view the implementation of the process as
fair and equitable if it is perceived to have followssitainprocedureg¢Hopkins and Hopkins,

1999, Kieselbach and Mader, 2008, Pfeifer, 2007, Kim, 2009, Greenberg, 1987, Van
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Dierendonck and Jacobs, 2012 affected employees view selection criteria and
compensation to be fair and just, then the process may be perceived as being implemented in a
responsible way. Furthermore, Whprocedural justice may be important for those directly
affected, it has al so been argued as a way
s y nd r (8ahded 2003, Teague and Roche, 2014, Van Dierendonck and Jacobs, 2012)
Survivorsd syndr ome ratgre tlat réfersrtonthe hegaiive woelated HR M |
attitudes, such as feelings of insecurity and reduced morale, that those who remain in
organisations posestructure may experienc&.metaanalysis of the relevant literatures by

Van Dierendonck and Jaco{#012) asserts that a restructuring procedure that is perceived by

the workforce as fair and just can improve affective commitment, and thus organisational
performance, among survivors. Therefoensuring that restructuring follows fair, just and

equitabé procedures is a responsibility organisations owe not only to those directly affected
(6victimsd), but al simg. Thedattar of ehick may bringvastrategico f r e
benefit, given the potential for a responsible process to minimise thé ect s o f sur

syndrome and improve the morale and commitment of therpssticturing workforce.

Communication responsibilities

Informing, and effectively communicating with, employees during restructuring has proved an
importanttenetin the debates related to responsible restructyfagadakis, 2010, Forde et

al., 2009) Although consultation periods induce communication between dcam®utlined

in EC directives andational legislatiofi responsible restructuring is arduyamore concerned

with the extent to which organisations engage with employees on an interpersonal level
throughout the process. For example, this may involve allowing employees opportunities to
guestion the restructuring decision and vent grievanced #if@mupersonal circumstances, and

in providing updates on the progress of the process from human resource or senior managers.
Furthermore, depending on the specific organisational context, management may engage, for
example, in collective bargaining pesses with trade unions, and make use of the channels of
communication that unions have established with the work{dis& and Shih, 2013a, Forde

et al., 2009)In this sense, there are a variety of ways through which organisations engage with

employeedo demonstrate their communication responsibilities.

Corporations not implementing fair and effective communication practices face the risk of

being perceived as irresponsible or unethical by emplofidepkins and Hopkins, 1999,
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Stengard et al., 2015, Kim, 200S$tengarcet al (2015) and Kim (2009) argue that employees
who perceive communicatory practices as fair during restructuring are more likely to report
higher weltbeing and positive attitudes towards the restructunggnisation This has been
subsequently framed as organisations providing informational justice to affected employees,
as the incidence of honest communication can reduce the negative impact of restructuring
(Kim, 2009, Stengard et al., 2015jurthermore, this may be strategically beneficiathe
maintenance of a positive employment relationship -pesttucturing, as with procedural
justice, whereby survivors view therganisationin a less unfavourable way. Given that a
central goal of responsible restructuring is to ameliorate the negdtaess on employees,
establishing adequate channels of communication is considered an important means through

which the concerns of employees can be addressed.

Although corporations may initiate formal channels of communication, through human
resource osenior managers, which are designed to address the concerns of employees, this
may fail to acknowledge the role other actors play in augmenting such prébtagsenzie

and Martinez Lucio, 2005, M&enzie et al., 2006, Bruggeman, 2008Yodes of
communication exist outside of these formal channels; as related stakeholders may also
contribute to the delivery of information to employees during restructuring. Where trade unions
arepresent, for instance, they may offer a source of support and guidance for employees, as
with communication betwedhe workforcein sharing their experiences of restructuring, thus
benefiting the wetbeing of employeegKirov and Thill, 2015, MacKenzie edl., 2006,
Garaudel et al., 2008, Tsai and Shih, 201Gayanisations may choose to engage with related
actors, and stakeholders, outside of the formal channels of communication to reduce the
perceived onaidedness of the restructuring process. Indeesbarch by Forde et al (2009)

into responsibl@pproaches taestructuring define the process as one that engages with a broad

range of stakeholders.

The issue of communication also extends to how organisations engage with relevant
stakeholders when conducting restructuring. The assumptionever, that stakeholder
engagement necessarily leads to more responsible corporate behaviour has been challenged
within the broader business ethics literature in-restructuring context€cGreenwood, 2007,

Mitchell et al., 1997, Raquard, 2008)This is not to suggest that responsible restructuring
should not involve engagement of stakeholders, but that further exploration of the form and

character of stakeholder engagement when implementing a restructuring process is necessary.

60



Following the wak of Mitchell et al (1997), a task for corporations seeking to engage with
stakeholders is to assess their salience:
urgency and legitimacy to the organisation when implementing restrugtasrdjscussd in
Chapter 2 As an example, social dialogue in the European context has proved the most
productive form of communication as regards responsible restructuring, where concluding
agreements between employer and employee associations are proposedtascadiiyysuch
processeqEU, 2015, CEMREPSU, 2012, EC, 2011, Papadakis, 20Mjhough social
dialogue is not exclusive to restructuring and refers to broader discussions, consultations,
negotiations and joint actions over a range of employment issues, it highlights aneerémpl

the salience of employee associations, as a key stakeholder, to the implementation of

restructuring proceggsai and Shih, 2013a)

While developments have taken place at suyational level to coordinate responsible
restructuring, little is known about the nature of stakeholder engagement at théewvetod

the organisation. That is, whether the involvement of a broad range of stakeholders during
restructuring necessarily results in a more responsible outcome for those affected. Despite
social dialogue helping to establish responsible restructuring gexes the European
context, less is known about how organisations demonstrate their communication
responsibilities with stakeholders and employees in the absence of such agreements. Although
a body of research has explored the role of stakeholders lilomeia CSR activity, there is a

lack of explicit application to empirical instances of restructu(@gmpbell, 2007, Garriga

and Mele, 2004, Agle et al., 1999, Mitchell et al., 199f7$takeholder engagement is to be
considered a characteristic of responsible restructuring, as pointed to within the literature, then

a more nuanced understanding of how this operates in restructuring contexts is required.

Employment responsibties

Arguably one of the most prominent responsibilities that organisations owe employees during
restructuring is rooted in the implementation of measures that seek to ensure continued
employment for those adversely affected. This has been the priop¥iat level, especially

in debates within the EC and ILO, as a key aim of responsible restructuring processes is to aid
affected employees back into employment through reskilling, retraining and other
outplacement servicdgC, 2011, Kieselbach and Mader, 2008, Rogovsky et al., 2005, Stuart

et al., 2007) The primary goal is preventing unemployment for those affected. Given that
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ultimately it 1 s the o regracturethatteadoempleyeestnloseat er
their jobs and seek alternative employment, there is an ethical responsibility placed on
organisations to encourage the workforce to be proactive about their caregespasturing

(Gardiner et al., 2007, Gardiner et al., 2009, Pacquard, 20@®&ed, the loss of employment

is, arguably, the biggest consequence for those affected, in both social and material terms due

to the impact on occupational identity and income.

A means through which organisations have sought to enact their employment responsibilities
is by providing alternative employment to affected employees through internal redeployment.
That i1s, although an empl oyeedmaymometeanevat e | o
vacant role elsewhere in the organisation. Indeed, among the toolboxes of responsible
restructuring practice, offering internal redeployment is typically the first action proposed. The
assumption here is th#t employees are placed inswitable alternative employmenti.e.
alternative employment consistent with their skillset and competenties the organisation

has acted responsibly as they have helped employees avoid unemployment. Therefore,
organisationsthat redeploy affected ngployees internally may be perceived as acting
responsibly. This is common practice in many industries, such as in the UK steel industry where
research into restructuring has been extensive, although the extent to which employees perceive
redeployment asepuinely suitable remains less clé&tuart and Perrett, 2004, Stuart and
Wallis, 2007, Forde et al., 2009)

Another way in which corporations seek to aid affected employelksisgh the provision of
employability services. These types of practices were outlined earlier, but to reiterate may
include the provision of outplacement support, reskilling and retraining opportunities,
enterprise start up workshops along with more basiwices related to CV writing and
interview training(Dobbins et al., 2014, Greenwood and Randle, 2007, Kieselbach and Mader,
2008, Doherty, 1998Forde et al, 2009 Organisations may draw on support from different
institutions, such as external skills and training agencies or govetrbodres. Work by
Kieselbach and Mader (2002) sought to formulate an integrated European model of
outplacement, aiming to support affected employees in coping wihteging the labour
market following restructuring. The provision of such support hageher, received criticism

on the basis that reskilling and retraining opportunities have represented a mismatch with the
needs of the local economy, and that it does not necessarily lead to improved employment
prospects for those affectébobbins et al., 2014, Stuart and Wallis, 200Npnetheless, the
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emphasis within the academic and policy milieu anghevention of unemployment following
restructuring suggests that this israaial area of exploration for understandiegponsible
restructuring, and the implications of the actions taken by organisations when addressing the
ethical dimension of restcturing.

A note must be made here regarding the purpose of this framework to the overall thesis. The
preceding exposition of categories of responsibility for organisations implementing responsible
restructuring processes is adopted aseans offraming the findings in the proceeding
empirical chapters. The themes and categories in the conceptual framework presented in this
chapter order the subsequampirical analysis,aiding understanishg aroundthe strategic
rationale for the types of restructuringapticesand processaslentified inthe case study of
SteelC@® s PrAdRssThat is, how did the implementation of certain practices reflect the
prevailing understanding on what constitutes responsibility during a restructuring process.
Whilst these ar@resented as discrete categories for analytical ease here, in reality practices
and processeasverlap andelate tomore than one category of responsibility. The involvement

of trade unions in restructuring processes can, for example, compel organisatongly

with legislation whilst also negotiating with management over the procedural aspects of the
process. Furthermore, organisations engaging in dialogue over restructuring process with
relevant stakeholders may act as to way to demonstrate fairaarghdrent communication

and as a means to access different forms of institutional support for affected employees. The
analysis in Chapters 5, 6, 7 and 8 tfagus orboth the discrete anélationalnature of certain
practices, iterating between the 3@ case and the themes identified in the conceptual
framework. The discussion in theoncluding sections of thempirical chaptersighlights
tensions betweegroups of participants implementing a responsible restructuring process,
demonstrating the pential challenges faced by organisations when pursuing a responsible

restructuring strategy.

This chapter has presented a review of the current debates around responsible approaches to
restructuring. Both the theory and practice have been outlineda andceptual framework

has been developed. The conceptual framework serves two purposes, synthesising
contributions in the literature as to the ways that organisations have understood the
implementation of responsible approaches to restructuring, andva@ra framework for

action for the subsequent research. The next chapter develops this latter purpose in more detail,
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along with the methodological approach adopted in this researching responsible restructuring

in this thesis.
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Chapter 4. Researching restructuring: method and practice

The empirical findings of this thesis-are b
described responsible restructuring process. Within the overarching case studyemata
collectedfrom 59 semistructured qualitative interviews with human resource managers, senior
management, union officials and employees from SteelCo, along with other relevant
stakeholders involved in thmplementation oits SRRprocess. Interview dataase reinforced

through 150 hours of ngparticipant observation due to extended time spent at the SteelCo

plant. Thisnon-participant observatigralong with the collection of supplementary materials

and documentation from the restructuring process, wasethodological strength of the

research. The chapter explains the use of these methods and why they were appropriate for the

study of responsible restructuring.

Though a more detailed discussion of the empirical context is explaitiegel mext chaptert i

is worth outlininga few salient contextual points about the SteelCo case. The research followed
two bouts of restructuring implemented by SteelCo between-2018, referred to as PA and

P2P, respectively. Taken together, 1700 jobs were cut duringathel, though 1200 of these

were announced as part of the PA process that involved the closure of a whole mill at the
SteelCo plant. For many respondents, the P2P process was viewed as a residual process from
PA as the economic climate that induced tree&lo restructuring had not improved. Though

this research does not address the drivers for the restructuring as such, the UK steel industry
faced problems related to global oversupply of steel production, unfavourable business and
energy rates domesticglland increased competition from its European counterparts. This
economic context is explained in more detail in the next chapter. The research was conducted
between 20145, following the end stages of the PA process and the beginning of P2P. The
interes in the SteelCo restructuring process came as a result of its description of its process as
being O0Osocially responsi bl ed, which was col
through the HR team being awarded an internal CEO prize for their effortsvaro) the

process. Such claims are of inherent interest for those wishing to learn something more about
responsible restructuring, and given the paucity of studies explicitly addressing the topic the
SteelCo case provided an opportunity to expllbeerdionale, processes, practices, interactions

and dynamics in implementing such processes.
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This chapter is structured as follows. First, the realist philosophical perspective adopted in this
thesis is explained, borrowing ideas from Elder Vass (2012) ordhmgpatibility between

realist thought and social constructionism. This is followed by a discussion as to why a
guantitative approach was rejected, before explaining the justification for the use of a single
case study. Data collection and analysis stagesthen presented, highlighting issues with
organisational gatekeepers and the sampling method, whilst emphasising the necessarily
iterative approach taken in this reseat@racy, 2013) The chapter ends with ethical

considerations and concluding remarks.

Philosophical assumptions

Central to designing research is the adoption of a plgtosal perspective that refleatsn e 6 s

view of the social world under investigation hence guides the research process itself. The
6socialé world is distinct from the O&édnatur e
biological entities that are thelgact of study in the natural sciences) and is constituted by the
actions and interactions of sentient human |
world influences how research is conducted in terms of the way data are collected, interpreted

ard analysedEasterbySmith et al.2012, McLachlan and Garcia, 2018pt only should there

be consistency between the research philosophy and methods adopted, but the philosophical
perspective, involving beliefs about ontology and epistemology, should be appropriate to the

research question being investigated.

This thess is based on realighilosophicalassumptions, whereby a mintblependent reality

is believed to exist, though it is only through our own personal, interpretative schemas that this
reality can be accesséBlaikie, 2000, Sayer, 1992In this sense, a realist approach is sensitive

to the role of individual subjective consciousness when describing as@ntheperience®f

the social worlgbut stresses the way such accowamd experienceare contingently shaped

by concrete and material contexts. Furthermore, this stance proposgthtihagh the way we

think, act and communicate about the social world affdet way that the world, it is not
irreducible to such thoughts, actions and communications as it remains firmly rooted in
material existencdElderVass, 2012 Sayer 1992. The approach adopted in this thesis
therefore views the social world as not merely a product of the thoughts and perceptions of
individuals, or the research participantd realist approach recognises that mental

constructions are always conceptually mediated by a range of structural, material and cultural
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contexts. For instance, whilst therategicimperative for restructuring and consequent
redundancy is generally constructed through a set of organisationalnagerial ideas, it is

also more than this as it has a social and material expression in the form of, often, profound
negative effects for affected employees.

Whilst a realist approach is adopted in this thesis, an explicitly critical realist approach is
rejecteddespitedrawing ondeas from critical realist scholafBhere are essential consistencies
between the two approaches, however, primarily in the way that a mind independent reality
can only be accessed through individual subjective consciousheds & shaped by a range

of contexts, as discussed above. Given that critical realism is perceived as a middle ground
between extreme positivism and extreme social constructionism, adoption of such an approach
is seductive for researchers. It is suggestedugh, that itsnethodologicalapplication be
treated with cautiorfBrown, 2014 McLachlan and Garcia, 2015ine 2004)Furthermore
scholarly debates around different philosophical and methodological perspectives have
highlighted that the criticatedist approach is unconvincingly distinct, or novel, in relation to
earlier realist or Marxist approachdérgwn et al, 2002Callinicos, 2007J. For example, the
process ofabductionwithin critical realism does not seem to fundamentally vary from the
Marxist process afibstraction as a form of analytical generalisation from social and material
situations. Critical realist approaches are also criticised for ascribing unnecessrartabe
categorisations to data, whereby there is an emphasis on describing aspects of data in relation
to a specifically critical realist vocabulary that arguably can obfuscate research findings
(Callinicos 2007)

Following this, the prescription of riohs such as entities, emergence, stratification and
mechanisms as categories of analysis, it is argued here, are rigid, and skew the nature of the
research towards an obligation to analyse data in correspondence with such categories. Put
simply, there isa sense that insights from research projects may be undermined if they are not
structured and presented in a manner consistent with specifically critical realist criteria. That
said, recent scholarship has attempted to provide a more practical appbtatitical realist
approaches to studying organisations, noting that applied critical realism is an underdeveloped
area (Edwards et #2014 Fleetwood and Ackroyd, 2@D Given the perceived constraints of
conforming to potentially prescriptive criteaad terminology, criticalealism was considered

an inappropriate research strategy to adopt in this thesis. Such constraints were deemed

problematic due to the essentially inductive, exploratory approach necessary to research a
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nascent topic such as resgtle restructuringfor which a realist approach was deemed

sufficient.

To elaborate on the realist ontology adopted in this thesis then, social structures such as
companies, trade unions and governmérdaad the norms and customs associated with them

T are considered to exist independently of our knowledge of them. Of course, this is not to
suggest that these social structures have always existed and were established through some
6 my st i c a(Eldepviass,Q@l8)thdugh their existence does predate our knowledge of
them. The important point to consider is that social structures are constituted through the
interactions of human beys and thus contain causal powers, as it these interactions that
produce a real, material impact on individuals. Effects such as loss of income from being made
redundant , the subsequent need to renegotia
occupational identity all have real social and material consequences that cannot simply be
0 wi s h e deiderdassa 3012, Fleetwood, 2005, Berger and Luckmann, 1868pwing
Fleetwood (2005:201), the experience of restructuring and the reduridémmygh referred
more generally toié6hecambdas gfed asthéygydcassgcantpéls e f
employees to respond to its social and material impact; regardless of whether that impact is
perceived positively or negatively by employees. At SteelCo, employees lost their jobs,
suffered negative effects on their health arelldveing and lost close social and personal
networks developed through their identity as a steelworker. Such structural and cultural
contexts cannot simply be reduced to a mere construction in the minds of individuals, which
extreme social constructiorssimay suggest, as the pressures associated with this reality
necessarily required a response to the social and material changes initiated by the onset of the
restructuring and redundancy processes.

This is not to suggest, however, that all employees alf@dss in the face of restructuring
processes. Indeed, debates around the relationship between structure and agency highlight the
crucial role that human agency plays in contributing to and operating within social structures
(Benton and Craib, 2@). Ther is thus a commitment made in realist approaches to the way
that social structures are causally efficacious as they can both enable and constrain the actions
of individuals What is relevant here, is that although restructuring has social and material
conequences for employees, they maintain the ability to respond, through their own human
agency, in ways that can improve or ameliorate the negative effects associated with

restructuring. Moreover, organisationsas social structures through, for exampletheir
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institutional arrangements and power structures may also have the capacity to implement a

process that facilitates this human agency.

In developing the interplay between structure and agency in a restructuring and redundancy
context further, resedndoy MacKenzie et al (2006) and Gardiner et al (2009) highlights the
way that the broader structural and cultural contexts interact with individual human agency. At
the point of redundancy, affected employees faced structural contexts that involved the
avalability of opportunities in the local labour market, access to career and support services
and the provision of redundancy and pension payments. In addition, cultural sentgxas

trade union membership, correspondence between personal and ocalipdéotities and
familial responsibilities can also shape the ability of employees to respond to the onset of
restructuring and redundancy processes. Notably, Gardiner et al (2009) argue that certain
dimensions of agencyfpr examplethe historic experieres of individuals and their and
orientationsand preparednes® career changes, can be facilitative or transformative for

affected employees in a context of restructuring.

What is keyto thisthesis however, is that an nempremoyede 6 s a
from prevailing structural contexts. In the context of responsible restructuring, then,
organisations may arguably enable or constrain greater exercise of human agency through the
implementation of certain practices that aim to amelioda¢eimpact of restructuring and
redundancy. This might include increased access to support and retraining services, the
provision of severance packages or redeployment opportunities, but again depends on the
extent to which employees are able, based/lbahertheir agency is enabled or constrained

by structural or cultural contexts, to engage and benefit from the implementation of such
practices. Thus, this thesis focuses on the identification of a range of contingencies pertinent
not only t oem8ntagoa bf @ regpensiblemgstiucturing process, but provides an
analysis of the factors that influence affec

explicitly responsibleprocess.

Alongside the ontological concerns of this research, sit those of epistemology that deals with
what can be constituted as warranted knowledge from the social pvexitbuslydescribed.

The epistemological stance adopted in this thesis reflects a reslitsbdp. This recognises that
there is likely to be multiple interpretationd.e. knowledgé from individuals of the same

social phenomena, given theensitivity toa n i ndividual 6s subjecti
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participant so®d ac c ovswith particip@isabout treattudtuving yielded ae r v i €
range of different meanings that they attached to the experience of the process that constituted

the knowledge used for the subsequent analysis. This knowledge, then, is not objective in the
sense of nataf science, as the experiences of employees subject to restructuring does not exist
independently from their own consciousness, but rather is shaped by a complex range of
personal schemai&ill and Johnson, 2002, Sayer, 199Phis thesis eschews any notion of
positivism thus, as it is considered futile to attemptto her al | y or O6obj ect i
responsible restructuring process without understanding how this social reality is necessarily

influenced by the concegte pendent nature of oneds beliefs

Although individuals may be justified in holding certain balieuch as an employee feeling
aggrieved towards management following redundanttye task of the researcher is to assess

the nature and credibility of such beliefs within the particular social context. Indeed, a key tenet
of realist philosophy is thall&knowledge is fallible, thus encouraging a cautious approach to
analysing individual accountElderVass, 2012) This caution isprimarily exercised by
placing individual accounts within their broader social context, whilst also recognising the
potential frailty within an individual s bel
cont ext under i nv e edtructurng ipmeess, iascounst fom | HRo 6 s
representativegrade unions and employees at SteelCo are credible but tendentious sources of
knowledge, as they operated within the social environment of restructuring processes in the
steel industry anavithin particular ideologicalpredilections. However, they would not be a
credible source of knowledge if they were interviewed, for instance, about the state of the
academic labour market for newly qualified doctoral students. As outlined above, though
explicatingo n er@search philosophy is required, the act of conducting research is necessarily
a practical and indeed ethical matter. The remainder of this chapter draws upon this discussion
of the philosophical perspective, with the next section focusing on guogfispnethods used

in this thesis.

Research methods

The primary research strategy in this thesis
process c¢claimed by management to be O6sociall
reseach strategy, which is constituted by various data collection methods such as qualitative

interviews, norparticipant observation and other supplementary ma{&take, 2008, Hamel
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et al., 1993) This section addresses the nature of case study research and how the different
methods were understood and applied when researching restructuring at SteelCo. Before
outlining the case study strategy, it is worth outlining why a quantitative appreactejected

in favour of qualitative methods.

Given the thesis explores whether employment restructuring can be responsible, developing
knowledge about responsible restructuring demands an understanding of the organisational
dynamics of the restructuringrocess. For example, gaining insight into the interactions
between HR, unions and management, the wider social and economic contexts that shape the

i mpl ementation of restructuring, Steel Cobs r
nature déresponsibility in such processes and, importantly, the experiences of those employees
affected are necessarily enriched through a qualitative approach. Quantitative data and analysis

is important for understanding overarching processes within indusésalucturing, for

example, reporting on the numerical frequency or iercig of responsiblgractices as stated

in EC or | LO documentati on, or using the p
responsible restructuring as in previous researclhetopic. Such data cannot address the
researchaims of thisthesis and does not provide substantial insight and knowledge of the
realities and efficacy of the complex social processes and practices involvdt in
implementation offesponsiblerestructuringprocessesSuch practices involve for instance,

whether the implementation of such practiegseliorated the impact of restructuring and
redundancy oraffected employees, or how responsibility is understood by different actors
involved in the process. Thuqualitative methods are used in this thesis to gain the insight
required to make a worthwhile and novel contribution, both conceptually and empirically, to

the topic of responsible restructuring. The relevance of adopting a qualitative approach is
further referenced in the rest of the chapter. The next sections discuss the specific research

methods.

Case study strategy

The case study strategy used in this thesis adddethe restructuring procebat exists i

concrete organisational situatigHamel et al., 1993, Stake, 2008)Joreover, Hamel et al

(1993) note that the suitability of a case study approach should, of course, be assessed against
the aims of the researchs stated in Capter 1, the prime objective of the thesis is to explore

the implementation of responsible restructuring, with onth@key aims to understand how
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SteelCo sought to address the impact of restructuring and redundancy on affected employees
through its respnsible processAs outlined in Chapter 5, SteelCo conducted a restructuring
process that it «cl ai med giteotheobjectveamd statedlaimg;, r es p
of this thesisSteelCo is a suitable case in which to learn more about thecfoqgsponsible
restructuring. Furthermore, the case study of SteelCo was embedded within the broader social
and economic context of responsible restructuring; that is, the concern at institutional level for

the need to ameliorate the naga effects of estructuring, on employeethat have resulted

from the changes in global trade pattei&€, 2011)

Casest udi es of fer 6t Hife phkenontkeas and the qualitativedappoofich r e a |
adopted in this thesis provided a rich understanding of the topic of responsible restructuring
as mentioned abo\&take, 2008)In achieving this, Stake (2008) nothat case study design

is typically characterised by researchesgending extended time on the case study location;
being personally in contact with the activities and operations of the case; and reflecting and
revising descriptions and meanings in orideunderstand what is actually going on. This was
achieved when researching the restructuring process at Steed@eenalways. Access to the
SteelCo site was afforded through HR and union gatekeepers as and when was required, which
allowed a levelof familiarity with the environment to be established through personal
relationships with participants. Further, this was supplementattdryding meetings between

HR, unions and management during the actual implementation of the restructuring process.
There vas, then, an element of beimgsitu during the SteelCo restructuring that resulted in a

less diluted account of thmplementation of the responsible restructuring process.

This is not to say that participants spoke as though a researcher wereentt ghes influence

was unable to be controlled fobut reallife conversations between HR, unions, management

and employees within the concretganisational context weabserved through attendance at
suchmeetings and events organised at the SteelCo fjlans the extent to which they were

a genuine reflection of oOreality6 gained gre
SteelCo site, which was a methodological strength of the res@drelcase study benefited

from a level of trust between the researcher and the researched that would not have arisen were

it not for the qualitative approach taken. Sampling and gatekeeper issues are addressed in more
detail below. The next section develops justification for the use of a case study strategy and

the extent to which knowledge obtained in this way is generalisable beyond the immediate

case.
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Case studies and generalisability

The case study strategy, especially the use of a single caseraeasattriticismbased ora

perceived lack of generalisability. In particular, using quantitative criteria to make judgements
about the credibility of qualitative research leads to claims that scientific theories cannot be
developed based on the narrowuUscand applicability of the findings from single cases
(Flyvbjerg, 2006, Silverman, 2014)he argument here is that it is inappropriate to judge single
gualitative case studies by quantitative criteria, such as withnimeration of statistical
frequencies, or that more cases necessarily implies greater generalisability. Flyvberg (2006)
highlights misunderstandings about the use of case studies, arguing that the richer, context
dependent knowledge obtained from studysiggle cases allows for a depth of focus on the

topic under investigation through an engagement with the minutiae of th& oaséterateijt

was the i mplementation of Steel Cobs restruct
more about respoitde restructuring more broadly. Thus, this has relevance to studying
responsible restructuring, as there is a paucity of studies explicitly focusing on the topic. This
means that reseching a specific instance of putativesponsible restructuring coritutes

towards any perceived notion of scientific development at least, through what Flyvberg (2006)
describes as, the o0force of exampl ediasWhi |l st
is so with qualitative or quantitative studiesingle casesemain worthwie in orderto learn

something irdepth about such a nascent topic.

Following Silverman (2014}his case was chosen through purposive sampling, as it illustrated

a case of responsible restructuring and the goal of thesis is to expletieewbmployment
restructuring can bémplemented responsibly by organisations, specifically SteeRid

simply, that there is little empirical research on responsible restruciudegpite the broader
institutional interest from the EC and ILiCespeca | 'y i n the UK context,
responsible restructuring are both rare and curious for those wishing to learn something about
the topic(Small, 2009) That an organisation claimed to conduct restructuring@sonsible

way offers the opportunity to understand the process, rationale, dynamics or even the existence
of the phenomena more so than were such a case not studied. Thus, in the context of the
nascence of the topic of responsible restructuring the fatassingle case is a justified means

of developing and contributing to the field, regardless of the number of cases researched.
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In terms of the contribution of the SteelCo case study, and a potential limitation of the research,

the lack of a counterfachl remains an issue. That is, how to know what responsible
restructuringis if we have not also researched instances of whatnbt As is clear in the

following empirical chapters, stating whether a restructuring process is or is not responsible is

nat straightforward, and the SteelCo case challenges prevailing understanding on responsible
restructuring on these grounds. Whilst there have been attempts to address tlistigsue

thesis it is much more ofa pragmatic limitation (for example, of remeh access to an
organi sation) t han it i's a substantive conc
claims of responsible restructuring make the case of inherent research interest, there must be
some benchmark to explore such processes. This eagémtion of the conceptual framework
proposed in Chapter 3, whereby a range of disparate literature on restructuring was sgnthesis

to develop a method in order to examtpeg e el Cod6s r es {Ymu20iOjuTha ng pr
justification for this framework was outlined earlier in the thesis, but it was worth reiterating

that this framework may be applied, and refined, through further studies in different
restructuring contexts. A contribution of the Steel€se is its analytical generalisability
meaning that the analysis is transferaldech asthrough the provision of a conceptual

frameworkin subsequent researf®Bilverman, 2014, Small, 2009, Yin, 2010)

That sai d, HR, management and unions at St
responsible restructuring6 appr oac potertialr os s &
for the research findings to be used across its other steel plants. Whilst the specific dynamics

of unionmanagement negotiations may vary across these sites during restructuring, there are
shared featurdassuch as the collective bargaining agaments, the industrial relations climate

and the demographics of the workforteacr oss St eel Cobds UK opere
similarity in institutional arrangements arguably applies to much of the European steel industry,
therefore extending the impatons of the findings in this specific empirical contdsdr the

concept of responsible restturing, which is notan industryspecific phenomenonthis

requires an acceptance of analytical generalisation, though, and a subsequent application to
different restructuring contexts for its continued development. Given that little research has
explicitly addressed responsible restructuring, the SteelCo case study also offers a benchmark

for future research on the topic. The implications of the SteelCo aalefst future research

is discussed later in the thesis, but it is worth mentioning that such work is necessary to refine

and develop such a nascent topic. The next sections discuss the research methods employed

and their implications for the broader casedy strategy.
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Qualitative interviewing

Interviewing is one of the most prominent research methods used in qualitative research, and
was adopted at SteelCo as the primary source of data. Altodggkemistructured qualitative
interviews were conduateduringthe research. Actors who were involved in, or connected to,
the restructuring process were the key interviewees. This included employees affected by
restructuring; members of the HR and senior management team involved in designing and
delivering the restrcturing; senior trade union officials; Enterprise Co, a @&Red subsidiary

of SteelCo; TrainingCo, the training arm of one of thesiba trade unions; Jobcentre Plus; and
local government officialsThe interviews took place between 2€A@15 and inteviews

lasted between 45 minutes and 2 hours.

The first batch of interviews followed the first restructuring process (PA) and was conducted
primarily with HR, management and trade unions, with the rest being conducted during and
after the second procesB2P). As is mentioned in Chapter 5, the timing of the research
coincided with the end of the PA process and the beginning of P2P. The implications of the
timing of the research are discussed in the next chapter, but essentially there were pragmatic
difficulties i delays caused by the ostensibly ghoulish and insensitive nature of researching
restructuringi with gaining access to certaparticipantsbecause othis timing. Table 2
provides detail on the interviews, though greater explanation of thelesaamd ethical
considerations ikter in the chapter. Though the interviews were s&raictured, this was not

to ensure any sense of prescription ¢or O60bj
ensure an element of consistency, reliability and tamation across the interviews, and to
guide the subsequent data analysis. These themes followed the categories of responsibility
regulatory, procedural, communication, employmienutlined in the conceptual framework
proposed in Chapter 3. Questionstbese themes were not rigid or fixed, and a large amount

of flexibility was built into the interview strategy to allow for tangential issues to be explored.
This flexibility was essential in substantiating the context of the case study, whilspalsay

the opportunity for spontaneity and discovery during interviews with participants.
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Table 2: List oparticipants

Participant group Number of interviews Time of interview

Employees  affected b} 27 February and March 2015
restructuring

HR 14 July 2014, February and March 20

Trade unions 6 July 2014, February and March 20
Senior management 5 July 2014, February and March 20
TrainingCo 2 March 2015

EnterpriseCo 1 July 2014

Local government officials | 2 March 2015

Jobcentre Plus 2 March 2015

The most basic understanding of the interview process views it as the practical act of
researchers and researched sitting down and talking about a specifiRRigpey, 2004)The

topic talked about was the restructuring process at SteelCo. Based on thiseprine
interviewing method, qualitative or otherwisgas not historically considered a theoretical

problem (Alvesson, 2003, Maseide, 1990nterviewing was not considered problematic
because, as noted by Maseide (1990) in his work on sociological methodology, the notion of
0real i tgn Wwasbgi vwout thered and interview
extracting information on this reality as unbiased as possible. The advent of different types of
realism and social constructionignand a multitude of other philosophical perspectivhas,

however, shifted the focus onto issues such as subjectivity and reflegdfixgsson, 2003,

Cunliffe, 2008) In terms of qualitative interviewing, these concerns relate to the type of
ontdogical status ascribed to the interview, the extent to which we should privilege, or
prioritise, the subjectivity oparticipantsi n such processes, and ho\
personal schemata shape the interview process. The conceptualisation ardi@ppliche

interview method has, according to Maseide (1990) and Pawson, (1996), become a theoretical

i Sssue, whereby oneb6s methodol ogi cal practic

perspective, which is a position | have explored previo{MblLachlan and Garcia, 2015)

The personal subjective accounts from interviews pdtiicipantc onst i t ut ed t he ¢
the responsibleestructuring process at SteelGaiven that an aim of the research was to
understand the affected e mpresponsbleresiucteirgp er i en

proess, these subjective accounts wemecial to the methodological approach takPnt
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simply, it is theparticipanté descri pti ons, experiences and
formed the core of the empirical data. Interview accounts were received with caution, however,

to not to succumb to an absolute relativisim a n y t h i wherely whatev@participants

say 1 s | abell ed as the o&6trutho. To,amdounter
contrastedwith other participantsand data collected from other sources during the analysis

stage; such as the ngarticipant observation arglipplementary materials discussed below.

Given the interviews with affected employeésand the majority of those with HR,
management, unions and stakeholdexgre conducted after the restructuring had taken place,

it was necessary to corroborate thaseounts with other sources of data. Tisgarticularly

SO in a case studgpproachtocr eat e a coherent narrative a

restructuring process.

The presence of a researcher asking questions inevitably influences the responses of
participants and any notion of 0trut ho. Thi
process is, in essence, an act of collaboration between the researcher and researched, as the
conversational nature of interviewing helps unfaidadbeit messy, meative of the topic being
studied(Shotter, 2010, Holstein and Gubrium, 2Q1THe interviews tended to avoid directly
askingparticipantswhether they thought the restructuring prooass respondile or noti

though management were more inclined to discuss it diréchyt instead probed at the
relationships between different actors, the actions taken by SteelCo during the restructuring

and the personal impact on participants. This teased olgrithiens, and nuances, between the

claims made by SteelCo and how those affected by restructuring perceived the process.

Non-participant observation

Another method employed was the use of -participant observation. This afforded, as
mentioned earliera close involvement and familiarity with the casdowing an insider
perspectiveo the intricacies of the restructuring process. Further, the goal gbartinipant

(and simply O6participant©) observation is t
accessed by more for mal met hods | i ke intervi
of the research methodology was not an ethnographyge nonparticipant observation has

been described by EasterBynith et al (2012) as having ethnographic gigaitThat is, though

the | atterds emphasis is generally on pure
information and data from a variety of other sources beyond observ@tiodsrson, 2008)
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Observational methods rga from complete participant where the intention of research is
concealed from the individuals, to complete observer where researchers seek to maintain

distance and objectivity from the individuals and setting.

As described by Easteri§mith et al (2012)the extent of engagement at SteelCo followed an
6interrupted involvementod approach. This ap|]
present at the site sporadically, moving in between observations of people and activities at the
site along with iterviewing participantsrhis proved a useful approach, as given an aim of the
research was to observe the practice implemented at SteelCo, it was necessary to be able to
attend any events or activities as they arose during the prét&teelCo, 150 has of explicit
non-participant observations was conducted, from January 20y 2015. This covered the

period shortly after the P2P announcement, when negotiations between HR, management and
unions over how to implement the restructuring took place tla@ subsequent redeployment

of affected employees. Access to a range of meetings and activities was granted, which is
detailed in Table 3and covered the six month period in which the-participant observation

took place Observations at these meesrglicited a deeper insight into how the restructuring

was not only implemented, but discussed between actors in formal, and informal, settings.
These observations allowed, following Anderson (2008), an understanding of the practical,
routine reality of daling with restructuring that could not be fully captured through
retrospective interviewing. Whilst the interviews constituted the bulk of the ieadmata, the

field notes, recorded in a journabade from these observations helped to placentbeview
accounts into the wider social, economic and organisational context. For instance, during
interviews employees typically reported that they were aggrieved at the standard of the training
offered, yet witnessing the planning of this support aathittg amongst HR and unions
provided a more balanced view on the implementation, and perceptions, of the support dur

the restructuring process.

This was not necessarily a process of methodological triangulattomdely put, using one

method to chdcthe results of anothérbut to further explore the nuances of the rationales,
interactions, processes, practices and dynamics of the SteelCo case study, enriching
understanding about the nature of anThatr gani s
is, how was responsibility spoken about by management, HR and unions during meetings,

compared to the way affected employéesd at the union events, the lay representatives
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Table 3: meetings and activities observed at SteelCo

Meeting/activity | Explanation Attendees
Crossmatch Took place every Wednesday afternoon in a| HR representatives from
meeting meeting room. Discussions related to every area affected by the
employees going through the redeployment | restructuring process. All
process and any personal issues with specifi senior union officials.
employees. Planning of support measures fo
employees were also discussédtended ten
times. 25 hours.
Governance Took place monthly in executive meeting Managing Director. HR
meetings room. HR reps and senior unioffioials Director. HR
provided updates to senior management on | representatives from the
the progress of the restructuring. Updates areas affected. All senior
involved the numbers of headcount reductior] union officials.
and associated costandany specific issues
regarding uniormanagement relations as a
result of the restructuringl5 hours.
Training Took placeon three full working daysluring Two training officers from
workshops the research period in a designated learning | TrainingCo. Any employee

and development area. TrainingCoopided
basic training on CV writing, interview

techniques and general employability suppor
for affected employee25 hours.

affected by the
restructuring who sought
help.

Union meetings

A monthlymeeting for one of the three osite
unions. General union issues were discusse(
but during the restructuring there was a
specific focus on the redeployment process
and payment of severance packages; includi
voluntary pay and early retiremer25 hours.

Chaired by all senior union
officials. Lay union
representatives from each
department

Other union
activities

Spent time shadowing senior union officials i
the union offices. This involved observing the
planning of training support and dealing with
grievances with specific employees affected
the restructuring. Attended other union event
related to charities and regional committee
meetings where restructuring was discussed
60 hours.

All senior union officials.
Employees with grievances
visiting the union office.

is, how was responsibility spokebout by management, HR and unions during meetings,
compared to the way affected employéesnd at the union events, the lay representaiives

percei ved
situ nature of the research, gaining access during the actual implementation of the process

meant that the observations were, notwithstanding the presence of a reseafetteredsnd

as it

Steel Cob6s
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Supplementary and secondary data

During the research, a range of materiaksecollected that supplemented the data from the
interviews and the neparticipant observation, andere obtained dung interviews and the

time spent at SteelCo. Materials included: formal SteelCo policy documentation regarding the
restructuring process, containing guidance for managers on how to deal with affected
employees; PowerPoint presentations of the initial ruesiring announcements to
departments, which detailed the economic rationale for conducting the process and the support
that would be offered to employees; copies of the joimbmunication enails sent out to the
workforce from HR, management and uniongjch provided updates on the progress of the
restructuring process; union materials, such as campaigns and event fliers; and the fortnightly
internal newspaper, which also included updates on the progress of the restructuring along with
references to hoteelCo was demonstrating its responsibility to the workforce along with
other CSR initiatives.

This supplementary material was examined and primarily used to corroborate other sources of
data. For example, HR, management and unions often referencgmbttiieccompanypolicy
documentation, so comparing the way this formal document was interpreted by each of the
actors provided verification of how responsibility during restructuring was experienced at
SteelCo. As with the joint communicatiorrmeils fran unions and management, whickrey

drafted up during the crossatch and governance meetings attended during the research. This
provided an insight into the political aspect of unrmmanagement relations, and how
negotiations over the restructuringvenwith just an email communicatiofi were conducted
toaccommodate each actorés interests during

to substantiate the broader case study, despite not being the primary method adopted.

Data collection

As mentioned above, most of the data was collected betweer2PQb4starting towards the

end of the first phase of restructuring (the PA process) throughout the announcement and
implementation of the second phase (the P2P process). Access to SteelG@orded through

two key gatekeepers, one HR advisor and one senior union official. Seeking a gatekeeper from
Oei ther si deo 1 thdtis,toredronT thesunion gide tand ronerirgm the SteelCo
management sidewas invaluable in gaining accessparticipants. It also provided balance

to the research, meaning the research was not perceipedtioypanta s bei ng ei t her
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or Omanagemento® initiated project, which was
or scepticism towardgarticipating in the research. Building personal relationships with each

of the gatekeepers was, practically speaking, developed thremgiiseand meetings during

the time spent at the SteelCo site.

These gatekeepers were ultimately responsible fostisequent sample acquired for the
research, which primarily followed a snowball approésitverman, 2014, Easterkymith et

al., 2012) The snowball sampling method involved identifying suitable participants who met
the criteria of the researé¢hbroadly defined as those involved in the restructuring psices

then asking them at the end of the interview to suggest others who would be willing to
participate. It was vital to build a level of trust and rapport in the interviews, so that individuals
were comfortable in recommending further participants forrédsearch. The HR advisor
helped organise interviews and introductions to other members of the HR team, but also with
other senior managers across the plant and the participant from EnterpriseCo. This was also
the case with the senior union official, whontacted other union officials on site, the
TrainingCo participants and the local government officials who had all been involved in the
restructuring process. The Jobcentre Plus participant was recruited through a phone call to the
local branch, beforebegin passed on to the relevant member

the government service dedicated to supporting employers in making redundancies.

Crucial to the research, though, was gaining access to those employees affected by the
restructuring asan aim of research was to understand their experiences of an explicitly
responsible approach to restructuriBgiring the nofparticipant observation phase, the senior
union official gatekeeper provided accéss spreadsheet of employees, with contaizilde

that were affected by restructuring. This information was used to contact employees. Though
the purpose and the nature of the research was explained to employees via unsofiaited e
Tostensi bl y ¢ d orcdfivecirderviews mwerd gartisade the sampling method
referred back to a strictly snowball approach rather than canvassing the full spreadsheet. There
were three reasons for this. Firstly, the cold calling approach-mailewas not proving
successful, and the facelessness ofr@gughing employees in this way deterresbme
(understandably) of them from meeting to discuss their experiences of the restructuring
process. Secondly, following the first reason, the snowball method was far more effective in
building the trust and rapponieeded taecruit further participants due to the interpersonal

naturei that is, engaging with people fateface rather than throughnmeails i of the
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approach. Thirdly, the snowball approach allowed for a more natural awareness of reaching
theoreticalsaturation during the data collecti@@uest et al., 2006)nstead of, say25 or 30
interviews being organised straight away, the snowball approach meant the quality of the data
was assesseéa a more incremental fashiofhis allowed space to refleab discussions around
implementation of practices and their accordance with supposed best practice approaches, but
also to identify common themes across the experseotaffected employeef course,
reaching theoretical saturation also addressed the largely pragmatic concern of the time to
complete the research, but nonetheless acted as a useful marker in determining the sufficiency
of the data. In all, the insights obtained from participaras, arguably, improveloecause of

the pursuit othe snowball methqdas participants were more comfortab&ng interviewed

by someon¢o whom a colleague or friend had already spoken.

Approach to data analysis

The research was not characterised liyesar process from methods to data collection straight
through to data analysis. Instead, the research moved between collecting data and reviewing
the data, and considering its emerging themes and concepts with reference to existing literature
throughoutthe research process. The process adopted is best described by Tracy (2013) as a
phronetieiterative approach towards qualitative research. Given the purposive nature of the
SteelCo case, the research is phronetic in that it identifies a partaletical issue or
problem, such as how to address the negative effects of restructuring for employees, and seeks
to interpret and analyse data based on that particular problerefore the findings present,

in part, the practical measures taken by Steel@oagalwith the experiences of affected
employees. In this sense, the analysis and interpretation of the data is firmly rooted in the

practicalities of Steel Cobs responsible rest

Adopting an iterative approach enabled alternation betwasting concepts and the emergent
gualitative dat a. Specifically, Tracy (2013:
which the researcher visits and revisits the data, connects them to emerging insights, and
progressively refines his/her focs and wunderstandings. 6 Put s
essentially started d@he same time as the data collection. This was possible, in a pragmatic
sense, given that there were different stages of the data collection at Steel®oarticipant

observamn and two main batches of intervieas detailed in Table 2 abovethat allowed

time in between periods of data collection to reflect on and analyse the data on an ongoing
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basis.Rather than subscribing to a grounded theory approach whereby the engbtibsis
research develops solely from the data as opposed to working from research literature and
guestions, the iterative approach switches between tbestace the emerging data into a
specific field of academic reference.

Given the nascence of the topif responsible restructuring in the literature, the research was
therefore necessarily inductive and exploratory. That said, some indicators, or a benchmark,
was needetb be able to examinthe responsible restructuring process at SteelCo. A similar
appoach was adopted to that of Forde et al (2009), whereby a conceptual framework
presented in Chapteri3was developed initiallyo guide the subsequent data collection and
analysis; as explained above. The intention of this framework was not to beedsstively.

The Steel Co case was not Otestedd against
the categories of responsibility were used as exploratory thiejustified through a synthesis

of prevailing literaturel during the research and structure the analysis and subsequent
findings. This frameworlhelps organise the final empirical chapiteiChapter8, where the
themes relating to each of thetegories of responsibility form the structure for the presentation
of the dateacollected fran the SteelCo case. Théher empirical chapter€hapters$, 6and 7,

deal with findingsthat emerged from the research aodcluding discussion sections reflect

on the relevance of the findingath reference to the different categories establishetian t
framework thoughalsoform part of the broader SteelCo narrative. These refer, crudely, to the
rationale for responsible restructuring, the complicity of the unions in the process and the
impact of restructuring on the steelworker identity, and westarteent to the exploratory and

flexible approach taken towards the research.

Data analysis techniques

As noted, the bulk of the data was collected through qualitative interviews. Thiwelata
transcribed and coded using NVivo data analysis softwareréldoedings of the interviews

were uploaded to the software, and, in the first instance, listened to throughout, before being
transcribed verbatim and examined ahead of the formal coding process. This listening and
reading of the transcripts served twopses. Firstly, it ensured the transcript was an accurate
reflection of the audio of the interview. Secondly, it allowed for an immersion in the data that
provided, in conjunction with field notes, a tacit knowledge of the SteelCo case. It was

important todevelop a strong connection with the data not only to benefit the coding stage, but
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to ensure a comprehensive understanding of the restructuring process. Naturally there was
much data that was not specifically referenced in the findifigisexample, whee participants

would speak tangentiallp the restructuring processbut having this broader knowledge of

the SteelCo case built a familiarity with the contexts that shaped the restructuring.

The coding process was conducted wusing the
coding. Coding is understood as the labelling and systematising of data, and the use of Nvivo
was invaluable in organising, managing and sorting the data throughaartalysis(Tracy,

2013) The primary cycle coding was largely descriptive, making frefjoemments besides
passages in the data. At this point, the goal was to highlight areas of interest in the transcripts
that were identified as being |likely to helj
the data into smaller, detailed nodegloe Nvivo software and provided an intricate and vivid,

though extensive, picture of the d@faacy, 2013) This was followed by a second cycle of

coding that focused on interpreting these fractured nodes, and lumping together analytically
similar nodes into broader themes. For example, whilst the primary cycle codinghveseld
identifiedissuegelated to union ideology and union involvement in the restructuring process,
these were subsequently interpreted as a br
theme was then referenced back to debates in the literfdauexamplearourd strategie®f

unionsin response to restructuring. This involved a level of abstraction from the data that was
complemented by the iterative approach outlined earlier. Emergent themes from the data were
linked to existing concepts within the literatuceanalyse how these contributed to prevailing
understanding. Quotations from participants are used to illustrate themes, though the emphasis

was on interpreting and presenting the data and to not rely on quotes to steer the narrative.

Though the field nes from the nomarticipant observation and the supplementary material
were not coded in the same manner as the interview data, the examination of this data
contributed to establishing the broader context around the restructuring. With theofesfd
thesewere written down as both descriptive observatioriscations, times, attendees at
meetings, developments in the restructuring procdsst also with short notes interpreting

both formal and informal moments during the research as they happenedlu§irative
example was entering the union office at SteelCo and observing an informal conversation
between the senior union official and the HR manager who jeshidyred the redeployment
(crossmatch) process. The discussion centnethepresent staisof the restructuring process.

This informal conversation, however, was ahead of the formal aftermeating with the

84



extended crosmatch committee that included HR departmental representatives and the other
senior union officials. Observing both th&armal and formal meetings provided an insight

into how it was typically outside the formal channels that issues were settled. The afternoon
meeting was, essentially, a o6formalityd, as
least managed, duritige informal conversation between the jethirmen of therossmatch

committee earlier on, so as not to cause any public friction between the HR representatives and

senior union officials.

It was these subtle, unexpected encounters that helped wradersd t h-thesdacheenheisnod
aspect to the restructuririgin this example above, the political nature of the utibh
relationshipi that, although perhaps referred to during interviews, would not have been
captured in the same way were it not for obsmna recorded in the field journal. Chance
meetings in corridors, union events, cafes and even in the SteelCo staff car park all contributed
to a better understanding of the mood and at
restructuring processnd the different ways in which responsibility in such processas wa
discussed. In terms of theupplementary material acquired, this was generally used to

corroborate interview data and observatj@ssnoted above.

Ethical considerations

In researching restructuring and redundancy processes, some clear ethical considerations arise.
Maintaining compassion and sensitivity when speaking to people who have lost their jobs is
paramount As i s well establ i s heekperidnaeandocagleanltoe 6 s |
a range of, sometimes profound, negative effects for those affected. Much care was taken when
interviewing employees affectett,not provoke uncomfortable or negative feelings during the
research process. This was paramourd, amelement of empathy was required, particularly
when employees spoke tangentially about the effects on their personal and home lives.
Allowing employees to speak freely about their experiences of the restructuring also, again,
contributed to the trustna rapport that was developed with participants throughout the
research. At times the interviews were challenging, as affected employees recalled the impact
the restructuring had on their health and generalbestig.Overall this proved cathartic for

these employees, as some even expressed gratitude at having the opportunity to share their

thoughts and experiences. As was the case with HR and paibaipantstoo, who, despite
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having a role in the making people redundant, typically expressed griefampéthy towards

those affected.

One practical strategy employed following a particularly difficult interview was to have contact
details of specific charities and mental health organisations at hand in case it was deemed that
participants required furélm advice and support @particular issue. This agaireated further

ethical dilemmas. As researchers, we are generally not qualified to provide advice and support,
or to even be so arrogant to make a judgement as to who needs subsequent advicerand supp
If a participant breaks down and cries during an interview, we cannot be certain whether it is
the topic under investigation that has triggered such a reaction or something else that has
surfaced for that individual during the practical moment ofiherview. Duringinterviews,
especially, researchers spend such little tinmeaximum two hour$ with individuals that it

would be contentious to act as anything but a researcher. Bringing the information on further
advice and support organisations te thterviews sought to, though minimally, address this
dilemma by recognising that the interviews were primanlg research setting but could at

least act as a conduit to additional support if necessary.

Though every opportunity was taken to probe askl questionso gain as much insight as
possible, the research did not go so far as to jeopardise both the confidentiality and sensitivity
within individual accounts. This practice of confidentiality applied to all participantghasd

the case studyds been fully anonymised. Names of participants are changed, as are the names
of the organisations involved (SteelCo, EnterpriseCo, Training®eflect this commitment

to the confidentiality of participants. Lastly, the thesis received ethical appncaedordance

with the guidelines set by the ESSL, Environment and LUBS Faculty Research Ethics
Committee at the University of Leeds. This document details the approval of the
methodological approach described abarelthat all data collected was keptaeely on the
university computer system to assure the privacy and confidentiality o€iparis in the

research.

Concluding remarks

This chapter has outlined the research design and methodological decisions taken to research
the topic of responsible restructuring. The SteelCo case was a suitable case as it claimed to

have conducted its restructuring process in a responsible fashisrpdbing the opportunity
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to refine understanding, both conceptually and empirically, about the dynamics of responsible
restructuring. Given the nascence of the topic, an inductive, exploratory apjprtdamingh

guided by a conceptual framewdrkvas necesary, and the use of quantitative methods were
eschewed as a result. It is not that a quantitative approach could not have provided any insight
into the topic. Howevetp extract the nuances and tensions in what it means to be responsible
during restructring, a qualitative approach that could capture the richer, contextual knowledge
that shapes responsible restructuring was adopted. Though the use of a single case study has
received criticsm, this chapter has arguedlléwing Flywberg (2006) and Small (2009hat

this is usually a result of the incommensurable act of judging qualitative research with
guantitative criteria; such as through notions of statistical generalisability. Instead, analytical
generalisability is proposetb establish some general conceptual understanding about
responsible restructuring, which can be taken forward and transferred to different restructuring
contexts in order to further develop the topic. Indeed, as will become clear in the findings
chapters, manisational context plays a key role in shaping the implementation of responsible

restructuring processes, so this subsequent application is a necessary factor.

Lastly, a methodological strength of the case study strategy was the extended timetbpent a
SteelCo plant conducting ngrarticipant observation. The insights obtained from observing

the practical, everyday tasks of dealing with a restructuring process proved invaluable in
building a context around the interview accounts, but also in bafitrg to an understanding

of the general mood at SteelCo during the restructuring. The time spent on the plant created a
strong connection and familiarity with the organisation, whilst building personal relationships
with key members of the HR team ane tbnsite union officials. The extent of the access
afforded was, within reason, limitless, which permitted the attendance of meetings and visits
to the plant as and when was necessary. The ultimate benefit of such access, though, was having
the opportunityto speak to the employees that were affected by restructuring, as it was their

stories that were so essential to the narrative.

87



Chapter 5: The UK steel industry and SteelCo: context and
restructuring

Developments in the global and domestic stedlistry can have a significant influence on the
conduct of employment restructuring. For example, when global commodity prices fall or the
supply of steel rises companies may strive to remain viable and compete and as such they often
seek to reduce cost8/hen thisoccurs,the mainoutcomeis often arestructuring and a

reduction in the number of employees.

This chapter presents the key contextual factors that have driven restructuring in the steel
industry, and is organised as follows. Firstly, the @mages facing the industry, both globally

and domestically, are reviewed, with the rising volume of steel production globally coupled
with a lower price of steel making it difficult for the UK to compete internationally. Next, the
extent, and character, ofstructuring in the UK steel industry is discussed, emphasising the
mass contraction of employment in the industry since thel®@rds. The SteelCo context is

then presentetb understand the specific commercial challenges facing the company that led

to the implementation of restructuring in recent years. This section also discusses the nature of
6responsibilityéd during restructuring, with
management over how to address the impact of restructuring oredféaaployees.

In addition, primary empirical data from the SteelCo research is pregerttethonstrate the
strategic rationale that drove the responsible approach to restructundgrstanding an
empl oyer6s responsi bil i hapgreeeiedimiteccatentbruicthel ng r e
literature(Teague and Roche, 2014, Forde et al., 2009, Bergstrom,. 288if3t referencéas
beenmade to restructuring processes that ameliorate the effects of restructuring and job loss
on employees, little is known about the substantive rationale that leadsptunsie
approaches to restructuring. Indeed, whether organisations even owe a responsibility to any
actor, let alone the employees affected, has been questioned in previous work, as restructuring
has historically been viewed as an unfortunate consequémearket economies and simply

an accepted part of organisational (if¢arris and Lee, 1987, Gowing et al., 1998, Datta et al.,
2010) This section therefore provisldhe organisational and stitutional context that
influences how participants at SteelCoiew the nature of responsibility during the
implementation of its restructuring proce3tie chapter ends with some brief concluding

remarks.
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UK steel industry: context and restructuring

I n discussing Steel Cobs reasons for restruct
facing the company within the domestic and global industry context. The intention of this
section is to present some of the background to the restructurBtgedCo. At the time of

writing, the UK steel industry hdmeen describedasn 6 cri si s6, f ol l owi ng
approximately 5,000 job losses in the industry since July 2015. Though these job losses took
placeafterthe SteelCo research, the reas attributed to this crisis are lestanding and have

driven much of the restructuring in the industry, particularly since the global economic crisis

in 2008.

Global production of steel has increased steadily from 848m tonnes in 2000 to 1.6bnrtonnes i
2015 (EEF, 2016) This rise in steel productionab been uneven, though, with China
accounting fol 5 per cent of the global steel market back in 2000 with 129m tonnes compared
to 50 per cent in 2015 with 804m tonn@=EF, 2016, BIS, 2015)n comparison, over the same
period UK steel production fell from 15m tonnes in 2000 to 10.9m tonnes in 2015. While China
has significantly increased its steel output, this growth in the volume of steel production has
also been considerable in countries such as India, Brazil, Russieugsey. None of these

countries, however, has gained as much market share as China.

DuetoChi nadéds dominant position in the global s
al so el sewher e, has been attributed to Chi
economic growth in China in recent years has led to a reduced domestic demsiae|,
meaning more steel has been exported as a r
increased by 395 per cent and this has created a global overcapacity of steel in the international
market. The EU in particular has experiencé&® per cemincrease in imported Chinese steel.

During a recent UK Business Innovation and Skills Parliamentary Select Committee evidence
hearing on the recent UK steel crisis, Luiz Sanz, who is the CEO at Celsa Steel UK based in

Wales, noted the particularly acygeblem this has caused for the UK industry

0éobviously globally there is an oversupp
conclusion that outf the oversupply, more th&® per cent of the problem is coming
from ChinaéChi na, in 2013, of the product

bar and the wire rod, imported 4,000 tons per month to the European Union, and all the
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4,000 tons were coming into the UK, so that sslthan 50,000 a year. In 2015, during

the first seven months, China has imported to the European Union, for these products,
26,000 tons per month. This is more than a 500 per cent inaredse years. They have
taken40 per cent of the UK market shane two years. Of these 26,000 tons that have
gone into the European Union, 24,500 have coohe UK, which i94 per cent. The

othersixpoer cent has gone to Ireland. The rest

China has been ac dusdlirgdelosvtlomésticpricpgsin thg EU, vehiche e |
commentators have argued has been possible due to Chinese steel producers being state owned
and receiving public subsidies that enable them to operate at a loss. Others have described
Chi nads s tnasahaggressivd gegpblitical strategy in order to drive out competitors
(Green, 2015)In a recent interview with Skyéuvs, a senior union official at SteelCo further

illustrated the issue of Chinese dumping

6Chinese [steel] pl ate is at a price tha
not hingéwe stild]l coul dnot produce pl ate &

shoresbo

Nonetheless, the global oversupply of steel coupled with increased Chinese exports has also
pushed the price of steel down; for example, the cost of steel redud&gby cent between
2014 and 2015. This has 06befeonr dtehsec rUuKb esd eaesl a r

the low cost and high supply had made it difficult to compete internationally.

Although China received a large proportion of blame for the changes in the global steel market

by UK industry and trade union bodies, th& Was also faced problems domestically.
Notwithstanding the fact that there has been a reduced demand for UK steel both domestically

and internationally, energy costs and business rates in the UK are considerably higher than its
European counterparts magiit difficult to compete. Calls have been made to rectify this and
create a 01 evel playing fieldd for the UK i1
Europe(EEF, 2016) Furthermore, in terms of currency, a strong pound has meant that UK
exports are also less attractive. Whilst these issiees@t new, they were brought into the

public eye following the recent crisis, and alongside these there have been other challenges that

have afflicted the UK steel industry. There has been a notable lack of recovery in certain
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markets following the globaconomic crisi$ such as blooms and billets, which are used for
the construction industriy along with lack of procurement of UK steel for specific domestic
projects. Although since the Referendum on EU membership the value of Sterling has
weakened helpig steel exports, the cost of raw materials for the industry has correspondingly

increased.

Steel is a Foundation Industry, hence of strategic importance to the UK manufacturing sector
across numerous supply chains both up and downstream. Due stehliss a product sold to

other producers rather than directly to consumers, demand is highly cyclical and sensitive to
levels of economic activity. A detailed discussion on the intricacies of the steel market is
outside the purview of this thesis, busihonetheless important to highlight the contemporary
challenges faced by the industry as they form the backdrop to the implementation of

restructuring and redundancy processes.

Employment and restructuringn the steel industry the UK context

Given his thesis addresses the impact of restructuring on employees, it is important to place
the issue of job loss in the steel industry in a broader historical context in order to capture the
extent of the problenThe UK steel industry has experienced frequ@pisodic restructuring

since the miel970s. In the eariynid 1970s the industry employed approximately 300,000
people compared to just 15,700 in 2qEEF, 2016, BIS, 2015)The steel industry has been
politically, as awell economically, sensitive, as it was nationalised by Labour in 1950,
denationalised by the Conservatives in 1953, renationalised by LabouB7n dril it was
privatised byMar gar et Thatcherés Conservative gover
notalle for the mass contraction of the industry, as it was from 1979 onwards that the majority
of restructuring took place. Across the then EEC, through the Davignon Plan and in the UK
through a backdrop of monetarist economic policy that restricted staiadudodthe industry,

the setting of stringent financial targets on the industry, the sapping of union resistance
following the 1980 national steel strike, along with subsequentuardn legislation, all

contributed to massive job losses during the 19B0gon, 1993)

The 1980s saw changes in not only the structure of the steel indubydiversification of
steel production across different plants that paved the wayrifaatisationi but also in the

character of industrial relations, which contributed to a perceived acceptance towards
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restructuring during this time. As noted by Blyton (1993), bargaining between union and
management became localised to plamtl, andjob loss was increasingly defined by
management and the government of the day as a local issue. Additionally, the establishment of
multi-union committees at plahtvel made it difficult for any single union to independently
protest against job losses.tBahese factors were problematic for unions, as it made it difficult

to launch, and sustain, national campaigns against restructuring and redundancies.
Management, during this period, also tied performance bonuses for the workforce to
agreements over othechangs such as manpower reductiorthe introduction of
subcontractors and technological developments. Essentially, job losses were framed as part of
broader commercial plans that required changes in the way the work was organised at plant
level. The inplementation of these changes were made easier by the fact that the UK steel
industry has typically offered employees generous severance pat¢kdgesissed in more

detail belowi that enticd employees to take redundancy. Coupled i declining stnegth

of unions due to antinion legislation, management faced little organised resis{@hg®on,

1993)

Whilst the common denominator in restructuring in the industryesl®79 was redundancy,

it wasalso drivenby the implementation of new working practices by management. Indeed,
much of the negotiation between unions and management in the industry centred around
changes to working practices that typically demanded gréatetional flexibility from the
workforce which was, arguably, a result of gaps that emerged due to extensive job losses
(Blyton, 1993, Morris et al., 1992Morris et al (1992) highligled that the main changes in
working practices focused on reducing the demarcatidwdesm production workerand
between craft and production workeran explicit commitment towards mugkilling
employees across the industry; moves to flatter operational structures and the introduction of
teamworking that replaced seniorttgsed promotion with mesiased systems; and the
consequent need for subdiahtraining and retraining initiative@Greenwood and Randle,
2007, Stuart and Wallis, 20Q7herefore, although restructuring is oftessociated with cost
cutting, and this was true for the majority of the 1980s, it has also led to fundamental changes

in the way that workas beemrganised, along with the character of industrial relations.

A brief note must be made about the east wihich restructuring processes are typically
conducted, and the reasons for this perceived accepthrestructuring by unions. Typically,

UK steel companies have been able to exhaust volunteers for redundancy or early retirement
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during times of restieturing due to generous abesttutoryredundancyackages offered to
employeesand access to an early pens{@asey, 1992, Wass, 1996;H806der et al., 2014,

Beynon et al., 1991 As Beynon et al (1991) note, allowing employees to leave voluntarily has
been a feature of restructuring in the UK steel indyustsyagreements made between unions

and industry established that no employee affected by restructuring would be made
compulsoily redundant. Due to the generous severance packages, emplqeaisularly

older workers who were also able to access #aily retirement lump suinwere, more often

than not, happy to take voluntary redundancy. This was also the case at SteelCo, as is elaborated

on in the subsequent findings chapters.

Toillustrate the importance of this essentiag/factoarrangementt is worth relaying a recent
dispute between unions and management in the industry, though, in order to protect anonymity,
key details have been omitted. The essence of the dispute was the closure of a final salary
defined benefit (DBpensionscheme andhe establishment of a defined contribution (DC)
pensiorscheme, of which the latter is considered an inferior arrangement. The unions disagreed
with the employers, and subsequently the industry was on the verge of its first national strike
since the payidpute in 1980. The dispute over the pensions was significant for two distinct,
yet connected, reasons. Firstly, the pension in the UK steel industry was designed in a way that
allowed employees to take early retirement, recognising that working at glsteels an
arduous and dangerous job. The prospect of having to work untifsigty which was to be

a condition of the new DC arrangement if early retirees did not wish to incur an actuarial
reduction in their pensionh was perceived to have had sfgrant negative impacts on the
physical and mental health of employees. Secondly, and related to the ease in which
restructuring has been conducted historically, the steel industry has utilised the appeal of early
retirement as part of the generosity loé tseverance package. The superior DB arrangement
has been used instrumentathynanage restructuring and redundancy processes. It has allowed
the industry to avoid making compulsory redundancies by encouraging those old enough to
take voluntary redundagcalongside early retirement, which subsequently allowed employees
who were affected but wished to stay to move into roles (redeployment) made vacant by

volunteers.

Therefore, that the ability to conduct restructuring in a way that avoided compulsory
redundancies was potentially threatened by the proposed closure of the DB arrangement

demonstrated its importance to the unions; given it nearly led to the first national s8&ke in
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years. This tangential example highlights that despite the exhausti@tuoteers and early

retirees being a feature of restructuring processes, recent events by management have sought
to indirectly attack theséong-standingarrangements; such as proposing to close the DB
pension scheme. The next section presents the Steakeostudy, in light of this contextual
backdrop.

SteelCo: case study context

Quite clearly, the UK steel industry faces, and has done for some time, a parlous economic
climate. This section follows the discussion of the wider context and addresses the specific
focus of this research, which is a case study into the employmenttestrg processes at

SteelCo. The methodological justifications for the SteelCo study are discussed in Chapter 4.
SteelCo is a foreigowned UK steel plant based and at the time of the research approximately

4, 00 0 i pecnrmmert SteelCo employees exrlahg contractor$ employees were on the

plant having employed 20,000 in the riifl80s. SteelCo has a high level of unionisation, with

the workforce represented by four different trade unions on site. Exact figures of unionisation
were hard to establishptvever, due to this multinion set up and difficulty in keeping track

of membership numbers at plant | evel. The f
unions6 i n this t he sunian.polititshevidegthduringhthe researehe r e i
assessing the interactions between the different unions was not the goal of the research. That

said, references are made to these-utgéon relationships where relevant.

Although the extensive restructuring at SteelCo mirrors the trend in the industry more broadly,

this research centres on two specific restructuring events that took place between 2011 and
2015. These two restructuring events are referred to as PA andriRRidgether resulted in

1700 job losses. To reiterate, however, this thesis does not question the commercial reasons of
Steel Cobs restructuring process, nor ma k e
necessary or not. The goal is to understand teeifspimplementation of thprocessand the

actions taken to ameliorate the negative effects on empl@yeksliscern the nature of the
restructuring practices i n Thatdaid, some ackgraundt h e n
context is necessaty at least frame the scope of the restructuring, and to understand the types

of employees affected.
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Though the drivers for the restructuring were commercially similar each process was framed
in a slightly different way. PA was announced in 2011 andpriagarily a headcount reduction
programme, seeking to remove costs from the business directly through cutting jobs. Though
the job losses were implemented across the plant, the bulk of the reductions were made through
the closure of the bloom and billeilimthus, mostof the employees affecten the PA process

were largelymanualproduction workers. Orders to the bloom and billet mill had failed to
recover following the global economic crisis and was largely related to the slowdown in the
constructionmdustry, to which it supplied steel products. PA involved 1200 job lossesa with
planned cost saving of £130mom the restructuringlhe broader commercial plan primarily
involved a reduction in the volume of steel productidmence the closure of theilmi and

instead moved towards a focus on higher quality, more profitable steel products. Figure 1 below
is a visual representation of the PA commercial plan, and involved maximising market
opportunities (the switch to less volume and higher quality pteeluction), managing our

costs (redundancies), building flexibility (seeking greater functional flexibility across plant),

and earning the right to invest (saving enough dogtsline one of the blast furnaces).

Figure 1: PA commercial plan visualpesentation

MAXIMISE MARKET MANAGE

OPPORTUNITIES ' | = OUR COSTS

EARN THE
RIGHT TO INVEST

BUILD
FLEXIBILITY

The P2P process was announced in 2014 and involved 500 job losses with a planned cost saving
of £20m. It was considered a residual of PA as the prevailing economic climate had not
improved and more costs needed to be taken out of the business. Instgadeoh@adcount

reducti on, P2P was framed around removing
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This meant there was a greater focus on otherredsiction measures, such as reductions in
overtime, changes in shift patterns and bonus pay. deegs was a response to substantial
losses made in the first six months of the financial year, with the intention that the costs saved
from P2P would remove these losses and provide the grounds to at least break even in the
second six months. The P2P jtdsses were also spread across the plant, though two
departments were affected in particular: the finance department and the engineering

workshops.

The restructuring in the finance department at SteelCo was part of a comipanylani that

is, involving other SteelCo sites across the Ul centralise the finance function at a plant

el sewhere in the UK. The finance depafitment
broadly referring to tasks that involved invoicing and payment exchénger to be moved,

thus reducing the numbers needed at the SteelCo plant. The commercial decision in the
engineering workshogswhich dealt with the maintenance and repair of equipment oniplant
essentially moved the department from a profit centre to a cmdte. Previously, the
engineering workshops operated on steel plant machinery both on the SteelCo plant and
externally, meaning that in the past this external work generated income, and thus profit, for
the business. The P2P restructuring removed tbig pnaking capacity and reduced staff from
approximatel\80to 15, and meant that the engineering workshops now operated as a primarily
emergency maintenance and repair function whilst also competing with external firms over the
costs of that maintenane&d repairln terms of accounting logithe engineering workshops
moved from making SteelCo money to costing it money. During the P2P process, a greater
number ofoffice and administrative stafiere affected as a result of the finance department

T than manualworkers. As explained in Chapter 4, the research sought to capture the
experiences o variety of different type of workers affected by the restructuring at SteelCo
The analysis in the subsequent empirical chaptars refers to the differemti impactof
Steel Cobs r e sletweeo manualiwarkers,suclo as predaction workers from the
affected mill and engineering craftworkers, and office @edcal staff, such as those in the

finance department and nomanual roles.

{ 0SSt ¢tracfudng pidsess

As discussed in the previoush a pt er , Steel Cobs restructuring

due to the explicit descri pt heaceinmédthodologicalpr oc e
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terms, for the subject under investigationmany respectsaritical casé A goal of this thesis

is to understand what led to such a description, and explore the impact this had on affected
employees. Thigdescripionwas documented in a OCEO award
department following thd®A process for their efforts in delivering the restructuring and
achieving the required cost savings (Appendixid justifying the process, HR framed the
implementation of responsibility against the company valuasitfy, integrity, responsibility,
understanding and excellence Fi gure 2 bel ow shows a visual

companyvalues.

Figurel: SteelCo's company values visual representation

Unity we create the greatest value whon we work together
in the interests of our customers.
We take a “one company™ approach.
We value diversity and gain strength from our blend
of functions, nationalities and skills.

Integrity

We role model the [T »nd
dobate openly and transparently,
bullding trust and earning respect.
We act ethically

Responsibility

We show personal leadership in health &
safotly. We act responsibly towards the
environment and community.

We demonstrate commitment and
ownership. We act decisively, empower and

lead change
Understanding Excellence
We grow our knowledge & gain customer intimacy We act professionally.
by understanding their business. We set challenging goals, encouraging
We are led by facts and measure what we do. Innovation and speed.

We get it right first time.
We share, learn and improve continuously.

As discussed, the industtyastypically offered generous severance packages to affected
employees to compensate them, financially, for the loss of work. At SteelCo, this commitment
wasdocumented in a collective agreement bet we.
Agr e e me nthedbmost pantr this reflestl the necessary procedural and regulatory
obligations ofthe Trade Union and Labour Relations (Consultation) Act 1988 outlined in

Chapter3 1 though includd additional measures beyond the statutory minimum laid out for

the gl obal i ndustry in an 1 LO Iron and Stee
protection and income security for workers
presented the problems facing steelworkers in the industry and rese¢hebthallenged5

years later
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6éein view of recent developments in the ir
protection are of greater concern to workers in that industry than any other problem. In

recent years there have been rapid changeshe iron and steel industry of the
traditional steelpr oduci ng countrieseéeall these deve
world iron and steel production capacity to a level above present needs. As a
consequence, there is strong competition on the world maokeiron and steel
productséand this | eads iron and steel un:
reduction of labour cost...these developments may endanger the position of the iron and
steel workers in two respects: in regard to their employmedtiarregard to their
income. 060 (1LO, 1969: 1)

Having these agreements that represent a commitment to addressing the impact, at least in a
financial sense, of job loss for affected employees has been a feature of restructuring at SteelCo
and the widerindat ry. Arguably, though, the history

T though not exclusively to restructurifighas its roots in the creation of the European Coal

and Steel Community (ECSC) in 1952 as outlined in the Treaty of Paris(lL9511969)

Though the ECSC was established to bring peace through economic integration across Europe
foll owing the horrors of World War 2, the EC(
government séwith a Vview to memsuses seftecam@nic wor K e
reorgani sation in their occupational resett|
nuances of the ECSC is not central to this themisl indeed the afore mentioned treaty
terminated in 2002put nonetheles$ighlights the historicalprecedence foconcernfor the

impact that restructuring has omployees in the steel industry.

In addition, this concern for those steelworkers affected by restructuring was highlighted by
Beynon et al (1991) in his comparative research ithe UK coal and steel industries, as the

mai n steel wor k éthesli@n amcthSteel Mrades Cordfediaradioaccepted job

losses as inevitable but would only agree to such chaiipese wasalternative employment

available to affected emplogs. These agreements have their roots in the nationalisation of the
industry, whereby the central planning of the industry alsotded paternalistic style of
management that was demonstrative of the in

(Penny, 2013, Beynon et al., 19925 a result of these historical arrangements, as noted by
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Forde et al (2009), the steel industry has been a fruitful area in which to study responsible forms
of restructuring. St iage the@,dhés genarallypfolloned this Idgio, r e st
where addressing the impact on affected employees has been reflected in both broader

industrial level policyand company level agreements.

Responsible restructuring at SteelCo: responsible to whom?

Following on from the above discussiai the development of responsible approaches to
restructuring in the UK steel industry and within the specific SteelCo context, this section
provides primary empirical data as tathe perceptions of responsibilityduring the
implementation of restructurirgmongst participants of the research at Steel@melgroups

were identifiedduring theanalysisthatindicated to whontteelCoowed aresponsibility to

during theimplementation of itgestructuringprocess the employees directly affected; the
local community; and the company itself. Whilst identifying three groups answers the question
of who, more substantiventerrogationof the data als@lemonstratesvhy each group was
perceivedto be owed a responsibilitipata is drawn fronresponse®f HR representatives

senior management and uniparticipants,although reference is made to¢ e mpl oy ees
perspectives als@s it was the data from theparticipantsthat was most illustrative of the
strategic rationale bhat drove the implementation of thesponsible approach to the
restructuring proces3.he dscussion focuses on the ways SteelCo sought to demonstrate its
responsibility to each group, and was captured throaghmixture of interviews and
observatios of the dynamics of the interaction between HR, senior management and unions.
The section begins by analysing the primary group that SteelCo was responsible to: the

employees affected by the restructuring.

Employees

There was an acceptance amongst HR, uraodsemployees alike that SteelCal lpgimary
responsibility to employees affected by the restructuring processes. Due to the unilateral nature
of restructuring that is, SteelCo imposing it upon the workforc8teelCo believed it held a
responsibility toameliorate the negative impact on employees. As the demographics of the
workforce were skewetbwards the older generatianpst employees were within2® years

of early retirementa large proportion had worked at SteelCo their whole working |ves.

these employeeshit signalled a personal, almost sentimental, attachment to the steelworks

that justified the reason as to wbynployeesbelieved that SteelCo owed the workforce a
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responsibility when conducting tescturing (MacKenzie, 2006-ordeet al 2009 Linkon,

2002 Metzgar, 2011) Employees affected by the restructuring spoke about the social and
cultural tiesto the steelworks, and howese ties meant that SteelCo had a duty to help them
through the restructuring process; whether through retraining, redeployment or by offering

voluntary redundancy and early retirement.

Furthermore, alparticipantgeferred to the way in which SteelCadhan historical tradition of

looking after its workforcehat was associated with the steelworker occupational ideasty

there was a residual paternalistic style of management that had continued since the UK steel
industry was a nationalised entiilair, 1997, Beynon et al., 1991)reating the workforce

fairly, equitably and responsiblywas t hen, part of Steel Cob0s org
its culture and values, and a key consideration when conducting business practices such as
restructuring. This also meant that in compa
a similarhistory and culture, there was, in relative terms, a much stronger narrative around
SteelCo acting as a responsible employer. Acting responsibly towards the workforce was
considered an embedded, historical tradition at SteelCo. Mike was the HR directeeavg

the delivery of the restructuring, and he recognised the centrality of SteelCo acting responsibly

towards its workforce given his role in the industry for ®@&years

Many people have given you né&iryears of their life, you have a bit of @sponsibility

to ensure that when they go off to another phase of their life, you've equipped them as
best as you possibly can. So ités part of
people some support befor e \tadadbon kf¢thist hat
particular industry in terms of the way we
new companies today are the same, but we |
expect to be treated badly. We've had people who haga their lives to us, so they

expect to be treated in a certain way. If you came into an industry and #tagegears

and then went off somewhere else, those t
all this effort into restructuring, they woujdst want a cheque so they can take their bag

and skills elsewheréMike, HR director, July 2014)

There were more practical concerns discussed during the interviews with HR and unions,

however, as to how this, seeminddgsic responsibility could be iplemented during the
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restructuring process. Since mo$tthose affected by restructuring had only ever worked at
SteelCo, a key concern was that employees had little experience of the job application process
and the external labour market, more broadIR, Fhanagement and unions recognised this,

and easing employees through the transition, once they were notified their jobs were redundant,
was Vviewed as an i mportant practical mani f e
practical support sougl help employees who were considering employment externally, or

into new roles through the internal redeployment process. A more specific discussion regarding

the bundle of practices geared towards helping employees through the restructuring is
discussed n t he next chapter. An aspect of Steel C
employees moved into alternative employment {pestructuring, given that the primary
consequence of the restructuring was that employees were losing their jobssalt afre

Steel Cob0s actions. One HR advisor involved
emphasised the practical aspects of Steel Co
specific needs of the workforce given the lack of experiencetteiwrkers had of the labour

market

The nature of our steelworks is people tend to join relatively young and then stay here

for the duration of their |ives, so i f pe
a | ot of ot her transferabl e skilhtomgh t hey
selection and interview processes because

had an interview or been actively involved in trying to find another job in all that time.
So we should help them with t.ltAadrew, HRt 6 s an
advisor, July 2014)

Another theme that emerged during the research was how demonstrating responsibility was
important not only to the employees affected by restructuring, but to the workforce more
broadly. By appearing to help employees tiyio the process, SteelCo believed it would be

able to present themselves as a responsible company and that even in the face of a negative,
guestionable business practice such as restructuring, it cstitd for its workforce
(Vuontisjarvi, 2013, Long, 2012Hopkins and Hopkins, 1999Although tke immediate
responsibility was to those affected, SteelCo perceived the restructuring as having an indirect
impact on those remaining with the company; such as those unaffected or ultimately
redepl oyed. Thi s Il i nks t o t heby HRdane seroof 6sul
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management were concernegrospectively, with the postrestructuring workforce
experiencing negative woilelated behaviourbecauseof working in the new, restructured
organisation; for example, due to work intensification, feelingasgcurity for their own job
or even guil t (8ahden 2003, Bragkner,d988)v i ved 6

This concern was evident in discussions with p#Rticipantsn particular, as they claimed it

was important for SteelCo to maintain a positive social and psychological contract with the
postrestructuring workforce so as to avoid such negative weleted behaviour@®/an Buren

[ll, 2000). SteelCo believed that the passtructuring workforce would take solace in the idea
that were they to be affected by future restructuring, they could rely on SteelCo to treat them
in a fair, equitale and responsible fashion. This was a way for SteelCo to shift the negative
connotations associated with restructuring into a more positive outlook amongst the post
restructuring workforce. That said, such a concern ultimately sought to ensure that the
wor kf orce remained committed to working at St
not sufferdue toan unhappy, or dissatisfied, workforce poettructuring. Generally speaking,
however, acting fairly and equitably despite arguably one of the naggsitime actions a
company can takiecutting jobs through restructurifigvas a considered by glarticipantsas

a clear demonstration by SteelCo of its responsibility to the workforce. Walter was a HR
manager involved in the delivery of the restructuiiragd more specifically the redeployment

of employees through the cresmtich process who emphasisedthe message that a
responsibly conducted restructuring process would send to those remaining at SteelCo post

restructuring

If your employees believetat when wedre getting into di
them fairly despite alll of this [restruct
|l oyalty and some kind of discretionary ef
companythat s not out to, you know, to screw ¢t}
company that would in the event that the worst came to the worst, would probably do

that in a responsible wayWalter, HR manager, July 2014)

In all, SteelCo acceptat owed a reponsibility to employees affected by restructuring. This
was based on a long historical tradition that linked the culture and values of SteelCo with acting

as a responsible employer. That said, conducting the restructuring in a responsible way was
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just asmuch about demonstrating to the whole workforce its ability to act responsibly despite
being confronted with an event as negative as job loss, as it was helping affected employees
with the impact of restruct ur i msipilitytoltheédocah e xt s

community when conducting restructuring.

Local community

A second group to which SteelCo sought to act responsibly towards during the restructuring
was the local community in which it operated. The local community was considsred
residents and businesses in the geographical region that SteelCo operated. The definition of
who exactly was the focus of this group changed dependitigedype of participant Whilst

HR and management typically referred to tmpact thatrestructuringwould have on local
businesses and Steel Cobs supply chain, empl
on extended families and residents as a result of the personal connections with those affected
by the restructuring. As regards extended fawiland residents, there were strong personal
and social networks to SteelCo, which is reminiscent of simelsgarch conductadto such
networks within industrial and occupational communifi@synon et al., 1991, Strangleman,
2001, MacKenzie et al., 2006)

During the interviews employees spoke about hosvrospect of losing their job meant their
personal and family life suffered, leading to a depressed mood in residential areas, given that
mostof those in the local community had some connection to the steelworks. In terms of local
businesses, othgraricipants spoke about how prices and demand for goods and services
decreased at times of restructuring, as it was expected that people would spel@ less

losing their jobs and thus income. The strength of the dependence that local businesses had on
SteelCo was illustrated by one managemgaatticipantwho stated that they would even know
when it was O6bonus monthoé, as this is when t
the different understandings of the local community, there was a adk&nowledgement

amongst alparticipantof the external impact of restructuring, and the need to take account of

stakeholders external to SteelCo.

As mentioned earlier in the thesis, SteelCo dominates the local region, employing

approximately 4,000 emplegs with thousands more contractors and suppliers considered
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reliant on the work it providés Many employees and local businessesedelipon the
steelworks as their primary social and economic base. In terms of the economic base,
employees need the incerthey receive from employment at SteelCo, whilst local businesses
also depend on the spending of that income locally and contributing to the regional economy.
The social base, however, was brought sitarpefocus during discussions around the social
networks and camaraderie that SteelCo afforded employees, with the majority of residents in
the area having some personal link to the steelworks as a result; whether through family
members or friends who worked at SteelCo. Furthermore, due to SteelCo leeilaggest
private sector organisation in the region, there was naturally much attention and scrutiny placed
on SteelCo when announcing restructuring and job losses. There was pressure on SteelCo, then,
to ensure it was seen to be addressing the widercingfaestructuring. One HR manager
overseeing the engineering workshops restructure highlighted the central importance of

SteelCo to the local community

| suppose, particularly for this kind of business or industry, we're in an area where we
employ themajority of people in this area. So when we go through a restructure it does
affect the whole community. I think the r¢
about what message we're sending (Fomat t o p
HR manager, July 2014)

Much of the discussion in interviews with pérticipantsighlighted how the local community

depended on SteelCo to continue to operate and remain viable in the futypartldiRants

pointed to the existence of EnterpriseCo dgcistive of the measures they had taken to address

the impact of the frequent, episodic restructuring that had occurred at SteelCo historically.
EnterpriseCo was set up in the 1970s with the specific goal of supporting regions and
communities affected byestricturing in the steel industry, notably from job losses and plant
closures,and to aid the economic regeneration of such areas. The establishment of
EnterpriseCo was considered by HR and manage
its responsibity towards the local community in times of restructuring. During the PA
restructuring processes, EnterpriseCo for med

from government, employerds associatirectns and

3 As mentioned earlier in the thesis, this number has reduced further due to subsequent restructuring
announcements since two processes studied in this the
is nowcloser to 3,000, with many contractors and suppliers still connected to the plant.
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social and financial support to employees and communities affected by the restructuring.
Government funding was offered to Steel@rough this task forceand the surrounding
region to aid redundant workers in retraining and finding new jobs iratt@ As Mike
explained, receiving such support and guidance from different groups was important in

addressing the impact that restructuring had on the local community

We need to see how different groups can help offset the impact on the region and the
community, what more can we do to make sure we minimise the impact that it has on
the town and the surrounding areas. And
a significant impact on the jobs in the area because over the years the works has shrunk.

We have to recognise th&like, HR manager, July 2014)

As discussed in Chégr 2, emgagement with a broad range of stakeholders has been
characterised as a key aspeatgsponsible restructuring procesgesrde et al., 2009, Mitchell

et al., 1997, Bergstrom and Diedrich, 2011, Papadakis, 20i@at is significant about the
SteelCo case, however, was that it was upon the direction of government that a task force to
address the restructuring was setayggestingsteelCowas compelled to act responsibly and
engage with stakeholders as opposed to initiating the engagement itself. Furthermore, by
engaging with external stakeholders SteelCo could share and extend its responsibility towards
the local commuity with other actor§ such as with thenion epresentatives involved in the

task forcei deflecting direct attention and scrutiny away from itsdiflst also spreading the

risks associated with the restructuriighilst engaging with a broad range tdleholders has

been considereth the literaturekey to conducting a responsible restructuring procass,
discussed in Chapter B,remains unclear to what ends. Indeed, SteelCo benefited from the
engagement with stakeholders through external (fingrsiglport and guidance. That said, it

also shifted the issue of dealing with the restructuring in a responsible way into a shared,
collective issue amongst other stakeholders. Dealing with the restructuring had become a
problem to be solved amongst a gradlifferent actors, as opposed to just SteelCo. The next
section considers the last group that SteelCo sought to act responsibly towards: the company

itself.
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The company

The notion that SteelCo had a responsibility to maintain its own economidityiatams
expressed amongst all respondemtsablyby HR, management and the unions. Of course, the
reasons companies restructure is typically because of the need to cut costs in order to remain
profitable - or achieve some other organisational goals such as increased efficiency or
compettiveness- with employment costs typically being the main target to achieve such
reductiongCascio, 2012, Wilkinson, 2005%teelCo, then, had an economispensibility to

ensure the future survival of the company by cutting costs through restructuring. This was
achieved by SteelCdev el opi ng a @sdscribad byaHR and maragemeantc 6
that formed a narrative of the potential devastation on @mepk and local community were
SteelCo unable to save sufficient costs during the restructuring and be forced to close the plant.
The important point herwas not whether closure was, at the tianesalistic threat, but rather

that the restructuring prose wadramedin this way by SteelC{Stroud and Fairbrother, 2012,
Bergstrom and Diedrich, 20114lthough the restructuring was generglbrceived negatively

by all participantsas it meant implementing job losses, cutting a proportion of the jobs at the
time was considered justified by SteelCo and the workforce in order to prevent complete
closure of the plant in the future. SteelCo usesl $urvival rhetoric to generate an acceptance
and understanding around the need to restructure amongst the workforce and external
stakeholders. Consider the following quotes from two members of the HR team involved in the
delivery of the restructuring pcesses, who illustrated the pervasiveness of this survival

rhetoric

6So this is a nasty thing that wedre havin
be her ¢Bol HR nahaber, duly 2014)

0You have got to balsawithéehe bubireess needlito actualy a | P
complete the restructuring and get the savings that you need to keep the business
sustai nabl e (Ahdew, HR adeisorf duly 2014 . 6

That manyparticipantaunderstood SteelCo had to cut costs to remain economically viable was
an important factor in sustaining the survival rhetoric that surrounded the restructuring
processes. SteelCo emphasised the survivalist rationale to ensure that even employees affected

by the restructuring understood it as a necessary action. In essence, SteelCo sought to create
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the perception amongst the workforce that conducting restructuring was a responsible act
itself (Vuontisjarvi, 2013, Mckinley et al., 2000) hat is, SteelCo waacting responsibly by
actually cutting jobs and conducting a restructurgngd redundancprocess. Restructuring

itself was considered the responsible course of action, were the company to remain
economically viable for the future. SteelCo sought to presertstensibly irresponsible act,
cutting jobs,as a responsible one through fleemingof a survival rhetori¢Bergstrom and
Diedrich, 2011, Long, 2012 his is not to discount that SteelCo could well be accurate in the
necessary of restructuring for survival, the reseaitcBteelCo did not seek to question the

commercial justification for implementing restructuring; as discussed in Chapter 5.

Aside from the economic responsibility that SteelCo owed to itself, it also sought to protect the
companyo6s r e p uestatturiognThig was speacdically bited in the CEO award
application as one of the goals of conducting the restructuring in a socially responsible fashion,
where the award explicitly sitways &dountdnaatthe one «c
perceived negativity around restructuriig of the restructuring was concerned with:
OProtecting and even enhanci mgg tahedirfefp uctud tti
(Appendix ). SteelCo essentially wanted tcsere it would still be perceived by itgrkforce

and relevant stakeholders, such as the local commumifgyyourable terms despitaaking
redundancies irtonducting its SRR process. This resonates Wwithtadernotions of CSR

strategies, whereby companies seek to carry out responsible actiomier to enhance the
perception of the bran@ampbell, 2007, Carroll and Shabana, 2010)

Highlighting that thecompany wasutting jobs was not, however, considered by HR and
management as a positiveaywto promote the SteelCo branifhat SteelCo hoped, though,

was employees felt they were treated fairly and equitably throughout the psessch so

that postrestructuringhey would reflect on the company in a positive way. This relates to the
above discussion, where SteelCo sought to demonstrate to the workforce that even despite
conducting something as negative as restructuring, they would be looked after and treated
Opper | yo. Further mor e, Steel Co hoped this wc
company that treats it workforce responsibly and that, ultimately, they wollhant to do
business with themAlternatively, were SteelCo to act in a way that rigé perceived as
irresponsible during restructuring, HR and senior management suggested this could deter
customers and suppliers as they would not want to be associated with a company that does not

treat its workforce fairlyand equitably. The HR directdvlike, emphasised the importance of
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treating employees responsibly through the restructuring, to maintain a positive image amongst

customers and suppliers passtructuring

It becomes a bit of talk in pubs and clubs and stuff like that says, thelCigtelel

alright by me because yeah | was made redundant but they helped me with it, rather than,
those bastards over there made me redundas
please everybody all the time, but equally if you think about itifyjouddo want t o be
the demon in the area, then other companies and suppliers will think of you like that as

well. (Mike, HR director, July 2014)

In all, SteelCo recognised its responsibility during the restructuring process to ensure its own
future ecoomic viability and also to protect its reputation amongst its immediate business
community (Carroll and Shabana, 2010$teelCo used ththreat of outright closure, the
survival rhetoricas the only alternative to restructuring to justify its economic responsibility
amongst the workforce and external stakeholders, as some job losses at the time would ensure
the future survival of the planthis section considered the growpsvhomSteelCo understood

it owed a responsibility to.

Concluding remarks

This chapter has outlined the keymmerciafactors that have influenced both the reasons for
restructuringand the development of responsiafgroaches to such processes both in the UK

steel industry and within the specific SteelCo contétough first introducing the global steel
industry contexttherise in volume of stedl notably from Chinda has caused considerable
probl ems for the UK Evwerdthosghthisyttiesis does nop quéstioh i v e n
these commeial reasons to restructuredepth, providing this context is necessary to astle
framethe parlous economic climate faced by the industry. By extension, the research case study
of SteelCo is presented, which also faces these broader challenges. That said, there are some
specific commercial challenges within SteelCesuch as the okure of certain mills and the
changes to work organisation in the finance department and engineering workshaps

provide a more nuanced organisational level context. Again, this background is essential in
understanding the scope of the restructuaind the types of employeaffected. Furthermore,

the roots of a responsible approach to restructuring have been distwubsied, into focus the

way in whichboththe industryand SteelCias sought to address the impact that restructuring
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has on affeed employeesNotably, the final section of the chapter drew on primary empirical
datafrom interviews with participant®o demonstrate to whom Steel®elieved itowed a
responsibility to during the implementation of its restructuring proc&hss data vas

categorised into three groupsmployees, local community, tetempanyitselfi and provided

an analysis as to the r at i orheanexechapteiamsthér ov e
first of the three key empirical findings from the research alGte exploring he e mpl oy e e

experiences of, and responses to, it SRR process.
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Chapter 6 Internalising restructuring: the experiences and identity
of steelworkers

That employees affected by restructuring processes experience a range of profoumd negati
effects related to their social, economic, psychological and physiologicabemet is well
documented in the literatu(&ardiner et al., 2009, Kets de Vries and Balazs, 1997, Leana and
Feldman, 1992, Dobbinst al., 2014, MacKenzie et al., 2008his chaptereflects on this
stream ofiterature as outlined in Chapter ih considering theecondesearch question posed

in this thesis, which asketow didaffectedempoyees at SteelCo experiencer#sponsible
restructuring processThat said, this chapter works on the premise that it is not enough to
simply highlight the existence of the negative effects of restructuring, as doing so does not
generate additional understanding the experiences dbgegs; it is clear from past studies

that facing job loss and redundancy is, for many, a difficult and sensitive time. This was no
different at SteelCo, as the data obtained from interviews with employees highlighted concerns
related to maintaining an iome and being able to provide for families in the event of
redundancy, along with issues related to physical and mental health. Whilst these are not
insignificant or unimportant, this chapter builds on the identification of the existence of
negative effed highlighted in the above literature by considering how the broader
restructuring contextin terms of the specific organisational and institutional factirapes

the way employees respattto, and dealwith, restructuring. A key argument in tiibager

is how dealing with restructuring and its effects had bedoteenalisedand expected as part

of working at SteelCo

To help explain this argument it is necessary to operationalise what is meant by the term
internalisedin this context.Although discussed in greater detail in subsequent empirical
chaptersthere was a range of lorgganding restructuring practices in place at SteelCo that
sought to ameliorate the negative effects of restrungdor employees. Coupled with this was
thefact thattheregularity with which the workforce experienced restructuring meant that there
was an internalisation of restructurjgthe experience of such processesame part of what

it meant to workin the steel industry anat SteelCo. These previous expeges of
restructuring meant that dealing with restructuring, and its associated insecurity, had become
an accepteteatureof working at SteelCo. It was a result of this internalisation of the process
of restructuring and its effects that allowed Steai€describeestructuring this time around

as socially responsiblé.is this context that provides the focus for this chapter.
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The chapter is structured Blows. First, some background dime steelworkeoccupational
identity and what is like tbe a steelworker is discussed before highlighting the relevance of
restructuring and its effects to working life at SteelCo. To further demonstrate the process of
internalisation, a range of experiences reported by the workforce are presented. The familiarity
the workforce had with restructuring was the result of four key, but not discreet, experiences
related to the personal, vicarious and historical experiences of restructuring, along with the role

the unions played in responding to its implementation. Nlegterosion of SteelCo providing

a 6job for Iifed is discussed, highlighting

compared to older workers for this erosion, and the impact of the growing tangibility of job

insecurity related to working at SteelCo

Some further discussion is then offered around the identification of a new, discrete category of
employee affected by restructuring, described here as inbetwe&hershapter ends by

reflecting on the correspondence of the findings with the categafrresponsibility developed

in conceptual framework in Chapter 3. Tthee n s i on s i ndesSribed SRRCprodess s e | f

are discussed in relation to the regulatory and employment responsibilities of SteelCo,
emphasisindghe differential impact of the press on younger and older workérserms of
the acceptance of restructuring and the effects of redeployment on subssayeentand

development opportunities.

Restructuring and the identity of steelworkers

One of the key areas of discussion with empésyeevolved around the significance of the
steelworker occupational identity employea@esponses to the restructuring process. For many
employeesyestructuring and its associated insecurity had, essentially, baotenealised

such that it became paot what it meant to work at Steel@nd be a steelworkefhe notion

that restructuring and insecurity was internalised as part of the steelworker identity refers to
how workers had experienced restructuring in several Wwiyggh personally antdistorically

T that meant the workforce accepted restructuring as part of organisational life at SteelCo.
These experiences of restructuring are explored in detail below. First, it is important to develop
some of the contextual underpinnings of what is mhday this steelworker identity, to
understand how perspectives on restructur.i

SRR process.
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A key featureof a steelworker identity ideni#d during the interviews with employeess

how people had develogan ingrained viewiromthepast hat wor ki ng at St ee
f or Hmpldyeedad an idealised notion of taking a job oae steelworks as an apprentice,

or straightfrom schooljoining the union and working until they could access theisjgento

enjoy retirement from thereon. The age at which employees can access their pension has
increased in recent years, but at the tih#he research employees coalccess their pension

and take early retirement @5. The pension scheme at SteelCdas mostof the workforce,

a defined benefit scheme, as opposed to a defined contriBiBioadly speaking this is more
favourable because of the lifetime income it provides retirees, but also due to auxiliary benefits
related to inflation protectioma early retirement options. This career trajectory of working in

the steel industry from leaving school until early retirement was a key aspiration for
steelworkers and had, over decades, become part of the occupational identity of the workforce.

Employees from the engineering workshapported that retiring early was desirable not only

in terms of the financial pay out from their pension fund, but also due to the physical, arduous
nature that working on the steelworks beyond 55 and into old age wangddh their general

well-being. Furthermore, building up a substantial pension fund for when the opportunity of

early retirement arose meant that employees developed a strong material incentive to continue

to work at SteelCo in order to receive the fawatle benefits offered by the pension scheme.

William and Ron were employees in the engineering workshops affected by the restructuring

who had followed this idealised career trajectory, each having3were ar sd ser vi ce
at SteelCo. They illustratehow seeing colleagues follow this trajectory before them had
socialised them into a sense of entitlement, expecting the same when they reached pensionable

age

Over the years you see all your friends retiring with big pots of money and big pension
payout s and you | ook forward to and youobve
get the pensionéltdés custom and practice
you, youbve seen them all retire wbth nic
in the works for your life, & a brilliant nest egg.(William, engineering workshops,

February 2015)

4The pension scheme at SteelCo is the British Steel Pension Scheme.
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For388years | 6ve seen pe ®&@5d5ithlthe golden handshake, ¢ o mp
you know, pension and r edu romkeanategoodiokmow y , an

you | hope | g et .(Rbneengineanreg wavksleops, Maeh2015)h e r e

Whilst William and Ron werefaan older generation, younger workénsk a similar view of

this career trajectory. Further, the strong occupatiaiealtity also meant that younger workers
were socialised into this idealised notion of what it was to be a steelworker and how it
crystallised into an expectedreer andife trajectory. Manyparticipantshad family or friends

that worked in the steelworlether at present or in the past, meaning SteelCo was important
to them not only in the workplace but also in vwaork spheres such as in the local community
and at homgMacKenzie et al., 2006, Strangleman, 200Dgspite not having the same
extensive personal experience of working at SteelCo as older workarggeyemployees

accepted that this idealised career trajectory was central to the steelworker identity.

The implementation of enhanced severance packages highlighted the way that SteelCo both
compl i ed and owent beyond®& sidursg rbsausturing. r e g u |
However, die to the notion that leaving SteelCo through voluntary redundancy and early
retirement was part of the steekiker occupational experiences axplaned by William and

Ron aboveithis meant that at the time of the restructuring there was a large number of
employees of retirement age hoping to take voluntary redunden@&gddition to early
retirement(Casey, 1992)That is, many of the workforce activelyantedto leave SteelCo.

Charlotte, who had worked at SteelCo for only two years having joined after graduating from
university, reflected upon cimpared et @vs. ltwwvass pons
evident that for older workers the restructuring announcement posed an opportunity to leave

with substantial financial packages

When they announceddundanciesny Dad was jumping for oy

mightgetoue ar | y6, and a | ot of people, sometir
redundancies! ® But then therebds people | il
thinking | d&m not going to have a job. Ther

desperate for another round of redundancies to come so they can g¢Cbatlotte,
communications department, February 2015)
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Anticipating restructuring, then, had become a key aspiration of steelworkers, particularly older
employees. From this, it was alethat past rounds of restructuring have had a significant
impact on what it mearie work at SteelCo, and has shaped not only how employees ieéntif

as steelworkers, but also how it affects the way employees responded to the recent restructuring
annourement. To further understand the role restructuring plays in relation to the steelworker
identity, the next section explores how pirer experiences of restructuring contributedhe

internalisation of th@rocesesof restructuring and redundancy.

Experiences of restructuring

Previous experiences of restructuring shaped how employees resporfeéddoe ISRR 6 s
process. There were four categories of experience that illustrated how restructuring and dealing
with its effects had become internalised as part of the steelworker identity. It is important to
note, however, that these categories are not tempoiatipd, they regularly overlapped in

how they wee understood and presented by participahigng the interviews, but are
separated here to aid analysis. Following this, the experiences outlined do not refer to discreet
instances of restructuring thatooered in isolation, but rather form a set of social and historical
processes that developed through the networks and interactions amongst the SteelCo

workforce.

The workforcebds exposure to a range of rest.
typically associated with restructuring had dulled, becoming less intense over time due to a
growing familiarity with its impact. For the most part, employees reflected upon their own
personal experiences of restructuring prior to the current SRR probesmeant that mosif

the participantalready had firshand experience of their job being made redundant, and going
through the redeployment process. Thesesonal experiencesf previous restructuring
processes meant that, over time, employees were resilient at dealing with its effects, as
each time they were subjected to restructuring the severity of its ilmpaamedulled as they
managed to retain employment (even if in a different form). A second, and related, experience
that helped employsedeal with the effects of restructuring was through the sharing of
vicarious experiences of restructuring by friends and colleaguesedesubjected to it in the

past. That is, the majority of employees affectedréstucturing either knew someone,
colleagues or familywho had been through restructuring at Stedd€fmre Thesevicarious

experience®f restructuring allowed the workforce to make sense of their own situation by
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learning and drawing upon how others dealt with it previously. This wasuydarly relevant

at SteelCo given the strong occupational community afforded by working at the steelworks,
and the ability for these experiences to be shared, and made sense of, amongst the workforce
(MacKenzie et al., 2006Mark was affected by the recemtdnce department restructubeit

had experieced restructuring previouslgnd used the metaphor of restructuring as a bully in

the school playground, as bullies consistently torment you with irisake to thenegative

effects of restructuring but ultimately you become used to those insulte] they stop
bothering you

|l think itds because itbés the way t he c¢omg
you know, itbés |li ke to protect yourself vy«
school, you become harder. Or they get used to, i f youdre being p

calling stuff like that, you become so used to it. So in the future when people call you
names you think to yourself, 6oh sod off |

just know it already(Mark, finance dpartment, March 2015)

A third category of experience that employees drew upon was through the historical precedence
of restructuring at SteelCo and, more broadly, the UK steel industry. This contextual backdrop
was discussenh Chapter 5but it is worthreiterating that the frequent, episodic restructuring

in the UK steel industry since the 1980s led to a mass reduction in employment at both SteelCo
and the wider industry. This broadgstorical precedencef restructuring at SteelCo meant

that restructting was nothing nevacross the wider steel industfhe workforce came to
expect restructuring at SteelCo, and given thatmajority of participantead not worked in

the industry since before the beginning of the 1980s, the continual reduction oyerapt

was all too familiar. What is significant is how workers used this experience to essentially
prepare themselves for dealing with the effects of restructuring. The familiarity that the
workforce had established with restructuring meant that altheogiloyees were still likely

to be affected in terms of the associated hegeeffects of restructuring, employebad

learned how to better deal with thegectsover time. This was demonstrated by one younger
worker, Andrea, highlighting how althoughes was wary of future restructuring the recent
experience had taught her to accept that dealing with restructuring was simply part of
organisational life at SteelCo
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We | | It h iofrcdursdbedsdeptimdl moairyg $nto another restructure. The whole

experience has taught me to try not to worry aboutittoorthaigh i t 6 s a part
Because what is the point i1tdéds just wast.i
an issue for me to worry abo wrk getiogphid | ust

and try not to worry about i{Andrea, finance department, February 2015)

Another restructuringelated experience that employees reflected upon was the role that unions
historically played in contesting the onset of restructuring, kvinexjuires some extended
elaborationEmployeegseported how they perceived the unions as working alongside SteelCo

in the design and delivery of the restructuring process, claiming that this gave them little
recourse to protest the proposed restructuang redundancie@Bacon and Blyton, 2004,

Bacon and Blyton, 2006, Cullinane and Dundon, 20Thge way in which employeedfecied

by restructuring relied on, and valuedbhe uni onsé®é support t hroug
discussedn the earlier empirical chapterBy having close, personal relationships with the

unions, the workforce trusted the unions to safeguard theirsntere and t o o6f i ght
during restructuring process@acon and Blyton, 2004, MacKenzie et al., 2006)

That unions were perceived by workers to have accepted the need for restructuring in recent
yearsi there has been no industrial action in the industry since the pay dispute ih 4980

that SteelCo is a highly unionised company, meant the workforce essentially accepted
restructuring by default. This is not to suggest that the unions controlled or dictated how the
workforce should respond to restructuring, but the close personal and sog@ksdietween

the workforce and union officials meant they trusted the unions to consider their best interests
when designing and delivering restructuring processes. Employees regularly praised the union
role in interviewd asis analysed in greater ddtai Chapter 7 and the frequency with which
affected employees visited then i ofiiceduring the restructuring was testamienthe

value employees placed them. In a normative sense, the role of unions is typically one that
protects and advances the interests of its menibsreman and Medoff, 1984, MacKenzie et

al., 2006) Employeesaccepted the broader SteelCo rhetoric that in recent years nastrgict

was necessary to ensure future survival of the plant, and at least the unions could play a
refereeing role against Steel Cobs management

cooperated with SteelCo over restructuring to ensure that futwigaur
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|l think during the | ast few restructuring
closing completely, everybody losing their job. And | think any sort of militant feelings
from the unions were suppr estswhdtevarasionghey 6 d
as we keep the company open and peopl e ha
got a job and this company stays (Romen | et
engineering workshops, March 2015)

However, there was a counteew reported byemployeesthat although unions had taken on

a more cooperative role with SteelCo during restructuring, this was indicative of the loss of
union power. Someemployeesperceived the unions as having no choice but to accept
restructuring aghere was little possibility of avoiding job losses outright, but rather they
worked with SteelCo and sought concessions where they could do so; with the no hard
redundancies policy arguably being the key concession won by the uNmably, younger
workerstypically viewed the unions as powerless when faced with restructuring, as they had
little experience of them challenging SteelCo over its implementation. Despite this, younger
workers were still members of the union, which represented the adaptigocialisatiorof

the steelworker identity, whereby beiagnembewof the union was a key feature of working

at SteelCo. Gary, 28, had worked at SteelCo since joining at 18 as an apprentice, and described

this lack of union power when it came to restrucig

They ainbét got as much power as what they
| 6d say. But thatodéds just from over the ye:
uni ons have just got to say yegtosapno®nodt t |

start with but itds a |l osing battle becau

used to havdGary, engineering workshops, March 2015)

This view that the unions accepted restructuring and cooperated with the company in its
delivery, solidified the belief further that restructuring was something the workforce just had
to deal with. Workers had not only internalised the personal, vicarious and historical
experiences of restructuring, but had come to learn that even their primary sbprateshg
restructuring, the unions, were unable to avoid its implementation. Whilst being a union

member was viewed as a key characteristic of a being a steelworker, workers had also
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internalised the beliegf hat t he uni ons 6 teswlthgahe sompanymveethet h a t

design and delivery of restructuring processes.

In summary, there were four key, overlapping experiences that contributed to restructuring and
its effects being internalised as part of a steelworker identity. These relate to the personal,
vicarious and historical experiences of restructuring, compoubgeke cooperation of the
unions with SteelCo in the design and delivery of restructuring processes. Discussion with
employeesabout their experiences of restructuring also highlighted how working at SteelCo

was no | onger consitdemeigakploeedmextob f or | i fed. T

{6088t/ 2 +ta I we2o F2NJ fATFTSOK

To add further substance to the notion that dealing with the effects of restructuring had become
internalisedas part of thesteelworker identity, a key theme that emerged during the research
wastheer osi on of St eel (Metzghre2000,dinkan andjRadso, 20@pr | i f e 6
mary affected by restructuring, working at SteelCo had indeed been a job foMbf.
participantdhad worked at SteelCo either since they left school, or had done so for a significant
part of their working lives. The notion that SteelCo was a job foralifese as a result of
discussions withemployees and union participanéout their previous experiences of
restructuring and the associated increasing levels of job insecurity that it now posed.
Employees spoke of how although they had long working livigs 8teelCo, they had dealt

with a constant threat of restructuring and, thus, job insecurity. Warren, who had worked in the
Health and Safety department and was affected by the restructuring, described how insecurity

had been part of the working environmhat SteelCo ever since he started in 1979

Since | 6ve started in 0679, the steel i nd
restructuring, when | came here there was three sites, you know, employing about 12,000
people. Therebds uarliwagy sa sb eleonn ga arse slt rcuacnt r e m
that, insecurity it becomes your environment, but | always thought and believed as long

as | did my best 16d put my heart and sou
was deluded, | was wrong with th§Warren, Health and Safety department, March

2015)

Whilst affected workers reported they had been living with insecurity throughout their working
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Il i ves, and that the notion of Steel Co being
continuing eyeriences of restructuring, the fact they were still employed at StéesGme

with long tenures 080 years and moré showed that this insecurity had never come to fruition

in terms of outright job loss. Employees took solace in the fact they had rdatcagiy
employedat SteelCo as a result of redeployment throggisodic rounds ofestructuring.

Living with restructuring and insecuritywvas something that, although employewad
experienced it often, remained a largely intangible threat. Thisim@ortant distinction, as

instead of having a tangible, or materiahipact on the workforce, what worried employees

was how the traditional, idealised notion of SteelCo being a job for life was threatened.

During interviews, employees affected by thestructuring bemoaned the idea that this job for

life status was changing, and StezI longer offered the certainty of employment that had
previously been expected. This feeling was particularly prevalent amongst yemmgeyees

as they had seen oldeolleagues work at SteelCo their whole lives, and aspired to do the same.
Even though older workers did not speak of insecurity to the same degree as younger workers,
the point was emphasised by an absence of lengthy discussions witvalkiersas mub as

it was by its presence with younger ones. One younger interviewee from the engineering
workshops, Jane, 28, described how the restructuring had led her to feel that her position at

SteelCo was increasingly uncertain

I still thinketrhanedy 4 ol dte dwfonest , | 6 m

granted. Quite a lot of people said years ago if you got a job on the steelworks you had

a job for |ife. Whereas now | think that

here putitthatway. dondt feel safe within the posit

(Jane, engineering workshops, March 2015)

The extensive job losses in recent yé@aparticularly the 1700 job losses during PA and P2P

T heightened the level of insecurity asmted with working at SteelCo amongst younger
employeesgiven the frequency with which restructuring occurred. The key difference between
younger and older workers, however, was how, despite agreement as to erosion of the job for
life idea, they resporatl to the restructuring. Oldevorkers prioritised the importance of
ensuring employment at SteelCo, with little consideration given to leaving SteelCo and finding

new employment externallyStrangéman, 2001) For youngerworkers, they had fewer
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material ties to SteelCo as, for example, they had not contributed to their pension fund for as
long, nor were they close to retirement age. This illustrated the differential impact that the onset
of restucturing had on older and younger workers. Thus, younger workers considered the job
for life idea unrealistic, and claimed that they were considering the possibility of leaving

SteelCo and working externally.

As discussed earlier, despite the threabbfipsecurity, both youngand older workers had

still worked at SteelCo for much of their working lives. The threat of outreghindancyever

fully materialised. The key source of concern for employees, then, was a regret that working at
SteelCo wasdsing an important aspect of its occupational identity. The stability associated
with working at SteelCo over time was questioned by younger workers during interviews, who
expressed concerns that their working arrangements could well conform to morepmoatgm
employment trends related to, for instance, precarious forms of work, despite having felt
protected from this by working at SteelCo. Younger workers considered themselves to be the
last bastions of more traditional forms of employment security,rédfe job for life idea
transitioned from an occupational reality to an occupational nostalgia. That is, younger workers
felt they were experiencinghangs in aspects of theteelworker identity first hand, as their

lack of material ties to SteelCo, coamed to older workersnd concerns for growing precarity

in the broader UK labour market meant they questioned the extent to which SteelCo would
continue to be a job for life. Jimmy, 31, highlighted how restructuring in the engineering
workshops led hima confront this reality, and that he was now considering a life outside of

SteelCo because of the growing insecurity

|l 6d never |l ooked outside for another job.

anybody coul d get madreotr ead ujnodba nfto ra tl iafney.
it might be a job for life, you hear a lot of people moaning about how the British steel
mental ity used to be it was a job for I
certainly made me think that rogreer might not carry on in SteelCo. That if something
come up outside | woul d consider it I
desel ected, | 6d never have consi @iemyed i

engineering workshops, Mdr2015)
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The fact that younger and oldeorkersresponded differently to the restructuring highlights
cruci al di fferences in how -descpbed SRR @ocess.x per i
Whilst younger workers also internalised the effects of restingtuas with the older
generation, the issue of living with insecurity at SteelCo came into shacperfto them given

they had fewematerial ties to company. Furthermore, that younger workers at SteelCo
challenged the notion of insecurity highlights h8w e e ldeSaifdtien of its process &RR

was shaped primarily byesponses of the older generatiBut simply,SteelCo were able to

describe their restructuring process as socially responsible due to the lack of protest against the
restructuring as aesult of this internalisation of restructuring and its effects. This lack of
protesfi asmeasuredby SteelCo in the form of an absence of employment tribunal claims and
industrial disputes was lauded as central to the SRR process at SteelCo. Thert#er

bet ween younger and ol der workers highlight
more responsible by the older workers than the younger workers. That older workers
recognised the job for life idea was eroding yet did not question the sigo#ioaf this

compared to younger workers, suggests that SteelCo based its description of SRR in relation

to the muted response of the older workers.

The findings here demonstrate that not only are responsible restructuring processes shaped by
thenatureb an organi sationds r estr uiofluanced bylge pr act
dispositions of employees in responding to restructuring; as with the nature of occupational
identity and the difference between younger and older workers at SteelCo. In this sense, the
restructuring processes impacted both the younger and older tiymmeia different ways,

which is not accounted for in research related to responsible restrudierggtrom, 2007,

Forde et al., 2009)The next section builds ohi$ distinction between younger aotter

workers by highlightingurther differences that emerged as a result of this internalisation of

restructuring into the steelworker identity.

Younger workers vslder workers

Throughout interviews with affectedemp y ees t here were ten-sions
described SRR process. Importantly, these tensions demonstrated the differential impact of the
restructuring on younger and older workers.if\analysed in depth i@hapter 8there were a

series of log standing restructuring practices that SteelCo essentially repackaged as part of its

onewd6 SRR process. To preserve its no hard r.

121



wishing to take voluntary redundancy and early retirement to accommodsgenibiowising

to leave through its crosmatch (redeployment) process. This approach disproportionately
benefited the older cohort of employees, given they were in more of a position to take the
opportunity to access larger severance packages throughtarglwedundancy and early
retirement. As younger workers were not of early retirement age and any severance package
would be substantially less as a result of their lower tenure, they were less likely to benefit

from the restraturing practices that St€&b emphasiseds responsiblé@Casey, 1992)

As set out, the use of voluntary redundancy was viewed by SteelCo as a key responsible
practice.The notion a to whether voluntary redundancy was truly voluntary, \magvevera

point of tension amongst both older and youngerkers.For many employees who left with
voluntary redundancy and early retirement, the decision was driven by the substantial financial
packages on offema was, essentially, a straifdrvard one. Anongst this cohort of workers,
generally older workershere was little reflection as to the extent to which the decision to leave
wasgenuinelyvoluntary(Wass, 1996)For Steve, a union official witBSy e ar s 0 s er vi C ¢
who took voluntary redundancy during the PA restructuring process, the decision to leave was
primarily driven by this financial incentive

When pu leave voluntary they give you a redundancy payment and you can also access

your pension early with no penalties. Wel
amazing financially. When | wor kedureit out
and simple as that. There woul dbéve been n
from a financial viewpoint it (Bteveludodve be

official, February 2015)

For those taking voluntary redundancy, contractusglgaking their decision was a completely
voluntary one and was therefore not recorded as a compulsory redundancy, thus appearing to
contribute to thesupposed e s ponsi bl e nature of Steel Codbs a
motivated by the severance pagks offered by SteelCo during the restructuring, however,
especially younger workers who did not value the financial compensation above the importance

of maintaining employment. By offering employees the opportunity to take voluntary
redundancy and eartgtirement, or to stay arxe redeployed through the crasatch process,

SteelCo created an illusion that employees had a genuine choice over how they responded to
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the restructuring despite representing only a limited set of odWass, 1996)By appearing

to place the decision into the hands of employees, the responsibility over the decision was
essentially passed onto the employee, therefore distancing SteelCo from then (#eiSama

et al.,, 2012) There were, essentially, two choices availableetaployees either taking
voluntary edundancy or early retirement, or babhhoping they would be redeployed into a
suitable alternative role at SteelCo. Of course, employees were free to leave SteelCo and pursue
employment elsewhere. There were constraints dm gulecision though as noted earlier in

the thesis due to the perceived dearth of job opportunities in the local labour market and the
need to sustain a similar level of incoff@@ardiner et al., 2007)rhis illusion of choice was
recognised by empl@es; as although there were different options available as to how they
might respond to the restructuring, the practicalities of the decision was much more limited in
reality.

The 6choicebd to take voluntary rfactbissudhaas cy, t
the value of the severance package to employeksther there was an offer stiitable
redeployment and the opportunities of obtaining a similar standard of employment externally
(MacKenzie et al., 2006, Gardiner et al., 2009, Gardiner et al., 20W#) factors that
influenced an employeesd response to the re:
was simplycontractually voluntary or not, without a consideration of the constraints that
employees face during restructuring. Of course, at its most basic level, redundancy involves

the termination of the employment contract. The difference here, though, is that a contract
which is terminated voluntarily is considered, as claimed by SteelCo, to be a more responsible
approach to makingompulsoryredundanciegCasey, 1992, Wass, 1996, Schroder et al.,

2014) Whilst a voluntary redundan@an be lauded as the responsible approach, identifying

it in this way usailly masks a range of factors, both positive and negathad, led to
termination of the contract. Put simply, voluntary redundancy was not always perceived as
truly voluntaryby enployees The experience of Henry from the engineering department, with
3byearsd6 service at Steel Co, was particul ar/|l
wor ker i n t he engineering depart meh a&n Henr
administratve, data entry rolé that he considered below hisilslset and, in his view, not

suitable redeployment. The following account from Henry is worth quoting at length, as it
highlights the tensions around the extent to which the decision to leave vojumiasl

genuinely voluntary
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Because the jobs that they offered me and
end | had to make the decision to go. | actually took VR [voluntary redundancy] because

at my age | could get at my pension, even thougimlalgg ed my pensi on bec.
stay til/l |l was 60, |l coul dndot take the f
didndét really have a choice. That was my
unsuitabl eél was |Iwonowuil @d etnad deatm tahatob t
storeman, it was beneath me. And another potential five years till | was 60 or possibility

even 65, 66, 67, if the [pension] rules changed, which | could possibly end up doing a

job for that length of tmé hat | di dndét really want to do
well, which is why | made the decision to leave and go at 55 years of age you see, which

| didnét really want toél still say it, I
accord.(Henry, engineering workshops, March 2015)

Whilst Henry was an older workehis experiencellustrated that although those taking
voluntary redundancy did so because of the financial package on offer, the issue as to whether
the redeployment was suitable higihted a further tension amongst employehsing the
restructuring. The more nuanced piramdnhoeems wi t
generally, its restructuring proceissame to fruition in discussions with younger workers. A

key theme that emged was how the crossatch process was less concerned with securing a
suitable job foemployeesbut rather ensuring they secured amgilablejob. That is, affected
employees were encouraged to apply for as many jobs during thentaitids process, as
opposed to targeting the ones most suited to their skill base. Due to the importance SteelCo
placed on ensuring there were no hard redundaremes thus acting in what it viewed as
responsible, the suitability of the roles offered to affected employessnigea secondary
concern Employees were encouragdyy, both SteelCo and the unione,apply for as many

jobs as possible, with one uniparticipantdescribing the crossatch process as being about
0getting b uAnayysisohthe seeraitmend #avare used by SteelCo during the
restructuring showed that in some instances employees applying for up td5 different

jobs on the crosmatch list, mostof which were unsuitable to theexisting skills and
competencies. For SteelCo and the unipleing people into jobs, suitable or not, was crucial

for themif they wereto commit to ensuring no hard redundancies. Gary, 28, was affected by
the engineering workshops restructure, and described how thewabds process was simply

about placing atisk employees into any job
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Crossmatching makes it sound like the company is looking after you, sorting you out
another job for your specific tasks and q
But t hat 6osn iwh anty iotp i stiessmatcked fooen this pln youdr skidls

and your esponsibilities should be cressatched to another job which would suit you.

But it was a case of, youbdre finishing, )
t hereds your | i s board, fjo apptyfosas many of themfaoyoucann t h ¢
There was no, | could repeat thdt day long, there was nocrossat chéit was a
for all. (Gary, engineering workshops, March 2015)

Whilst older workers emphasised staying with the company to retieviill benefit from

their pensions, younger workers r eayaitabld ed t h
approach had on their personal career trajectories. Essentially, older workers who were near
early retirement age were happy to move into arajlalvie job toprotect their pension fund.
Employees ef erred to this as the O6pension trapé6,
SteelCo to continue contributing to their pension fund and receive the full benefit upon
retirement, given they haawotributed to it for mosf their working lives. Indeed, for all older

workers interviewed maintaining contributions to their pension fund was the key priority, with

the type of job they were redeployed into of secondary importance. This mentality, howeve
shaped the rest of the process, as SteelCo too prioritised placing employees into any jobs to
ensure the workforce could uphold their personal financial commitments; whether through their

basic income or pension fund.

For both older and younger workete restructuring signalled a move away from a job they
had beendoing since they left schoobr at least for mosbf their working lives,to
redeployment into a job that was completely new. Furthermore, this change was typically
viewed byemployeesasa demotion from what they were trained and skilled feuch as the

case with Henrgbovei and that the restructuring disrupted their career trajectories as a result.
Considerthe following quote from Mark, another younger work&ho was affected by the
finance department restructure, and illustrated the essential disruption the restructuring

experience had on his career

But because of my career that |1 6ve built 1

demanding roles and then all of a sudden vy
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somet hing which you woul dnodt yearstaawhen s o me't

| first started out in my career and to

back(Mark, finance department, March 2015)

These differences in response from older and younger workers further demonstrates that
St eel Co 6 sg proeesst wamocetesponsible for older workers. This is problematic,

as Steel Co based its SRR <criteria on the
restructuring meaning that the experiences of younger wowkenes not fully accounted for

and theefore not addressed. As a resultiraf experiences oéstructuring and its effects being
internalised as part of the steelworker identity, ttegomity of those affected were indifferent

to the retrospective description of SRR by Steel®ach acquiescee was evidentluring
interviewsasemployees did not consider themselves to have been subject to a new, or unique,
responsibleprocess, as this was a term that was primarily used by HR and management once
the restructuring process had ended. It was bleskir SteelCo to describe its process as SRR
because dealing with restructurjngore generallywas so embedded within the steelworker
identity, meaning there was no protest against restructuring amongst the workforce. Whilst
younger workers acceptedatirestructuring and its effects was part of what it meant to be a
steelworker, the excessive restructuring in recent years meant they perceived restructuring and
its associated insecurity as a more tangible threat in the future. Overall, the findirfigsthere
demonstrate the importance of taking into account the tmgdexts,suchas with particular
aspectof the steelworkeoccupational identityin which restructuring is implemented when
assessing responsible restructuliBgrgstrom, 2007)At SteelCo, its description of SRR was
made possible by the conduciveness of the steelworker identity towards dealing with, and

accepting restructuring and its effects.

Furtherdiscussion: victims, survivors and inbetweeners

Taken together, analysis fidingsfrom affected employeedsopointsto anew, analytically
discrete, category of employee affected by restructuring, described hebe&geenersAn
emerging issue fra the above findings from SteelCo related to the way that although
employees were affected by restructuring, in that their job was made redundant, many

employees remained at SteelCo as a result of the internal redeployment (cross match) process.

m ¢

Theexpeences of these employees thus reflected

j obs were made redundant and were personally
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employed atSteelCo albeit in new roles, as désed in the HRM literaturéSahdev 2003

Devine et al2003 Teague and Roche, 2014or instance, data obtained from interviews with
employees highlighted concerns related to maintainimgncome and being able to provide

for families in the event of redundancy, along with iss@dated to physical and mental health

which are typical consegun ¢ e s 0 f stats (Ket de ¥ries amiBalai997). As regards

survivors, although inbetweener employees are similar in that they both remained at SteelCo
following the SRR process, nbet weener so6 experience was di :
experienced redeployment intorewj ob t hat relied on Steel Coc¢
retraining or reskill i ngitisafuwedherdg befween mthe s 6 e X

intersties of both victims and survivor status.

As discussed above, there were a range of experiences of restructuring and specific
organi sational factors that shaped the perce
many employees had historical, pmral and vicariousexperiences of being subject to
restructuring meant they had become familiar with the process of internal redeployment, and

the waythat affected employees apacedby the management and unioingo new roles

elsewhere at SteelCduring such processe#\ fuller discussion of the implementation of
Steel Cobs internal r e d prqréspisydmaussed ingfChapteresasd ( cr o
8, further demonstrating its implications for inbetweeners. Put simply, despite employees
taking new redeployed roles, the experience of redeployment was associated with a sense
displacement and insecurity for those affected. This was evident in the above analysis of how
younger workers challenged the extent to which working at SteelCo stilllge cosidered

a 6job for |ifed during interviews, wasd t he
perceived as disruptve ®mmp | oy e e s 0 c aRurthermoret theasspeeific toastraine s .

of pension entittementst h e 06 p e ni f|lsoaneanthat affected employees were more
accepting of their &édinbetweener6 status, as
workers, securing the full benefit of their pension contributions by remaining employed at
SteelCo until retirement age. Thiseant that older workers were typically acquiescent as to

the jobs they were redeployed inp@rmittingSteelCo to maintain its commitment to ensuring

no compulsory redundancies and securing a job for those who wished to stay.

Theidentification of inbetweeneras a new category of affected emplojgeeot necessarily
unique toresponsibleapproaches to restructurifgywever, as such a groupayemerge from

generi¢ processes not explicitly described as responsibitructuringprocesses also. The
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significance of inbetweeners were identified, though, due to the fa8t#edCo afforded great
emphasis to itsnternal redeployment process by celebratisgrnitplementation as a central
aspect of its employment responsibility téeafed employeesind to its overall SRR process.

The importance SteelCo attached to ¢hessmatchprocess is presented in greater detail in
Chapter 8, but it is worth highlighting here that the inbetweeners category was a prominent

themetoemergefromh e anal ysis of employeesd6 experien

Concluding remarks

This <chapter has explored the wesaiked SRRceds
processA key argumenbf this chapter ishat whilstemployeesuffered from the soal and
economic impact afestructuring, dealing with restructuring and its associated negative effects
had become internalisexs part of the steelworker occupational idenfityis meant that the
workforce essentiallyacquiescedo the description o6RR by SteelCo as they accepted,
whether it was described as responsible or not, that restructuring was simply part of
organisational life at SteelCo. Due to the lack of protest against the restructuring amongst the
workforce, SteelCo managed to avoid &wyal challenges or industrial unrest, thosning a

key, selfdefined, criteriato its claim of SRRFurthermore, malysisof the response from
affected employees in this chapter highlighted a range of issues pertinent to the way SteelCo
implemented itsresponsible restructuring procesehe response of affected employees
illustratedthe tensionsin implementing such a process, ahé thallenges associated with
addressingwo categories of responsibility regulatory, employment in practice.This

chapter thus concludes wislome reflectionsn the correspondence of these findings with the

conceptual flamework developed in Chapter 3.

A central practiceimplementedby St e e |th@tow@ss crucial to the response of affected
employeesvas the provisiomnf severance packages above the statutory redundancy payment
rate for those opting to take voluntary redundarmeyaddition,those who were old enough
enhancd their overall severance package through their entittement to a retirement lump sum
and acces® their pension. The sizeable severance packagesome instances six figurés

thus proved a clear incentive for affected employees to leave SteelCo, with thegigsting

that many were generally positive about being made redundant and activedy tealeave in

order to receive the financial benefithus,at face value, and reflecting on extant literature

outlined in the conceptual framework, SteelCo had not only complied with legislation, but had
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al so 6gone beyond6é whithe progison of emhanced sederamcé |t
packages (Ahlstrand, 2010 this sense, SteelCo coube perceived to have addressed an
aspect of itgegulatoryresponsibility in the implementation of its restructuring procébat

said, analysisf thecharactesticsof the workforce, and notably the steelworker occupational
identity, reveatdthat for employees to leave with a combined voluntary redundancy and early
retirement packagevas not perceived by employees as a distinetdgponsiblepractice.

Instead leaving SteelCo in such a way was viewed by employees to be a castdraven
ambition, of working in the steel industry, and therefore an expectatssociated witlthe
steelworker career trajectof@trangleman, 20QMacKenzie et al, 20Q&ardineret al, 2007.)

This was demonstrated in above analyses around the way in which employee<at I&idel
internalisedhe experience of restructuriiigpersonal, vicarious, historical and the role of the
unionsi and were thus indifferent to the descriptmfi t he process as O0soci
SteelCo.The findings her¢hereforepoint to the notion that it is not enough to simply identify
practices that suggeste incidence obrganisations upholding their regulatory responsibilities

but to acknowledge how different occupations and occupational identities perceive the

implementation o&ssociated restructurimpyactices.

Much of the discussion with affected employees understapdaiolved around their
employment prospects followgnthe restructuring proces#élthough a central practice in

St eel Co6s SRR process was the redepl oyment
the site, many employees perceived thisaugition to their careers and reporagtbterioration
oftherot i on the Steel Co was a 6job for 1ifeb.
conceptual framework, important tenets of organisations addressing emgiioyment
responsibilities during restructuringlate toavoiding (compulsory) unemploymefdr those
affectedand thus establishing internal redeployment processes to rehouse emptoyde£(

al, 2009 Kieselbach and Mader, 200Again, although such processes were evident in the
SteelCocase, the findings point tohallenges for organisatisnmplementing responsible
restructuring processes giveéhe way diffeent employees perceive theffectivenessof
associated practiceBensions emerged through discussions with younger and older employees,
with the former highlighting dissatisfaction Wwitthe cross match (redeployment) process
implemented by SteelCo, wherein the jobs they were redeployed into were deemed unsuitable

to their existing skillset and competencies.
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Following this,the crossmatch processvas perceived by participants beneitting older

workers more compared to younger workers, as the former were more accepting of
redeploymentand staged little proteshto anyjob rather tharplacement inta suitablejob.

This was becausiey were closeto pensionable age or even easyirement,as discussed

earlier in the chapteFurthermore, given the majority @iffectedemployeeswvere closer to
pensionable agéolder workers) St eel Cob6s | mp | emtehmproaessiwvasn o f
driven by a disproportionate emphasis on enswidgr workeravereat least redeployed into

any joh Indeed, SteelCo stood to gain more from the acquiescence of the older workers and as
such aliged its SRR criteriaand strategywith the aspirations of the steelworker identity;
notably through the offering of voluntary redundancy and early retirement to older workers and
its subsequent facilitation of ensuring no hard redundaiiCasey, 1992Yhis came at the
expense of a perceived lack mfovision of support services for younger workers concerned
abouttheir career and development opportunitegsequent to redeploymertgain, the
findings highlight that although the incidence of certain employsrelated practicesnay
ostensibly address an organisati@mployment responsibilities during restructuring, such as

the crosgnatch process at S#€o, the efficacy of such practices is dependent on the
dispositions of employees affected by such processes. That is, the SteelCo research indicated
inconsistencies in the implementation of thessmatchprocess across all affected employees,

notably n relation into the differential demands of younger and older workers.

Emerging from the analysis of Steel Cobs att
this chapter also highlighted the identification of a new, analytically discrete, catefgory o
employee affected by restructuring, described here as inbetweeners. The experience of
inbetweeners can be defined as employees whose experience of restructuring isridearact

by being both a victinand a survivoro f Steel Cob6 Bulifdipthoabaes s |, as
discussion sectio.he next chaptegxpands the analysis from the employee perspective and
considers the role of the wunions in Steel Cod

management and the unions in the design and delivehe gfrocess.
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Chapter7: the role of trade unionsA y { 1SSt/ 2Qa { ww LJ

An engagement with a broad range of stakééad has been considered an important
organisational practice the implementation aksponsible approaches to restructuring in both

the policy and academic literature (Forefeal, 2009 Bergstrom & Diedrich, 2011, Auer,

200)). In particular, the responsétrade unions as a key stakeholder in the implementation of
restructuring has beethe focus of much extant resegrt¢hough there has been limited
attention afforded to their role in specificallgsponsiblerestructuring processealthough
organisationsare legally required to engage with trade uniamsthe relevantemployee
representativesvhere trade unions are not presehiring restructuringcompliance with such
regulation has been argued as the basic minimum standard for organisations seeking to act in a
responsible mannerCampbell, 2007 Stuart et al, 2007 Thus, the signficance of the
interactions, and negotiations, betweé&trelCo and the trade unioinsthe implementation of

its restructuring process constitutes a cerdral e s p obestpradtite éotbe explored in this
chapter, as developed in Chapter 2. This cliapbenbined with Chapter, &ddresssthe final

research question of the thesis f ocusi ng on the trade unionds
process did the implementation of a best practice approach to responsible restructuring

contribute to StresphsiGildiéssurirgdSRRE®ess?ng it s

A key findingin this chapteemphasises the important role that the unions played in both
contiibuting to thepracticaldesign and delivery of the restructuring process, and its subsequent
descriptionasSRR by SteelCaolrheway in which the managemenhion negotiations around

the restructuring process was based on a move towards a more intebeatjaening
arrangement between SteelCo and uniordsisdiscusseds a way for unions to respond to
responsible approaches to restructuriéplton and McKersie, 1965, Garaudel et al., 2008,
Roche et al., 2015Whilst the unions had little choice but to engage with SteelCo over the
processhothlegally and in relation to parlous economic climate that drove the restructuring,
their role in supporting both the employees with their concerns and the HR team in delivering
aspects of the restructuring highlights their role in contributing tondr@agement of change,

as opposed to outrigpteventionof job losses.

To aid the foll owing discussion it is worth
uni onso® role at Steel Co, to ensure t hiat S ubs

their appropriatecontext. The unions at SteelCo were perceive@s with prevailing
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understanding on the role of the unidnysthe workforcenore generally as protectors of the

wor kforcebds interests, regul ar |l mnps impgandi at i n
working conditions and representiagiployeesn grievance procedurgBryson et al., 2013,

MacKenzie et al., 2006, Freeman and Medoff, 198#gre was nothing particularly unusual
about the unionsdé role at Steel Co; it refl ec
uni on gFreénthio &d Medoff, 1984That said, at SteelCo the unions had always,
essentially accepted the need to restructure, with owert protest, historically, to its
implementation; with no cases of outright industrial action over job losses recorded since the
1980s. At the point of the announcement of 8RR process he uni ons® respon
different to past rounds of restructurimgpt agreeing to cutting jobs but working with the
company in a capacity that sought to mitigate the overall impact of the restructuring for the
workforce (Pulignano and Stewart, 2013, Frost, 2000, Frost, 200hat isdemonstratedh

this chapterhowever, is how SteelCo activedxploitedthis perception, and ke, of the unions

as the protectorsums af eguards of the wor kfnamatenpte i nt er
achieve a more responsible outcoraad contributed to SteelCo ultimately describitsy

process as SRR. This was achieved despite a lackmfafdr r ecogni ti on of t h
the aftermath of the restructuriinigas the discussion of the CEO award below demonstrates
yetcame into focus throughterviews withparticipantsa point also reflected in the interviews

with senior union officibs.

This chapter is structured as follows. The first section explores the negotiations between
SteelCo and the unions prior to the announcement of redundancies, emphasising the importance
SteelCo placed on involving the unions in procedural aspediseoimplementation of its
restructuring process. The second sections consider the union tladerestructuring process

in greater detail. This section highlights the tensions in the union response, analysing the extent
to which they were perceived asirg complicit in implementing redundancies, yet also
provided crucial support to both the HR team and affected employees. The chapter ends with
some discussion and concluding remarks, reflecting on the way that the unions involvement in
St eel CobsssSRRo nptrroicbeut ed t o Steel Codbs achievi
responsibilities during restructuring, thus reflecting on relevant conceptual tenets discussed in
Chapter3
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Achieving responsibility: using the unions

Having demonstrated that Steel@ccepted its responsibility to three key groups when
conducting restructuring, it is important to explovthis was established. That is, the ways

in which SteelCo sought to ensure that a responsible approach was instilled throughout the
process. Dung the research, discussions withgarticipantshighlighted the role that the on

site unions played in the design and delivery of the restructuring probesdose engagement
between SteelCmotably HR and senior managemesmd the unions was laed as key to the
restructuring and its subsequent description as socially resporisibi this section focuses

on the role that unions played, and the negotiations between Steatagemenand the

unionsduringthe restructuring.

The engagement betere SteelCo and the unions was not limited to the legally binding
consultation process howeveéras detailed in TULR(C)A 1992 and EU Council Directive
98/59/ECi as the unions were informed some six months prior to the official announcement
of the respectig PA and P2P restructuring processes. Unions were invited to meetings with
senior management at SteelCo HQ in London, where the decision to restructure was presented
to them. SteelCo viewed this as establishing an open and honest line of communication with
the unions, to not only inform them about the economic difficulties the company was facing
but also to gain their input as to how to conduct the restructuring process. Whilst the unions
wereinformedthat SteelCo was going to restructure, this early engagement offered the unions
a chance to respond and work with the company over how the restructuring was to be
implemented. In this sense, although the unions had no input ovéedissonto restructue,

they were offered input as to theocess Such an arrangement reflected a lorayareptance

of the unions towards restructuring, whereby there has been little protest as to its
implementation historically. This idemasexploredin Chapter §but is inportant toreiterate

here.

Interviews with HR, however, highlightat$ belief in the importance of the unions agreeing

to the restructuring oneparticipant described it as needing the unions t6 ben bi @radr d 6

to present a unified front to the vidorce and the media at the time of the announcement.
Efforts were made by SteelCo to engage with the unions as early as possible in order to
demonstrate there was a joint understanding between SteelCo and the unions over the necessity

of the restructuringHR stressed that engagement with unions was not simply aoedring
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to be unified, but that there was a genuine understanding between both HR and unions over the
need to restructure, along with meaningful negotiations as to how to impléragrbcesin

a mutually beneficial way. Mandy was a HR manager involved in the negotiations with the
unions over the restructuring, and explained how the engagement with the unions was key to

generating an acceptance over the need for restructuring

| think that [engagement with unions] made a significant difference because it felt like
the rationale for everything we were doing had really been through the wringer before
we got anywhere near maki ng an announcem

through a process where everyone understood why we were doing what we were doing

and that it had been tested and debated on
itdés real because it gives people comfort
chal enged before you actually get to telli

(Mandy, HR Manager, July 2014)

It is worth discussing the more speciocess oéttitudinal structuringas outlined in Chapter

3, as to how SteelCo bargained with the unions to ultimately accept the decision to restructure
(Walton and McKersie, 1965, Garaudel et al., 200®) generate an acceptance from the

unions as to the restructuring, SteelCo framed the PA restructuring process as part of a broader
commercal plan. The commercial plan focused on maximising market opportunities,
managing investments on the most profitable product lines and instilling further functional
flexibility across the workforceThus 1200 jobs were cut, involving the closure of a wehol

mill®. SteelCo emphasised that the PA process was more than simply job losses, and was about
shaping the companyo6s f ut waueaddedsteeh pratigctiom i gher
SteelCo promised the unions that planned job cuts were underpinnetlitgyihvestment in

training and skills for the workforce, creating greater functional flexibility across the plant.

unions agreed to the job cuts on the basis that actions would be taken by SteelCo to improve
the skill base of the remaining workforéen addi ti on, Steel Co agreed
of ensuring there were no compulsory (hard) redundancies during the restructuring. Although

no hard redundanciesere a long-standingfeature of restructuring at SteelCo in any case,

51n terms of the P2P restructuring process, upiarticipants and some of the HR teaimargelyviewed it as a
residual restructuring as a result of the failures of PA. That is, the PA process failed to deliver the intended
commercial goals and thus more jobs (500) were cut in P2P to compensate for that failure.

134



SteelCo were not ledg obliged to accept this, even though it had, essentially, becaiee a

factoagreement between SteelCo and the unions in times of restructuring.

This engagement between SteelCo and the unions was no different, in principle, to typical
bargaining arrangements over restructuring, in that clearly negotiation between employer and
unions occurredWalton and McKersie, 1965)There are typically certain demands or
concessions sought by either actor; at SteelCo, the unions accepted the job losses on the
promise of future investment in the skills of the workforce and that there would be no
compulsory redundancies. Although SteelCo described its restructuring process as responsible
retrospectively, HR and management celebrated these early negotiations with aradeya
determinant inhedescriptiorof the process as SRRhis was more indicative of an integrative
approach to bargaining over restructuring, as there were gains, to a greater or lesser extent, for
both SteelCo and the uniof\alton and McKersie, 1965, Roche et al., 2015, Garaudel et al.,
2008) This is in contrast to the more traditional, distributive forms of bargaining thiaatly
characterise restructuring processes, resulting in conflict between employers and unions over
the outcomegGaraudel et al., 2008Yhe engagement between SteelCo and unions led to a
bargaining process where, ultimately, both actors agreed to the proposed outcomes, and what
might have been a traditionally conflictual situation resulted in a process thalkeocoenped

the views and interests of one another. Put simply, the retrospective description of the process
as SRR waslaimed by participants to have besimped by the initial integrative approach

between SteelCo and the unions.

There were tensions, howar, between SteelCo and the unions during the negotiation over the
proposed restructuring process; the former sought job reductions and the latter did not.
Preserving jobs imrai saocmgandibus tagreeirtg hogob teductions s 6
appeaed inconsistent with an historical and ideological union tradition. This is explored in
greater detail below, as regards to the wunio
a senior union official who had been a member of the unioBOfgears, expressed concern as

to whether unions should be involved in a process that, ultimately, results in job cuts. That said,
Sandeep highlighted the relevance of the cooperation between SteelCo and the unions, despite

his initial concerns
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Wepulledbak and said Ashould we be taking par
hard discussions. We want to work with th
do that and have an amicable outcome then take the traditional trade union stance of

weOr e ngott ogohiave redundancies, wedre goi ng¢
have been easier to do, and said no wedre
do for the company? | suggest not, because if you take the ostrich head in the sand

approachad s avy, itds not happening welbre not
thatdos not the responsible way. Can we sa\

with you. So, on we go. (Sandeep, senior union official)

Although the engagement between Steelhd the unions was important in reaching an
integrated outcome, SteelCo ultimately achieved its goal of job reductions. More significantly,
this engagement all owed Steel Co to utilise 1
further cement the nddo restructure. SteelCo sought to break down the image of restructuring

being a purely managemeed process by actively promoting the role thie union$
participation throughoutthe process. Due to the perception of the unions amongst the
workforce aspr ot ect or s agai nst management preroga

intention to restructure greater legitimacy.

During attendance at redeployment and governance meetings it was observed that
representatives from HR and the senior management teamrméde reference to delegating

the management pWhat they considered to be, particularly difficeihployees affected by

the restructuringo the unionsThe extent to which an employee was considered difficult by

HR and management was usually chargxe by a lack of response temails or other forms

of communication, or through a failure to engage with the internal redeployment process. In
such cases, the unions were asked to speak t
using a morenformal, private approach that the HR and management teamdafiableof

adoping. There was an understanding in such meetings that the unions were best placed to deal
with difficult employees, given the closer social bonds and networks betweendhe and

the workforce, as discussed in Chapters 6 aRdiBsimply, SteelCo believed that if the unions
were actively helping them to manage affected employees anddbetedherestructuring

thenso would the rest of the workforce, thus limitingyamrest or protest. SteelCo believed it

was better for its reputation to demonstrate to the workforce that it was not just itself cutting

the jobs, but that the unions were also involved. As one HR manager, Bob, explained, it was
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important to presentawplr al i ty of opinion on the need to |

a valuable of way of achieving the criedi bili

So the engagement with the unions is an important thing and building up with the unions

trust and respect so that you make sure you are dealing with it as one body, so the people

on the shop floor see one Vvoice, enhey do
opinion, they see an opinion an@obaHRvi ew o
manager, July 2014)

SteelCo thus believed that greater significance was ascribed to the need to restructure amongst
the workforce given that it was working togetherhatite unions in the design and delivery of

the restructuring processh@& commercialsituation at SteelCo was perceived as sorfhat

an even organisation, the unions, establishguteservgobs were involved in theemovalof

jobs. Trerefore accordirg to responses from management and HR participanysdiscord
amongst the workforce towards SteelCo was reduced. As ongaHiRipantdescribed, the

wor kforce would view the process as not |Jjust
betweenSteelCo and the unions. Arguably, then, the engagement with the unions was simply
pragmatisnron behal f of Steel Co, as togdnerate admogudroi t e d
acceptance, and therefore less prosgstynd the need to restructufée unons were involved

in the restructuring throughout the process in severgswaich as: chairing the crasstch
committee; writing joint managemenhion communication bulletins; and using union skills

and training services to offer support to employdfested by the restructuring. Bringing the
unions into the procegsarly, such as the inviting key senior union officials to the London HQ

six months prior to the announcement of redundaneiésyed SteelCo to break down the
perceptionsamongst the workirce, and the unionf the restructuring as being about
management versus unionBuring time spent in union offices throughout the +on
participation element of the research, senior union officials acknowledged that their visibility
alongside SteelCo waeneficial to the initial announcement of redundanSebastian was a

senior union official involved in the early negotiations around the restructuring and its
subsequent implementation, and highlighted how simply hakimgnage of the trade unions,

asthewor kf or c e Oasthepcente ottleetprocess eased the impact on the workforce:
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You have an announcement and then you have instant fear and worry amongst the
wor kf orce. They [ Steel Co] then spend the
we're a responsible company and we have a very responsible trade union group, and
actually look there's the chair of the group he'samulii on man, trust us,
You then set people at rest and almost take the sting out of it and actually @enjust

relaxed about the process because they see the unionéStdmastian, senior union

official, July 2014)

Whil st the unionsd role was considered key t
as responsiblegnalysis of thdindingsindicateda concerramongst participant®wards the
motives of Steel Cobs engagement with the wuni
both actors, signalling a move along the spectrum from bargaining over restructuring being
necessarily distriltive towards a more integrative forfGaraudel et al., 2@) Roche et al.,

2015) Ultimately, though, this may be interpreted as simple pragmatism on behalf of SteelCo,

as a way to gain the unionsd acceptance ove
broader workforceos. S ene with @e unipns o ow@ldr erdvidg h i s
further credenceand legitimacy,to the need to restructureeducing protest from the
workforce. The remainder of this sectio e x pl or es t he uSRRmatessmmol e i n
more detairegardingtwo sub themedrirst, the way the unions were essentialynplicitin

the restructuring and job reductions is analysether, despite contradicting the very purpose

of a union being to preserve emplsappaortont . Se
employees thragh the process contributed a greater sense of responsibility within the process

is proposed. These two subthemes emphasise the role unions played in contributing to the

subsequent description by SteelCo of the process as socially responsible.

Union compilcity

Union responses to restructuring vdrgsed orocal arrangemerst between employers and
unions(Pulignano and Stewart, 2013, Fré&Q00, Frost, 2001, Bacon and Blyton, 200@)e
unionsat SteelCo were closely involvad,terms of negotiations over the commercial plan and
the implementation of the press of actually cutting jobs) the design and delivery of the
restructuring. As mentione@articipantsi notably the unions and HRperceived the union
role as the antithesis, in ideological terms, of the purpose of the unions, asnirdyuted to

theremoval of jobs as opposed to their preservation. This role is described here as the unions
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complicity towards the removal of jobs during in the restructuring process. Of course, the
unions did not actively cut jobs at SteelCo; they were not thetorgiaf the decision to

restructure.

All participants particularly senior union officialgeflected onthis conflicting role of the

unions during the research. Unions acceptleoling interviewsthat their role in the
restructuring may be interpreted as a violation on the traditional union ideology of preserving

and protecting employment. Theannerin which the negotiations over the restructunveye

discussed during interviews suggested that unimssified their role by stating their
disagreement to the job losses, but agreeing to ensure the implementation of the broader
commercial plapof which the job losses were an unfortunatgpbyduct. Given the history of

unions negotiating with SteelCo aveestructuring, thi@rrangementvas not necessarily, in

terms of organisational strategy, different to previous rounds of restructuring. SteelCo had
always conducted restructuring under the banner of some new commercial goal or plan,
reflecting the inevability with which the need for restructuring is typically framed by
managemen(iStroud and Fairbrother, 2012)/hat was different in the restructuring processes
researched however, was how the unionsd®é acceptan
lauded by SteelCorhe unions did not necessarily object tongelaudedwi t hi n St eel C
rhetoric of a responsiblerocess, however, as the findings from interviewsitated the way

that unions had reconciled this with an acceptance of the need to restructure given the parlous
economic climate the company faced. That sdid, internal conflict was evident amongst
discussions with unioparticipantsbut Francig asenior union official whavas a member of

theunion since he left scho@b years agé explained that ensuring the future survival of the

plant was the main priority and worth the sacrifgé ven St eel Cods survi va

lossof someobs at the time

How can a trade union tell a guy, sorry mate you're gonna have to go and our role is the
opposite, to fight for jobs? It flies in
your main priority as a trade union official is to represgatir members and get the best

deal for your members, make sure they're treated fairly, and you've also got a
responsibility as well for the future members, the future of the business, therefore we
have a responsibility to try and work with the restruaigrio make sure the business is

still here for that futur€Francis, senior union official, July 2014)
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Instead of the unionpreventingjob losses, their role focused more on thanagement of

change that is, working with SteelCm ensuring the fair, sponsible implementation of the
restructuring process. Due to t hi pafticigaiise uni o
particularly employees affected by the process. Of course, the unions would have preferred to
not restructure and allow evenye to keep their jobs. If restructuring had to happen, at least

the unions could contribute and shape the process in a way they believed to be fair and
responsiblesuch as by using specific union support services and ensuring no compulsory
redundanciest hisinvolvementwas heralded by the unions as them standing up and accepting
the Gealitydof the economic difficulties facing SteelCmy acting in a mature and responsible
fashion(Stroud and Fairbrother, 2012, Pulignano and Stewart, 20h8)HR team typically
referred to the unions as forcing them to consider the implications of their actions during the
restructuringacting as a constastifeguard againshanagement, anfiteelCo more broadly,
prerogative. There was an understanding amongst HR and senior management that the unions
played a vital role in the management of the restructuring process, and to abandon that would
lead to aconsequentlypoor industrial relations climate as SteelCowouldd es pi t e t he
protest, conduct the restructuring regardless. HR and senior management believed it was better
for the unions to be cooperating and working with Steel@ther tha unproductively
protesting it. The HR director, Mike, described htn ho compulsory redundancies approach

was an important concession for the unions, and illustrated the importance of the positive role

they played in managing the restructuring process

Theyol l [the unions] wor k wi tootthe businesss | on
and partly and they wanna work with us so thawy influence things like crossatch,

options, or training support so, what they gonna do? Spit their dummy out and go in a
darkened room and bang tables and let us get on with it? Betzgadly we can. Or do

they wanna be in the tent with us? So, from their point of view why would you not engage

and work with us?Mike, HR director, July 2014)

Despite an acceptance that the unions made a positive contribution to the restructuring process
in essence they had little option but to do so. That said, this was justified by the strong emphasis
on the need to restructure given the poor economic climate, but also the capacity that the unions

did have to implement certain practices into the picessich asrossmatching and support
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servicesdiscussed in Chap®6 and 8i which contributed, ultimately, to the description of
SRR by SteelCo. Whilst thenionsappeared complicit in the removal of jobs, their role proved
adoubleedgedsword in thatheir involvement did also lead to more favourable outcomes for
employees than if they had tnengaged the way they did. Thds®lings suggesthat unions

may have a role in contributing to more responsible outcomes during restrudgturingonly

the management of changeut specifically in he context of organisationseeking to
demonstratetheir responsibility in relation to the procedural aspects of responsible
restructuringThe next section considers this idea further, by looking at some othidrevedys

in which the unions supported the broader restructuring process and contributed to its

subsequent description as socially responsible.

' YA2YAaQ adzlJL2 NI

It is unsurprising to note that the workforce had personal and social relgi®wnsth the snior

union officialsthat had accrued throughout their working lives. This meant that during the
restructuring process, employees sought support from the ursed orthose closer, social
networks. In this sense, the unions provided an important soisapport for employees, who
reported that the unions acted as a valuable counterbalance to the often distant, impersonal
approach from HR. Theenior union officialdrequently visited the workforce out on plant,
andsocialised with them more, than meenb from HR, in terms of eating lunch together and
social event$ such as at regional union meetings and charity fundraising daysoomside

of the workplace. This role of the unionsalso woverthrough the analyses Chapters 6 and

8. Itis important tostresdhere, though, that the unions played a vital support role for employees

during the restructuring process.

Employees reported feeling more comfortable seeking advice and guidance from the unions
than that of HR. The importance of the unioo®mployees during the restructuring process
cannot be overstated. Nearly all participaati®cted by the restructuring spoke about the value
they placed in the union during the restructugpmgcesgBryson et al., 2013, MacKenzie et

al., 2006) Indeed, there was evidence reported at regional uniatimge of norunion
employeeswhich was a very small percentage, joining one otimersin theperiodbetween

the PA and P2P restructuring to gihemselves confidence that were they affected again they
could refer to the union as a source of supgobservations at union events highlighted in

some cases it was even the source of some humour, the way that participating in the cutting of
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jobs couldprove an ironic approach to recruiting new members into the uhi@personal
relationship between the uniofficials and employeesand the wdkforce more generallyyas

a valuable support mechanigar affected employeesuring the restructuring prosees. The

uni ons6 support i vmtablelmduedurimgdscussiorns withlermployeesta®

to what a process might look like were the uniomg involved These counterfactual
discussions with employees providldminating to the overall analysj as although unions
were perhaps expected to have closer relationships with the workforce, contemplating their
absence illuminated the importance of their contribution to the restructuring process. Andrea
was affected by the finance department restrectamd her view was indicative of the value

empl oyees placed on the unionsé support thro

|l got a | ot of help and support to be hone
and | was bawling my eyes out you know so
that way because | also found them quite supportive on a personal and praiekesiel.
Webdbd be out on dAndreasdiaance gepartrheatuMarch 201&6)m .

Although the unions played a supportive role to employees, they also supported the HR team
in the overall delivery of the restructuring. The social network that sriiad with employees
was reported to bring a more 6humand di mensi

personal circumstances monéimately.

In addition, HR relied on the unions meediatecommunicabn with employeesparticulaly

in explainng to the workforcehe strategicnecessity of the restructuring. Employeesre
viewed as understanding and trusting messaggarding the restructurirrgore were it to
come from a familiar face in the union, as opposed to senior management or HRhiehth w
they had little to no personal relationsHipparticular, though, the unions hefjpgne HR team
conduct the crosmiatch (redeployment) process. Due to unions knowing the personal
circumstances of employer®re intimatelythan HR, they would inforriiR as to what roles
would be most suited to each emplogeeing redeployment meetingsor instance, the unions
had a better understanding of issues such as whether an employee could work in certain parts
of the steelworks because of a medical conditonf family commitments meant they could
not do shift waok. Particularly when the crossatch was reaching completion and there were

a handful of employees struggling to be redepldykdn o wn as oOi ndi vi dual (ol
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Tthe wunions weamt aand ndgandeempathigbgvithetheir specific
problems.Much of thecontent of the redeployment meetingstween the HR team and the

unions revolved around the personal circumstances of specific employees, illustrating the
contribution the unionmade in attempting to cross match employees into roles suitable to the
personal circumstances of affected employé€sse HR advisor responsible for the finance
restructure described how the unionsd cl ose,

restructuring run smoother

Webve got some of the guys who are out on
manager a question because of whatever reason, they might feel stupid, not understand

it or trust us, but they would quite comfortably ask tlgide union representative. So

actually the union guy knows more about them and give them a view in a way that the

guys can understand a lot more effectiveBatherine, HR advisor, February 2015)

Whilst it might be expected that unions support emplogeesrepresent their intetesvhen
conducting the process, as with the cnosgchingd ur i ng t he restructurir
remained largely unrecognised in the aftermath of the process. Discussionspatti@ants

during the research cleartiemonstrated the important contribution made by the unions, yet it
was the HR team that won a CEO award for their efforts in delivering the restructuring. Of
course, receiving recognition evcontributing to job losses wast necessarily a main priority

for theunions. That said, it becomes problematic for the unions as despite contributing to the
subsequent description of responsibjlitypracticethe responsible restructuring process was
owned by SteelCo and the HR team in official company policy mectsationand used as a

way to celebrate its procedural responsib{leByuggeman, 2008 herefore, SteelCo were able

to adopt the tagline of SRR based oa tontribution the unions made to the process, without
officially recognising their rolén the same wayPut simply, the unions made the processe

socially responsibléecause ofhe support they offered to both employees and the HR team
during the imgementation of the restructuring procegiese findings suggeatconcern as to

the extent to whichesponsible restructuring may be viewed gmigely managemendriven

process. In reality, however, SteelCo margsaal the role of other actors, suchtlas unions,

within the process to its own advantage; such an advantage at SteelCo related to using the
0soci al | y desceigignio mpriove litseréputatiommongst the workforce and its

stakeholdersluring a difficult period of restructuring. Instead, unions might take ownership of
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responsible restructuring processes, explicitly emphasising the important supportive role they

offer employees subject to restructuring and job loss.

Concluding remarks

This chapter hasconsigdgit he uni on role in the design and
analysinghe extent to whiclhegotiations between SteelCo management and the HR team and

the unions contributetbwardsa responsible restructuring proce$fie early negotiations

bet ween Steel Co and t he uni ons demonstrate
responsibility during restructurin@Garaudel et al.,, 2008, Roche et al., 20IH)at is, the

findings from the SteelCo research suggest there @ppartunity to reach an outcome that is

lessan outcome fodistributivebargainingi a conflictual,zerogamei anda more integrative

processi finding complementary and common interestbetween employers and unions

during restructuring. Such examples of this at SteelCo included the agreement over the broader
commercial plan and the commitment to ensuring no compulsory redundaaloigg with

union involvement in the provision of support to affected employsesrgumentadvanced

in this thesisthough, is that this integrative potential may compel empldgeesgage with

unionsto achieve more responsible outcomes when conducting restructuringcamlancy
processesPut simply, unionsoulduse the notion afesponsibilityt o br i ng empl oyer
t a banhdeearlyto shapdhe procesand outcoménamanner mor e amenabl e

interests

That said, and in reflecting on the conceptual framework in Chapter 3, the role of unions aided
SteelCo in achieving itsprocedural responsibilities during restructuring. Of course,
engagement between managt and unions is a key aspect of restructuring process, in firms
where unions are present, as it is not only a legal requirement (in the UK) but also formed part
of t he 019 D@weenSteeC@ mrednttie Anioas discusseth Chapter 5. The
findingsillustrate howSteelCosought taactively promoteéheinvolvement of the unions ithe
restructuring process, claiming that workipgntly with the unions was important in
demonstrating to the workforce the unity between management and uniomgementing

the restructuring process. In this sense, SteelCo believed that presenting this unified front of
itself and the unions would enhance the work
and procedural justice, and thus lessen any patdisicklash from affected employg@&®rde

et al, 2009Hopkins and Hopkins, 199%im, 2009) Building on work by Forde et al (2009),
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then, this suggests that although dialogue with stakeholders may be a key tenet of responsible
approaches to restructng, the SteelCo research points to the way in winmahagement may

take advantage of the role of certatakeholdersin this case uniongn implementing
restructuring in order to minimise negative perceptions of the process amongst affected

employees.

Discussim ar o un d rdlenngheprocadwah aspiects of the restructuring procasthe

uni ons 6 a&saesgibed earligr in the chapiustrated tensions amongst the union
participantsabout their role in such a proce$$ie essencd this tension related to the notion

that the union was contributing to the removaljalfs which was considered bynion
participants, arguably, as being antithetical to the more traditiomath ideologyand practice

of preserving jobsindeed, the abe interpretation of the union role is prevented with caution

as the unions had little choice but to accept the decision to restructure, given the parlous
economic climate and t he 0 s, asrdsdussallin Chapterb.or i ¢ @
However the above analyses also highlighted the positive role that unions played in supporting
affected employees throughout the process, s
being paraded by SteelCo as a way to promote its own responsible approesthutduring.
Again, reflecting on the conceptwasal$oevidena me wo r
in the way SteelCd particularly the HR tearh relied upon the unions fmommunicate, and

mediate, messages regarding updates on the progress of the restructuring to affected
employees. The unions worked closely with the HR team in managing thexatidsprocess,
whereby the unions6é6 closer personal derd soci
placed to identify more suitable redeployment opportunities for affected employees.
Furthermore, these closer personal and social ties between the unions and the wider SteelCo
workforce also meant that when it came to seeking advice affected empfeitessre
comfortable communicating with the unions as opposed to the HR team or senior management,

an issue which is explored in greater depth in the next chapter.

The findings in this chapter thus point to a crucial interplay between how SteelCd sough
address its procedural and communication responsibilities during restructieningnstrating
the way in which certain approaches to restructurisigch as working jointly with trade unions
in implementing restructuring proces$anay ostensibly cdnibuteto more than one category

of responsibility. That is, the unions® rol e
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suppl emented Steel Cobs capacity to communi cé
given the unions were generally peired by participants as beimgore suitedo do so.In
addition, this chapter also explored the wun
noted above, the findings in this chapter corroborated emerging consistencies in the literature
between respnsible restructuring and integrative bargainiflgus, his chapter has illustrated
thewayinwhichk he uni onsd response waswasm@edocusddout p
on contributing to the overall management of change progadggnano and Stewart, 2013

Frost, 2000 Frost, 2001) Unions may seek to ensure that their role isnfty recognised

during times of restructurinigas was lacking in the CEO award for the HR team at StéelCo

and emphasise the support theffer companiesand affected employees achieving a
responsible process. This is important, as without greategnitionthe implementation of
responsible restructuring may become owned by management, marginalising the influence that
unions and other stakeholdetsave on such process@ruggeman, 2008)he next chapter

looks closer at the specific restructuring practices that sought to ameliorate the effects of
restructuring for employeesinalysng the way such practices aimed to address each of the
categories ofesponsibilities established in the conceptual framework in Chapter 3.
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Chapter 8: Responsibleeastructuring in practice

Understanding th&ypesof practiceshat constitute a responsible restructuring process is one

of theresearch questions explored in this thesis. This chdmezfore builds on the previous
empirical chapterandaddresses the specific types of practices implemented at SteelCo that
sought to ameliorate the effects of restructuring on affected emplojee=iterate, this
chapter thus addresses the final research question of this theédtse implementation of a
best practice approach to responsible restr
responsibilities during itsSRRprocess?In this sase, this chapter reflects on the critique
presented in Chapter 1, tlihere is an overemphasis in the literature on the implementation of
prescri pti ve, besbprahtieecadppraachembdachiewng enanagerial goals of
restructuring, such as improved firm performance and profitability, at the expense of a greater
focus on how such practices ameliorate the effects of restructuring and redundancy on

employees

The analytical focus in thichapter is on restructuring practices that were most prominent
throughout the research. The analysisrganisedusing the conceptudlamework presented

in Chapter 3The categories of respsibility discussed in Chaptere8e used asxploratory
theme to explore the restructuring processes at SteelCo. The framework, then, was not
employed deductively, but used to guide the analysis and findingsterate the findings from
SteelCo back to prevailing understanding of responsible approaches totuesigudhe
analysis focuses on, and expands upon, practices that were central to discugkions w
participantsas opposed tdescriptively recording all the restructuring practices impleggten
Pract i c e srespansibddhadecbeea dutlinied in IL@nd EC documentation, offering
guidance on how employers might conduct a respongaiskeucturingprocesgRogovsky et

al., 2005, Papadakis, 2010, EC, 2011, Auer, 2001y chapter adds further empirical rita

to the topic of responsible restructuring and the practioesidered to bevolved in such

processes.

This chapterexplicitly adoptsthe framevork conceptualised in Chaptert8 explore the
restructuring practices observed at Steetifganising the findings through tfeur categories
of responsibility; regulatory, procedural, communicaticend employmentesponsibilities.
Each is taken turn and analysed with reference to the prevailing literature. Across these

categories of responsiity four main themes that emerged through the research are explored.
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Firstly, a key thread through this chapter highlights how SteelCo essentially repackaged
previously existing restructuring pmefactot i ces
and essentiallyhistorical,implicit restructuring practices were made explicithe immediate

SRR processThis is referred to as thexplicitisation of previously implicit restructuring
practices highlighting the way SteelCo elevated practices assatiaith its regulatory and
procedural responsibilities in a way to celebrate its responsible approach to restructuring
Secondly, another prominent theme that follows this explicitisation, was the retrospective
description of the restructuringrocedureas6 soci al 'y r es p opostihdcl e 6 .
rationalisation of the restructuring practicasd processeas responsible, suggesting that
conducting a responsible process was not t he
process. Thirdly, therdmework builds on the role the unions m@dyin responsible
restructuring processes discussed inpgiteiouschapterby highlighting their contribution to

Steel Cobs communication responsibilities du
between tk formal and informal role of the unions, and how the broader notion of informality

at the workplace helped relax the implementatiorsdf e e ImGre forsnal SRR process.

Lastly, the analysisidicatesthe contextualnatureof responsible restructuring, that what is
responsible in one organisation may not necessarily be so in ariditsewas illustratedfor

instance,in SteelC@ s at tb adarpss &s employment responsibilities, and the varying
perceptions of efficacy of thossmatchprocess andmployability services amongst affected
employees, thus building on the analysis in Chapt@raBen together, the findings in this

chapter point téhe notion that thepecific organisational context shapes the way restructuring
practices are implementegsponsible or npandhencemustbe accounted for when seeking

to understand whether a process can be describe$aensible The key contextual factors

identified in this chapter, and the previous empirical chapters, refer to the rel®fahee
contingencies oflocal organisational and institutional factothe particularities of steel

industry industrial relations and the occupational identity of steel workers themselves.

The focus of this chaptarethe actions taken by management, the HR team and the unions in
delivering therestructuringorocess. Although detailed earlier in the thesis, it is important to
briefly clarify whois beng written about when referenteSteelCas made SteelCo refersot

the management and HR teams that were responsible for the initial decision to restructure the
organisation. As shown in the previous chapter, though, SteelCo worked closely with the on
site trade unions tdesignand deliver the restructuring processeTimions weralsoinvolved

in the practices and processes of the restructuring, and were included as pamosistinatch
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committee and governance meetings that delivered and oversaw the progress of the
restructuring process. Of course, the unions wedistinct actor from SteelCo, and the
distinction between their formal and informal role is further highlighted in the following
discusgon. Whilst the unions wengart of the team delivering the restructuring, they also acted

as a separate stakeholdeathatheir own views and concerns about ttesponsible nature of

the process. We now turn to each of the cate

Regulatory responsibility

SteelCo, like all organisationsad a responsibility to ensure compliance withrégilatory
requirements ofimplementing arestructuringprocess In terms of specific legislation, these
requirements are outlined in the Trade Union and Labour Relations (Consolidation) Act 1992
(TULR(C)A) i and its subsequent Amendment Order in Z0BHRBd amore specific, but not

legally binding, Advisory Conciliation and Arbitration Service (ACAS) code of conduct
regarding handling large scale redundancy programmes. The details of these requirements are
mentionedin Chapter 3 Nonetheless, these requirenteahaped the specific organisational

level practices at SteelCo, such as the consultation process (discussed below), the timeframe
of the restructuring and the severance packages on offer. The following discussion focuses on
how SteelCo used their compl@nwith legal requirements demonstrate its SRR process.

Complying with legal requirements sought to avoid any infringements that may have arisen
from noncompliance. At SteelCo, the key ramifications of vvmmpliance and thus a reason

to emphasise eesponsible processjvolved avoiding legal challenges through employment
tribunals related to, for instance, unfair dismissal, and avoiding any industrial relations disputes
from the workforce and unions. The HR and management rhetoric at SteelCo sexbkizest

the honouring of legal obligations indicated to affected employees that they were managing the
restructuring process in a responsible way. Of course, complying with legal requirements
during restructuring ithe leastaffected employees should @qb, especially those laid out in
TULR(C)A 1992. Bob, a HR manager involved in the delivery of the restructuring, explained
this link between legal compliance and responsibility to affected emptoyees

I woul d say that I w 0 wé rdspobpsible because Iwé lyaves at i ¢

honoured our legal obligations there, and by doing so also honoured our commitment to
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employees as well, to treat them with respect, dignity, things lik€Badt. HR manager,
July 2014)

Another way in which SteelCo soudiot demonstrate the link between legal compliance and

social responsibility was through comparing its process with how other companies conducted
restructuring. All participantsreferred to experiences they had encountéredhether
personally, vicariouslyhrough friends and family or accounts observed in the news and media

T of how other companies handled its restructuring processes in irresponsible ways. The HR
team, unions, and affected employees alike, claimed that despite any perceived shortcomings
inSteel Cobs restruct ur i npogmoperrespoeswleghanshow ather wa s
companiesmplementedt. One of the key measurements that SteelCo tsetbscribe its
restructuring as responsible was the absence of any industrial relatfmuteslisr employment
tribunal c¢claims. Steel Cobs emphasis on | egal
behavioural standard when conducting responsible restruc{@argpbell, 2007)That is, for

a restructuring process to be responsible, the minimum an organisation must do is comply with
the | aw. Steel Cods justification for doing
affected employees from other companies who doaroy out this minimum standard of legal
compliance, thus enhancing the status of St e

point was illustrated by Paul, the HR director overseeing the restructuring process

And have we had any problems frof@ne way of measuring it is, how many tribunals

or appeals have we had, right? None. Not ¢
|l ook at, but I tell you something, some cao
that. (Mike, HR Director, aly 2014)

In comparing its restructuring processes to other companies, the case of SteelCo highlights a
relativist dimension to responsible restructuring. What is responsible restructuring at one
organisation may not necessarily be the case at anotheat Wderlines this relativist
dimension, however, is the obligation to comply with thellegguirements of restructuring.

By SteelCo promoting its responsibility in legal terms it sought to distinguish its process as
responsible from other companies thet irresponsiblyand perhaps do not abide by the law,

during restructuring. Such irresponsibility resufisfySt eel Codés r hetori c, i n

experiencing employment tribunal claims and industrial relations disputes due to poor
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restructuringprat i ces . I n this sense, Steel Cobs | ega
terms, and constructed through a comparison with examples of poor restructuring practice by

other external compani¢Bergstrom and Diedrich, 2011)

There were two practical implementations in which SteelCo hoped to go beyond their minimum
legal obligations These werethrough enhanced severance packages and an extended
timeframe in whichthe restructuring was conducted. Firstly, SteelCo offered affected
employees severance packages that were substantially higher than the statutory basic
minimum® and were, unlike the statutory rates, dependant on tenateage and were
uncapped. This meathat in some instances where an affected emplahedook voluntary
redundancy or early retiremeintherefore also having access to their pension funds and lump
sum pay out$ could leave SteelCo withsax-figure severance package. The exact detdils

how much affected employees received was understandably confidential, but severance
packages of this size were alluded to by members of the HR team who were tasked with
calculating how much employees might receive. Gibatmostof those leaving SteelCo were

taking voluntary redundancy or early retireme8teelCo paid out substantial amounts of
severance pay to affected employees. This practice of paying enhanced severance packages
was not a O6newod responsi bbkean pistarical i ¢c e,
feature of restructuring at SteelCo. That is, employees affected by restructuring at SteelCo had
always received severance packages above the statutory minimum. In the PA and P2P
processes, however, thie factobenefit was repackaged as partof e el Cods br oade

process.

The second restructuring practice implemented by SteelCo was the extended timeframe within
which the restructuring was to be conducted. The legally required consultation pe#ied of

days forl00redundancies or moiieas outlined in the TULR(C)A (Amendment) Order 2013

T wasextendedoy SteelCo, with both the PA and P2P procebsésg implemented ovelr2

andl8 mont hs, respectivel y. The point at whi cl

diffi cult to determine, however, as although SteelCo was operating under its new organisational

5 As of April 2015 statutory redundapentitlements in the UK apply to employees who have been working for

their current employer for at least two years. Entitlements are also dependant on age. For those under 22,
employees ecei ve half a weekdés pay f othoseagedl2R 4fl,emmployegse ar und
receive one weeko6s pay for each full yearenmpbyees were °
receive one and half weekdds pay for each fullsyear th
and weekly pay is capped at £475. The maximum amount of statutory redundancy pay is capped at £14,250.
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structure at the beginning of the respective financial years, a small number of employees were
still yet to be redeployed. As discussed in the previous chaptdnnteames were decided

in the initial negotiations around the process between SteelCo and unions. In principle both
SteelCo and the unions agreed that an extended timeframe beyond the minimum period would
give them longer to engage in meaningful consioltavith one anotherwhilst also providing

affected employees time to adjust to the restructuring and plan their future accordingly.

There was an understanding at SteelCo that, essentially, the restructuring would take as long
as it needed to take, sonlp as the consultatisnand negotiationsvere constructive and
meaningful to the overall outcomendicative of this was the waie unions worked closely

with SteelCo in the initial negotiations (as outlinecCimapter 6jand the delivery of theross

math process (discussed below). There was no consensus, though, ampagi@apants
particularly affected employees, about the usefulness of these longer timeframes. For some
affectedemployeesthe longer timeframe gave them time to consider what tfpEbdo seek
through redployment, or whether leaving voluntary redundawoyld be an option for them.

For others, the process dragged and elongated the sense of insecurity employees experienced
throughout the process, inhibiting their ability to moveama put the restructuring behind
them. The assumption made by SteelCo and the unions that implementing longer timeframes
would be beneficial to affected employees was not necessarily viewed in this way by the
workforce. That is, the longer timeframes prajed, in some cases, negative feelings of
insecurity and uncertainty amongst the workforce. Consider this quote from Mark, who was

affected by the finance department restructure

Certain elements of it were toorlg and draggedout | t s h o u Isidné magle, b e e n

short sharpandsweet within 2 months or so, telling us what was going to happen quickly

and not a |l ong drawn out process. I f youdl

about face way, itods no ggeteeavendnoradisgranged o u t
then. Maybe thereds some benefits to that

as quick as you can, you (Maknfidbance depantenti t mor

February 2015)

Following this, HR and union partgantsreported that for a restructuring process to be

responsible, a longer timeframe is, essentially, inescapable. This is not because a longer
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timeframe was better for the affected employees as such, but rather the process and
i mpl ementation of Oresponsibled practices s
Union participants bemoaned the pressifm@n both senior management and the escdlthe
numbers of employees involveglaced on members of the HR team to manage the
restructuring in the longer timeframe, yet alone 4fteday minimum. Whilst research on
responsible restructuring hasguedthat longer timeframes arfavourable for affected
employeegRydell and Wigbald, 2011, Rydell and Wigbald, 2012, Ahlstrand, 2Qt8)case

of SteelCo illustrates that a longer timeframe is simply gohogluct of conducting a
responsible process; it just takes longer for organisations to act responsibly during
restructuring Since SteelCoalsorecognised itsesponsibility to affected employees in other
domaing such as procedural, employment and communication that are discussed betow

process necessarily extended beyond the legal minimdmddys.

Taken together, the implementation of an enhaneeerance package and a longer timeframe
represented Steel Cob6s efforts to exhibit res
going beyond their legal requirements. That séioth practices are rooted in a certain
institutioral context at Steekthat has longxisted. It is dong-standingtradition in the

industryi and other eypublic sector, unionised workplacésthat redundant steelworkers
received enhanced severance packages, and restructuring processes have typically lasted longer
than tle statutory minimum. These types of practices were considered custom at SteelCo and
the incidence of these practices, then, do not represent anything new. Rathés,nstats

the repackaging of these practices under the bannsoaitl responsibilityand the fact that

the companwiewed this repackaging as necessa@iven that it was not until after the
restructuring process that SteelCo descritsgatocess as socially responsible, there wassa

hoc rationalisation of the process as SRR. Additidy, Steel® realised that in comparison

with other companiethat do not condudheir processes the way that it does, its process

could be, comparatively speaking, perceivedaseresponsible.

In essence, SteelCo promoted previously implibé facto restructuring practicesuch as
enhanced severancagkages and longer timeframasprder teexplicitly describe its process
asSRR(Matten and Moon, 2008As mentioned above, SteelCo believed this was necessary
to avoid any potential legal challengigem the unions and employees resultingm the
implementation of the restructuring proceisarthermore, as analysed in Chaptenmgking

the Oresponsi bl ed aspect of prospeetivehdernonstrates mor e
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to employeesSt eel Cobs fair, | , wiht the antemtion eoft nhiaitamiagl appr
commitment, loyalty and positive workelated attitudesamongs the postrestructuring

workforce. The next section follows this discussion by considering the ways in which SteelCo
demonstrated their procedural responsibility.

Procedural responsibility

The responsible restructuring process at SteelCo involved fprowddures that gave structure

to the overall restructuring process. This section explores how these formal procedures
contributed towards Steel Co0s SRRrocepduralc es s,
responsibility during such processes. HR and managa participantsbelieved that the

processes implemented during the restructuring represented an augmentation on the minimum
legal and procedural aspects of restructuring, witbcason makirg the consultation period
moreresponsible. The purpose of ihdividual consultation process was to inform employees

that they were affected by restructuring, and to consult with them and a chosen representative

I a legal requirement referring to either a trade union representative or work colleagere

their ogions to either appeal the decision, takéuntary redundancgr enter theerossmatch

process. The first part of the process involved the HR team and management from relevant
departments selecting employees for redundancy based on a set of assedemeamtlaied

to their job performance,; this was also kno
performance related indicators such as empl
communication and skill levels, and was completed on a stasddnshatrix form by the HR

team and senior managers of the department being restructured. These resulted in an overall
6scoreb6 for each employee, and those with th
deselection process was discrete from tbeia consultation process. That said, SteelCo
considered the selection process as part of the broader consultation pRu@dto
confidentiality, the flowchart guiding Steel

The numberof employees selected rfoedundancy depended on the extent to which the
respective departments were being restructured. For instance, despite the finance department
restructure being centralised to Walssyeraljobs remained to provide localised financial
knowledge at the SteelCo plant in the new restructured organisation, meaning those employees
with the highest scores were offered those jobs. Likewise, with the engineering department,

severaljobs remained tgerform the emergency maintenance work that was the focus of
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Steel Cobs commerci al strategy for that depar
employees wer@le)selected for redundancy they continued through the rest of the consultation
processvhere they discussed their aspirations and were given the opportunity to appeal before
being officially placed o6at riskoé of redund
process as an extra stage that was inserted into the consultation pracesntibeyond the

basic, legal minimurnwith the intentiorto make the restructuring moresponsible. This extra

stage,the apirations and appeals procesame after the selection process and before the

official notice of redundancy to affected emplogeob, a HR manager involved in the design

of the consultation process and delivery of the restructuring, explained this

So if you dig out your employment | aw boo
few steps there, and if we justdid thatthedd t hi nk we' d have mor e
just gives you the absolute bare minimum. We've got the flow chart and we added a little
bit onéso in employment |l aw it talks about
Stage one at risk of redundanctage two sorry but you're on notice. Because we
couldndét think of anything else we've got
actually added another bit to it which is all part of the selection and aspirations bit, and

things like that engage peopg mor e. We di dnét have to! Bu
to make sure that we treat properly in tFh
social bit is about(Bob, HR manager, July 2014

Put simply, SteelCo sought to establismnial procedural gidelines for itsrestructuring

processes that legitimised its commitment to responsible restructuring in official company
documentation. By having it written down in this official company documentation, the SRR
process wouldper SteelCo, be accepted angsh the workforce and SteelCo could point to

this formal procedure were its commitment to affected employees during restructuring
challenged. By being able to clearly show how they had augmented the basic, minimum
requirements, there was a furtherexplick at i on of Steel Cobs SRR pro
employeegMatten and Moon, 2008, Forde et al., 2009)

The aspiration procesgithin this extra stage is worth discussing, as it was lauded by the HR
team and unions as key to a responsible process. The aspiration process allowed employees to

discuss with HR and unions what theitiops were if they were choséor redundancy and,
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for the most part, recorded whether employees wished tovtdietary redundancy or early
retirement or whether they wished to be redeployed at SteelCo at their current site or another

site if possible. The HR, management and upanicipanteemphasise the importance of the

aspiration process, as it allowed them to engage with the workforce about their futures post
restructuring. Understanding and engaging W
considered key to St eel Qaydes witls & Ratfogpm to operdys pr
discuss their thoughts and feelings about the prospect of redundancy. Sammy, a manager
involved in the selection of employees for redundancy in his department, highlighted how the

aspiration process was about understantilge e mp | oy:ees 6 posi ti on

A

|l tds bringing that information to the tat
opportunities may be for those peopl e, an

ensure that those people are communicated to clearly thbaopportunities are in line

with their aspirations, and to try keep t
you're actually talking to the individuals, what their aspirations and thoughts are, what

their skillset is, what suits them, what johsy want to do, so you do get down to very,

very fine detail. And the thing is when you are talking about individuals the conversation

i s between you bot h, (Sasmy, endinéesing departméntelinee | y I
manager, August 2014)

Despite beingisedto engage with employees on a personal level during the restructuring, the
aspiration process also played a necessary operational function. SteelCo used it as a data
collection method to obtain information on the wishes of the workforce. Informagioedy

from the aspiration interviews was recorded electronically on a database that was used
throughout the restructuring process as a snapshot of how many employees wanted to stay and
leave. This then indicated to SteelCo how many employees would nded reeployed
through thecrossmatch process, given the vacancies made by those optingolantary
redundancy or early retiremer@teelCo used lat they promoted asrasponsible aspect of

their consultation process to help them managentimeberof enployees through the rest of

the restructuring process. Therefore, although SteelCo celebrated the aspiration process as part
of its SRR process, it also helped serve the operational need of reducing headcount. For
example, during the P2P process the haadinnouncement of 500 job losses veakicedo

approximately 130 employees needing to be redeployed, as SteelCo exhausted the rest through
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voluntary redundancy or early retiremehiring the aspiration stage. By initiating the notion
of O as pi oyaeswere endouragedotd considehether they wanted to take voluntary
redundancyr be redeployed, which ultimately reduced tiaenberof employees SteelCo had

to manage through the restructuring process.

Another idea that emerged during the reseavxchs t he noti on of St eel
process as being 6excellentd. The HR team we
for their efforts in delivering the overall restructuring process. The CEO award document is
presentedh Appendix 1 In this document, there is direct reference to the restructuring process

as being socially responsible. The way in \ahilois was framed, or assesseds against the

SteelCo company values of understanding, unity, excellence, responsibility and integrity. The
value of O6excellenced, notably, was equated
procedure described in this section, and was a common theme discussed amongst HR
participants There was recognition, however, that referring to a restructymaogess as

excellent may, at face value, appear an inappropriate way to describe a process that ultimately
leads to job losses that have profound negative effects on affected employees.

Upon reflection though, discussions about the appropriateness ofther m 6éexcel | en
into an understanding that equated the formal pracessthe extended individual consultation

and the aspiration and appeals process withimii t h t he i dea of O0best p
(Cameron, 1994, Cascio and Wynn, 200fi5teelCo had to restructure, then the process by

which theydealt with affected employees was excellent; even if the actual outcomes of
restructuring were not excellent for those employees. There was a distinction made between

the process and outcomes of restructuring, whereby responsible restructuring emphasises
perfecting thetechnicalimplementationof the process that managed employees from the
deselection phase to either redundancy or redeployment. The focus for SteelCo in terms of
responsible restructuring was demonstrating thaspleeificprocedures themseds were fair

and presented an image of responsibility to the workforce. As Francis, a senior union official

involved in the delivery of the restructuring, explained

We' ve al ways tended to deal with job | oss
bad thingeéethat we're well seasoned in deal

thing, because that implies we're doing it regularly which we have been doing over the
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last 56 years. But it is good that when that [restructuring] happens that vkaolw how

to deal with it, we have got a formal process that we can rely on and on the whole we
know it works. Sol t hink yeah (@ramnis, esior pnioe officigl, JyWyo o d .
2014)

The framing of the restructuring through the company values Wagever, usedfter the
restructuring when the HR teanasawarded the inteal CEO award, corroborating the earlier
discussion aroundpost hoaationalisation of SRR. The company values were not the guiding
principles behind SapmiedreCospedivelp Rifherpegitonise thes but
responsible nature of its process; in this instance to substantiate the nomination for an internal
CEO award. That said, the use of company values when conducting responsible restructuring
may act as a useful heuristic device. @any values typically reflect, or influence

c o mp a(regpoénsiblgbehaviour, albeit not always explicitly articulateddasponsibility

(Forde et al., 2009)The case of SteelCo sugtethat company values may aid in the design

and implementation of responsible restructuring processes, acting as a framework that

encourages and guides responsible behaviour.

So as regardw procedural responsibilitythe findings demonstraten equadbn by SteelCo
betweerconducting an excelleprocess witlactingresponsibility suggesting that celebrating

the technical nature of good restructuring prasti@ed processesa s | mpor t ant t o
description of SRRFurthermore, sthere was an ephasis orinking the restructuring process

with company valuepost hog the process was not formatipided by thenfrom the outset
Thissectorhas expl ored Steel Cods responsibility i
guide and coordinate thselection and consultation aspect of the restructuring protkss.

next sectionturns to how SeelCo sought to implement itesponsibilities associated with

communicating and informing the workforce around the progress of the restructuring process.

Cammunication responsibility

The importance of SteelCo maintaining communication with the workforce during the
restructuring proved central in discussions watrticipants SteelCo sought to create open
channels of communicatido ensure affected employeasid the wdtforce more generally,

were kept informed and had opportunities to engage with SteelCo over their concerns. The

formal channels of communication took many forms, such as the initiation of monthly team
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briefs, joint email bulletins from managmeent and unions and updates in the onsite newspaper,

along withoral presentatoesby HR at the initi al point of ar
was to provide affected employees updates on the progress of the restructuring, query selection
decisions, vent their grievances and to offer general support throughout the restructuring. The

role of communication during restructuring practices has become an increasingly important
issue when consideringesponsible forms of restructurings discussed in Chapter 3
(Papadakis, 2010, Hopkins and Hopkins, 1999, Stengard et al., 2015, Forde et al., 2009, EC,
2011) That is, éective communication with affected employees has been considered an

important way for organisations to demonstrate fair and humane restructuring processes.

The goal of these communications was for SteelCentsure the workforce understood that
restructuring was necessary given the prevailing economic climate of low levels of demand for
UK steel and lackfarecovery in certain markets, such as steel ptaee the global financial

crisis. That said, a common strategy amongst management during restructuring is often to
deliberately present restructuring as inevitable by framing the need to restructure around such
economic imperativeéStroud and Fairbrother, 2012)he purpose of SteelCo framing and
communicating the restructuring on this primarily economic basis sought to generate an
acceptance for the need for restruictgramongst the workforce. Furthermore, SteelCo
announced the restructuring alongside the uniokemonstrate the difficulties the company
was facing in an open and transparent manne
pagebo6. T he sipns ofihdbwi Steel@oautlibed tha tredibility of the unions to

achieve this acceptance of restructuring was discus<eldapter 6

The initial rhetoric from SteelCo promisédvould be there to help as and whiewasneeded

by affected employees, withhe HR team being essentially 0
through emails, phone calls or face to face meetings. Although the joint managament

bulletin provided general information about the restructurisigch as notification of theross
matchprocess, financial status of the company, whether the new organisational structures were

in place, types of support on offéermany employees remained uncertain about what the
restructuring process meant for them personally. There was recognition ameénhgstibhs

and affected employees that although there were formal channels in place, these were too
generalised and proved insufficient in addressing the personal concerns of affected employees.
This point about the importance, yet inadequacy, of commumicatas recognised by Fiona,

a HR manager overseeing the engineering department restructure
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For me itdés all about the communication, b
who are unsure about different things. Whether it be a manager abouthelateed to

do, or employees unsure about whatoés happe
pensions figures or whatever. | think if we had better communications all of these kind

of questions and issues that arise we would we would be able to(Relpa, HR

manager, August 2014)

An emerging theme from the research was the distinction between the formal and informal
aspects within Steel Cobds S R$&durngdiscussorssarouwchi ¢ h
thee mp | o pe@vedbreakdowin the formal channels of communication. Of course, the
unionswere part of the formal tearalongside HR and senior managemehgt delivered the
restructuring, andhie notion of the complicity of unions in the restructuring was discussed in
the previous chapter. The unionsé part in tF
on thecrossmatchcommittee that was responsible for redeployment of affected eegdoy

and their representation e higherlevel governance meetingdegardingcommunication,

unions were part of the formal announcement of the restructuring and were also involved in
the distribution of the joint managemarmiion bulletins mentiortepreviously. That said, the

unions also contributed to the informal dimension of the restructuring. Affected employees
reported they often sought advice and guidance from the unions outside the formal channels of
communication initiated by the HR team as theynde# these formal channels to be
inadequate in addressing their more personal concerns. Employees sought the support from
unions as they were closer to them in terms of their social networks, and trusted the unions to
address their concerns in a more peat@md direct wayBryson et al., 2013, MacKenzie et

al., 2006, Cullinane and Dundon, 2011, Blyton et 2001, Stroud and Fairbrother, 2012)
Therewas a perceived lack afiterpersonal communicatiowithin the formal channels of
communicabn that led to affected employees seeking advice and guidance from the unions on

an informal basis.

Of course, informality hakng been a feature of employment relatigRainbird and Stuart,
2011, Terry, 1977, MacKenzie and Martinez Lucio, 200%)at is significant here, though, is
the way in which it was these informal networks essentially lubricated the formal procedures

that were in place at SteelCo during its SRR @ssc here were many instances of employees
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meeting senior union officials outside of the formal chanmtelgain more personalised
information; at union events, in hallways and even at the pub after work. Put simply, the union
adopted botha formal and ih or mal r ol eresponsibles testrieclur@ precess
(MacKenzie and Martinez Lucio, 2005formally, they were part of the delivery of the
restructuring alongside the HR aménagement teams. Informally, they provided an outlet for
affected empl oyeesd dissatisfaction with the
HR and management teams. Consider the followirgjegufrom Georgina and Andrdagth

affected by theihance department restructutieat highlight both the inadequacy of the formal
channels of communication and the i mportance

inadequacies

She [HR rep] did come a few times when we was having our commumschtiefings

but shedéd be at the back out the way and

|l ook around and everyoneb6s going, whoodos t
honest! Whoodés she, whatodos she ybdweventgedher e,
to contact her, it was never, she werenot

chase her, you was always chasing if you wanted informaf®aorgina, finance
department, March 2015)

| 6d probably say | actually went to the
communication from the unions and whenever | had a question or a worry or a query,
theydd be | i ke, come and see me tomorrow
themmore. But with HR it was a bit of a cat and mouse chase, it was a bit of a chase
sometimes and when | went to them | felt like got more vague answers and then what |

di d with t he (Andrea,finarnicé depadnment,iMarohe281b).

Affected emplyees, thenappearedlissatisfied with the formal channels of commioation

initiated by SteelCoforming negative attitudes towards the HR team and SteelCo more
generall y; as Andreabds quote above ild@astrat
communication is a prerequs for a responsible process does not providaamced enough
understanding of how communication should be delivered during restructuring processes
(Forde et al., 2009, Stengard et al., 20T%)e case of SteelCo suggests that the nature of this

6fairnesso tuestruotiging mess peoumdeistbod; at SteelCo, the lack of
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interpersonal communi cati on i n t he f or mal
dissatisfaction, and thus led to a greater engagement with the informal networks offered by the

unions.

Another nst ance of the role of informality 1in S
rumours (Stroud and Fairbrother, 2012Both HR and uniongarticipantsaccepted that

rumours about the restructuring arb®eause ogéither misrepresentation or misinterpretat

of the information communicated to the wimice. One example from Gillyffected by the
reductions in the finaze department, | | ustrated this. On the day
surfaced that the finance dengaandelled midghat r el o
affected employees were to get their original jobs back. The source of this rumour stemmed
from a colleague s#ng a senior finance manageao was considered resporisilfor the

finance relocationname in the sign in book at tiheception desk that morning. The rumour

was that this senior finance manager had come from SteelCo HQ in London to discuss the
reversal of the finance relocatibnConsequently, this led employees within the finance
department to believe they would mo\aehkinto their previous jobs, and that they did not have

to worry about what job they were redeployed into during thesenatch. This meant that

there was a disengagement from certain affected employees with the overall restructuring

process.

Gi | lkcgaurg highlights how employees essentially created their own understanding of the
progress of the restructuring through these more informal channels when they perceived the
formal channels to be inadequate in their substance. These informal commurlcatioels

amongst the workforce were viewed as detrimental to the prodgresstructuring by HR and
unionparticipants as t hey influenced the wor kgiwasr ce 6 s
managed by SteelCo anthde it difficult for them to commmicate a consistent message about

the progress of the restructuring. HR and the unions accepted, though, that avoiding rumours
amongst the workforce was impossible duragestructuringprocess Indeed, the unions
understood the prevalence of these infalrchannels and how they operated as they were

implicated through them, as discussed previously. Fred, a senior union official involved in the

7 Since the research some aspects of the finance operation at SteelCo had indeed been reversed and moved away
from Wales, with certain employees gegtiteir original job back. At the time of data collection, though, this had
not been confirmed.

162



delivery of the restructuring, described some of the issues related to managing rumours during

the restructuring

Youbve to be careful in the original passi
on, thatés the only mill thatds not gonna
inanybusines it 6s, oh wwastalkingloea aatairhétpbbilast nighs | I
and he's said such and such and that means were gonna go and everything like that you
know. And then two and two make five, you know. | know the company like to feel as
though itds been responsi bl eeomerthingst butiifngs |
you aint got nowt to tell them donét tell

(Fred, senior union official, August 2014)

The role of informality, t hen, pl ayed a cen
negative and positive way. The case of SteelCo suggests that despite formal procedures such

as the initiation of channels of communication by HRnd, for instance, the consultation

process described in the previous seciioit was the informal practices surmding the

process that wemeflected on most by participardaring the research. In terms of the negative
aspect of i nformality, Steel Co failed to <c
misrepresentation and misinterpretation of information thatdethe workforce arriving at

their own conclusions about the progress of the restructuring. This highlights how clear,
effective communication is key to responsible restructuring processes, so as to avoid affected
employees disengaging from the procesd perceiving the company negatively as a result
(Stengard et al., 2015, Forde et al., 2Q08)ich negative perceptions are detrimental for the
company, particularly when trying to present the company as responsible. In terms of the
positive aspect of informality, that affected employeesld go to the mions on an informal

basisto fill gaps in the formal channels of communication wésnately useful for SteelCo.

This meant thaheextent of dissatisfaction of affected employees with the formal process was
mitigated. What is damaging for the unionsuaithis was the way in which the HR team were
subsequenthawarded an internal CEO award, as discussed previdiaslyheir efforts in

managing the restructuring and therefore taking ownership of the overall formal process
(Bruggeman, 2008)Iindeed, the HR team lauded the fact that the SRR process was to be
benchmarked across al | St comparGstaddard. Blkougthet es a's

unions plged a key role, both formally and informally, in contributing torésponsible nature
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of the process, this was rafficially recognised. The case of SteelCo suggests that unions may
sed to take greater ownershiprsponsible restructuriqocessesand emphasise the crucial

role they play in offering advice and guidance to employees and supporting them through the
restructuring proceséRainbird and Stuart, 2011, MacKenzie and Martinez Lucio, 2005,
Bryson et al., 2013)

Employment responsibility

There were also effortsmadei t hi n St eel Cods SRR process t
maintained employment peststructuring. Before presenting the d&tam the research at
SteelCoq it is necessary to reiterate, though discussed in Chapteh&, is meant by
employment respsibility. The two ways in which SteelCo sought to ensure affected
employees maintained employment was throughngrnal redeployment procegsross
matching), and offerintpasic employability servicdsr employees to improve their chances

of securing mployment either internally or externally. These two practices arecligti that

t he for mer 6 s ¢sdmehsre coneinded eniployynemnefaffected employees at
SteelCo, whilst the latter, employability servicedfers forms of training ah personal
development that provide affected employees with the means to apply and secure a job
externally @nd in some instancasternally). Ensuring affected employees secure employment
or supporting them in securing employment gestructuring hasden viewed as an important
tenet of responsible restructurifgC, 2011, EGF, 2013, Stuart et al., 2007, Auer, 2001,
Rogovsky etal., 2005, Papadakis, 2010)he following section discusses these twpeass,
redeploymat and employability serviceg f Steel Cobs e migyl aodyithe nt

implication for understandingesponsible restructuring.

Theinternal redeployment process, crosatching,was the primary practice implemented by
SteelCo that sought to maintain employment for affected employees. An initial description of
the crossmatch process is required here. This process was managed byrasematch
committeethe HR t@m and senior union officialg/hereby affected employees were placed
either into roles made vacant by those takiolgintary redundancy or early retiremgmit roles

that were created as part of the new organisational structure. During the aspiration process
employees consulted a lisf corossmat ¢ h 0 o p pa® terimednby theressniatch
committeeand rated the roles they hoped to be redeployednigsms of personal preference

(a o6top t hr ee 6 xrossnatcheommittee svasttoimatoh emdoyeeshamh roles
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most suited to their skillset and competencies, as opposed to simply placing them into any
vacant role. Affected employees werd stibject to an application processich as damitting

a CV or attending an interviewyhen being redeployed internally. Although SteelCasw
committed to redeploying all those wishing to maintain employment internally, the quality of
their applicationto the crossmatchopportunities determined whether they were placed into
their more preferred roles. Additionally, however, affected employees were permitted to apply
to as many jobs as they wished; there were some instances of employees applying I6r up t
jobs internally.This meant that many employees ended up in roles that they were not directly
trained for, and thus were reliant on SteelCo to provide adequate internal training and

development programmes to assist workers in their new, redeplogsd rol

This crossmatching process upheld an historical union tradition at SteelCo of ensuring that no
empl oyees were made O6hardé redundanChapterc o mpul
5 (Beynon et al., 1991)Put simply, by exhausting all those wishing to takduntary
redundancyor early retirementhe crossmatch committee ensured that those wishing to
maintain employment at SteelCo had a greater chance of internal redeployment and avoiding a
hard redundancy, utilising the roles made vacant by those tadimgtary redundancyrearly
retirement.Whilst this process was, again, not a new practice at SteelCo, the HR and union
participantdauded the emphasis on internal redeploymeiatvoid any hard redundancies as

key to its SRR process. The assumption made during negotiatbdwsen SteelCo and the
unions was that no compulsorgdundancies was central to implementingeaponsible
process. Therefore, SteelCo made explicit the previalsl§actorestructuring practice of
avoiding hard redundancids,celebrate the respons#ishature of process. That is, SteelCo and

the unions not allowing any employee to leave the organisation unless they chose to do so
voluntarily. Thecrossmatchprocess was something that had, essentially, always happened at
SteelCo, but was noweing repakaged as part of itsroader SRR process. Mike, the HR

director overseeing the restructuring processes, explained the rationale drivdirgstmeatch

process
I stil | have people say theydd | ike to | eas
wants to stay, that 6s sitbmadetuhionsl gan theecdsse al w
match process, t hat says, Ookay replacet her e

someone her-mdoch précess was abgustrying to match people who wanted
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to stay with people in departments who might have wished to go and we're happy to
handle both, we have to make sure the person who indicated that they wanted to go is
dealt with and gets all the information t
themin terms of outplacement, whether it be, do you want another job or do you just

want to know some career advice in gengidike, HR Director, July 2014)

As was discussed ithe analysis irChapter 6of e mpl oyees 6 experience o0
process, thenternal redeployment of employees led to, what has been tenrttad thesisan
dGnbetweendr status for employees. That is, affected employees experienced consequences
associated wittbeing both victims and survivors of the restructuring process, fallisg

between the interstices of these two categories (Biggn thatcross matching was central to
Steel Cobs d emnediateprocess as saciflly iegpansiltdet also in historical

rounds of restructuringhe experience of inbetweendrscame an important theme to have
emerged from the datand consequence unique to the implementation of cross matching. Such
employees faced a sense of displacement and disruption to their career trajectories, particularly
the majority were redeployed intlifferent roles for which they were not trained for, and were

dependent on therossmatchc o mmi t t eeds abil ity to find then

Following on from theabove quotdrom Mike, SteelCoalso aimed to support employees

through redeploymermtr into employment elsewhere by providing support services throughout

the restructuring processes. This |l eads ont
responsibility, through the provision of employability servicesiningCowas an important

actorin delivering these support services. Training€a fully owned subsidiary aine ofthe

main uniors on site that provided education and training services focusing on improving the
employability of employees affected by restructuring. Although the stigpovices offered

by TrainingCo were considered by the HR and urparticipantsas a responsible way of

helping employees secure employment gestructuring, it was itsiclusion in the process as
aresponsiblerganisationthat became a central themnediscussions with the HR and union

participants

As a subsidiary of the main trade union on site, TrainingCo had a history of dealing with
steelworkers affected by restructuring, which meant its service was appropriately tailored to
the needs of SteelCo. Furthermosice TrainingCo was part of a tradeunion, it was

considered the more responsible option compared to other service providers because of this
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link to the trade unions. Through association with the unions, then, Training§peveeived

as not only able to deliver the relevant employment suggovices but also as the responsible
choice of provider. There was a further cals® anade by the union participania that
TrainingCo was the cheaper option for SteelCo due to its status as a subsidiary of the union, as
opposed to the more commeittyaoriented skills, trainig and recruitment agencies. The
responsible option wabusframed and soldby the unions as the more castective option.

These ideas were illustrated by Sebastian, a senior union official, in that TrainingCo did not

have he ulterior motive of profit like other service providers

A

ltés a training arm of a uni on, it coul d
we wi || utilise their [TrainingCoos] trai
profit way, working with the compywurg, who

restructuring and you're taking jobs out
making money as a business so you're not therefore going to be able to spend thousands

and thousands on retraining, thaeagpa a fi:
working relationship with, TrainingCo 1is

better service and thereds an wunderstand
responsi ble partnershipébecause witlh the
responsibility, itds just the classic ca

(Sebastian, senior union official, July 2014)

This leads onto a discussion of other service providers SteelCo engagéal valih affected
employees maintain employmen®teelCo organised jobs fairs for affected employees,
whereby local organisations and stakeholdlessach as recruiting companies, Jobcentre Plus,
further educatiortolleges, skills agencies and recruitment agericiemme onto the SteelCo

site to adverie employment and education opportunities to affected employees. These jobs
fairs, however, only operated during the PA restructuring process. Both HR and union
participantsexpressed concerms interviewsabout the suitability and relevance of training
providers to the specific type of employees affected by the restructuring, thus meaning that
during P2P SteelCo decided not to engage with the external providbesstame extent as

they had done during PA. Granted, the scale of restructuring was diffe”&and P2P (1200

and 500 job losses, respectively), yet it was the suitability of the services to the specific needs
of the SteelCo workforce that was questioned by the HR and pariticipants The HR and
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unionparticipantgeported that the issudtiv external service providers was that their blanket,
universal approach to providing suppeds considered inconsistent as tdeynot recognise
the specific needs alistinct groups oWorkers such as engineering craftworkers and members
of the finarce teamat SteelCo.

The recognition of the distinction betweelifferent types of occupationwas discussed
amongst alparticipantsduring the researchhe categorisations of which were distinguished

in Chaptes 4 andb. For the most pargngineeringraftworkers and those in manual rolesre
redeployed across the plant with relative ease. dxample many of those affected in the
engineering department simply transéer across to production rolesrking on the reline of

the blast furnaceThis wasin comparisorto more office based staff, such a those from the
finance and communications departmenio tended to havgreater ambitions to do work,
such as stying in a finance based rotbat was similar to what they were currently doing and
were qualified for. In terms of actual employability practices, however, what was offered was

viewed bymanyof theaffected employees as basic and limited in scope.

The main type of support offeréalthe workforce were workshops that helped employees with
CV writing and interview techniques. These were conducted by two project officers from
TrainingCo, and involved drejm type sessions where employees who were either applying for
jobs internally orconsidering a job externally went to receive guidance on the application
process. Allparticipantsaccepted that thbasic employability supporthe CV wrting and
interview techniquesyas more appropriate to olgenanualworkers at SteelCo and thustha

not experienced, in some instances for upggears, applying for johdet alone applying for

jobs online. In comparisomffice and administrative staffor the most part, had access to
computerslaily and did not consider the online applicationgass as much of an ordeal. This
was a point recognised by employees, as the basic employability services on offer were
perceived asoo basic fooffice and administrative personrimit appropriate for the needs of
older, manual workerg\s stated in Chapt 5, proportionally, moreffice and administrative
workers were affected in P2P and PA than had historically been dage in previous
restructuring processed SteelCo, meaning the distinction between the need®idders in
different types of occupatnswas broughinto sharper focus during the implementation of
these practiceAlthough the HR and unioparticipantsquestioned the blanket approach to

provision of external support after the PA process, the decision to drop the engagement with
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providess from PA to P2P did not necessarily improve the appropriateness of the employability

services for employees, especially éffice and administrative staff

Whilst SteelCo recognised tli#ference in needs between occupatj@ms the inadequacies

of external service providers in understanding this difference, the support on offer did not
subsequentlyimprove despitethis recognition. Consider the following two quotes from

affected employeedhe first is an account from Ron, wil8y e ar s 6 steelCyandtc e a't
was affected by the engineering department restructure, who highlighted some of the
difficulties experienced bynanualworkers during the restructuring process. The second is

from Charlotte, with jusi8mont hs & ser vi ce i partrhehtebuteviooralsou ni ¢ a
drew upon the experiences of her Dad who also worked at SteelGoanualrole and was

affected by restructuring.

I mean you know whatés i1tds | ike with CVs
intervi ews, its nerve racking isnbdét it? Tc
filling it all in, every time you apply for an interview you change yovra@d tailor your

CV to that particular job, not all jobs are the same you know, so different jobs need

di fferent CVs really. Takes a while donodt
of time, most people have only done that2 or 3timéséeit r | i f eé We ai nt r
all that (Ron, engineering department, March 2015)

|l think for some people itds helpful. 1 me
workshop] | knew that the guys that were in there, and you know these guyfiédrom t

pl ant are in their 50s, have al ways wor kec¢
comes to creating a CV or applying for ot
thereds a place for that but not sdnan much
of fice and | know the dril/l in that respe:q
clue where to star{Charlotte, communications department, February 2015)

Thus, recognising the differentequirementsbetween occupationat SteelCo or indeed
different groups or categories of workers more generdlas implications for how we
understandhe implementation ofesponsible restructuring. The decision to engage with

external service providers in the PA process and not in the P2P processwatially viewed
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as aresponsible decision, as it reflected what SteelCo believed was more important to their
specific occupational demographics of the workfardg@esponsible restructag is thus
understoodfrom these findingsin more specific, localisk terms. Whilst literature on
responsible restructuring emphasises the importance of helping employees affected by
restructuring into employment pesstructuring, the case of SteelCo illustrates that the context

in which these prescriptive forms of suppare implemented matters to whether an
organisatiori or, more importantly, aficted employeek views them asesponsible or not.
Engagement with external service provideend other stakeholders, more broadiypay be
considered a characteristic piiae of responsible restructuring, but it is not jugho
organisations engage with bwhat the engagement contributes to the process within the
confines of that organisational contereenwood, 2007)Simply referring to a list of
respnsible restructuring practices such as employability services, or even effective
communication and implementing them during restructuring may, at face value, suggest that
an organisation hasonducted a responsible process. This, howegeigres whdier the
contexts in which such practices are applied have necessarily led to a more responsible outcome
for affected employees. Broadly speaking, the case of SteelCo suggests that the incidence of
certain 6responsi bl ed p essadoesinoteqatena thel eéffitacya r e s

if the organisationatontext that shapes their implementation is not also accounted for.

Concluding remarks

This chapter used the earlier framework that categorised four areas of responsible restructuring
practice to further explore the process implemented by SteelCo. These categories of
responsibility refer to theregulatory, procedural, communicatiomnd employment
responsibilitiesas outlined in Chapter Fhe analysis eschewed description of all the specific
practices implemented by SteelCo, but sought to explore how the different areas of
responsibility were enacted upon. Four themes that emerged, and overlapped, within these
categories were discussetietexplicitisation ofde factorestructuring practices that were
repackaged as SRR; thest hoaationalisation of practices as SRR; the role of informality in
circumventing the formal SRR processes; and the relativestlised anadtontextual nature of

the implementation of SRR practices.

In relation to how SteelCo repackaged previous, dstagdng restructuring practices as

responsible, this was most evident in three ways. The compliance with legal requirements and
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documentation of the formal restrudohg procedure were both celebrated by the HR and union
participants along with the emphasis on tbessmatchprocess beintghe key practices that
sought to uphold its regulatory responsibilitidhe practicesdentified in the PA and P2P
processeswvere not new to SteelConor the least expected of them in terms of legal
requirements, but were made explitit preseit to the workforce an image acting

responsibly

Given that the HR team were awarded an internal CEO award for their efforts in cogduct

the process, this highlighted thmost hocrationalisation of the restructuring process as
responsibleBy retrospectively applying company values to different aspects of the process,

HR framed the restructuring assponsible and thus, pragmaticallsere ecognised for their

efforts in mamging the restructuring process,véagh the internal CEO awardhese findings
suggestthat attempts by organisations, as evident in anabfsiSteelCoin the preceding

chaptersto uphold their procedural respdniities may operate as a way for them to legitimise

the restructuring amongst t he woThétfispthece und
establishmentf supposely official 6r esponsi bl ed procedure rel at
through company pizy documentationat SteelCanay serve as a way for organisations to

justify the incidence of a responsible approddfis comes at the expense of a more substantive
concern for the effects on employeeslso as de
serves specific strategic goals of reducing any backlash or protest from the workforce, and
maintaining a positive reputation during the implementation of an ostensibly difficult

restructuring and redundancy process.

The distinction between the formahd informal aspects of thesponsible restructuring
process were most evident in the analysis of the breakdown of the formal channels of
communication initiated by SteelCo. There were both negative (rumour mills) and positive
(informal networks of unios) aspects of this informality for SteelCo. Agaas, discussed in
Chapter 7the role of the unions came into focus in providing an outlet for affected employees
dissatisfied with the formal channels of communication. The danger here is that the role that
unions contributed towards making the process mesgonsible, such aslvising and guiding
affected employees outside the M@l channels of communicationyas not officially

recognised by SteelCo.
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Lastly, whilst the provision of support for affected employees to maintain employment existed

and can be viewed as best practice, the extent to which this was perceived by employees as
responsible was hindered given the blanket approach taken to its iempéetion.In this sense,

the standardised approach to the provision of support meant affected employees did not
perceive Steel Cobs SRR por.o ciHwireflected in ttha abdve nct |
analysis relating to explicitisation of practices a r egards to Steel Cobs
procedural responsibilties demonstrating the way in which
certain areas of responsibility may enable or hinder the perception of responsibility in others
Notably, he perceived inadeqcias of the support by affected employédksstratedthatany

attempt to address relevant employment responsibilities must account for the occupational
demographics of the workforce, and be suited to the needs of differing types of workers for a
processda be considered responsible by those most atfecte

The preceding empirical chapters haxploredthe rationale, processes, practices, interactions

and dynamics i n the i mgebcebeteSRR pracése DiscussionBase e | C
focused around the way el ements of Steel Cod:
responsible approach&srestructuring, with reference to the conceptual framework Chapter 3
guiding the logic of the analysis’The next chapteconcludes the thesis by offering some
extended discussion of significance tbe findings, highlighting the keytheoretical and

practcal contributions
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Conclusion: the concept and practice of responsible restructuring

This researchasexploredtherationale, processes, prac¢c@nteractions and dynamics of an
organisationmplementing a responsible restructuring @ssThe research identifiesrange

of issues pertinent to thmplementatiorof a restructuring process a UK steel plant (SteelCo)
that claimed to have conducted, whatitdescrdsed 6 soci al ly responsi bl e
The contribution of tis researchis framed by theargumentthat the tendencyto view
responsible restructuring as sets of prescripbest practice approaches has mealeiss
attention has beenafforded to how local organisational contexthistory and worker
expectationsshape the implementation of such proced3emswing on debatesom the HRM
literature, the thesisdvancedis that the concept of responsible restructuring is more
appropriately understood throughbast fit approach.A best fit approach recognises the
contingencies oflocal organisational and institutional factothe particularities of steel

industry industrial relations and the occupational identity of steel workers themselves

This is a departure from th@evailing emphasis in the academic andgyoliterature on the
implementation oprescriptive best practice approashtwhich has led to an under theorisation

of responsible restructuring. Further, although it is possible to identify a number of good
restructuring practices, the argument in thissis is that the overall perspective of the best
practice approach is problematist SteelCo, there were three contextual variables most
prominent in shaping the design and delivery of its SRR protesse relate tthe historical
nature of existingastructuring practices, the role of trade unions and the relevartbe of

steelworkeloccupational identity, which are developed further below

In addition, thdindings lead to the conclusidnatthe extent to which responsible restructuring
representa novel, meaningful change in organisational pracsigeiestionablelhat is, whilst
literature proposes that the practice of responsible restructuring aameliorate the impact

on employeesaffected by restructuring and redundantys research identifies two ways
managementanuseit strategically to address specific management goals. Firstly, responsible
restructuring allows managementegitimiserestructuring amongst the workforce, utilising a
rhetoric of responsibilityto neutrdise the perceived negative connotations associated with
restructuring and redundancy. In this sense, responsible restructuring is viewed as a strategy
employed by management to generate an acquiescence amongst the workforceitewards

implementation In turn, management seek to use responsible restructuring to reduce any
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consequentigbrotestoverthe decisiorto implementedundancy processes. This was evident
from SteelCo, whereby historical, long existing practices weframedandrepackagedinder
the guise of tWseppomdsi bmaniatgyebment 6 s strategy

restructuring process.

Secondly, andrelatedly, managementappear toseek to implement such a process
prospectively counteract the negative effects associated withsuv or s & syndr ome.
research at SteelCalso extends understandingf the types of employees affedtedy
responsible restructuringecognigng that restructuringnot only impacts on victims and
survivors, connecting tdebates ithe HRM literature, but alsilentifiesa new, analytically

discrete category ofaffected employe€eThese are termadbetweenersind reflect the status

of employees who andctimsas their job was made redundant, yetsaneivorsas they were
subsequetly internally redeployed. The implications of the experierafembetweenerof

restructuring and redundanisyoutlined below.

This researctutilised, and built on, the intersections between HRM, industrial relations and
business ethics literature amguing that future research shouidlude agreater focus on how
local organisational contexts shape the implementation and outcomessmdnsible
restructuring processebhe remainder of this concluding chapter develops these arguments by
expanding a subthemesnd contextual variabladentified as crucial to the implementation

of St eel Co 6 Fhe Gh&pRRr epds with @8 commentaryagparticularstrength of the
methodological approach taken, before outlining the implications of the condeatneiork

developed in Chapt 3for futureresearchnto, and practice ofesponsible restructuring.

Implementing responsible restructuring: best practice, best fit and local
organisational context

One of the aimef the researclwvas tounderstandhow thepractices implemented at SteelCo
led to its description of restructuring as SRR. Thisstjoa sought to explore the practical
implementationof a responsible restructuringrocess given the emphasis drest practice
approache# the HRM literatue and EC and ILO documentatidnghlightedin Chapters 1

and 3 Whilstmostof the practices implemented at SteelCo reflected this prevailing literature,
the findings in the preceding chapters point to the limited applicalaliy relevancef these

best pratice, prescriptive approaches in implementimggponsible forms of restructuring
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(Cascio, 2005, Cascio and Wynn, 2004, Aa®01) Despite the existence sfipposed best
practices at SteelCo, any perceived success, or not, of certain practices cannot be isolated from
the specific (local) contgual i historic, contemporaryand institutionall factors hat shape
their implementation. Aius a call for thanfluenceof contextto bemore deeply and explicitly
integratednto subsequent studies of responsible restructuring is a key contributiortiHeo

research conducted at SteelCo.

The recognition of the role of local organisational context is hence importdingrasire on
responsible restructuring haas sumed t hat t he i mpl ementati o
practices equates to ra overall responsible restructuringrocess Therefore, this thesis

advances the argumetttat, conceptually, a responsible restructuring strategy should be
characterisedas per thestrategic HRM literatureasa best fit approach that recognises the
contingencies of the specific organisational context. Thasdeparturérom the emphasis on

best practiceapproaches that have, historically, been thmidant characterisation in the

literature

As identifiedin Chaptersland 2,y pi cal |l y a O menud ¢ofempboyessct i c e ¢
for adoption when planning on conducting restructuring in a responsible faghisris not to

suggest, however, that good restructuring practice cannot be identified é@la007)For

instance, providing employment support and skills training to those made redoraidoe
consideredyood restructuring practicénstead,the capady for management to implement
practicesso they ardothperceivedas responsible by ¢hworkforceandameliorate the effects

of restructuring and redundancy necessarily dep@mdthe local organisational context in

which they are implemented@his was evident at SteelCo severalways as discussed in the
preceding chapters, but, for exdmpChapter 7 demonstrated htive SteelCo contexnabled

the trade union$o contribute to the communicati responsibilitiesof SteelC& s pr oces s
Further, another key element of the SteelCo cordkzliorated on in Chapter 7 relates to the

above example of employme support and skills trainingas the provision of this was
perceived by management and the workforce as objectively good restructuring practice. That
said, at SteelCats differential efectiveness disproportionately inhibitetle subsequent
employability status adffice and administrative staffiore tharmanual workersand therefore

was not viewed by employees, particulahg former asdistinctly responsiblepractice
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Therefore,emanating from this research, itasguel that there is no blueprint, or objective
approach, to ensure the implementatad responsible restructuring. Thanpleincidenceof

a Oresponsibled practice effeacynThis is dnenpoaasits u me d
distinction that debates around responsible restructuring in the HRM literature thus far have
overlooked(Teague and Roche, 2014, Tsai and Shih, 203t is not to suggest, however,

that in certain contexts responsible practices are ineffective. R#therthat there is no
absolutecast irorapproach to responsible restructuritigimplementation is contingent upon,

for example, factors such as the embeddedness of particular actors or institutional arrangements
(trade unions, collective bargaining), or the dispositions, and expectations, of the workforce
towards restructuring that shaped by particular demographics or occupational identities
(office, administrative or manuaborkers, older or younger workers, pension entitlements).
Despite this, at face value, or at least consistent with criteria outlined in the prevailing academic
and policy literature, one might wobjéclivells ugges
described as responsible restructuihgague and Roche, 2014he clser attention paid to

the implementdon of restructuringpractices in this researchowever, identified considerable

gaps in thgrovisionof responsibl@racticesand their subsequent effectiveness at ameliorating

the effects on employees. Thus, thedimgs from this research proposet less emphasis

should be placed on the existence of certain objeatimsures in future studiesf
restructuring. Insteadt, is upon the contingencies, and within the parameters, of the specific
organisational contexhat a responsible restituring is more appropriately understood

Investigatingthe implementationdf he practi ces that constitute
revealed insights as to ways that the HR function, more broadly, strategise responsible
restructuring processes practice As mentionedyesponsible restructuring may not always
necessarily be movel approach to restructuring as suggested by its proponents in the literature,

nor represent a meaningful change towards more responsible or ethical HRM [{famtitze

et al.,, 2009, Greenwood, 2013\t SteelCo, log standing restructuring practices were
reframed through a nnats SRR proceseas opdosedto ang distnots i b i |
augmentation toheseexistingresponseso restructuringNonethelessthere were deliberate

attempts throughout, ardfter, SteelC@® s r e s tto make explidit itsgcommitment to
implementing its process responsibly. This involved, for instaceleprating such practices as

the close engagement between the HR team and trade unions during the redeployment phase
and ersuring no compulsory redundanciesotB thesepracticesexistedprior to the SRR

process thoughn o t previously described as explicit
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restructuring processes researched iato historical organisational context of SteeC o 6 s
approach to restructuring, the supposed SRR processafidepresent any meaningful

differenceon how it conducted restructuringthe past

In this sense, this thesis argues that one aspedsthewto the debates around responsible

restructuring i s management 6 dorlegitipisatog Buehnt o f

a strategy suggests that responsible restructuring is conducted in the purguiittainng, or
even improvingthe perceptio of the oganisatioramongst employees aonther stakeholders
Concern amongst management for this perception is of particular relavhaneconducting

an ostensibly difficultand often unpleasamgstructuring and redundancy process. This is not

to sa, however, that there was no sense that the management at SteelCo did not intend to

genuinely act responsibly, as the lgses in Chapter 6 demonstrated. Rathiewas thatthis

pur s uredponsibilitpyddi sproportionately s ecompardgontoanagert

addressing the more substantive needs of affected employees.

+AOQGAYEY AdINDAG2NE FYyR WAYyoSisSSySNEQ

restructuring

An objectiveof the research was to understand I®teelCosought to ameliorate the impact

of restructuring and redundancy through its respong®RR) process Thus the research
explorad whetherS t e e ISRFopéosesgenerated different response froemployees from

a process explicitly described as sush k ey mot i ve fpoocessSderdifeedn Co 0 s
interviews with HR and management centred around the impact that the process would have

S

on those remaining at SteelCopose st r uct ur e ;Thefindiegs lKigblighted howo r s 6 .

management and HR at SteelCo believed that by imgiénmg a process in a fair, just and
equitable way, anpegative effects on survivorgould, prospectively be mitigatedLinking

to thestrategisingpf responsible restructurin@teelCointended tamaintain the commitment

and loyalty of the postestructiring workforce through describing its process as SRR
Employees, or survivors, would then take solpeeSt eel Cobds rational e,
company could be trusted to manage the procegsonsibly St eel Cobds hope
would essentidy engendera demonstration effect for any potentfalture restructuring
processesys presented in Chapter 6. Indeed, a featuteblusiness ethics and HRM literature
related to restructuring is how the implementation of such processes can impéde on t

employment relationshjpthrough perceptions of fairness amsngemployees towards
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employerstypically, in a negative fashiofHopkins and Hopkins, 1999, Van Buren lll, 2000,
Sahdev, 2003, Devine et al., 2003, B&is and Arman, 2016)Vhat the research at SteelCo
highlights, then, is that althouglsponsible restructung has been understood as an approach
thatameliorats the impact on thegictimsof restructuring and redundancy, such a process can
also be intendebly management tetrategicallycounteract the effects on the posstructuring

workforce Gurvivorg.

This recognition of the intended strategic benefit of restructuring reirsfarad expands on
tentative debates in the HRM literature by Teague and Roche (2014) and Bergstrom and Arman

(2016) about the impact of responsitdstructuing on survivors.

If there are prospective strategic benefits of impgletimg responsible restructuriregit seems
from the SteelCo datayhat might explain tb reasons for the observed low ratdsits
implementation by Teague and Roche (2014) aredisre in the literature® contentionof
this researchis that the observed lowatesof responsible restructuring a consequence of
measuring the existenad, and compliancevith, a set of olgctive, prescriptive practices.
Evaluating supposed cases of responsible restructuritigis way neglects thedynamics
involved in thepractical implementation, anthe perceived successf the processrom
affected employeesn favour ofa simple recording atfhe incidence of certan responsible
practice A strength ofthis researchthen,is the contribution of a rich, qualitative study that
explores and hencacknowledge the dynamic interactionshat emergebetween actors
involved in the design and delivery of responsible restnileg process, as opposed to simply
a Ochecklistd appr oac hinthit sepse, ¢he researghtati SteelCob e s t
highlighted how the impact of survivors wagtored into the design of it tandem with the
uniong responsible restruatimg strategyThis researctcontributesempirical data supporting
thenotion that suclstrategies may also be designed, prospectitelgddress the concerns of
survivorsand not only themmediatevictims, to, broadly speaking, maintain their commitment

and loyalty postestructuring.

The distinction between the victims and survivors of restructuring and redundancy is well
established in the HRM literatu(®ahdev, 2003, Devine et al., 200Bpwever, the findings

at SteelCsuggestethat not all workers affected lilye restructuring process fitteéatly nto

either of these categoriesalye mp | o gxpedena@heir jobbeingmade redundant bate

subsequentlynternally redeployedcross matchedhto new roles, or into roles made vacant
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by those taking voluntary redundancy. Therefdahefindings from the research &teelCo
proposes new, analytically discrete category of affected emplaypetose who fall into the
interstices beteen victimand survivor status. Such employees Hasten directly affected by
restructuring (victims) yet retained employment at the same organisation through redeployment
(survivors). This category of affected employees is identified hardatveenes. Thus, ths

thesis proposethat future research into restructuring, responsible or otherwise, must address
the experiences dhis groupto providea more nuanced understanding of itm@act of such
processes on the workfordexperiences related to concerns gver examplethe detrimental

impact redeployment would have on career advancement, the loss of the social bonds with
coll eagues and the influence of the supposed
7 and 8. This is a pertinent contributianthe development dhe responsible restructuring
literature as the findings illustrate how SteelCoelwhted its redeployment (craesmtch)
process as part of its responsible approach. Therefore, if redeployment continues to be
characteristic of respaible restructuring, then the distinct experiences of those who fall into

the interstices of théraditionabvictim and survivor status (inbetweeners) cannot be ignored.

Trade unions and responsible restructuring: union accommodation and the
managementof change

In building on the argument of the importance of local organisational cortetining the

role of thetrade uniongroved keyto understanding thdynamics of thalesign and delivery

of St eel Co 6Atho8gR Re epistamae ef sraxleians can be viewed as a contextual
variableasunions are not present in all cases of restructuring, the notable role theyiplayed
SteelC@®@ s S RR dpmonstrates Isow the implementation of responsible restructuring is
shaped by the prevailing industrirelations climateits institutional arrangementnd its

historical antecedents

Despite the rolef unionsin aidingboth affected employees and the HR team at SteelCo, as
evidenced in Chapters 6 and 7, this represented, ultimately, accommoddherirbgle unions

to management 6s decision to restructure. Thea
in this case was reduced to managing employment restructuring and redundancy processes
rather than providing opposition in terms of protestngreventing its implementation. The
management and HR team at SteelCo benefited from this accommodation by unions, as it

provided a mans of further legitimising itsestructuring process s O r e & PteeBosdi sb | e
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motives for this weraround ensuringo industrialunrest in the form of employment tribunal
claims orsubsequerihdustrial action was evident in its desire to maintain a positive industrial
relations climate, despite cutting jod$is was achieved given that this legitimisation helped
destigmatisethe restructuring process amongst the workfor¢®acKenzie, 2009) thus

strengthening management s c | aiomiblefashionhave co

For the most part, however, the unions at SteelCo faced little alternative but to accept
management 06s decision to restructure. The p
coupled with a sdiscussedinChaptér&ndreartt that the uniona had

little recourse to challenge the decision to restructure. Although it is a common trait of
management to present a decision to restructure as ine\(f&fed and Fairbrother, 2012)

the findings point tdiow management may seek to further justify a restructuring process by
framing it through a narrative tfiemselvesand the unionsacting responsibly. Indeed, this

raises questionsdo how unions might respotm orresistmanagement 6 s strateg
restructuring as responsible, which given the nascence of the topic has not been a major feature

of the industrial relations literature. What can be inferred from the case elCstas that
management may implement responsible restructuring, either with distinctly responsible
practices or through such legerdemain as reframing existing prattiggacate the unions.

Such an approach therefore obliges untongarticipate in g@rocess that, supposedly, has the
amelioration of the impact on workers athesart

In developing this argument further, responsible restructuring may thus represent a strategy for
management to reduce the possibility of future confrontation to théenmeptation of
restructuring from the unions and relevant stakeholdteasning restructuring as responsible

may indeed make it easier for management to implemmectt processes, given the close
engagement with stakeholders, such as unions and emplolgaest elicits. Whilst the

exi stence of certain Oresponsi bl ed practices
implementation of the process, this arguably shifts, or redistributes, the balance of
ma n a g e mperaeived 8sk otonductingrestructuring That is,the risks associated with
implementing restructuringrethus sharedmongst stakeholders involved in the prorsgsh

as the potentially negative effects on the subsequent industrial relations climate referred to in
Chaptes 5 and7. At SteelCo,greaterrisk was placed upon employees to make use of the
reponsible practices implementednd upon the unions through theengagement with

management. These findings were explored in Chaptegardingthe6 ¢ o mp lofiugiang y 6
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throuchout the design and delivery of its SRR process. Given the debates around the apparent
importance of engaging with stakeholders in responsible restructuriGiagser Zexplains

the findings from the SteelCo case @alb questiortheto extent to whib this is a necessarily
positive characteristic of such procesgesrde et al.2009, Papadakis, 2010, Greenwood,
2007) Instead, what théndings fromSteelCopoint to is thaimanagement may exptpand

utilise, the input of stakeholders, such as the unions at Steel§preadthe potential risks
associated with implementing restghg and redundancy processes amongst those
stakeholders.

Althoughthefindings identify barriers facing unionsii pr event i ng managemen
restructure, the unions at SteelGmuld shape the outcomes through their ggration in its
implementation. For example, Chapters 6 and 7 highlighted how the ymmmndedsupport

to the HR team in communicatingttv the workforce andhairing the redeployment (cress

match) process. In this sense, unions, whilst not always being able to prevent change, have a
role to play in themanagement of chang®ulignano and Stewart, 2012, Pulignano and
Stewart, 2013, Martinez Lucio and Stuart, 2005, MacKenzie et al., 2006, Ackers and Payne,
1998) Thus, he thesis presented through the Steel@esearchrecognises the positive
contribution that unionganma ke t o the specifically O&érespc
restructuring. At SteelCo, however, the role of unions received little formal recognition in the
aftermath of the restructuring, such as with the CEO award for the HR team, indicating that

this positive contribution of the unions may be subsequently maiggd; aseflected uporin

theabovedi scussi on on management 6s engagement wi
is that despite the positive role that wunior
such a way that in this case, it, chiefieceives the plaudits fats implementation of

responsible restructuring.

Of course, unions may not necessarily aspire to be associated with the delivery of a process
that utimately leads to redundancies. This is because such an assoeeiaiablycontradicts

theirr a i s o rof pdedeeving employment, and thus raises questions around whether unions
are independent from manageméviacKenzie, 2009, BdriguezRuiz, 2015) That said,n

terms of union strategy, the research at Stebl@llights the positive, supportive contribution
unions make to restructuring, and thus tpetentialto compel management into implementing

a responsible procestlnions may wield the narrative of responsibility and use it against

managementbé bri ng them to the tabled and thus she
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a way more acceptable for unioaad their members Borrowing ideas fromAckers and

Payn® £1998) work into British trade unions and partnership debates, unioretteamptto

6pl ay backd the rhetor i doestdblisha enare poaciveband i t vy
positive, role in the design and delivery of restructuring processes. This meaeser, that

uni ons mu s t accept t heir accommodation to
recognise that they still maintain an influence if the process is to be implemented in a

responsible manner.

In relation totheinfluenceof unionsin shajng responsible restructurin@hapter7 provided

an analysis of the negotiations that took place between SteelCo and the unions. The findings
identified an emergent connection betweenwgs unions can induce management to act
responsiblyat thenegotiation stages oéstructuring by engaging in momgegrative forms of

bargaining. This corroborates work liyar ad u e | et al (2008) in t
potential 0 for uni ons and management i n b
restrut¢uring. This assumedoweverthat both management and uni@msprepared t@lay a

positive sum game, whighay beundermined byhe earlier discussion afanagemerghifting

the risksof restructuringamongst stakeholdertn practice bargaining overestructuring is

likely to be associated withmixed bargaininggrocesgWalton and Mckersie,9%65) andorms

of concession bargainin@garaudel et al., 2008, Teague and Roche, 2014, Roche and Teague,
2015, Roche et al.,, 2015) I ndeed, the parlous economic cl
SteelCo meant the unions were forced to make certain concessiais asaccepting
redundancies in exchange for involvement in the design and delivery of the prodessiled

in Chapters 6 and 7.

Thus, thisresearclcontributes tadebates in the literature around the potential for unions to
adopt more integrative forms aofoncession bargaining so as $pecifically engage
management in implementing more responsible forms of restruc{@ergudel et al., 2008,
Teague and Roche, 2014Regardinghow unions nght &lay bacld the rhetoric of
responsibility to management, thisesiscalls for future research that aims to more explicitly
establish,empirically, the extent to which forms of iagrative concession bargaining are
consistent with the implementation of a resgbte restructuring strategyhis finding thus
reflects an area of resear@mergingn the academic literatuf@eague and Roche, 2014, Tsai
and Shih, B13a) Futureresearch would seek to sharpen the focus on the role that unions play

and can playin restructuring processes, as opposed to the case of SteelCo wherein their role
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was subsequently marginali sed i ible appoach tpe me nt

restructuring

OYLIX 2858aQ SELISNASYyOSa 2F NBaldNHzOG dzNAR
identity

Understanding the experiencestiobse affected bt eel Cods SRR process v
guestion driving the research. It became apparemteber, that simply presenting the negative
experiences of those affected by restructuring and redundancy procHssespre
corroborating the extensive literature discussed in Chapter 1, does not predutgght into

how the experience @& o6r edpeds approach might differ. A
issue of how affected employees responded to restructuring, both at the immediate
announcement and throughout the implementatfdheoprocess, became pertinent. Notably,

the interviews with emnpyees highlighteé range of social, cultural, material and experiential

factors shaping thieresponse to the restructuring processkey finding from the interviews

with affected workers was how these factors meant they had internalised the experience of
restructuring, and the extent to which dealing with restructuring avasspectof the

steelworker occupational identityn esseoe, because employees were, for the most part,
accustomed tthe experience alealing with restructuring, they were thiasgelyindifferent

to Steel Cobs dessasiSRRohs indifferencd, or seensing poguiescerde,
employeesdrther B gi t i mi s e mstrsturmge droCessbhat is,there was alack of

protest or challengagainst the restructuringhus suggesting a degree of equaninmtyhe

response of thevorkforce. Put simplygdealing with restructuringnd redundanclyad becme

an accepted part of the experience of working at SteelCo.

A notable insight from the research at SteelCo was thah#ieip, or demographics, of the
workforce is a crucial coaktual variable when explorinfigrms of restructuringresponsible

or othewise For instanceunderstandingowthe social and historical processes that constitute
occupationsand occupational identitieeave an impact on how emplogeeespond to
restructuring. @ring interviews with employees at SteelCo, participants spokeio@listinct,

yet overlapping, types @frior experierce that shaped theesponsesThese were identified as
the personal, vicarious, historical precedence of the UK steel inguattdaccommodating
role of the unionsaspresentedn Chapter 8. Dealing with the implementation of restructuring

wasendemido the occupational experienassteelworkersAt an empirical level, employees
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did not perceive themselves to have ribgeen su
process.This is not to say that employees were not still negatively impacted by restructuring

in terms of the effects to theirwddle i ng, nor that they were apat
restructure. Rather, it was that the description of the process@aensiblevas meaningless

to employees, as interviews with employees highlighted that there netasanything
perceivablydistinct, or novel, about the implementation $ft e e |SRR gragess. This
perception of the process from employees is, hence, stensiwith the above discussion

around the ways in which management utilise responsible restructuringetsrecaldevice

The findingsfrom the SteelCaesearchherefore demonstrate the relevance of the experiences

of different types ofindustry, emgoyment, or occupations, in ghag responses to
restructuring As noted above, this is not to say that SteelCo did not make a genuine effort to
implement restructuring in a responsible way. The findings from interviews with employees
however call into question the ways in which a responsible restructuring mighebeeived,
evaluated or measured. For example, even if organisations are proactive in adopting a
responsible approach to restructuring, if employees do not perceive it as such does this then
under mi ne t he or gansugesthe ppoocessdis natpegporsible? Mhisasnad
important contribution to the debates around responsible restructuring given that, at its essence,
the pocess has been proposed as a meaameliorate the negagwveffects of restructuring

and redundancy for affected employees. Following thisire investigation into responsible
restructuring should necessarily consittetiepththe response of those most affectat not

rely on the incidence of certain responsible practi¢es)ce the attention paid to the

experiences of employeastheresearchat SteelCo

Thus this thesisarguesthat future researclBhould recognise how particular social and

historical proceses influence the extent to which a process may be peticswesponsible by
employees. Put simplyhe immediate restructuring contegnnot be taken in isolation fro

social cultural, materiabnd historicafactors(MacKenzie et al., 2006, Strangleman, 2001,

Riach and Loretto, 2009At SteelCo,the dispositions of the workforce, gsesentedn

Chapter 8, highlightsow particular cultural (such as the strong occupational community, close
soci al ties and the steelworks providing a ¢
job6 argument and the oO6pension trapod) fact
restructuring(MacKenzie et al., 2006, Gardiner et al., 20Gardiner et al., 2009%uch an

approach mawpot only generate a better understanding @ hesponsible restructuring might
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be measured, but also bring into the question the legitimacy of the implementation of such a
process in other industrial and sectoral contexts. For instance, what are the differing perceptions
of employees towards being deredundant in, say, a small technology siprtcompared to

a traditional industry like steelhe necessity of studying responsible restructuring/erigty

of industrial, sectoral and organisational contegtfurther elaborated belowAn argument
emanating from this researdhen,is thatany judgement on whether a restructuring process is
responsibleshould bepresentedvith caution. That is, such a judgeméntimited unless the
implementation of objective measures is understood in the confexteo subjective
dispositions, such as tlsteelworkemoccupational identity, of the workforce directly affected

by their implementation

Researching responsible restructuring: method, concept and practical
recommendations

A crucial aspect of the SteelGesearchwas the use of an ddepth, qualitative case study
research strategy, explorirggcaseof putativeresponsible restructuring. To date, there have
been limited m-depth qualitative studiesnto restructuringconsidered or described as
responsibleAs discussedn this concludingchapter, the prevailinguantitative approach has
seldom captured the richer, more complex, interactions and dynamics between management,
HR representatives, unions and employees throughout the implemerdhtiesponsible
restructuringexposing a methodological gap that tkeeearchat SteelCo sought taddress.

The case study involveB9 semistructured qualitative interviews with management, HR
representatives, unions, employees and other relevant stakehatsrg, wih a non
participation observation element of the data collectiontttaideda methodological strength

of the case study. As outlined in Chapter 4, SteelCo gramtegkstrictedin situ access,
permitting attendance at meetings and activities associated with its restructuring process. This
provided a o6real timed insight into the i mpl

The nonparticipation observation element of the reseg@rcired particularlybeneficial The
natural observation of interactions between management, HR representatives, unions and
affected employees in both formal and informal environments generated ataxiited
picture of the dynamics of implementing a restuiag process. Observatigmnvolved for
example, thelisagreementsetween managementdanions over which departmersisould

experience job cugshe discussions around implementing certain training and support practices
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and the informal communicatiopetween unions and affected employ@esorridors and
canteensAlthoughinterviews were conducted retrospectivalye observations of meetings
between management and unions happened in realduriag the restructuring exercidéhe

initial access tahe plant not only developed a familiarity and rapport with SteelCo and
participants, but also painted a more comprehensive picture of how acting responsibly during
restructuring was understood, and discussed, by the key actors involved in the delikiery of
processThe nonparticipation element of the research includiédrmlance at crgsnatch and
governance meetingspbserving and recording interactions betwegmons and HR
representativegibserving the delivery of the employability support at tregrworkshopsand
spending extended time at the plaim the offices of HR representagis and senior union
officials and with employees ihe steel millsThese alallowed for a plurality of perspectives

on the i mpl ement at i owhilstdlso@Etméted eGeatvestriaiyB®&onp r o c e
of findings.

In researchinga topic as nascent assponsible restructuring, it was useful to develop a
conceptual frameworto adequately explore such a process. A framework waslalgsd, as

outlined inChapter 3through a synthesis of the prevailing literature related fooresble

forms of restructuring. The framework identifiddur categories of responsibility that
organisations have sought to address when conducting restructuring procegsedry,

procedural, communicatioandemploymentesponsibilities. Given the under theorisation of
responsible restructuring, this framework wizershallechott o 6t est 6, deduct i v
SteelCo, it is important to stress, but rather to use thearege@s exploratory themésorde

et al., 2009) By identifying categories of responsibility, the framework does not provide a
checklist of practices but rather a set of analytical caiegdor explanation in the case study.
Therefore, the emphasis of the research shifted towards how SteelCo acted responsibly in
relationtot hese categori es, an &RRprocess withiethepnaydhat! oc at e
acting responsibly during restrituring is discussed in thmurrent academic researchhis
approachallowed for flexibility during the dataollection and analysis stages. Furthermore,

using the framework in this way helped sharpgbe focus on the link between the
implementation of @ctices and theassociatedcontexts,rather than simple incidence of

practicesand which led to SteelCo claiming its process as responsible.

At a conceptual level, the framework may be used to explore future instances of restructuring

torefine understading of responsible restructuring by both researching supposedly responsible
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processes and, count er f pasemphasisédyChapteridrAgans pon s i
the framework can be uséd understandhe ways that organisations do and do not address
each category of responsibility, thus generating additional insights, and contributions, into the
dynamics, challenges, and outcomes of implementing responsible forms of restructuring.
Furthermore, bstalishing categoriesf responsibilityas outlinedn the frameworka more
nuanced understanding of what is meant by acting responsibly during restructuring is offered,
rather than the simple assumption of a blanket responsiaditg critiquedn Chaper 3 As
illustrated in Chapter 6, the case of SteelCo provided empirical datdidhedrroboratehis
blanket assumption in terms of to whom a responsibility was owed, altlitowgint beyond

this by addressing the specifidynamics of what responsibity during restructuring
subsequently entails. Using tbenceptuaframeworkpresented in Chapterd@&monstratethat

the implementation of responsible restructuring is a more complex topic that belies a binary
ascription of a restructuring process as oesjble or natThe implementation of restructuring

is so fraught with the contingencies of the local organisational context to render any such
judgementnalytically unhelpful Thus, the framework provides a conceptual underpinning for
an area that hasféered from a lack of adequate theorisation.

Additionally, in terms of modest practical recommendations, the categories of responsibility
act as a heuristic device for the implementation of responsible restructuring. That is,
practitioners seeking to imginent a responsible restructuring process, inclusive of both
management and unions, may use the framework as an aid to consider how they might conduct
such a process in a way consistent with the local organisational context. Adopting the
framework in sucta way wil, it is hoped, ensure that actiresponsiblyis the initial guiding
principle when conducting restructuring as opposed foost hocrationalisation ofthe
restructuringprocessas responsible. Indeed, sef good practicenay then be consulted by
practitioners, but only in the sense that they miogtddoptedo be efficacious in @dressing
categoryof responsi bility. Again, by breaking do\
practices and measures may be dexigand delivered in way that more explicitly targets the
different categories of responsibility identified in the development of the framework. For
example, and following the above findings the role of unions, unions may emphasise
adherence to each ofid category during bargaining over restructurtogelicit a more
explicitly responsible approach from management. Thus, in the practical implementation of
responsible restructuring, management, and unions, may pay greater attention to how the

design and elivery of certain practices are more meaningfully geared tovthedsotion of
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responsibility Unions might also use thadversereputational impact for organisations of
irresponsibleestructuringandplay back management rhetoric of responsible resirinct to

gain firmer involvement in the process.

Concluding remarks: future research and the essence of responsible
restructuring

In developing the topic of responsible restructuring there are many future avenues of
investigation. The emphasis on a more contextualised understanding of responsible
restructuring means that research into a range of different organisational and sdebsco

with the conceptual framework offering some guidance in exploring future processes, would
provide a useful course of action for the development of the topic. Of course elisire
countlesgestructuring contexts to which the framework might bglied given the pace and
legitimacy of such mrcesses in organisational life. That said, tlagestwo particular areas of

application that would servefacusedpurpose.

Firstly, application to different national contexts will introduce a necessary cativea
element to the topic of responsible restructuridigeto the burgeoning interest in responsible
forms of restructuring across the EU region, this will expose the national differences, and
similarities, in restructuring regimes between member statekthe implications of these for
responsible restructuring. Such research would contribute towards, and present challenges for,
how policy across Europe and the EU can coordinate these different apprSadisesjuently,
mechanismghrough which respoiige restructuring might become established across the
regionandaddress the impact on affected employemdd be developedsecondly, another

crucial level of analysis is contindeexploration ofrestructuring in the UK steel industry
Notably,this wodd involve continuing tccapture the ongoing experiences, and life trajectories,

of those affected by restructuring. This is perhaps dicp&arly pertinent avenue of
investigation given the &écrisisd inrebphe UK
restructuring and redundancies continue abound. Although these two areas are of particular
empirical interest, future research into responsible restructuring should be concerned as much
with discoveringresponsiblgractice as it igresponsiblepradice, so aso not simply lionise
responsible organisations but to understand why, and thus scrutiaigethat organisations

fail in adopting a responsible approach.
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Finally, to conclude, it is worth returning épening passages of the introductdmgjaterwhere

it is stated thatesponsibleestructuringhas been proposesbeinga means to amelioratee
impact of restructuring and redundancy on affected employeedindings around the extent

to which responsible restructuringay bea rhetorical strategy employed by management
suggests the process being usedegitimise the decision to implement restructuring and
redundancieskFurthermore, geater attention must be placed emacting responsibilityas
opposed to enacting certain prees,to substantively address the consequences for those most
affected by restructuring and redundancy proceSsessefindings werediscovered through

the case study of SteelCo, wheraitontention of the thesis is tigentification of thewvays in

which the implementation of responsible restructuring is necessarily shaped bycahe |
organisational context. Thus, thisesispresents a critique afie prevailing prescriptive, best
practice approaches to responsible restructdfonfavinga limited applicability if the local
organisational context in which they are implemented is not accountdd tmmclusion, the
research at SteelCo advances the thesis that the concept of responsible restructuring is more
appropriately characterised by a best dfproach that recognises contexts such as the
contingencies of local organisational and institutional factors, the particularities of industrial

relations the historieof restructuringand the occupational identity of the workforce.
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